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COACHING MATURITY  
IN ORGANISATIONS
What Works and Why

Executive Summary 
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The need for organisations to successfully navigate the emerging landscape of complexity, 
disruption and ambiguity has never been greater. As the vanguards of this change, leaders 
are expected to lead the charge into this new normal with agility and confidence. 

Yet the forces that are driving the changing organisational environment are the same ones 
squeezing profits and creating cost pressures.  

As a result, organisations need to address a critical question: how do they optimise their 
investment in developing leaders for this uncertain future? 

In response to this question, we commissioned a research project to investigate how one of 
the most powerful forms of leadership development − coaching − can be used to address 
these emerging leadership challenges, and tangibly shift performance. 

Global research shows a strong correlation between effectiveness and coaching ‘maturity’  
in an organisation. Our research set out to determine how organisations can go from  
good to great in their approach to coaching maturity so that they can deliver on their 
performance goals.  

Introduction
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Incidental
At this stage, there is no 
program - simply a set 
of individual coaching 

engagements.

Centralised
There are now enough 

individual engagements 
that it is more efficient 

to handle them centrally. 
A central budget is 

created along with simple 
guidelines for coaching.

Metrics-Based
As the budget for coaching 
grows, it becomes essential 
to track and report on the 
return on the investment 

being made. Higher 
standards are adopted for 

the coaching pool. ROI 
becomes the focus.

Strategic
With ROI understood,  
the focus evolves to  

using coaching to support 
strategic business 

initiatives. Coaching is 
aligned with competency 

models and talent 
management initiatives.

World Class
Coaching becomes an 

essential part of a culture of 
development. The tool and 
its value is well understood 

by leadership, HR, and 
management. Coaching is 
utilised and adapted for 

multiple purposes.

The Coaching Maturity Curve 

Credit: Jeremy Stover (2016)
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SMG Research 

•	 Respondents mostly HR Directors, Executive managers, Heads and Managers with at least  
10+ years experience

•	 95% of respondents use coaching

•	 Survey conducted by independent researcher, Dr Be Pannell an executive coach and academic 

Quantitative 
survey

n=47

Quantitative 
interviews

n=10
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What is coaching used for?
SMG and CoachLogix Research 2019

Performance management

15%

15%

23%

25%

35%

35%

45%

68%

70%

70%

Employee retention

SME to people leader

Support strategic goals

Remedial

Succession planning

Career advancement

High potential development

Skill development

Leadership development
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Who receives coaching?
SMG and CoachLogix Research 2019

CEO40%

75%

70%

50%

65%

30%

53%

10%

5%

C Level

GM Level

Director Level

Senior Management

Management Level

High Potential

Individual Contributor

New Employee
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Measuring Impact

Historical

•	 Verbatim feedback

•	 Coach Evaluations

Technology-enabled 

•	 Coaching Impact Survey

•	 Pulse survey 

•	 Data Analytics 

SMG and CoachLogix Research 2019

Feedback from coachee98%

68%

65%

18%

13%

Feedback from line manager

Feedback from stakeholders

Talent analytics

Other
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What is important 
when selecting a coach?

SMG and CoachLogix Research 2019

Coaching experience

Level of training / credentials

Prior industry experience 

Organisation the coach works for

Extremely  
important

Very  
important

55% 40%

25% 50%

30% 30%

10% 20%
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Factors in a successful
coaching engagement?
SMG and CoachLogix Research 2019
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Qualitative Interviews

As part of the research we interviewed 10 key stakeholders, all from different organisations. 
From these qualitative interviews we were able to plot where they fell on the maturity curve 
and identify specific insights on how to move along the maturity curve.

Incidental Centralised Metrics-Based Strategic World Class
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In more mature coaching cultures, coaching 
is seen as a developmental intervention 
rather than a remedial one. 

1 Coaching is aspirational, 
not remedial 

“Remedial coaching  
is seen as a bit of  
an insult”  
HR Manager

“We don’t intend it to be remedial, but that’s the 
impression if we identify someone who could use some 
coaching, they immediately get upset”  
People and Culture Manager

“Coaching helps high performers 
to take on a bigger role, rather than 
coaching being used as remedial”  
HR Manager“We’ve moved 

from a remedial 
coaching model to a 
developmental one” 
CEO

“Mindset is a really big  
thing here. If a leader has 
a blind spot, but is open 
to change, coaching is not 
perceived as remedial”  
HR Director

“Remedial coaching tends  
to focus on the short term”  
Head of Talent 
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2 It’s the organisation, 
not just the individual

Maximum benefit arises when  
individuals are coached in a way  
that takes into account the entire 
organisational context  and ‘system’.

“Coaching needs to be more  
than an individual  exercise.  
You need to involve the whole 
organisation so that you develop 
a culture defined by a common  
language and shared outcomes” 
HR Director  

“Our focus is on developing  
leadership capabilities at all levels  
in the organisation, and coaching  
is a key part of that strategy”  
HR Director
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Mature organisations believe that being a 
good coach is a core capability rather than 
a complementary skill. 

3 Coaching is fundamental
for senior leaders

“I view being a good coach as being a fundamental skill that  
an executive leader needs to have, and so organisationally  
we need to build that capability for all of our leaders over time.  
And hopefully by teaching executive leaders these skills, they  
then apply what they have learned and on-teach others”  
CEO
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Organisations move to maturity as they 
harness the power of coaching to develop 
functional leadership capabilities.

4 Functional leadership 
capabilities are built
via coaching

“Coaching has really enabled leaders to get clear on the 
difference between executive leaders and managers, and 
what level they should be operating… and a much greater  
sense of what they should and shouldn’t be doing, what their 
role entails and where their strengths are... so the executive 
team is not firefighting, but doing their jobs effectively”  
HR Senior Leader 

“We’ve got loads of people  
that get sucked into a level  
of operating way below what  
they should be because they  
have incompetent leaders 
underneath them, and without 
effective coaching they won’t 
ever bring themselves above  
the whirlwind”  
CEO

“Coaching builds self  
awareness and understanding  
(the leader’s) impact on others”  
HR Manager
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The more mature organisations look at 
coaching as a way of enabling strategy. 

5 Coaching is strategic, 
not tactical 

“The need for new and agile 
ways of working is driving 
culture change and coaching is 
a key part of that strategy”  
HR Director
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When senior leaders are engaged in a 
coaching based leadership development 
program, they drive coaching conversations 
in the organisation’s culture.

6 Effective Leadership
capability starts 
from the top

“To enable us to build good leadership 
capability, we need to, starting from 
the top, build people as effective 
leaders and coaching is a critical 
component of that”  
CEO

“Senior executives 
really appreciate the 
value of coaching and 
they want more of it” 
HR Director

“We try to build into the  
agendas of our monthly  
one on one meetings, a  
discussion about how  
people are adhering to  
the values of the leadership team”  
CEO ASX listed company
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Organisations struggling to embed a  
high performance coaching culture, 
consistently failed to centralise the 
management of the coaching programs.  
Mature organisations centralise their 
coaching management and create a  
real-time dashboard so that they can  
track, assess and measure alignment,  
progress and return on investment. 

7 A high performance
coaching culture 
needs to be visible

“Decentralised coaching  
management leads to a lot  
of duplication and extra spend”  
HR Director

“If it’s not centralised, it’s not 
possible to measure ROI or  
any other type of measure of 
coaching effectiveness”  
People and Culture Manager
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Some of the barriers to implementing a coaching culture include:

•	 Resistance to coaching due to perceived lack of time, not wanting to take time away 
from the business  

•	 Day to day distractions impacting coaching engagements

•	 Cost of individual executive coaching  

•	 Training considered a discretionary spend, and so budget cuts when things are tight

•	 An existing culture of ‘command and control’ that is not open to coaching

•	 Different physical sites, so difficult to centrally manage

•	 Resistance to centrally managing coaching engagement

•	 Staff not trusting the coaching process, not understanding the value

Barriers
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