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3 Whitepaper: How coaching delivers real ROI for organizations

Introduction: The rise and rise of coaching

In a global climate where company 
resources are under tight scrutiny, 
coaching is witnessing exponential 
growth. Between 2019 and 2022, the 
coaching industry grew at an average 
rate of 6.7%, fast becoming a $20 billion 
dollar industry in just three years.  
The reason behind this huge rise is 
simple: coaching delivers results. 

Coaching has long been recognized as a 
powerful tool for transforming leadership and 
management performance. The recent Global 
2020 study from the International Coaching 
Federation (ICF) found that almost three in four 
leaders (74%) said they plan to enroll in coach-
specific training in the next 12 months. Yet in 
an increasingly tough talent market, companies 
are now turning their attention to ways they can 
improve employee engagement, well-being, 
and support development at every level of  
their organization.

Once reserved for executive-level leadership, 
coaching is fast becoming one of the most 
sought-after learning and development 
tools available. From middle managers to 
high performers, and all top talent outside 
of the senior executive team, the benefits of 
investing in coaching has far reaching impact 
for the whole of a company. Studies frequently 
put the return on investment of coaching at an 
estimated 500 to 700 percent*, meaning that 
for every dollar spent on coaching, between 5 
and 7 dollars is gained. 

Through coaching conversations, individuals 
discover new ways of being, seeing and 
approaching their work. They achieve improved 
critical thinking, greater self-awareness, and 
overall accelerated learning. Why? Because 
building self-belief, awareness, motivation 
and resilience in people is becoming 
widely recognized as a powerful driver of 
organizational change and business success.

*For a typical study see McGovern et al. [2001]

Studies put the return on 
investment of coaching at an 
estimated 500 to 700 percent



Measuring the impact coaching delivers

At the heart of every business is a unique 
culture closely tied to the behavior of its 
employees. The rationale, therefore, is that 
organizational change is rooted in behavior 
change. A culture centered around learning 
and development will naturally foster workers 
who embrace progression, are open to new 
ideas and receptive to learning. But crucially, 
transformation starts with the individual. 
Coaching engagements often arise because 
personal or organizational change is needed, 
either as a performance aid or as a tool for 
professional growth.
 
A vital component of any coaching 
engagement, whether it’s for an individual 
or team, is clarifying the outcomes that are 
expected to be seen as a result. From the 
offset, tangible business goals can and should 
be identified. Among these are metrics such 
as staff retention, productivity, and employee 
engagement. These benefits are plentiful and 
well-documented. An early study, focusing on 
senior executives, stated that coaching lead 
to: 53% improved productivity, 32% increased 
retention, and 14% top-line revenue.
 

Yet often, the most significant results are 
the knock-on effect that coaching delivers. 
This impacts a number of areas, including 
relationships; communication; teamwork; 
conflict resolution; resilience and well-being.
 
Capturing these ‘intangible’ metrics is 
vital to painting the picture of coaching’s 
effectiveness. From surveying our own clients 
at Hult EF, we know that 80% find their self-
confidence enhanced, 62% indicate smarter 
goal setting and an impressive 73% improve 
their relationships at work. 

From surveying our own clients we know that:

80%  
find their  

self-confidence 
enhanced

62%  
indicate smarter 

goal setting 

73%  
improve their 

relationships at 
work 

A culture centered around 
learning and development  

will naturally foster workers 
who embrace progression, 
are open to new ideas and 

receptive to learning
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The ‘Intangible’ – Transformation starts with  
behavior change

Getting to the root of the problem
Through no fault of their own, employees who 
bring immense value to an organization can 
also bring with them damaging or derailing 
behaviors. A person’s set of values or beliefs, 
their background, culture, environment 
and personal experiences can all come 
into shaping their behavior. Sometimes, no 
matter someone’s expertise or skill, these 
behaviors can hold them back from operating 
at their best. This can be disastrous for both 
the individual and the organization. Missed 
promotions, resignations and – in the worst 
cases – burnout, are commonplace. 
 

Coaching, unlike other forms of professional 
development, looks at the person as a whole. 
It adapts to their needs at that time and works 
to get to the root of the challenge they are 
experiencing. This can be anything from a 
fear of public speaking to communication 
style, influencing abilities, lack of resilience, 
or being able to help affect change at board 
level. A coach guides someone to the answers 
that are, almost always, already present within 
themselves. This level of one-to-one focus 
leads to deeper, more meaningful inner-work 
and faster, more long-lasting change.

 

Better critical-
thinking skills
‘Coachees’, as is referred 
to in the coaching world, 
often credit their coaches 
with helping them gain 
assertiveness, more creativity 
in problem solving and 
an ability to cope under 
pressure. Coaching also 
gives individuals the space 
and confidence to believe 
in their own expertise. And 
as the coachee’s self-belief 
improves, so does their 
ability to think critically, to 
raise important issues and 
respond dynamically to 
complex business challenges. 

Improvement 
in leadership 
performance
If we believe the old 
business adage that 
‘people quit managers, not 
companies,’ we can see 
the direct link between 
good leadership and staff 
retention. Coaching helps 
clients to unlock their own 
potential and develop the 
tools they need to become 
leaders who inspire loyalty.

Increased self-
awareness 
Coaches help people to 
trust in their own abilities. 
A greater self-awareness 
results in leaders who 
can apply their strengths 
more effectively. Feelings 
of Imposter Syndrome 
(an internal experience of 
believing that you are not 
as competent as others 
perceive you to be) is 
extremely common. These 
inner dialogues can become 
destructive, if not addressed 
in a constructive way. Once 
a light is shone on the reason 
behind a challenge, the 
person's mindset becomes 
more adaptable to growth 
and change.  
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The ‘tangible’ – Delivering organizational outcomes

It isn’t just the individual who experiences 
coaching’s benefits. Companies who 
engage coaches have seen transformative 
change in the wider workforce, reporting 
increased productivity, better quality of work, 
improved staff retention and higher employee 
engagement. But these results aren’t fast or 
easy to tick-off on financial spreadsheets. 
Whilst the individual is overcoming barriers, 
feeling more grounded, confident, and 
acknowledging of their own self-worth, HR 
professionals still need to be able to justify their 
investment in return-value back to the business.
 

Head of Global Coaching at Hult EF,  
Naysan Firoozmand, encourages HR and 
L&D practitioners to think about value when 
pinning down organizational outcomes:
 

“When we work with clients, we generally 
ask them questions about what their 
challenge is costing, and about what the 
value would be to them if their challenge 
went away. What will become possible 
when this outcome is achieved? What is 
this worth to them? What is it worth to the 
organization? Depending on the answers, 
we can work out what the cost of that 
problem is, for example staff turnover, and 
what the value is in achieving that goal.”

Performance
One of the biggest factors 
impacting performance and 
productivity is the employee 
experience itself. Are they 
engaged? Do they have job 
satisfaction? If neither of 
these things are happening 
well enough, then business 
goals are not likely to be 
achieved either. At Hult EF, 
coach, coachee and the 
business agree to a set  
of metrics relating to 
performance and re-visit 
these throughout.   
We encourage 360, 
interview-based feedback  
to see how well our clients 
benefit and whether what 
they have learned has been 
embedded in their 
performance.

Retention
Retention is critical to any 
organization’s ability to 
remain competitive in the 
market and grow. Through 
coaching, individuals are 
supported professionally 
through challenging, often 
high-pressured roles. 
Our coachees become 
more psychologically 
resourceful and resilient, 
ultimately leading to 
increased longevity for 
the organization. This has 
significant positive impact 
further down the road, with 
stronger staff retention, 
decreased recruitment costs, 
increased performance and 
team motivation.

Well-being
Between 2020 and 2021, 
a study by HSE estimated 
50% of all employee ill health 
could be traced back to 
work-related stress, anxiety 
or depression. Healthier, 
happier individuals ultimately 
lead to less time off work, 
fewer occurrences of 
burnout and lower costs 
for the organization. It’s a 
common trend that the more 
senior a person becomes, 
the fewer people they have 
to confide in, leading to 
increased stress and feelings 
of isolation. At Hult EF, 50% 
of our coaching clients 
say they confide in their 
coach more than anyone 
else in the organization. 
Crucially, investing in this 
kind of employee wellbeing 
cultivates ethical and caring 
business practice.
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Demonstrating the impact-chain: A practical approach

Outlining, from the beginning, how coaching 
should contribute to a wider business goal is 
the most effective way of demonstrating long 
term return on investment to the board. The 
softer benefits take time to effect, but are 
closely linked to overall return for the business. 

At Hult EF, we take a holistic approach to 
demonstrating impact. 3-6 months after every 
coaching engagement concludes, we support 
the organization in demonstrating their return 
on investment and evaluating the effect 
coaching has had for the individual.

01 
Alignment of 
expectations 
between coach, 
coachee and the 
business

02 
Goals: what 
competencies 
does the coachee 
hope to achieve, 
change or 
improve? (E.g. 
new insights and 
understanding)

03 
Behavior 
change: is the 
coachee doing 
things differently 
as a result of the 
coaching?

04 
Business 
impact 
measures (e.g. 
productivity, 
job satisfaction, 
retention)

05 
Return on 
Investment: 
measuring cost 
vs. return of 
the coaching 
engagement - 
was it worth it? 
 

5 steps to demonstrating the impact-chain: 

01

02 04

03 05

01

02 04

03 05
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The Ripple Effect

At Hult EF, we believe that people are at the 
heart of every organization. From the top 
down, this means that investing in professional 
development will ensure a company continues 
to thrive, remain competitive and be agile 
enough to tackle complex challenges. Where 
an individual receives our coaching, they are 
more likely to deploy coaching techniques 
themselves within their management and 
leadership style. This ripples through the 
whole organization and helps to create an 
enduring coaching culture.

Our feedback tells us that individuals who 
engage in coaching also experience positive 
effects in their personal lives outside of work. 
Between direct employees, peers, managers, 
family and even customers, the benefits of 
coaching touch hundreds of people in and 
around a company. On this count the benefits 
are clear: investing in coaching has a real 
impact on the whole organization.  

8 The multiplier effect: Coaching impact and ROI for your business



Contact us to find out more about how we can 
help you or your organization through coaching 
coaching@hultef.com

About Hult EF Coaching 

We offer coaching for any level of employee, 
from high potentials all the way up to board-
level. From one-to-one coaching, team 

coaching, mentoring, dedicated coaching 
culture workshops and more, we have a 
solution for you or your organization.

What makes us different 

Successful outcomes are founded 
in good chemistry
Just like with any high performance 
relationship, chemistry is crucial. We offer 
up to 3 free chemistry sessions before any 
coaching engagement to ensure the right 
match. Finding a good match can’t be done by 
algorithms, we believe setting good chemistry 
at the start will ensure the best possible results. 

Best coaches in the industry 
qualified to the highest standard
Coaches work in complex and sensitive 
environments that require the use of a 
rare combination of skills and concern for 
professional ethics. In today’s saturated 
coaching market, we believe firmly that any 
form of professional coaching should be 
undertaken by a certified, qualified coach 
who has access to an independent coaching 
supervisor. For that reason, we ensure that all 
our coaches are certified by either the ICF, 
EMCC or The Ashridge Centre for Coaching 
and undergo regular supervision. 

 

 

 
Our coaches use a powerful 
relational approach 
Coaching is personal, it’s about people. It’s 
natural for it to touch on beliefs, self-doubt, 
mindsets, perspectives, values, behaviors 
and the persons’ life. That’s why how we 
coach is so important. Our coaches use an 
approach that works in a relational way and at 
a psychological level, to address entrenched 
thoughts, behaviors and emotions holding us 
back. It’s about finding out what’s right and 
what’s possible for that person, being sensitive 
to what’s emerging ‘in the room’ and working 
together to help them achieve their goals. 

Seamless access for you or your 
employees through our platform 
Getting started is easy, we onboard you to 
our coaching platform where you or your 
employees can pick from our 300+ coaches 
based all over the world. You can view 
coaches' bios, arrange chemistry meetings, 
book sessions, set areas of focus, select 
location and language preferences and 
monitor performance and goals. 

mailto:coaching%40hultef.com?subject=

