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ABSTRACT  

 

This study reports on the relevance and effectiveness of the ActionAid 

International (AAI) coaching programme as part of its Senior Leadership 

Development Programme. AAI is an international NGO (INGO) operating in 52 

countries whose mission is poverty eradication based on a human rights and 

social justice approach. Data was collected from 18 senior managers from 

across 8 countries using semi-structured interviews. An overall positive 

experience of coaching was reported with coaching identified as a relevant 

leadership development method for the INGO sector. Specific leadership 

coaching applications included:  situational/strategic leadership; leadership 

transition management and collaborative relationship building. The highest 

impact reported by leaders was an increased self-awareness, improved 

cognitive flexibility and self-efficacy. The study highlights relevance of 

coaching for INGO’s (International non-governmental organisations) as part of 

their leadership development strategies.  
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1. INTRODUCTION 

 

Over the last decade coaching has increasingly been practiced in the INGO 

sector as a core aspect of senior leadership development. Given the 

complexity and human resource demands of the INGO sector, the leadership 

development gap has been identified as a risk to the sector’s effectiveness 

and sustainability. This leadership deficit is impacting programme 

effectiveness, leadership succession and organisational sustainability.  

 

Despite recognizing this gap many INGO’s internal leadership development 

efforts are constrained by financial and donor pressure requiring mission 

spend, sometimes at the expense of staff capacity building. In this prevailing 

context, there are a few INGO’s who have continued to invest in senior 

leadership development using coaching as a strategic means to strengthening 

management and leadership capacity for programme and organisational 

effectiveness. This study reports on the relevance and effectiveness of AAI’s 

leadership coaching programme which forms a core part of its Senior 

Leadership Development Programme (SLDP) running annually since 2013.  

 

The reality of the INGO sector and AAI specifically is that the organisation by 

nature of its human rights work attracts radical activists who are formidable 

campaigners and public rights advocates. Often they are hired or promoted to 

senior management positions and not adequately prepared for the 

organisational demands of their roles. This in turn has an impact on 

programme and organisational impact. At the time of research, the author was 

a full time employee of AAI in the role of Senior Head responsible for 

Governance, Leadership and Accountability based at the International 

Secretariat office in Johannesburg. 

2. LITERATURE REVIEW  

 

In the last decade there has been a significant changes in the INGO sector 

that has demanded a higher capacity of its leaders.  This is related to the rapid 

increase in scale and intensity of global humanitarian issues including natural 

disasters, increasing poverty, gross human rights violations, wars and an 
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unprecedented forced migration crisis. Added to this demand humanitarian 

agencies are faced with severe funding pressures, increased donor demands, 

complex organisational change and shrinking political space in different 

operating environments. Organisations are struggling with the demand of 

responding to the ‘humanitarian imperative’ and the need also for increased 

efficiency, effectiveness and professionalization in the sector (Dickmann et al. 

2010).  

 

LEADERSHIP CHALLENGES FACING THE INGO SECTOR  

 

In their review of 19 global humanitarian agencies, Clarke & Ramalingam 

(2006) confirmed the need for a distinct type of leadership that is able to cope 

with this emerging complexity. The last decade has seen a marked increase 

in the time and resources devoted to identifying and developing humanitarian 

leaders; however evidence suggests that ineffective leadership is still a major 

constraint to effective humanitarian action (Smith & Scriven 2011; Dickmann 

et al. 2010).  

 

The global recession of 2008 also had a detrimental impact on the future 

financial sustainability of development organisations. People in Aid (2013:6) 

predicted that this will be the new norm as INGO’s struggle to fulfil their 

mission, many of whom are dependent on government aid and institutional 

funding. Given the demands of the sector some parts of the humanitarian 

network called for a professionalization of humanitarian work (Walker 2010).  

Dickmann et al. (2010) observe that historically INGOs have failed to invest in 

the development of high-calibre leaders and managers for the humanitarian 

sector. Hailey (2006) described this as a ‘leadership deficit’ predicting that it 

would become a matter of urgency as the sector expanded. He noted that part 

of the problem would be that many of these senior jobs would be filled by 

individuals recruited from outside the sector with limited experience of running 

non-profits. This raises the critical need to have robust talent management and 

leadership development strategies that nurture internal talent while not being 

overly-dependent on the professional, external-to-sector manager.  

 



4 
 

Oxford Brookes University interviewed ten CEO’s of large INGO’s such as 

Save the Children, CARE UK and Oxfam to understand what their biggest 

leadership challenges and their capacity building strategies. All CEO’s in the 

study acknowledged that the complex, fast changing global environment made 

their jobs as senior leaders even more difficult. The study concluded that while 

INGOs have made progress in technical aspects of humanitarian work that 

progress on leadership has been weak (Angus et al. 2012). Most CEO’s 

reported personal deficiencies in core humanitarian competencies confirming 

this leadership gap.  As part of their personal development, leaders identified 

coaching and action learning sets as two of the most desirable and useful tools 

to support them.  

 

In a study conducted by the Centre for Creative Leadership (CCL, 2010) thirty 

seven International aid and development organizations and fifty six  individuals 

gave their viewpoint around leadership and talent management challenges. 

They identified two key issues relevant for this study:  1) an increased focus 

on leadership development and 2) a recognition of value and the need to be 

better informed about the practice and value of coaching.   

 

2.3. LEADERSHIP DEVELOPMENT IN THE INGO SECTOR  

 

Given the complexities of INGO sector and the need for high quality leaders, 

leadership development is becoming an important investment across many 

organisations. The reality of INGO’s is that often in times of cost pressure, 

learning and development spend is cut back as a ‘soft’ cost saver. However, 

some organisations have managed to keep employee development focus 

despite this pressure (Jayawickrama 2011). INGO’s are exploring creative and 

cost effective ways of employee development with a focus on strengthening 

internal capacities. At the same time there has been an increased interest in 

coaching and mentoring programmes, especially where they are carried out 

by in-house coaches.  

 

Given the shortage of talented leaders and the growth of the sector generally, 

Apostu (2013) asserts that there is some urgency in the identification, support 



5 
 

and development of future leaders. He argues that leadership development 

programmes designed for NGO leaders must as a consequence incorporate 

best practice and current experience rather than rehashing traditional 

approaches with personal behavioural transformation as a key measure of 

success of LDP’s. Also reflecting on the humanitarian leadership deficit, Clarke 

(2013) suggests that one way in which the supply of suitable leaders might be 

increased is to train individuals in leadership skills recognising that this no 

‘quick fix’. In his interviews with successful humanitarian leaders it is clear 

‘learning from experience ’was the most commonly cited leadership 

development ‘processes’.  Interviewees also talked about the value of 

coaching and learning from role models.  

 

Hailey (2006:22) argues for a systems approach to senior leadership 

development and the use of coaching in senior management development: “It 

is arguable that once senior managers reach a certain stage in their career, 

attending formal training courses has less impact, and that as a number of 

INGOs have found, including Oxfam and the Red Cross, personalised support 

through coaching has more value.” NGO leaders don’t want or need traditional 

skill-based training programmes (Hailey 2006).  

 

Rather they want flexible, personalised, process-based programmes. As a 

result there has been a move away from generic, skill-based traditional 

approaches to leadership training to more bespoke, process-based 

programmes. Coaching and mentoring serve this need in combination with 

LDP’s. In addition to development coaching, LDP’s can also serve to 

remediate unacceptable leader behaviour or attitudes. This is both about the 

abuse of power for personal benefit and also autocratic behaviour displayed 

by some NGO leaders which becomes ‘addictive’ and disempowering (James 

2005). Such negative behaviour, which may have a highly detrimental 

organisational effect, can be addressed through self-awareness and 

consciousness-raising which is core to coaching practices.  

 

2.5. EVALUATION OF LEADERSHIP COACHING   
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Despite the widespread use of coaching, few empirical studies have validated 

the effectiveness of coaching. Part of the challenge relates to the diverse 

approaches used in evaluating coaching effectiveness which includes 

subjective self-reports, multi-rater feedback and limited pre-post studies (Ely 

et al. 2010).  

 

The most relevant research related to this current study is that of Fischer & 

Beimers (2009) who conducted a pilot evaluation of a 6 month executive 

coaching programme in the US non-profit sector. Data was collected  through 

customised surveys and semi-structured interviews with 9 executive directors 

and 5 coaches exploring the effectiveness of the coaching delivery and 

usefulness of the coaching experience. Overall, coaching was rated as very 

helpful and supportive in the development of executive directors as non-profit 

leaders. This study was valuable despite several limitations including small 

sample size, observational design relying on retrospective self-data and short 

term data. The study serves to identify short term leadership development 

benefits but is not long enough to assess sustainable performance and other 

succession and retention issues. 

 

Results were grouped into three substantive areas: participant’s views of 

coaching, goal accomplishment and the impact of coaching. Both participants 

and coaches reported being equally satisfied with coaching in six of nine cases 

(67 %). There was a nearly unanimous view to extend coaching beyond six 

months. Coaches described the unique value of coaching to the NGO sector. 

Confidentiality and coach-client relationship was also highlighted. In terms of 

goal accomplishment, both executives and coaches reported large or 

moderate improvement in six identified goal areas: time management, 

personal – professional balance, leadership skills and confidence, 

management skills, stress reduction and relationships with staff and board. 

Impact of coaching was described in two categories: personal growth and skill 

development. Executives displayed growth primarily by increased confidence 

in their role as non-profit directors. One of the more significant areas of skill 

development was in the area of strategic thinking. Coaches also identified 

improvement among executives in specific skill areas including: long-range 
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planning, financial management, personnel management, board reporting and 

interaction, communication skills and leadership within the organisation.  

 

One useful way of evaluating coaching effectiveness is drawing on a wider 

body of literature in training evaluation. In this regard, evaluating leadership 

coaching effectiveness is in some ways similar to training evaluation which 

includes the collection of descriptive and judgmental information necessary to 

make decisions about the value of coaching efforts while identifying areas for 

modification and improvement (Goldstein & Ford 2002). However, the unique 

nature of coaching makes it much harder to apply a typical training evaluation 

methodology.  

 

Extending the training evaluation of (Kirkpatrick & Kirkpatrick 1994) a useful 

framework for summative and formative evaluation has been developed by 

(Ely et al. 2010). This framework also consolidates many of the evaluative 

models described in the foregoing review and is described in Table 1 below.  
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Table 1: Summative Evaluation Framework 

 
Focus of assessment Relevant data sources 

I 
  
 R

e
a
c
ti

o
n

s
 

• Client's perception of coaching effectiveness  

• Client's perception of coach (e.g., competence) 

• Client's satisfaction with coaching relationship  

• Client's satisfaction with the coaching process  

 

• Self-report satisfaction  

• Behaviorally anchored rating 

scales (client) 

II
  
  
  
 L

e
a
rn

in
g

 • Self-awareness  

• Cognitive flexibility 

• Self-efficacy  

• Job attitudes (e.g., job satisfaction, 

organizational commitment) 

• Pre and post self-assessments 

(client) 

• Self-report cognitive flexibility, 

self-efficacy, and job attitudes 

(client) 

II
I 
B

e
h

a
v
io

r • Change in client's leadership behaviors (e.g., 

managing personnel resources)  

• Client's achievement of coaching goals 

• Pre and post 360 ratings  

multi-stakeholder  

IV
  
  

  
R

e
s
u

lt
s

 

 

• Employee retention   

• Pipeline to fill senior leadership positions 

• Job satisfaction and performance) 

• Changes in customers' satisfaction  

• Customer satisfaction survey  

• Return on investment 

• Ratings of goal achievement   

• Organizational records 

• Succession planning  

• Satisfaction and commitment 

ratings  

 

  

3. METHODOLOGY   

 

3.1. OBJECTIVES  

 

This study explored the effectiveness and value of coaching for leadership 

development in AAI based on the summative and formative measures as 

described by Ely et al. (2010). Summative evaluation assesses programme 

experience and the extent to which agreed outcomes were met. Formative 

measures evaluate the coaching process and systemic variables that impact 

coaching outcomes. At a summative level, the framework of (Ely et al. 2010) 

builds on the hierarchy of four training evaluation levels as described by 

(Kirkpatrick & Kirkpatrick 1994): Level I: Reactions; Level II: Learning; Level 
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III: Behaviour and Level IV: Results. Formative evaluation explored 

opportunities for programme improvement and elements informing a business 

case for coaching. Distal outcomes recommended by Ely et al (2010) were 

explored to a lesser extent given the limited scope of this study.   

 

Based on the organisation mandate and evaluation framework four objectives 

were identified. Objectives 1 and 2 form the substantive part of the study 

focusing on summative outcomes which explore: a) the experience of 

coachees as primary clients of the coaching programme and b) the extent to 

which coaching objectives were met. Objective 3 focuses on formative and 

distal outcomes exploring: a) the business case for coaching. Objective 4  

explored recommendations and changes in future coaching programmes.   

 

3.2. INVESTIGATION DESIGN  

 

The qualitative method was chosen as the most appropriate research design. 

This was informed by the difficulties inherent in coaching measurement (De 

Meuse et al. 2009; Ely et al. 2010; Tooth et al. (2013)) and the limited utility of 

scientific empirical methods  (Grant 2016:77). Other factors that support a 

qualitative approach include the exploratory nature of this study recognising 

limited empirical studies  

 

The most comparably relevant pilot study was conducted by Fischer & 

Beimers (2009) of non-profit CEO’s in a limited US context. Second, given the 

limited timeframe for the Management Challenge (MC), there was no 

opportunity for longitudinal pre and post coaching study. Third, given the small 

sample size of 18 respondents, the researcher had to find a methodology more 

efficient in allowing for deeper thematic analysis and highly insightful 

narratives (Grant, 2016). Finally, the investigation explored coachee self-

reports and perceptions of coachees and other stakeholders, suggesting a 

greater value in the use of a subjective methodology. Qualitative research is 

concerned with making sense social phenomena based on peoples 

experience and perceptions (Denzin & Lincoln 2006; Hancock et al. 2007). 

3.3. PROCEDURE  
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The semi-structured interview method was considered the most appropriate 

qualitative instrument for this study ensuring that key theoretical concepts and 

evaluation measures in coaching surveys could be incorporated into a semi-

formal conversation with respondents (Denzin & Lincoln 2006). Semi-

structured interviews ranging between 45-60 minutes were conducted with 

participants either by Skype or face to face over a three month period. 

Interview data was transcribed, then analysed using thematic coding.   

 

 

 

3.4. PARTICIPANTS   

 

The sample comprised eighteen (18) respondents who were coachees in one 

of three AAI SLDP cohorts 2013/2014/2015. Respondents were from 8 

countries, mostly in Africa and a few in Asia. There was an even distribution 

of participants on the basis of gender, prior experience of coaching and their 

organisational location either at country or based in the International 

Secretariat (IS).  

 

4. FINDINGS AND DISCUSSION  

 

Findings related to the four objectives will be presented using the summative 

and formative evaluation frameworks of (Ely  et al. 2010). The summative 

evaluation uses Kirkpatrick’s four-level taxonomy identifying relevant 

leadership coaching evaluation criteria for each level. Table 3 is an 

integration of summative and formative evaluation indicators.  

 

5.1. OBJECTIVE ONE: ASSESSING COACHING EXPERIENCE 

 

This objective seeks to explore to what extent coaching was experienced 

positively by coachees and the extent to which expectations were met. As the 

key stakeholder group, coachees provide the most significant feedback in this 
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evaluation. Coachee satisfaction is positively correlated with coaching impact 

and overall effectiveness (Ely et al. 2010; Tooth et al. 2013).  

 

All coachees on the programme reported overall positive experience with high 

levels of satisfaction with the coach and the coaching process. This study 

confirms that coachee experience is a valuable first level indicator of coaching 

effectiveness based on Kirkpatrick’s Level I: Reaction domain. Coachee 

overall positive experience was triangulated with evaluation of expectations 

met and coach effectiveness (Kirkpatrick & Kirkpatrick 1994).   

 

The factors contributing to overall positive experience rating is related to the 

generic factors necessary for coaching success as identified by Fillery-Travis 

& Lane (2008:63): a) coach attributes; b) coachee attributes; c) coaching 

process. These will be discussed in relation to this study. From an 

organisational perspective collecting reaction data is also useful in making 

decisions about programme changes (Ely et al. 2010).  

 

a) Coach attributes: Positive coach attributes correlated strongly with overall 

positive ratings of coach effectiveness. Quality coaching relationship is 

possible the single most important factor in coaching effectiveness (Boyce 

et al. 2010). Positive coach attributes reported in this group refer to 

effective interpersonal and communication skills; instrumental support; the 

extent to which the coach does not push their own agenda or prove a 

particular coaching model/approach. In addition to professional 

competence coaches supporting this programme displayed a high level of 

interest and commitment to the mission of the organisation. Many electing 

to work with AAI felt their coaching was a contribution to their commitment 

to humanitarian and social justice work. This commitment was valued by 

AAI coachees.  

 

b) Coachee attributes: Respondents in the study demonstrated a high level 

of commitment to the coaching process. Generic barriers to coaching 

effectiveness include: lack of motivation; unrealistic expectations; lack of 

follow-through and psychopathology (Fillery-Travis & Lane 2008). Only 

‘unrealistic expectations’ presented as a barrier for a few of the coachees, 
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mostly those who were first time coachees. These were resolved early in 

the coaching process. All respondents completed the coaching programme 

with the only common issue being delays, rescheduling attributed to high 

workload and short time frame of coaching. Respondents in this study 

highlighted that the organisation should be selective in who receives 

coaching and that it should not be a mandatory programme component.  

 

c) Coaching process: was positively evaluated in this study with suggestions 

for future programme improvement. This refers to adaptation/flexibility to 

coachee issues/context, duration of coaching and the extent to which the 

generic 6 stages of coaching (Clutterbuck & Megginson 2005) are 

effectively implemented: formal contracting, relationship building, 

assessment, getting feedback and reflecting, goal setting, implementing 

and evaluating.  

 

5.2. OBJECTIVE 2: EVALUATION OF COACHING OBJECTIVES 

 

The extent to which individual coaching goals have been achieved is the 

primary indicator of coaching programme effectiveness (Fillery-Travis & Lane 

2008). In addition to self-reports of coaching experience, this objective 

explored the extent to which individually contracted objectives were achieved 

over the four month period based on pre-post competency ratings.  

 

Apostu (2013) identifies personal behavioural transformation as a key 

measure of success of leadership development programmes. There was a 

significant level of leadership competency development reported over the four 

month coaching. This was based on self-reported pre and post competency 

ratings on individually contracting coaching competencies. Based on a review 

of Individual Coaching Objectives, respondents in the interview reported 

several leadership competencies that benefited from coaching. These 

included strategic leadership, managing power and politics, people and team 

management, managing leadership transitions, crisis and change 

management and collaborative working. Many of these competencies as 

critical for the INGO sector (Dickmann et al. 2010b).  
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In relation to the Kirkpatrick Levels, the highest overall coaching impact was 

noted in the Kirkpatrick Level II: Learning. Self-reports indicate a high level of 

learning impact which is the foundation for behavioural change (Ely et al. 2010) 

in four key areas: a) increased self-awareness, b) improved cognitive flexibility, 

c) improved self-efficacy and d) job attitude changes.  

 

a) Increased self-awareness was reported for 83% of the group and is one 

of the most frequently cited outcomes of coaching  (International Coach 

Federation 1998). It is also one of the best indicators of coaching 

effectiveness (Tooth et al. 2013; Baron & Morin 2010; Ely et al. 2010). 

Through self-reflection leaders were able to understand how their thoughts 

and assumptions impacted their behaviour. This awareness opens the 

space for behavioural change.  

 

b) Improved cognitive flexibility was reported as a high impact benefit for 

61% in this group. This dimension refers to new ways of thinking about 

issues; appreciation of polarities, problem solving, strategic thinking 

‘seeing the big picture’ and improved ability in negotiations. This cognitive 

behavioural benefit is a key feature of coaching impact (Cox et al. 2010) 

and is critical in dealing with the complexity of the sector (Clarke & 

Ramalingam 2006).  

 

c) Sense of self-efficacy was reported as a high impact benefit area for 50%. 

Self-efficacy is defined as the belief that a person has of being capable of 

accomplishing a given task (Bandura 1994). Several respondents 

appointed into senior roles, reported how coaching helped in a growing 

sense of self confidence and efficacy which is consistent with the findings 

of Louis Baron & Morin (2010).  Self-efficacy is also a strong predictor of 

coaching learning transfer (Ely et al. 2010).  

 

d) Changes in job attitude were reported by 50% of this group as a high 

impact benefit of coaching. Together with self-efficacy, this is a key 

measure of affective learning impacting in changes to attitude and 

motivation which in turn impacts behaviours and performance  (Ely et al. 
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2010). Coaching enabled a more positive appreciation of for their jobs, their 

teams and the organisation as a whole. Respondents reported an 

increased commitment based on the organisational training and coaching 

investment.  

 

5.3. OBJECTIVE 3:  BUSINESS CASE FOR LEADERSHIP COACHING 

 

Organisational context and coaching mandate is a critical factor impacting 

coaching effectiveness (Ely et al. 2010) and continued use. This objective 

explored the business case for coaching and potential programme changes 

based on respondent’s experience.  

 

In this exploratory study, there was a strong confirmation of the value of 

coaching as an effective method of leadership development and is also 

confirmed by other studies (Kombarakaran et al. 2008; Theeboom et al. 2014; 

Bartlett et al. 2014). This is also consistent with the Fischer & Biemers (2009) 

NGO executive pilot study which found that coaching is effective for non-profit 

executive directors.  

 

Only in the last decade has the benefit of coaching been recognised in the 

non-profit sector (Fischer & Biemers 2009). Coaching has value in addressing 

the leadership gap identified in the sector and also in specifically building 

senior manager capacity to cope with a complex and fast changing 

humanitarian context (Clarke & Ramalingam 2006).  

 

As an accompaniment to the one week leadership development programme, 

coaching enabled participants to deepen their understanding and practice of 

key management and leadership concepts over the six month period. This is 

consistent with Hailey (2006) view that senior  managers benefited more from 

individual coaching than stand-alone training programmes (Hailey 2006). In 

the case of AAI, there was clear benefit in an integrated approach. The value 

of blended learning is also confirmed by Wallis (2010) who found a return on 

investment (ROI) exceeding 300% and lasting at least six months post 

programme.  
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Three important areas of leadership coaching were identified as beneficial for 

this group, viz., 1) situational and strategic leadership, 2) collaborative 

relationships and 30 leadership transitions and which has been identified as 

significant leadership development areas in the INGO sector. Given the 

diverse and complex and rapidly changing nature of the INGO with multiple 

stakeholders (Angus et al. 2012), coaching helped leaders work through 

issues related to strategy, organisational change, engaging different culture 

and country contexts which were broadly categorised as situational and 

strategic leadership. In the domain of collaborative relationships, coaching 

helped leaders in understanding through increased self-awareness to learn 

how to be adaptive in their leadership style for interpersonal effectiveness 

(Acharya & Shrestha 2013).  

 

At its heart, leadership is about working with other people which is made more 

challenging in complex organisations. Respondents in this study confirmed the 

value of coaching in learning how to manage upward, in negotiation, effective 

communication and conflict management. In the area of leadership transitions, 

coaching was reported as helpful especially for new senior managers. Many 

of the new senior managers reported that coaching came at the right time to 

help them set up the necessary foundation for personal and team 

effectiveness (Sargent 2011).  

 

Given the financially constrained operating environment impacting INGO’s - 

training and development are often the first budget cuts. This study confirms 

through leader self-reports that individual and organisational benefits outweigh 

financial costs of coaching intervention. Respondents in this study were at the 

same time both appreciative of the organisational investment and also mindful 

of the high cost of external coaching. Many coachees felt strongly that the cost 

of coaching should not be a barrier to leadership development. Instead 

innovative ways should be found including the training and use of internal 

coaches, pro-bono coaching services and group coaching.  

 

Organisations looking to justify coaching purely on the basis of financial ROI 

will be hard pressed (Bower 2012). The benefits of coaching for leader 



16 
 

development extends beyond individual development value to organisational 

level benefits in employee engagement, reduced incidence of stress and 

burnout, higher levels of confidence and improved work performance. 

Although long term benefits were out of the scope of this study, literature of 

coaching in other sectors confirms this extended organisational benefit. The 

general approach focuses on the extent to which individual coaching 

outcomes are improved which in turn is assumed will have a positive impact 

on bottom-line results (Fillery-Travis & Passmore 2011). Changes in self-

efficacy and interpersonal skills are broadly identified in this regard. There is 

a higher cost in unplanned leadership transitions, toxic organisational cultures 

and ineffectively led teams.  

 

5.4. OBJECTIVE 4: PROGRAMME CHANGES AND IMPROVEMENTS   

 

This objective is part of the formative evaluation which seeks to better 

understand the impact of coaching process with opportunities for learning and 

programme improvement. In order to better identify coaching programme 

improvements, evaluations need to extend beyond summative outcomes to 

formative indicators (Ely et al. 2010). The following areas were identified as 

possible programme changes:  

 

a) Duration of the coaching programme was one of the most critical issues 

raised in this study. Although respondents valued the quality of individual 

coaching sessions, many felt that the duration should be extended from 

four to six months while others proposed up to twelve months.  

b) Follow-up coaching contact sessions: This group confirmed the value 

of follow-up coaching support in the form of group coaching at regular 

intervals post programme to enable continued learning, accountability and 

behaviour change.  

c) The use of external coaches was also raised in relation to cost coaching. 

Suggestions supported the training and support of an internal pool of 

coaches who could also extend the coaching practice to other than senior 

management levels. Internal coaches’ credibility and professional was 

regarded as important.  
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d) Role of Line Manager: There was a mixed response in this group, most 

agreeing that the line manager should be involved in an accountability and 

support role and not directly in the coaching process.  

e) Coachee readiness was also identified by this group as an important 

factor in coaching effectiveness and accountability. In this regard, 

coachees felt that the programme should not be mandatory but needs 

based with a strict selection process. Coaching should also be related to 

organisational objectives to justify the level of investment.  

f) Organisational culture is also an important factor to be considered in 

coaching evaluation (Hawkins 2012). There is a clear buy-in from senior 

management, many of whom have been or are in coaching relationships. 

Respondents appreciated the commitment of senior management and 

stressed that this continues.  

g) Integrated approach to coaching: Coaching impact is also dependent on 

the extent to which coaching is integrated into the organisations talent 

management system (Clutterbuck & Megginson, 2005). Although coaching 

is part of the organisation-wide leadership plan it is not as integrated at 

individual performance management level.  

 

Conclusions 

The most significant findings of this exploratory study are confirmed by 

current thinking. The high positive ratings of coaching experience in this 

study confirmed anecdotal feedback from coachees over the years. What 

was useful in this study was a deeper understanding of the enabling factors 

which related to mandate for coaching, senior management buy-in, coach 

competence, coachee readiness and integration of coaching in the 

leadership and talent management culture of AAI. These are also reported 

by Tooth et al. (2013). 

It was also useful to understand specific benefits of coaching in terms of the 

Kirkpatrick learning and behaviour domains: self-awareness, cognitive 

flexibility and self-efficacy consistent with literature (Tooth et al. 2013; Ely et 

al. 2010; Baron & Morin 2010) and how these benefits translated into 

leadership practice applications in the following areas: situational leadership, 
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new leader on-boarding, leadership transitions, and crisis and change 

management (De Vries et al. 2009).  

This study also confirmed that coaching for senior leader development in the 

INGO sector is a relevant method and not just for the private sector (Hailey 

2006). As an accompaniment to leadership training, coaching has increased 

the learning retention and deepened practice opportunity as managers 

contextualise their learning in personal development objectives (Wallis 

2010).  

 

Limitations of the Study  

Despite its value as an exploratory study of INGO leadership coaching,  

several limitations are identified including small sample size, observational 

design relying on retrospective self-reporting data of coachees as well as the 

short term focus of the study.  The scope of the study also did not allow for 

multi-source feedback from line managers and coaches or accessing 

longitudinal performance data. The study was sufficiently able to evaluate 

coaching effectiveness on Kirkpatrick’s Level I (reactions), II (learning), to a 

limited extent on level III (behaviour) and unable to verify level IV 

(organisational results). Future INGO studies of leadership coaching 

effectiveness could adopt a more longitudinal period of at least 1-2 years 

post coaching which includes performance review and talent management 

data (career mobility, succession and retention). There will also be value in 

using multi-sources including line managers, staff and coaches.  

 

 

6. REFERENCES 

 

Acharya, B.S. & Shrestha, B., 2013. The relationship between leadership 

styles of managers and employees: Job satisfaction in INGOS and 

NGOS in Nepal. Management and Economic Review, 1(1), pp.27–34. 



19 
 

American Management Association, 2008. Coaching: A global study of 

successful practices. Current trends and future possibilites 2008-2018, 

Available at: www.amanet.org. 

Angus, K., McNicoll, K. & Chandler, F., 2012. The business of NGO  

leadership: Reflections on leadership from NGO CEOs, 

Apostu, D.C., 2013. Non-governmental organization leadership and  

development . A review of the literature. Change and Leadership, (17), 

pp.145–161. 

Arumugam, S., 2014. Coaching and international development. AC Global 

Bulletin, 3(October), pp.6–9. 

Bandura, A., 1994. Bandura self-efficacy defined. In Encyclopedia of Human 

Behavior. pp. 71–81. Available at: 

http://www.uky.edu/~eushe2/Bandura/BanEncy.html. 

Baron, L. & Morin, L., 2010. The impact of executive coaching on self-

efficacy related to management soft-skills. Leadership & Organization 

Development Journal, 31(1), pp.18–38. 

Baron, L. & Morin, L., 2010. The impact of executive coaching on self-

efficacy related to management soft-skills. Leadership & Organization 

Development Journal, 31(1), pp.18–38. 

Bartlett, J.E., Boylan, R. V & Hale, J.E., 2014. Executive coaching : An 

integrative literature review. Journal of Human Resource and 

Sustainability Studies, 2(December), pp.188–195. 

Bond, C., 2013. Conceptualizing coaching as an approach to management 

and organizational development. Journal of Management Development, 

32(1), pp.57–72.  

Bower, K.M., 2012. Leadership coaching: Does it really provide value? 

Journal of Practical Consulting, 4(1), pp.1–5.  

Boyce, L. a., Jackson, R.J. & Neal, L.J., 2010. Building successful leadership 

coaching relationships: Examining impact of matching criteria in a 

leadership coaching program. Journal of Management Development, 



20 
 

29(10), pp.914–931. 

Centre of Creative Leadership., 2010. Leadership and talent development in 

international humanitarian and development organizations. , p.43. 

Available at: www.ccl.org\nwww.peopleinaid.org. 

Charan, R., Drotter, S. & Noel, J., 2012. The Leadership Pipeline, San 

Francisco: John Wiley and Sons. 

Clarke, P. & Ramalingam, B., 2006. Organisational change in the 

humanitarian sector. ALNAP Review of Humanitarian Action, pp.21–82. 

Clarke, P.K., 2013. Who’s in charge here?: A literature review of approaches 

to leadership in humanitarian operations, Available at: 

http://www.alnap.org/resource/8640. 

Clutterbuck, D. & Megginson, D., 2005. How to create a coaching culture. 

People Management, 11(8). 

Cox, E., Bachkirova, T. & Clutterbuck, D., 2010. The complete handbook of 

coaching, London: Sage Publications Inc. Available at: 

http://linkinghub.elsevier.com/retrieve/pii/0141635980900628. 

Deans, F. et al., 2006. Coaching and mentoring for leadership development 

in civil society. International NGO Training and Research Center, (14), 

pp.1–38. 

Denzin, N.K. & Lincoln, Y.S., 2006. The Sage Handbook of Qualitative 

Research, 2nd ed. Edited by Norman K. Denzin, and Yvonna S. Lincoln. 

Library, 28(August), pp.467–468. 

Dickmann, M. et al., 2010b. Engaging tomorrows’s global humanitarian 

leaders today. , (September), p.44. Available at: 

http://dspace.lib.cranfield.ac.uk/handle/1826/4609. 

Ely, K., Boyce, L.A., et al., 2010. Evaluating leadership coaching: A review 

and integrated framework. Leadership Quarterly, 21(4), pp.585–599. 

Fillery-Travis, A. & Lane, D., 2008. Research: Does coaching work? In S. 

Palmer & A. Whybrow, eds. Handbook of coaching psychology: A guide 



21 
 

for practitioners. Routledge/Taylor & Francis Group, pp. 1–465. 

Fillery-Travis, A. & Passmore, J., 2011. A critical review of executive 

coaching research: A decade of progress and what’s to come. 

Coaching: An International Journal of Theory, Research and Practice, 

4(2), pp.70–88.  

Fischer, R.L. & Biemers, D., 2009. “Put me in, coach” A pilot evaluation of 

executive coaching in the nonprofit sector. Nonprofit Management & 

Leadership, 19(4), pp.507–522. 

Forsch, S., 2016. Are International NGOs Finally the Change They Wish to 

See in the World ? An Analysis of the Relocation of International 

Secretariats to the Global South. University of Oxford.Unpublished 

Thesis.  

Goldstein, I.L. & Ford, J.K., 2002. Training in organizations: Needs 

assessment, development, and evaluation, Belmont: Wadsworth. 

Grant, A.M., 2016. What constitutes evidence-based coaching ? A two-by-

two framework for distinguishing strong from weak evidence for 

coaching. International Journal of Evidence Based Coaching & 

Mentoring, 14(February), pp.74–85. 

Gyllensten, K., 2005. Can coaching reduce workplace stress ? A quasi-

experimental study. International Journal of Evidence Based Coaching 

and Mentoring, 3(2), pp.75–85 

Hailey, J., 2006. NGO Leadership Development: A review of literature. 

INTRAC Praxis Paper, 10(July).  

Hancock, B., Windridge, K. & Ockleford, E., 2007. An Introduction to 

Qualitative Research. The NIHR RDS EM. Available at https://www.rds-

yh.nihr.ac.uk/wp.../5_Introduction-to-qualitative-research-2009.pdf 

Hawkins, P., 2012. Creating a Coaching Culture. Institute of Leadership & 

Management. Available at https://www.i-l-

m.com/~/media/ILM%20Website/Downloads/Insight/Reports_from_ILM_

website/G443_ILM_COACH_REP%20pdf.ashx 



22 
 

Hill, G., 2010. Executive coaching: Perspectives of effectiveness from 

executives and coaches. Queensland University of Technology.Thesis.  

Horner, C., 2002. Executive Coaching : The Leadership Development Tool of 

the Future ? University of London. Thesis.  

International Coach Federation, 1998. Client survey results: Analysis of the 

1998 survey of coaching clients by the ICF, Available at: 

http://www.coachfederation.org. 

James, R., 2005. “ Autocratics anonymous ”: A controversial perspective on 

leadership development. INTRAC Praxis Paper, Sept(14), pp.1–12. 

James, R. & Wrigley, R., 2007. Investigating the mystery of capacity building: 

Learning from the praxis programme. Praxis Papers, (March). Available 

at: http://www.intrac.org/pages/PraxisPaper18.html. 

Jayawickrama, S., 2011. Developing managers and leaders: Experiences 

and lessons from international NGOs. A Hauser Center- Harvard 

Humanitarian Initiative (HHI) Report, (October), p.24. Available at: 

http://dash.harvard.edu/handle/1/7784444. 

Johnson, L.K., 2007. Getting More from executive coaching. Harvard 

Management Update, 12(1), pp.3–6.  

Kempster, S. & Iszatt-White, M., 2012. Towards co-constructed coaching: 

Exploring the integration of coaching and co-constructed 

autoethnography in leadership development. Management Learning, 

44(4), pp.319–336.  

Kirkpatrick, D.L. & Kirkpatrick, J.D., 1994. Evaluating training programmes. 

Berrett-Koehler Publishers. 

Kombarakaran, F. a. et al., 2008. Executive coaching: It works! Consulting 

Psychology Journal: Practice and Research, 60(1), pp.78–90.  

Ladegard, G. & Gjerde, S., 2014. Leadership coaching , leader role efficacy , 

and trust in subordinates . A mixed methods study assessing leadership 

coaching as a leadership development tool. The Leadership Quarterly, 

pp.1–42. 



23 
 

MacKie, D., 2015. The effects of coachee readiness and core self-

evaluations on leadership coaching outcomes: a controlled trial. 

Coaching: An International Journal of Theory, Research and Practice, 

1882(January), pp.1–17.  

De Meuse, K.P., Dai, G. & Lee, R.J., 2009. Evaluating the effectiveness of 

executive coaching: beyond ROI? Coaching: An International Journal of 

Theory, Research and Practice, 2(2), pp.117–134. 

O’Flaherty, C. & Everson, J., 2005. Coaching in leadership development. In 

Brain-Based Executive Education. Knowledge Resources, pp. 1–13. 

Passmore, J., 2010. Leadership coaching. In J. Passmore, ed. Leadership 

Coaching. London: Kogan Page, pp. 5–14. 

Sargent, N., 2011. Exploring the meaning of coaching for newly appointed 

senior leaders in their first twelve to eighteen months in role. 

International Journal of Evidence Based Coaching and Mentoring, 

Special Is(5), p.15.  

Shaik, Z., 2015. Identifying the effect of coaching as a leadership 

development tool to transform leadership practice. Stellenbosch.Thesis. 

Smith, M.B. & Scriven, K., 2011. Leadership in action: Learning effectively in 

humanitarian operations, Available at: 

http://www.alnap.org/pool/forum/leadership-in-action-alnap-study.pdf. 

Solansky, S.T., 2010. The evaluation of two key leadership development 

program components: Leadership skills assessment and leadership 

mentoring. Leadership Quarterly, 21(4), pp.675–681. 

Thach, E.C., 2002. The impact of executive coaching and 360 feedback on 

leadership effectiveness. Leadership & Organization Development 

Journal, 23(4), pp.205–214. 

Theeboom, T., Beersma, B. & van Vianen, A.E.M., 2014. Does coaching 

work? A meta-analysis on the effects of coaching on individual level 

outcomes in an organizational context. The Journal of Positive 

Psychology, 9(February 2015), pp.1–18.  



24 
 

Tooth, J.A., Nielsen, S. & Armstrong, H., 2013. Coaching effectiveness 

survey instruments: Taking stock of measuring the immeasurable. 

Coaching: An International Journal of Theory, Research and Practice, 

6(2), pp.137–151.  

UNDP Capacity Development Group, 2006. Leadership for Human 

Development. Available at: 

http://www.unpcdc.org/media/223777/leadership-for-human-

development-undp-cdg-2006.pdf  

de Vries, De Vries, M.K. et al., 2009. Sustainable effectiveness of a 

transformational leadership development program: An exploratory study. 

INSEAD Working Papers Collection, (34), pp.2–32 

de Vries, M., Guillin Ramo, L. & Korotov, K., 2009. Organizational Culture, 

Leadership, Change and Stress. International Handbook of Work and 

Health Psychology, (August 2016), pp.409–426. 

Walker, P., 2010. Professionalising the Humanitarian Sector: A Scoping 

Study. http://euhap.eu/upload/2014/06/professionalising-the-

humanitarian-sector.pdf 

Wallis, G., 2010. Does a “blended” programme of development and 

coaching, produce sustainable change? International Journal of 

Evidence Based Coaching and Mentoring, Special Is(4), p.9.  

Whybrow, A. & Henderson, V., 2008. Concepts to support the integration and 

sustainability of coaching initiatives within organisations. In S. Palmer & 

A. Whybrow, eds. Handbook of coaching psychology: A guide for 

practitioners. London: Routledge/Taylor & Francis Group, pp. 1–465. 

 


