EVALUATING COACHING ROI 
crc press p.187
The Kirkpatrick’s Levels Framework

Just as tried-and-true 360-degree feedback programs exist, there are also previously

tested measurement methods. One well-known method for evaluating

organizational initiatives is Donald Kirkpatrick’s levels framework. Although

the framework is explicitly designed for evaluating training programs, there is

a natural adaptation of the framework to human resource development (HRD)

programs, including coaching for leadership competencies.

Kirkpatrick’s Four Levels

Kirkpatrick’s four levels are as follows:

_ Level 1 — What is the reaction to the coaching, by both coaches and

participants?

_ Level 2 — What has been learned?

_ Level 3 — How have behaviors changed?
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_ Level 4 — Are the behavioral changes of value to the company?

Kirkpatrick’s system contains the following operating principles:

_ The levels are cumulative, that is, each level builds on the earlier ones.

For example, to measure at Level 3 (behavior change), you must first

measure at Levels 1 and 2.

_ The higher you go, the more difficult and resource-intensive the measurement.

Level 1 measurement may occur right after the experience,

as in a postsession evaluation.
 Level 2 requires some sense of change,

either a pre-post test (measuring how effective a leader is prior to and

subsequent to coaching) or a change-oriented evaluation.
 Level 3 is about new behaviors, so it must involve some observation at the workplace

over time. 
Finally, Level 4 requires a determination of the value

of the new behaviors, based on the organization’s strategic objectives.

Any HRD program should be measured at one or more of these levels. A

useful guideline is as follows: the more important and/or general the program,

the more levels of measurement should be performed.

What about ROI?

There has been a growing interest in the last decade to create a fifth level to

Kirkpatrick’s framework, that of return on investment (ROI) for HRD initiatives.

The objective is to compute a dollar value of the Level 4 changes, which

can be divided by the investment made in the program, to in theory yield ROI.

There are many complications in actually doing this.

In theory, here is how one might make such a calculation. Consider a single

coach and a single coachee, for a set period of time. Set up the ratio economic

gain minus cost divided by cost. The cost may be estimated — in a relatively

straightforward manner — from the coach’s and coachee’s time, the cost of

replacing them during coaching activities, and any external consulting cost. The

estimate of return is more complicated. This first requires a careful construction

of the objectives of the coaching program. These objectives would then create

a list of the possible sources of gain for the coaching program. Such a list might

include the following:

_ Improved retention of the coachee (and of the coach as well!)

_ Improved retention of the coachee’s reports
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_ Better management by the coachee

_ Improved teamwork at various levels (the coachee’s peers, the coachee’s

reports, and even the reports of the reports)

_ Improved performance of these teams as measured by quality, efficiency,

innovation, etc.

As you can see, this gets complex very quickly. There is the question of

what level to measure: 
The process? 
The results? 
Then there is the questionof when to measure; different gains take different amounts of time to becomemanifest. There is also the issue of interaction; these gains are interrelated,so one can’t just total the individual gains. Finally, there is the issue of attribution, perhaps the trickiest of all. Is it that during the time of the coaching, a number of other things occurred — perhaps a layoff, market

change, quality program, or change in leadership? Some of these events may move the organization ahead, while others may move things backward or even sideways. How do you break out the effects due to the coaching from the effects of all these other potential performance drivers? The only way

that you can be sure of attribution is by using a scientifically controlled experiment, which entails random selection, control groups, and even a double- blind design. In most organizations, such an experiment is not within the realm of possibility. Despite the difficulties, we suggest that executives include consideration of ROI in their planning of the coaching program. Even with the complexities,

going through the thinking will in itself cause the executive sponsors to clarify the objectives of the program, and how they will know whether it is successful.

Using These Principles and Frameworks to Measure the Effectiveness of Coaching

Measurement of coaching value would be indicated at two points:

At a case-by-case point, coach to coachee — In this individual-toindividual

situation, you should examine the effects of the coaching

experience on each of the individuals, and the Kirkpatrick Levels would

be most useful.

At full organizational deployment — Here, you would again use Kirkpatrick,

but the ROI would begin to be relevant.

The following are suggestions of how each of these situations might be

measured.
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Case-by-Case Coaching Effectiveness

In the individual situation, a particular set of objectives for the leader (coachee)

have been established. Because coaching is extended over time, there is time

to develop and practice new behaviors. Therefore, a postcoaching evaluation

could (and should) incorporate reaction, learning, and behavioral change. 
The fourth Kirkpatrick level — value to the company — would be assessed by

determining the degree of accomplishment of the coaching objectives.

It would be important to collect both summative (overall value) and formative

(diagnostic) data, so not only could the worth of the program be demonstrated,

but also the effectiveness of the program could be illuminated as well.

One useful way to conduct a postcoaching evaluation is for both coach and

coachee to complete a self-evaluation instrument, such as that shown in Figure

10.2. (We show one for the coach and a similar one for the leader.) Comparing

the views of the coach and the leader on similar items can be very illuminating

and can provide valuable diagnostic guidance.

Full Organizational Deployment

In real organizations, resource constraints (dollars, time, etc.) drive any development

program, especially programs such as coaching, whose benefits may

be manifest only after a period of time. In measurement for coaching, it is

crucial to get a large “bang for the buck,” to get a large portion of crucial

information for a reasonable cost. The measurement as well as the coaching

must be efficient. Accordingly, you should extensively use available resources

such as data, data collection systems (such as employee surveys), and electronic

tools (such as intranets and Web sites).

Measurement should be planned early on, as part of the rollout planning.

Obtaining senior management involvement and buy-in is the crucial first step.

With the support of the Human Resources leader, senior management needs

to answer the following questions at the beginning of the program:

_ In which ways is the coaching program intended to benefit the company?

How would improvement on the targeted competencies affect

financial, operational, customer, and employee indicators?

_ What information would tell us if the coaching program is successful

at meeting those objectives? How can currently available information

be leveraged to provide information on coaching results?

_ How can this information be obtained? This step is essentially creating

a processing path, that is, a detailed protocol for the design, collection,

analysis, reporting, and follow-up of the measurement information.
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Coach’s Self-Evaluation at Each Phase of the Coaching Process

1. Contracting

_ Did you help the leader establish meaningful, manageable goals?

_ Were you clear on what the leader could expect from you as a coach?

_ How effective were you in setting realistic and positive expectations of

success?

_ Did you develop a relationship of openness and trust?

2. Data Gathering

_ Did you get clear feedback on competency strengths and development

needs for this leader?

_ Did you use the survey feedback to redefine the initial coaching contract?

_ Did you use your own observations as part of your analysis and feedback?

3. Action Planning

_ Did you help the leader identify specific next steps?

_ Did you discuss whether the competencies identified for development are

supported by the corporate culture?

_ Did you prepare the leader on how to recover from setbacks?

4. Provide Ongoing Feedback and Opportunity to Reflect

_ Did you assist the leader to reflect on his own blind spots?

_ Were you able to see how the leader’s patterns of interactions with others

got created in the coaching sessions?

_ Were you able to use those patterns as useful feedback to change the

leader’s ineffective habits?

5. Create an Ongoing Relationship of Support

_ Did you agree with the leader you are coaching on how your relationship

will evolve over time?

_ Did you build in follow-up support?

Leader’s Self-Evaluation at Each Phase of the Coaching Process

1. Contracting

_ Did the coach help establish meaningful, manageable goals?

_ Was it clear what you could expect from your coach?

_ How effectively were realistic and positive expectations of success set?

_ Did you develop a relationship of openness and trust with the coach?

2. Data Gathering

_ Did you get clear feedback on your competency strengths and development

needs?

_ Was the survey feedback used to redefine the initial coaching contract?

_Did the coach use her own observations as part of the analysis and feedback?

-- continued

Figure 10.2 Coach and leader postevaluation instruments.
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_ How often should this information be communicated, and in what

formats and to whom?

_ How will this information affect decisions about the ongoing nature of

the coaching program?

_ Which of Kirkpatrick’s levels should be used in measuring the effects

of the leadership development? How will each level be implemented?

_ Can any part of the program’s ROI be calculated?

Ideally, the executives would designate an ongoing steering committee for

the coaching initiative. This committee would monitor the initiative, exercise

the measurement system, and report to the executives at preplanned intervals.

Both the coaching program and the measurement of the coaching program

should be evaluated on an ongoing basis.
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