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Orientation: The evaluation of training programmes provides methodological and logistical
challenges to evaluators and human resource (HR) managers. The training of executive
coaches is no exception in this regard.

Research purpose: The study aimed to investigate one particular aspect of the results of an
executive coach training programme, and the extent to which knowledge, skills and attitudes
acquired during the programme were applied in practical settings.

Motivation for the study: Too little is known in South Africa about the effectiveness of training
programmes, including executive coach training programmes. There is a need to demonstrate
methodological approaches that would provide valid and reliable data.

Research design, approach and method: The success case method (SCM) was used to guide
the study, consisting first of a survey of 80 participants in the training programme, followed
by eight interviews to compare successful with less successful cases of skills transfer.

Main findings: All six successful coaches were applying the proximal outcomes from the
training with good results, with several valuable consequences resulting from the training.
Barriers to successful implementation included personal circumstances and unfulfilled
expectations of the programme content.

Practical/managerial implications: Aspects of the training programme that could be improved
included: the buddy selection system, more individualised feedback about self-development,
closer supervision, and more support from programme managers.

Contribution/value-add: This evaluation contributes to the evaluation literature by providing
a documented exploration of a systematic application of the SCM. It also contributes to the
coach training literature by providing a systematic evaluation of a coach training intervention
in South Africa.

Introduction
Key focus of the study

Executive coaching is a rapidly growing field in management. Its practices are expanding and
it is associated with an extensive quantity of literature. In this article we describe a training
programme for executive coaches, and examine whether or not trainees report their use of the
assumed benefits in their work. There is a substantial range of methods available to evaluate
training programmes and, in this article, we utilise an innovative method to assess the successful
and non-successful application of learning.

Background to the study: Programme description

The coach training programme (CTP) runs over six months and its target population is defined
as people who want to become professional coaches. Qualified and experienced facilitators run
the programme. Two philosophies underlie the programme: integral coaching and andragogy.
Integral coaching refers to coaching that takes into account all aspects of a person’s life (not just
work) (Flaherty & Handelsman, 2004). Andragogy is an adult educational philosophy which
encourages learners to become autonomous and self-directed (Bedi, 2004; Ozuah, 2005; Zemke,
2002).

The programme content can be categorised into two developmental pathways: personal
development, and the development of coaching skills and competencies. Theoretical coaching
content and skills are inculcated during three training sessions (86 hours in total). Interspersed
between these three sessions, the trainees engage in self-development exercises, which could
consist of readings, writing personal letters or written assignments. Briefly, the programme
content comprises the following activities presented in sequence:
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¢ atwo-day introductory course on coaching

e pre-course work for the six-month-long CTP

e a first session dealing with the outcomes and underlying
assumptions of coaching

e homework relating to personal development

e a second session aimed at designing a coaching
intervention and implementing it

e homework relating to personal development

e a third session focused on complex coaching interventions
and understanding people

e a final session based on a reading assignment and a
personal development letter.

At the end of the programme the facilitators assess the
competence of the trainees and decide whether to award a
certificate or not.

The programme activities of the CTP focus on building
knowledge, skills and attitudes (KSAs) for coaching, plus
the fostering of personal development through increased
self-awareness. Figure 1 presents the impact model for
the coach training programme, extracted from personal
communications with programme staff and programme
records.

In Table 1, the proximal outcomes of deepened coaching
skills and expanded self-awareness are mapped.

Literature review

Executive coaching originated in the USA and has
become a rapidly developing and a fast growing industry
(International Coaching Federation [ICF], 2007; Upton,
2006). In South Africa, executive coaching has come to the
fore as a development tool over the past six years (Rostron,
2006). As with all new knowledge domains it has attracted
its fair share of contesting groupings, from academics, to
‘professional’ coaches, to unscrupulous practitioners. In
South Africa, executive coaching is not a statutory profession
and there is little agreement regarding definitions, theories,
models, constructs, standards and practice guidelines within
the domain (Bluckert, 2006; Executive Coaching Forum,
2004). A body called the Coaches and Mentors of South
Africa (COMENSA) was formed in 2004 to regulate coaching,
develop credibility and awareness of coaching, empower
the consumer and standardise the skill requirements for
coaches (COMENSA, 2007a). Unit standards for coaching
were registered on the National Qualifications Framework
(NQF), in the field of Education, Training and Development,
in 2003 (South African Quality Authority [SAQA], 2007) and,
COMENSA’s Standards of Professional Competence were
developed in 2006 (COMENSA, 2007b).

To date, no research has been conducted to ascertain whether
or not coaching delivers the intended results described on
websites and in advertisements for coaching training. By
employing a rigorous method, the current evaluation sought
to answer two questions: how does executive coaching
training work; and does it work?
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FIGURE 1: Impact model of coach training programme.

TABLE 1: Proximal outcomes of coach training programme.

Outcome category Proximal outcome

Skills ¢ Design coaching programmes

* Present and conduct short-term and long-term
coaching

* Integrate the multiple skills, qualities and models to
design coaching programmes

¢ Coach people for performance and personal growth

¢ Overcome obstacles to coaching

e Take perspective of clients

* Assess competencies of others and self

¢ Coach clients in the midst of resistance

o Self-development as a coach after course completion

Knowledge ¢ Understand difference between coaching and related
concepts

¢ Understand own developmental needs

¢ Understand obstacles when coaching

e Understand behavioural assessment models

Attitude * Experience fulfilment in coaching work
* Respect coaching clients and treat them with dignity
¢ Respond in an authentic manner to clients

Evaluation question

The CTP is popular with a diverse group of recipients. We
were interested in what the trainees were achieving with
the KSAs and self-awareness that they attained on the
programme, and we decided to focus the evaluation on the
following question: To what extent are the trainees using the
intended proximal outcomes to enhance or develop their
coaching practice?

The potential value-add of the study

Training and development practitioners often firmly believe
that what they are achieving is worthwhile and valuable, but
they lack the methods to provide credible and valid evidence
of the impact of their efforts. In this article we demonstrate
the use of one method that could assist in this regard, namely
the Success Case Method (SCM), developed by Brinkerhoff
(1983, 2003, 2005, 2006a, 2006b). The SCM was used to
evaluate the CTP described above, and provided practically
useful, and reliable information about the programme.

Research design
Research approach

The SCM follows a mixed method approach: a sample of
success and non-success cases was selected by means of a
quantitative questionnaire and then interviewed to find the
reasons for their success or lack thereof. The findings of the
interviews are reported as qualitative data.

According to Brinkerhoff (1989) the real value of a training
intervention lies in the application of the KSAs presented
during the training. The SCM is designed to answer the
following evaluation questions:




a. What has actually happened since the intervention? (i.e.
who is using the training in their work; what aspects of
the training are being used; who is successfully using the
training; who is not using the training successfully?)

b. What results are being achieved post-intervention? (i.e.
what outcomes are being achieved; are these outcomes
associated with the original programme objectives; are
there any unintended results?)

c. What is the value of the results? (i.e. has the training
produced meaningful business results?)

d. How can the training be improved? (i.e. what aspects of
the training are working well and what areas need to be
changed; what barriers prohibit learning transfer; how can
one increase the percentage of successful cases?)

According to Brinkerhoff (2003, 2006a) the SCM evaluation
process begins, firstly, by identifying the focus of the
evaluation and mapping out the evaluation plan. Secondly,
an impact model is designed that represents the intended
outcomes of the training intervention for the trainees. Thirdly,
once the impact model has been defined, and approved
by different stakeholders, the evaluator designs a short
survey aimed at identifying success and non-success cases.
This is generally a succinct document containing a limited
number of questions related to the intended outcomes of
the programme, as defined in the impact model. Fourthly,
the respondents who scored the highest (success cases) and
lowest (non-success cases) on the survey are then selected for
in-depth interviews. The interviews explore the nature of the
interviewees’ experiences post-training and aim to develop a
coherent picture of how the training was used, what results
were achieved, as well as which factors supported and which
barriers inhibited successful training transfer.

Research method

Research participants

For the first stage of the research, a purposive sampling
strategy was employed (Trochim, 2006). The entire
population of 80 participants who completed the CTP in
2005 (n = 32) and 2006 (n = 48) were contacted to complete a
survey. The final sample consisted of 55 accredited coaches,
ranging in age from 32 to 61 years with an average age of
45. Forty-six percent of the sample was female and 53% was
male. On average, coaches were well educated (64% had
postgraduate degrees, 20% had first degrees, and the rest
had diplomas or school leaving certificates). Participants
were in job positions that they referred to as coaching
positions (38.2%), or management positions (31%) or they
were business owners (11%). Eighteen percent stated that
they were in other positions than those mentioned above.
Of the 55 respondents, 55% were coaching full-time and 44%
were using coaching skills as part of their job. Most recipients
completed the coach training with the intention of becoming
full-time coaches (58%), whilst 47% indicated that they
intended to apply the coaching skills as part of their current
job.

In line with the guidelines for the SCM, the survey was
followed by interviews of success and non-success cases. Of
the 55 respondents who completed the survey, 20 indicated
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that they were applying the training outcomes and obtaining
positive results. Six of them were chosen for the high success
case interviews, based on the highest survey scores, contact
details supplied and the number of clients coached. Initially,
three respondents were chosen as low success cases, but one
had to be discarded as a brief telephone interview revealed
moderate rather than low success.

Measuring instruments

A survey instrument, based on the proximal outcomes in
Table 1, was designed to identify success and non-success
cases. The survey included three sections: applications of
specific proximal outcomes of the training, questions of
general interest and a demographics section (a copy of the
survey is available from the evaluators).

The six success cases and two low success cases were
interviewed by means of a Protocol Conceptual Model
(Brinkerhoff, 2003, 2006a) of ‘filling buckets’. Each bucket
represented a specific category of information. For high
success cases people were asked:

e What was used?

e What results were achieved?
e What good did it do (value)?
e What helped?

e Suggestions?

Low success cases were simply asked about barriers to using
the training, and suggestions for improvement.

Research procedure

An online survey was sent to all participants who had
completed the 2005 and 2006 coaching programmes. Each
interviewee was informed via e-mail of the upcoming
interview and given information about the content that
would be covered during this process. All interviews were
conducted by telephone and the length of the success
interviews ranged between 30 minutes to 50 minutes. Low
success interviews were more focused and typically lasted
20 minutes. All interviews were digitally recorded and then
transcribed.

Statistical and other analyses

The survey responses on the section, Application of proximal
outcomes, were scored according to the format presented in
Table 2.

Survey scores were used to select highest and lowest success
cases. The interview data were reduced by means of naming
codes, and these codes were further reduced by using themes
(Miles & Huberman, 1994).

Results

Table 3 presents the percentage of respondents who indicated
that they had applied the course outcomes in the workplace
with clear and positive results. The majority of respondents
attained positive results with all the proximal training
outcomes.




TABLE 2: Response format and scoring in the survey.
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Response format Score allocated

Tried this and had clear and positive results

Tried this, but had no clear results yet

Tried this somewhat, but do not expect any results
Tried this and it did not work

Have not tried this at all

B Rk w s U o

Tried this, but not because of the training

TABLE 3: Percentage of respondents scoring outcome measures with highest
success.

Outcome measure Percentage
Employing distinctions 89
Establishing mutual trust, respect and freedom of expression 85
Developing practices 82
Using the assessment models to understand client behaviour 80
Keeping in condition to coach 80
Building authentic relationships with clients 78
Eliciting client’s structure of interpretation 76
Developing ways of tackling barriers to own coaching 76
Conducting coaching programmes 73
Designing coaching programmes 69
Enabling clients to become self-correcting, self-generating and 69
long-term excellent performers
Overcoming client’s resistance 65

Coach training chJlrjigri?)Srt;l;c\)/ir]rfg

programme programme

Supportive factors |—| Training applications Hindering factors

/N

Results achieved

Value of training

FIGURE 2: Themes from qualitative data analysis.

Success cases

The qualitative data analysis revealed that all six success case
coaches were successfully applying the proximal outcomes
from the training. They saw the results and the value of
this training. Furthermore, they were able to identify the
aspects that helped and that hindered the results during the
application of the knowledge, skills and attitudes (KSAs) and
they could make suggestions for improving the training. This
is summarised in Figure 2.

The results are reported in terms of the six themes that
emerged from the data analysis of the interviews.

What knowledge, skills and attitudes were applied from
the training?

All six coaches reported that they were using the process to
successfully design and conduct coaching programmes. They
also referred to applying structured coaching conversations
as taught during the programme. This rigorous structure
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separates a coaching conversation from just another “pleasant
conversation” and helps to move the clients closer to their
intended outcomes.

Five coaches described how applying assessment models
had helped them to make grounded assessments of where
‘the individual actually is’.

Three success cases pointed to the usefulness of understanding
and applying language as imparted on the programme. This
quotation below illustrates how this outcome was used:

My powers of observation are significantly higher and ... I now
see language, I feel language, whereas before perhaps I just
heard, it’'s more three dimensional now for me, and that is the
power of observing. (Success Case 6)

Two of the coaches highlighted the usefulness of the integral
coaching paradigm:

Because it is ontological coaching ... it looks at you as a whole
human being I'm absolutely committed to having an

integrated approach to how I deal with people. (Success Case 6)

What results were achieved as a consequence of the
programme?

All six success case coaches claimed that they experienced
significant personal development as a result of the
programme. The following quotations illustrate this:

The personal development aspect was very different from other
training and studying that one does, because lots of the work
that is assigned is to help one, as a coach-in-training, to develop
greater self-awareness. That level of self-awareness becomes
absolutely key in working well with people, to encourage them
to develop a greater level of self-awareness. I think somebody
made the comment ‘what you don’t observe you’re unable to
change’. (Success Case 2)

... it’s meaningful for me to be exposed to this type of ... personal
growth opportunity and ... the consequence is I help myself to
grow. (Success Case 6)

Five success cases indicated that the insight they gained from
the programme had improved their interactions with other
people and specifically with their clients. They mentioned the
skills of listening in a different way, being non-judgmental,
using open-ended questions and refraining from having the
last word. The following quotations illustrate these results:

I have better relationships with people...the ability to listen
differently to people, that ... makes an impact on my clients...
and the relationship with my clients is conducted in a new way.
(Success Case 1)

I had always taken on everyone’s stuff and woes ... which is
really sapping. [The training] gave me a new set of skills for
dealing with people and so I would use the coaching way of
being in interactions ... and I didn’t take on their issues anymore.
(Success Case 3)

Two of the success cases indicated that their practices had
benefited from their link with the training provider. Another
success case explained that the training had led to increased
business opportunities.

Three success cases mentioned shifts within their own
careers, which they attributed partly to the training. One




of these success cases changed jobs: from an information
technology position to one in human resources. This move
was attributed mainly to the personal development process
experienced during and after the training.

An unintended consequence of the training for three of
the success cases was the ability to use the KSAs from the
coach training as a leadership style. This involved a shift in
managing people. This shift was described as follows:

I think it’s quite different ... coaching as leadership style versus
leading without having been exposed to all the concepts [on
the training programme]. It’s ... a different way of ... [leading]

. it elicits ... more open conversations and generates new
possibilities. (Success Case 6)

One of the success cases recommended that all managers
should be exposed to one of the short coaching workshops,
which the service provider offered in order to improve their
people management skills.

What good has the training done?
All six success cases reported that, when applying the KSAs
from the training programme, they had observed positive
changes in their clients. The following examples illustrate
this:
They achieved their objectives and their performance improved.
(Success Case 3)

You can see other people’s lives changing as a result of being
coached. (Success Case 1)

You see a change in clients’ motivation, how they [present
themselves] and the responsibility that they take for their own
behaviour ... (Success Case 3)

All six success cases indicated that they aim to assist their
clients to become ‘self-correcting, self-generating, long-
term excellent performers’. These are important outcomes
of the training. Two success cases reinforced this idea by
mentioning the career changes that their clients made. The
following quotation illustrates this:

His whole dream was to go into a different division at work and
he got the job he wanted ... it was a great feeling of success from
a coaching point of view with him because he really grew ... and
that was the whole focus of our coaching. (Success Case 4)

All six success cases confirmed that their own observations
of shifts in clients’ behaviour, documented coaching
conversations, feedback from clients and feedback from
clients” colleagues provided evidence of the good that the
training programme had done.

Five of the six success cases reported that the training
encouraged them to further their studies. For four of
them this meant undertaking the next level of the coach
programme, whilst for one of them it involved a decision to
begin postgraduate studies. This success case said:

The way that [he] does the training, it just makes you curious
to want to learn more and that’s been a wonderful gift for me
because that’s what set me on the path of doing my thesis.
(Success Case 5)
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All six success cases reported that the training improved their
credibility as coaches. They indicated that this credibility was
related to the accreditation of the programme:

I think the training provides discipline and rigour in a market

where entry [requirements] are very low and there are lots of

people out there who call themselves coaches ... we follow a

structured, disciplined approach with a framework with models
that have been quite extensively validated around the world
and that differentiates us from other people [who] may not have
done those things. (Success Case 2)

Two success cases highlighted how the training had led to
important networking opportunities. They met like-minded
people on the programme, with whom they have remained
in contact.

What has helped trainees to apply the knowledge, skills
and attitudes that they acquired on the programme?
Allsixinterviewees indicated thata background in a business-
related field was advantageous for successful application of
the programme’s KSAs. However, it was stressed that such
knowledge was not a prerequisite:
I think personally, if I didn’t have the industrial [psychology]
background, I would [have experienced] a lot of gaps. It's not
that I couldn’t bridge the gaps. I think if you're serious about
being a coach, you will bridge those gaps. (Success Case 1)

Two success cases were of the opinion that a business-related
background was more useful than a clinical psychology
background:
[Clinical psychologists] don’t have a feel for the corporate
stresses, politics, hierarchies and structures. That’s a huge part
of what causes people stress in their job and that you need to
deal with it. I think if you got a sense of those kinds of stresses

politics, hierarchies and structures ... I think it helps ... (Success
Case 4)

Five of the six coaches discussed how reading coaching-
related and personal development books had helped them
develop as coaches. Not only did these readings improve
their knowledge, but they also served as reference texts:
When you're working with someone you know a little switch
flicks in your brain: oh, hang on, I think this might be good and

you go and have a look at it and say ok, that will work well here.
I've got a library practically of my own ... (Success Case 3)

Five of the success cases referred to the supervision provided
during the programme as being helpful to maintain
objectivity, or to provide benchmarks of excellence:
Coaches can get caught up in our own structures of interpretation.
(Success Case 5)
One of the things about coaching is you can only go as far as
you've been personally, and you only get to go places through
personal development and experience and through seeing things

in a different way which a [supervisor] will provide for you, so
it’s critical. (Success Case 6)

Two success cases mentioned that the support they received
from their managers to apply the coaching KSAs back at
work, was ‘beneficial’ and “critical’.




What barriers prevented successful application of the
coach training knowledge, skills and attitudes?

One low success case had not found the opportunity to apply
the KSAs to any meaningful extent as a result of personal
circumstances. She reported that the training was useful, but
that other priorities had taken precedence since the course.

The second low success case had expected that the training
would be specifically tailored for working in a corporate
environment, as she had understood from the promotional
material. The coach expected to leave the programme feeling
confident to enter the corporate world as a coach, but found
that she had not gained this confidence:

I know how to work with people. I'm not a business person; that
is not my background. I wanted to leave this course feeling like
I could go and work in corporates easily and I don’t feel that.
(Non-Success Case 2)

Having already had extensive training in psychology, she
found that she was familiar with the material presented on
the programme. This low success case would have chosen a
different training intervention had she known of the overlap
with her past training and the lack of corporate-related
content to meet her learning needs.

This low success case preferred an eclectic style, and also
reported that she does not use integral coaching in its
purest form, although she does make use of the coaching
conversation structure and tools offered by the programme:

I have seen results from coaching, but not that I would attribute
directly to the [programmel]. I certainly don’t think that I would
ever want to be a pure integral coach because there’s its one
theory ... [whilst there exists] a multitude of theories about what
coaching should look like. (Non-Success Case 2)

How could the coaching training programme be improved?

Improvement suggestions for the CTP were made by all six
success and the two low success cases. For this sub-section of
the results, these improvements will be reported for all eight
participants.

Four of the eight participants reported having disappointing
experiences with the buddy coaching system (a pairing of
participants to practise skills), mainly because of personality
clashes. They did not suggest how buddy selection could be
improved.

Three participants indicated that more individual attention
and detailed feedback during the contact sessions would
have been valuable. This could be done by means of more
one-on-one coaching or supervision by the programme
presenters:

With high costs, it’s necessary for people to feel that they have
had some individual attention and individual reflection on what
they are doing right. (Non-Success Case 1)

Two coaches reported that learning pods (small groups
created for shared learning, communication of coaching
experiences and project work) were not effective, because the
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pod degenerated into a social rather than a learning event.
They suggested that a pod mentor might help to direct the
group dynamics towards a learning experience.

The following suggestions were made by single participants:

¢ reading material should be provided at the start of the
programme to enable recipients to prepare for the learning
pods

o the coaching forum should be more effectively organised
and opened to coaches who received different coach
training programmes

o the administration of the programme should be improved
(professionalising the programme, smaller class sizes,
more detailed assignment feedback, formalising of
assignment process, and the course outline should be
communicated more effectively at the beginning of the
programme).

e more individual customisation of coaching techniques
should be undertaken

e an opportunity should be created to watch a coaching
programme unfold through its different stages

e provision should be made for more KSAs for handling
psychological issues.

Ethical considerations

The Ethics in Research Committee of the Faculty of Commerce,
University of Cape Town, approved the evaluation.

Potential benefits and hazards

There were no benefits or hazards for participants who took
part in the evaluation.

Recruitment procedures

The primary evaluator contacted all participants in the 2004
and 2005 coaching programmes and requested that they
complete an electronic questionnaire. Success and non-
success cases were identified from the questionnaire results
and contacted by e-mail to explain the purpose and content
of the telephonic interview that was to follow. Participants
had to agree to the telephonic interview before the primary
evaluator contacted them.

Informed consent

On the first page of the questionnaire the purpose,
confidentiality of the data and the time that it would take
to complete the questionnaire were described in detail. The
e-mail sent to the success and non-success cases requesting a
telephonic interview contained similar information.

Data protection

The primary evaluator was the only person who had access
to the questionnaire and telephone data. Both success and
non-success cases were promised anonymity and were not
identified by the evaluators.




Trustworthiness
Reliability

The questionnaire items and transcripts of the telephone
interview are described in the Method section.

Validity

The evaluation focused on a specific programme and did not
seek to generalise the findings to other similar programmes.

Discussion

The SCM aims to discover what is working or not working in
a training programme. It identifies best practices, produces
results to motivate future participants and is a practical
way to evaluate the success of an intervention (Brinkerhoff,
2003, 2006a). However, Brinkerhoff (2003, 2006a) clearly
indicates that the SCM does not make an overall summative
judgment. Instead its usefulness and value lie in describing
what a training intervention can achieve. The SCM does this
by capturing the specific and personal ways the training has
been used to achieve successful results. What Brinkerhoff
demands of an SCM evaluation is that the results provide
sufficient evidence for a convincing argument that the
training has been applied in the work place. This argument
is framed in terms of the scope of the success of the training,
worthwhile results achieved, suggestions for improving the
programme and environmental factors which have hindered
successful application. This framework is utilised below.

The scope of the success of the training
intervention

Most of the trainees reported high levels of successful
application of the proximal outcomes of the training. Even
the low success cases reported relatively high application
levels. Self-report data provided by the participants showed
that the programme has had a positive influence on them
and that their clients had also benefited indirectly from the
training. Thus, it can be concluded that this cohort of 2005
and 2006 recipients was successful in applying the proximal
programme outcomes in the workplace.

Worthwhile results from the training

From the results it is clear that the objectives have been
achieved, namely to develop or enhance coaching skills, and
self-awareness (see Figure 1). This dual outcome structure
constituted the impact theory of the programme.

Furthermore, the trainees were successfully applying the
programme’s KSAs in conducting coaching programmes with
clients. All the high success cases indicated obtaining positive
results from applying the following proximal outcomes:
using the assessment models; eliciting a client’s structure of
interpretation; employing distinctions; developing practices;
overcoming clients’ resistance; building relationships with
clients; establishing mutual trust, respect and freedom of
expression; tackling one’s own barriers to coaching; keeping
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in condition to coach; and enabling clients to become self-
correcting, self-generating, long-term excellent performers.

The programme appeared to have influenced participants
in areas of personal development. Personal development
is considered to be a critical competency in coach training
that helps the trainee coach to develop ‘psychological
mindedness’ (Bluckert, 2005; Lee, 2003). Bluckert (2005, 2006)
suggests that personal development of trainee coaches is as
important as coaching theory and skill training and should
be given equal weight in the training process.

Reports from the participants also indicated behaviour
changes, over time, in their clients. This distal outcome is
important and needs to be examined further, as client change
is often cited as a mediating variable between the programme
and organisational benefit (Olivero, Bane & Kopelman, 1997).
All six success case coaches reported that they aim to help
their clients become self-correcting, self-generating, long-
term excellent performers, that is they are working towards
the distal outcomes described in the programme literature. In
this way, the participants are using a coaching intervention
as a tool for client empowerment (Eggers & Clark, 2000).

The success case coaches reported several valuable
consequences from the training (e.g. studying further, career
shifts, networking, building a more successful coaching
business and enhancing their credibility as coaches). The
quality of the coaching service offered (Bluckert, 2005) and
self-regulation of the profession (Hamlyn, 2004) are often
raised in this regard. Research (ICF, 1999a, 1999b) has
indicated that clients regarded training as important when
selecting a coach and that certification was important.

An unintended consequence of the training was how
participants used the KSAs for a specific coaching leadership
style in their jobs. The recipients were applying the KSAs
more broadly than the intervention intended by shifting
their leadership styles. Goleman (2000) identified six distinct
leadership styles, one of which is a coaching leadership style,
which necessitates empathy and self-awareness in order
to encourage others to improve and develop long-term-
strengths. He indicated that this leadership style was used
least often, because leaders reported that they did not have
the time in their high-pressured environments to help people
to develop.

Suggestions for improving the programme

The evaluation results provided evidence that the 2005 and
2006 coach training was effective, but several participants
made suggestions for improving the training that offer
valuable feedback to the programme staff. The evaluators
are supporting these suggested improvements with further
evidence from social science literature.

As part of a coach training intervention, Bluckert (2006)
recommends that participants should receive coaching
themselves. Taking up the role of a client will enable the




trainee coach to empathise with future clients regarding their
feelings of vulnerability. However, four recipients found the
programme’s buddy coaching system ineffective, which was
a consequence of personality clashes and resulted in conflict
that they considered to hamper their learning experience. We
would like to suggest an improved buddy selection system,
clear instructions about the intended outcomes of the buddy
system, and explicit behavioural guidelines for buddies. The
revolving triad method (two buddies and an observer who
gives feedback about the process) could also be implemented.

Bluckert (2006) recommends that trainee coaches should
be part of an ongoing experiential group to enhance self-
reflection and growth. The pod meetings were supposed to
fulfil this function, but two participants suggested that pod
mentors should be introduced to ensure that these meetings
retain a learning function and not deteriorate into social
events. Furthermore, three other participants suggested
that more individual attention and interactive supervision
should be provided during the contact sessions. All these
suggestions indicate a need for more individualised feedback
about self-development. Some of the other suggestions from
the trainees might help in this regard. Class size has been
shown to affect learning (Kokkelenberg & Dillon, 2002) and
the addition of small group interventions could satisfy the
need for individual attention.

One coach suggested that the programme could offer more
demonstrations of different types of coaching conversations.
These could capture the development of a coaching
relationship over time and the challenges that emerge for
coaches. Video clips or multi-media training material could
illustrate these high-level KSAs (Noe, 2003).

Environmental factors that hindered and helped
the successful application of knowledge, skills
and attitudes

All six success cases found that a business-related background
was important in helping them carry out their coaching.
Washylyshyn (2003) reported that business experience
was one of the top three criteria reported by clients when
selecting a coach (the others being training in psychology
and the coach’s reputation). A lack of corporate experience
could be a problem, as is the case when clinical psychologists
enter the field without any business training (Filipczak,
1998; Lowman, 1998; Somerville, 1998). Garman, Whiston
and Zlatoper (2000), in a review of coaching skills, reported
that 15% of coaches had psychology backgrounds and 15%
had business backgrounds, whilst the remainder was not
reported. They found that the psychological skill set was
usually (61% of the time) referred to as a unique skill base,
separate to the coaching skill set. In 45% of these articles,
the psychological skill set was thought to add clear value.
We suggest that participants are made aware of this debate
regarding the different skill sets.

Closer supervision was mentioned as a need by the
participants. Bluckert (2006) recommends that coaching
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supervision continues throughout the career of trained
coaches, because it is important to provide the opportunity
to reflect on one’s own coaching methods and experiences
with a senior colleague in order to improve one’s coaching
practice.

Participants pointed out how important it was to have
management support when conducting coaching programmes
with in-house clients. Brinkerhoff and Montesino (1995)
found that management support facilitated the transfer of
KSAs from training to the work environment. Noe (2003)
also describes the importance of managerial support in the
transfer of training.

The two low success cases reported that it was not
environmental factors, but rather personal circumstances
and choices that hindered the application of the programme’s
KSAs. The one low-success case indicated that information
on the programme website led her to believe that together
with improved coaching skills, she would develop basic
business-related skills. It is suggested that the programme
managers examine the website and scrutinise the intended
outcomes mentioned there. If the target population for
the training programme is those who already have a
business background, it should be stated unambiguously.
Alternatively, the programme staff could provide additional
reading to those who do not have a business background.
A critical question here is: is business-related knowledge a
knowledge component of the programme or not? If so, the
evaluators recommend that it is included in the programme
activities.

Conclusion

We conclude that the SCM proved to be a useful and practical
evaluation tool for conducting this evaluation. Its main value
is providing focused and realistic evaluation questions,
such as whether or not KSAs are applied in the workplace?
It equipped the evaluators with an evaluation tool that
provided a robust structure for the evaluation process.
For instance, the ‘buckets’” used in the interviews were
particularly useful to conceptualise the interview process.
These assisted the evaluators to create a detailed picture of
the elements associated with the application of the training
and its results. Finally, the SCM is a user-friendly method
with a sensible design, which provided the programme
staff with information that could be useful for refining the
programme.

Nevertheless, we have to acknowledge limitations to the
method. The first phase of the SCM, the sampling phase,
produces extreme groups (success and low success cases)
of recipients. The average participants are not selected.
Brinkerhoff (2003, 2006a) argues that the average participant
might not exist. However, if he or she does, he or she may
misrepresent the reality of a training intervention. Brinkerhoff
is of the opinion that a few extreme cases can reveal much
about the applicability of a training intervention.




The SCM is indeed a practical, user-friendly evaluation
method. It works well in a single organisation (or several
similar organisations) where participants attend training
programmes which are mandatory or have perceived value
for the organisation. It is not recommended for evaluating
training programmes with participants who come from
diverse organisations or who are self-employed (see the
point on proximal outcomes below). It also does not work
well where the participants are a self-selected group who
already ‘believe” in the positive outcomes of the training.
As this evaluation showed, these ‘believers’ do not generate
sufficient low success cases and thus the opportunity for
suggesting sufficient programme improvements might be
lost.

Limitations

The evaluation itself had a number of shortcomings. For a
start, it focused on the application of proximal and not distal
outcomes. As the participants of the programme were self-
employed or employed by different organisations, it was
not feasible to focus on distal outcomes of the training.
In order to establish the merit of coach programmes,
evaluators would need to know whether or not the clients
benefited from the coaching, and not just whether or not
trainees applied the KSAs of the training. The danger of
examining proximal outcomes only could very well result
in premature conclusions about the merit of the programme.
This evaluation concluded that the programme worked for
the trainees. We do not know, however, whether or not
the programme and application of the programme KSAs
changed client behaviour and benefited organisations.

The data for this evaluation consisted of self-reported data.
The evaluators assumed that the data collected via this
method were credible. Using more objective measures, such
as client feedback of coaching experiences, would have been
useful, but they were beyond the scope of this evaluation.

Despite these short-comings, this evaluation contributes
to the evaluation literature by providing a documented
exploration of a systematic application of the SCM. In
addition, it contributes to the coach training literature by
providing the first systematic evaluation of a coach training
intervention in South Africa.

Suggestions for future research

The SCM cannot be used to determine whether or not a specific
training programme, and not anything else, caused the results
obtained. The best evaluation designs in which causality can
be inferred are experimental or quasi-experimental designs
with random assignment (Graziano & Ravlin, 2000) and
these were not practical to apply in this context. As such, it
cannot be asserted with confidence that the coach training
programme caused all the results discussed above, but it
can be reported that the participants attributed the results to
the training. We need to determine which other evaluation
methods could be applied successfully in a coach training
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context. For example, it could be beneficial to conduct an
experiment in which a cohort of participants, who have been
through the programme, is compared to a group who has not
yet been trained. Such an evaluation would provide causal
evidence for the effects of the training and not rely solely on
self-reported data provided by participants.
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