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4 | MAKE IT CULTURAL. Make coaching development a part  

of managers’ performance evaluations and tie 

metrics to effective coaching. Highlight and  

reward success. GO 

5 | MAKE DIFFICULT CONVERSATIONS EASIER. Provide tools 

and guidance to make sure these conversations are 

successful and give managers an opportunity to plan 

and practice. GO

1 | CONNECT THE DOTS. Link coaching to specific 

organizational goals. Determine what drives your 

leadership team—then make sure your initiatives 

are properly aligned.  GO

2 | START FROM THE TOP. Leaders should be open to guiding 

other managers and should have coaches themselves. 

The executive leadership team should be coaching 

(and getting coached), too. GO 

3 | WALK THE TALK. Coaching isn’t initially instinctive. Both 

managers and their employees need some initial 

training. Look for a coaching solution that offers 

wrap-around training effective for every level of an 

organization. GO 

One-Minute Rundown 
You’re busy, and implementing coaching in your organization is a big project. These 5 takeaways will get you started, 
even if you read nothing else. 
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So What Is  
Coaching, Really? 
Workplace coaching: a conversation with a structured framework 

that leaders use to help others make decisions, commit to actions, 

and produce results. It helps people, anywhere in your organization, 

achieve breakthroughs.

It's a key leadership practice according to 80% of HR leadership.

What is a 
Breakthrough?

An instance of success that leads to 

further progress or possibility.
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What HR Pros Have to Say on the Subject
InsideOut Development, in partnership with HR.com, asked 649 HR professionals to share their 

thoughts on talent development trends and the impact leader-led coaching has in their organizations. 

The most important trend in talent development in our organization is:

Isn’t it  
interesting?

The two most prominent trends 

in talent development go hand-

in-hand. Great coaches help their 

employees chart their course to 

success. And those employees on 

the journey are more coachable, 

and better coaches themselves.

Career path/
growth planning 

Using manager-led 
workplace coaching

Improving the 
performance 
management 

process

Other
4%

Developing talents of 
non-traditional employees, 
such as contract workers
3.1%

Skilling up in 
technology

Uniting 
generations/
working with 
Millennials 31.6%

23.7%

22.5%

7.8%

7.4%
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Those HR pros also answered which skills 

their managers were best at. 

LESS THAN HALF  

said their managers are great at giving 

feedback, creating accountability, and  

helping employees create their own  

solutions to problems.

LESS THAN A THIRD  

said their managers were great at instilling 

confidence in their team members, helping 

others develop strategies for meeting their 

goals, and holding difficult conversations. 

Which coaching behaviors do managers in your organization  
perform best?

Check in regularly on 
progress of projects/
important assignments

67.2%

Give candid feedback both 
positive and negative44.2%

Create accountability in 
their team members42.9%

Ask questions to help employees 
create their own solution41.6%

Instill confidence in 
their team members28%

Help develop strategies for 
meeting their goals26.5%

Hold difficult conversations 
successfully14.1%

1
2

1
3

https://www.facebook.com/InsideOutDev/
https://twitter.com/insideoutdev
https://www.linkedin.com/company/insideout-development?trk=tyah&trkInfo=tarId%3A1417002717460%2Ctas%3Ainsideout%20deve%2Cidx%3A2-1-2
https://www.facebook.com/sharer/sharer.php?u=%20http://www.insideoutdev.com/ebookcoachability/
https://www.linkedin.com/shareArticle?mini=true&url=http%3A//www.insideoutdev.com/ebookcoachability/&title=The%20Coachability%20Edge%20&summary=A%20hidden%20advantage%20your%20organization%20needs%20now.%20Download%20the%20new%20ebook%20to%20learn%20how%20coachability%20builds business,%20creates leaders,%20and%20drives%20the%20decisions%20that%20deliver%20your%20competitive%20advantage.%20http://www.insideoutdev.com/ebookcoachability/
https://www.linkedin.com/company/insideout-development


Connect:7

Core Coaching Characteristics (and Why You Should Care)
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1 | REVENUE RULES 

While it may be difficult to measure the impact of some of the 

“softer” benefits listed below, no one questions revenue. According 

to the Human Capital Institute, 

organizations with strong coaching 

cultures report recent revenue well 

above their industry peer group, 

51% compared to only 38%.i 

2 | A WELL-COACHED WORKER IS A PRODUCTIVE WORKER

More than three-quarters (78.4%) of HR leaders say that coaches in 

their organization have more productive teams than non-coaches.

In an ATD studyix, nearly 69% of learning and business leaders believe 

coaching drives productivity gains. 

5 Reasons to Coach

3 | GOOGLE SAYS SO 

Pop quiz: What is Google great at? 

A lot of things, but if you said ‘data,’ you get a gold 

star! As part of their Project Oxygen initiative, 

Google applied its data analytics to its people 

decisions and this is what they found: 

…periodic 1:1 coaching…  
[was] ranked as the no. 1 key  
to being a successful leader. iv

51%
38%to
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5 | WELL-COACHED TEAMS ARE ALL IN 

According to stats from Gallup, 

more than two-thirds of Americans 

are disengaged at work.ii 

But could coaching really cure the 

engagement epidemic? More than 

four-fifths or 83% of HR professionals say that good coaches in their 

organization have more engaged teams.

The Human Capital Institute also found that 

organizations with strong coaching cultures 

measured higher employee engagement, 62% 

rated as highly engaged compared to only 50%.iii  

4 | IT’S WHAT MILLENNIALS REALLY, REALLY WANT 

The average tenure of a millennial at any 

organization is just 18 months and 50% of 

millennials who have jobs are looking for 

new ones.vi 

While it can be easy to attribute millennial 

retention up to generational bias, that 

doesn’t tell the full story. According to a 

study by Deloittevii, 71% of millennials 

who are likely to leave are leaving 

because they are unhappy with how their 

leadership skills are being developed.

Millennials are extremely candid, so we 

don’t have to guess what they want—

they’re telling us. They want more time devoted toviii:

• Coaching and mentoring

• Discussion of new ideas and ways of working

• Development of leadership skills

50%

71%

2

62%
50%

Engagement
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According to an October 2017 research report conducted by HR.com 

and InsideOut Development, nearly a quarter of respondents cited 

manager-led coaching as their most important talent management 

trend. 94% of organizations said manager-led coaching has either 

stayed as important or grown more important over the last year. Only 

6% said coaching was on its way out.

In the same study, 69% of respondents said that 

leader-led coaching will become even more 

imperative over the next 12 to 18 months, with 

only 12% indicating that their firms would place 

less emphasis on it.

And it’s not just one study; it’s across the board. 

The Society of Human Resources (SHRM)x has also 

found that 70% of HR professionals expect coaching will become more 

important in the next two to three years. 

Prioritized, but not Practiced  
(AKA: Do As I Say, Not As I Do)

69%

1

2

3

How will your investments  
change in 2018?xi  

When a group of nearly 200 department business leaders and 

leadership development professionals were asked how their 

investments will change in 2018, they listed coaching as #1. 

INCREASE SPENDING ON:

Leadership and coaching

Onboarding and skills development programs

Developing programs to inspire and motivate employees
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Coaching IS an important 
leadership development  

practice in my organization

Is, Was, and Will Be
No matter how you ask them, HR leaders around the world know that coaching is a key leadership practice.

How has the importance of  
manager-led workplace coaching  
changed over THE PAST YEAR?

Manager-led workplace coaching  
WILL BECOME more important  

over the NEXT YEAR

Despite this HR emphasis on coaching, most managers aren’t doing 

it well. Only about 1/5 of respondents agreed that managers in their 

organizations demonstrate the behaviors that make for a good coach. 

Alan Fine, pioneer of the modern coaching movement, is known for saying: 

The biggest obstacle in performance isn’t 
about knowing what to do; it’s about doing 

more of what you already know.

Don’t Know
.6%

Agree

Disagree

79.6%

19.8%

IS

Less Important

More 
Important

Maintained 
the Same 

Importance

52.8%41.3%

5.9%

WAS

Don’t Know

Agree

Disagree

69.3%

12%

18.7% WILL 
BE

https://www.facebook.com/InsideOutDev/
https://twitter.com/insideoutdev
https://www.linkedin.com/company/insideout-development?trk=tyah&trkInfo=tarId%3A1417002717460%2Ctas%3Ainsideout%20deve%2Cidx%3A2-1-2
https://www.facebook.com/sharer/sharer.php?u=%20http://www.insideoutdev.com/ebookcoachability/
https://www.linkedin.com/shareArticle?mini=true&url=http%3A//www.insideoutdev.com/ebookcoachability/&title=The%20Coachability%20Edge%20&summary=A%20hidden%20advantage%20your%20organization%20needs%20now.%20Download%20the%20new%20ebook%20to%20learn%20how%20coachability%20builds business,%20creates leaders,%20and%20drives%20the%20decisions%20that%20deliver%20your%20competitive%20advantage.%20http://www.insideoutdev.com/ebookcoachability/
https://www.linkedin.com/company/insideout-development


Connect:11

Core Coaching Characteristics (and Why You Should Care)

Coaching that works.

While 26% of HR leaders agreed (or strongly agreed) that managers in their organization 

UNDERSTOOD effective coaching behaviors, only 19% agreed (or strongly agreed) that those 

same managers actually DEMONSTRATED those behaviors. Leadership development must work 

to close this knowing/doing gap, helping managers move from intellectually knowing about good 

coaching to modeling and practicing it.

Ask the Experts

The best way to know whether managers are good coaches is to ask their people. Nearly half 

of employees thought their managers were ineffective coaches. Only 15% agreed or strongly 

agreed that their managers were good coaches. 

HR MANAGERS REALLY 
AREN’T SURE WHETHER 
THEIR MANAGERS ARE 

COACHING WELL. 

When asked if their managers 

demonstrated good coaching 

behaviors, nearly two-thirds 

(63.6%) said they only somewhat 

agreed or somewhat disagreed, or 

that they didn’t know at all.
Felt coaching is a key 
leadership practice

80%

15%
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The most overwhelming coaching benefit is its effect on productivity. 

In one study, 91% of HR professionals said that managers in their 

organizations who are considered effective coaches have more 

productive teams than non-coaches.

This shows up in studies across the industry. More than half of 

respondents in a recent Human Capital Institute surveyxii said that 

increased productivity was one of the top 3 outcomes of coaching. In 

an ATD studyxiii, nearly 69% of learning and business leaders believe 

coaching drives productivity gains.

Coaching for Productivity  
Why do HR professionals put such a focus on coaching? 

If coaching is so important, why 
don’t managers do more of it? 
Ask around. Most managers will say they simply don’t have 
time to stop and properly develop their employees. 

These 3 keys may change their mind:

Coaching can (and should) be woven into 
the conversations they’re already having. 
When coaching is done right, it won’t add 
more conversations, just make their current 
conversations more productive.

Making every conversation more effective will 
reduce their time spent giving direction, correcting 
poor performance, solving problems, and making 
decisions.

Effective coaching increases employee 
productivity.

1

2

3

Don’t Know
4%Disagree

4.7%

Agree

91.3%
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What’s more: companies with engaged employees outperform those 

without by up to 202%.xx 

Sadly, only 13% of employees are fully engaged at work.xxi  

Workplace coaching can be the key to re-engaging your team. 93% of 

HR managers agree that good coaches have more engaged teams. 

According to research by The Corporate Executive Board, direct reports 

of effective coaches outperform their colleagues by 25% and stay at 

their companies 40% longer.xxii 

 

According to Gallup’s 2016 State of the American Workplacexiv, more 

than half of employees are actively looking for new jobs, or at least 

watching for openings. And that’s a problem, since companies spend 

6-9 months’ salary to replace each of them.xv

Employee engagement is a key factor in attracting and retaining  

top talent.

89% of employers think their 

people leave for more money, but 

that’s actually only why 12% of 

employees leavexvi. Gallup studies 

say more than half of them leave 

because of a bad manager.xvii  

In fact, 65% of American employees 

say they’d prefer a new boss to a 

pay raise. Disengaged employees 

are 3 times more likely to be looking 

for a new opportunity than engaged 

employees.xix

The Harrowing Tale of Employee Engagement  
(and how to turn it into a “Happily Ever After”) 

12%
leave for 
money

>50%
leave

because of a 
bad manager

Why Employees Leave

65%

59% OF EXECUTIVES REPORTED 
their organizations weren’t fully ready 

to address the employee engagement 

challenge. 

90% of leaders think an engagement strategy would have 

an impact on business success, but barely 25% have them.
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What do employees want from their leaders? 

To get the most from coaching, employees need to feel coached. When asked what employees 

need most from their manager to be successful, the number one response was a sense of “feeling 

heard” by their manager. Other top responses included better clarity on roles and company goals, 

opportunities to give feedback to leadership, and improvement in the quality of conversations.

Employees want a collaborative approach to communication. One in which leaders not only 

clearly communicate roles and goals, but also in which those same leaders listen closely to the 

people they manage.

What do employees need most from their manager?

Key Coaching Qualities 

A sense of “feeling 
heard” by their manager 61%

Better clarity on roles and 
company goals 52%

Opportunities to give 
feedback to leadership 47%

Improvement in the quality of 
conversations 47%

WHAT WE’RE DOING RIGHT

Checking in regularly on employee progress is the most 

commonly-cited coaching strength among today’s 

leaders. About 2/3 of respondents to our survey say their 

managers perform this function best.

“The more you move from deploying 

coaching as a competency to 

deploying it to drive a business result, 

the more leaders will be engaged in 

supporting the deployment.” 

—Alan Fine, Founder and President 
of InsideOut Development
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“Distributed accountability alleviates manager 

overwhelm. When employees and managers 

speak the same language more open dialogues 

will happen and they’re more likely to be 

successful. Employees become more engaged 

because they have more control over the 

situation and conversation.”

—Nancy Q. Smith, Vice President of 
Innovation at InsideOut Development

How exactly do good coaches communicate?

We analyzed responses from two distinct groups: organizations who self-identified as having 

good coaches, and organizations who thought their leaders could use some coaching help. We 

found that organizations with good coaches prioritized “opportunities for feedback to leadership.” 

Providing “opportunities for feedback to leadership” means that organizations with good coaches 

ensure that conversations are two-way. Encouraging managers to participate in two-way dialogue 

is critical. Managers must be trained to understand that their role is to guide and develop, not 

just delegate and evaluate.

Most Important Communication Strategies (as told by HR pros)…

Conversations are  
a two-way street

Breakthroughs don’t happen in a bubble. 
Managers and employees need to work 

together to drive business success. Look for a 
coaching solution that helps managers be better 

coaches and employees be better “coachees.”
For organizations with 
COACHES IN TRAINING…

For organizations with 
COACHING PROS…

1. A sense of “feeling 

heard” by their manager

1. Opportunities for 

feedback to leadership

2. Better clarity on roles 

and company goals

2. A sense of “feeling 

heard” by their manager

3. Improvement in the 

quality of conversations

3. Improvement in the 

quality of conversations

Take the quiz on the next page to see how your managers stack up.
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QUIZ: Coaches in Training or Coaching Pros?  
Are your managers coaches in training or on their way to the pros? Take this quiz to find out.  

7-15 POINTS | Coaches In Training: 
You’ve got some work to do. Your managers don’t coach well yet, and your teams 
can tell. Disengaged employees are a real problem, so help your coaches use the 
communication strategies for “coaches in training" on the previous page. With a little 
practice, your coaches will be on their way to success in no time.

16-21 POINTS | Coaching Pros: 
Your managers know coaching counts, and they’re getting pretty good at it. Your teams  
are happy, work is good. You’re a rock star! But there’s always room for improvement,  
so check out the communication strategies for "coaching pros" on the previous page to 
bring your team to the next level. 

Are your managers 
talkers or listeners?

How well do your 
managers give 

feedback?

How much do your 
managers care about 

their team?

How often do your 
teams talk?

How distracted are  
your managers?

How does your 
team handle tough 

conversations?

Are your managers 
tellers or askers?

Managers are 
managers because 
they’re the experts. 

They’ll tell employees 
exactly how to get the 

job done.

1

Managers are 
constantly checking 

their phone and 
they’re usually too 
busy for productive 

conversations.

1

Managers know 
their employees’ 
names, but that’s 

about it.

1

Managers always 
know best. The best 

way to get work done 
is to have everyone 

fall in line.

1

Managers are 
uncomfortable 

giving feedback, so 
they usually wait for an 

official performance 
review.

1

Managers dread 
tough conversations. 

They postpone them, or 
pass them off to HR as 

often as possible.

1

Most managers 
feel too busy to 
meet with team 

members more than 
once a quarter.

1

It’s a 2-way 
conversation, but 

managers talk first 
and most.

2

Managers are 
really too busy to 

help their employees, 
but they try to make 

time.

2

Employees 
aren’t miserable, 

but sometimes they 
feel like cogs in a 

machine.

2

Managers tell 
employees exactly 
what went wrong.

2

Managers 
occasionally give 

corrective feedback.

2

Managers are 
prepared to have tough 
conversations, but both 

parties leave feeling 
discouraged.

2

Managers 
schedule frequent 

meetings, but often 
have to cancel or 

reschedule.

2

Managers listen and 
make sure employees 

feel heard.

3

Managers know 
enabling their team 
should be their #1 

priority.

3

Employees know 
that their manager 

cares about them as 
individuals and their life 

outside the office.

3

Managers ask 
employees what’s 
working and what 

could be done 
differently.

3

Feedback 
is frequent. 

Managers let 
employees know what 

they did well and 
where they could 

improve.

3

Managers don’t 
look forward to tough 

conversations, but 
are optimistic about 
positive outcomes.

3

Managers prioritize 
checking in with their 
teams at least once a 

week.

3

HOW’D YOUR TEAM DO?
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EMPLOYEES:
According to SHRM, 66% of employees think that 

their company’s current performance review 

process interferes with their productivity and 

65% say it isn’t relevant to their jobs. 30% 

say it actually decreases their performance.xxiv

Only 1/3 of employees who get the highest 

scores in their performance reviews are actually the 

organizations’ top contributors.xxv  

EXECUTIVES:
58% of executives believe their current performance management  

approach drives neither employee engagement nor employee performance.xxvi 

Everyone agrees performance management is broken:

HUMAN RESOURCES:
We asked 649 HR professionals their thoughts on performance 

management. Only 55% of respondents said their performance review 

programs support the long-term growth of 

their organizations. 32% were certain that 

their performance management systems did 

NOT support long-term growth. 

For the gold star math students, you notice 

that leaves 13% who didn’t know whether 

their performance management systems helped or not!

Performance Management—the elephant in every room   

Dynamic Evaluation Models
performance management approaches that 

focus on high-quality day-to-day conversations 

between leaders and employees 

Performance Management Systems

32%
DO NOT 
support 

long-term 
growth

55%
Support 

long-term 
growth

Coaching to the Rescue

80% of organizations still use an annual or semiannual approach to performance management, 

rating only past performance. A high-quality performance management process built around 

quality conversations can do more than just manage performance—it can improve it. 89% of HR 

managers indicate that dynamic evaluation models (performance management approaches that 

focus on day-to-day conversations between leaders and employees) better support long-term 

growth in their organizations.

Among companies with dynamic evaluation models, 88% are committed to recurring 

conversations.

65%

30%

 

 

Say it actually decreases 
their performance.

Say it isn't relevant 
to their jobs.
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3 | WALK THE TALK. Coaching isn’t initially instinctive. Managers 

need to be developed to get better at coaching and 

employees need to develop the skills and mindsets to 

effectively participate in leader-led conversations. Look 

for a coaching solution that offers wrap-around training effective for 

every level of an organization.

4 | MAKE IT CULTURAL. Embed the importance of coaching in your 

company culture. Make coaching development a part of 

managers’ performance evaluations and tie metrics to 

effective coaching. Highlight and reward success.

5 | MAKE DIFFICULT CONVERSATIONS EASIER.  
Managers should receive proper training and support 

long before these conversations are needed. Provide 

tools and guidance to make sure these conversations are 

successful (we can help with that, see the bonus chapter below) and 

give managers an opportunity to plan and practice.

1 | CONNECT THE DOTS. Show the impact that leader-led coaching 

and conversations can have on productivity and 

engagement. Managers who connect with employees 

via meaningful conversations can make a real bottom-

line impact. Link coaching to specific organizational goals from 

the leadership team, like performance management, long-term 

business success, engagement, productivity, career growth, employee 

communications, etc. Determine what drives your leadership team— 

then make sure your initiatives are properly aligned.

2 | START FROM THE TOP. Leaders should be open to guiding other 

managers and should have coaches themselves. Senior 

leadership should hold their direct reports accountable for 

coaching. When we asked which department could see the 

most benefit from a manager-as-a-coach program, more than a quarter 

of respondents pointed to the executive leadership team.

Top Takeaways  
So what does it all mean? Here are 5 actionable takeaways for your organization:

MORE THAN A QUARTER  

of HR professionals think the executive 

leadership team would most benefit from 

leader-led coaching.

1
4
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Coaching that works.

Almost half of HR professionals said that 

employees need their managers to have 

better conversations. Nearly all of our 

daily conversations (the ones we’re already 

having), fit into 3 distinct buckets. These 3 

conversations can help anyone communicate 

more effectively.

Turn Research into Results: 
Three Coaching Conversations Every Leader Should Have

Alignment Conversations: 
The most widely-cited coaching weakness of leaders is their inability to hold difficult but 

necessary conversations. When we asked which coaching behavior managers were worst at, 

holding difficult conversations was the only behavior cited by more than half of respondents. 

At InsideOut Development, we’ve identified these difficult conversations as “Alignment 

Conversations.” They occur when someone is unaware of an issue that’s keeping them from 

success. When done right, both parties leave Alignment Conversations feeling heard, valued, 

accomplished, and empowered.

By using coaching principles, both parties can leave the conversation knowing there is an action 

plan and possibility for improvement. The coachee feels more accountable to that action plan, 

because (s)he had a hand in creating it.

Coaching increases employee ownership of outcomes.

“Accountability is doing what needs to be done because someone expects it. 

Ownership is doing what needs to be done because you expect it of yourself.”

    —Alan Fine, Founder and President, InsideOut Development
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Breakthrough Conversations:

A breakthrough is an instance of success that leads to further progress or possibility.

Only 28% of HR representatives thought their managers were great at instilling confidence in 

their people. Even fewer (26%) thought managers were successful at helping people develop 

strategies for meeting their goals and create their own solutions. Leader-led coaching follows 

a simple framework to make breakthroughs happen more often in your organization, to help 

your teams solve more problems faster.

The GROW® Model
Both Alignment and Breakthrough Conversations are structured around the GROW Model. 

The basic GROW Model is an acronym for the four stages of decision making and is 

considered to be a gold-standard framework for structuring coaching conversations. Great 

coaches use the GROW Model to ask the right questions to stimulate the very best thinking 

and the highest levels of engagement and accountability. 
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The GROW acronym represents the four core 
components of any decision-making process:

Goal: What do I want?

Reality: What’s been happening?

Options: What might I do?

Way Forward: What will I do?

ALAN FINE SAYS: 

“GROW brings to our decision making 

the most critical part of all human 

performance—focus. Focus drives 

everything we do. All of us go through 

the steps of GROW (consciously or 

unconsciously). The only choice we have 

is how we navigate through these stages. 

Choosing to use the map in a disciplined 

and systematic way creates focus more 

quickly which impacts the decision 

making, that leads to the action, that 

delivers results.” 
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 Check-ins and Feedback:
Though giving feedback is one of the best-known manager functions, 

less than half (44.2%) of HR representatives said their managers were 

great at giving feedback (positive or negative). Feedback conversations 

should be a two-way street. Ask questions like, “what’s working?” 

where are you getting stuck?” and “what could you do differently?” 

These questions allow for self-reflection and innovative solutions.

These conversations can happen 2-3 times a week, or even 2-3 times a day, but they won’t 

happen at all if they aren’t prioritized and simple-to-implement.

A great coaching program should be prioritized, easy-to-
implement, and applicable at every level of the organization. 

Contact InsideOut Development at 888.262.2448  

to speak with a coaching specialist who will help you  

take your team’s coaching to the next level.

44.2%
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About 

ABOUT THE SURVEY:

InsideOut Development conducted a survey in partnership with HR.com in June and July of 

2017. A total of 649 respondents were included from a worldwide audience. The group reflected 

businesses ranging from sole proprietorships to those with more than 20,000 employees. The 

large majority had 100 or more employees, and well over a third had 1,000 or more employees. 

Participants also represented a wide-range of industries, the largest being health services, B2B 

services, manufacturing, and non-profits.

ABOUT INSIDEOUT DEVELOPMENT:

InsideOut Development is an award-winning training and development company with more than 

25 years of experience driving results through coaching. It’s all about breakthroughs. InsideOut’s 

approach has helped individuals, teams, and organizations across the globe achieve higher levels 

of performance and success.

 To learn more, visit insideoutdev.com or contact us at 888.262.2448.
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