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The Importance and Application of a Coaching Leadership Style
in Businesses
Mark Colgate

Gustavson School of Business, University of Victoria, Victoria, BC V8P 5C2, Canada; colgate@uvic.ca

Abstract

In today’s volatile business environment, command and control leadership is increasingly
inadequate for sustaining engagement, innovation and resilience. This review synthesises
peer-reviewed evidence on coaching leadership style (CLS) published between 2000 and
2025. A systematic search across four databases yielded eleven high-quality empirical stud-
ies and three meta-analyses. The findings indicate that CLS enhances employee motivation,
facilitates skill development, promotes psychological safety and strengthens organisa-
tional adaptability, while concurrently advancing leaders’ effectiveness and emotional
intelligence. Notably, recent trials demonstrate that both virtual and face-to-face coaching
modalities produce comparable performance gains. This review also identifies contextual
constraints—such as time intensity and crisis-driven situations—where CLS may be less
advantageous. Practical recommendations are offered for embedding coaching behaviours
into daily management routines, including phased roll outs, leader as coach training and
metrics for monitoring engagement and innovation. Future research should prioritise
longitudinal, cross-cultural studies that examine CLS efficacy in digitally transformed,
post-pandemic workplaces. Collectively, the evidence positions coaching leadership not as
an optional enhancement but as a strategic requirement for organisations seeking sustained
competitive advantage.

Keywords: coaching leadership; leadership development; coaching models; business
performance; employee engagement; emotional intelligence (EQ)

1. Introduction
The contemporary workplace is characterized by rapid technological advancements,

including the rise of AI and remote work, leading to increased complexity in organizational
structures and workflows (Brynjolfsson et al., 2025). This is further shaped by evolving
workforce expectations, particularly among younger generations who prioritize flexibility,
purpose and continuous development (Lyons et al., 2015). Traditional command-and-
control leadership models are proving less effective in fostering the adaptability and
innovation necessary for businesses to thrive in this dynamic environment, especially when
faced with rapid changes and disruption (Northouse, 2022). Specifically, these models
often fail to enhance employee well-being, which is crucial for driving performance and
organizational resilience (Jiang & Ali, 2024). In contrast, a leadership coaching style, which
emphasizes mentorship, inquiry-based leadership and targeted employee development,
has emerged as a critical approach to addressing these challenges (Ladegård & Gjerde,
2014). Ladegård and Gjerde (2014) highlight how coaching interventions can enhance
leaders’ ability to navigate business changes by fostering self-awareness, adaptability, and
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leadership efficacy. Their research demonstrates that through coaching, leaders develop
greater confidence, insight, and the ability to set and achieve meaningful goals, benefiting
both the leader and the organization.

Specifically, a coaching leadership style (CLS) is a developmental approach to lead-
ership where managers act as coaches—guiding, supporting and inspiring their team
members rather than merely directing them. In practice, this means helping employees
discover their goals and providing feedback, resources and encouragement to reach those
goals (Huang, 2019). Hamlin et al. (2006) asserts that coaching-centric leadership is “at the
heart of effective management practices”. Businesses are increasingly investing in coaching
training for managers to foster positive workplace cultures and high-performing teams
(Zuberbühler et al., 2020).

2. Literature Review
2.1. Methodology of the Literature Review and Overall Impact of Coaching

A systematic search was conducted in March 2025 across EBSCOHost (Business Source
Complete, PsycINFO), Scopus, ProQuest and Google Scholar. The Boolean string “coaching
leadership” OR “managerial coaching” OR “coaching-based leadership” was combined
with “organisation” OR “business” OR “workplace” and filtered for peer-reviewed empiri-
cal studies published in 2000–2025 in the abstract or title only.

The initial search returned 132 records. After removing duplicates (n = 9) and applying
screening for relevance to leadership style (e.g., not executive coaching only), 71 articles
remained. Full-text screening against inclusion criteria (empirical design, organisational
setting, use in businesses, English language) yielded 35 studies. Finally, rigorous quality
appraisal (journal ranking, sample adequacy, methodological clarity) resulted in 14 high-
quality studies included in the synthesis. These are in Appendix A with an overview of the
studies—study (year and authors), the design, main positive/negative findings and finally
key caveats/limitation of each study.

The empirical evidence from the fourteen studies, particularly the three meta-analyses,
demonstrates that coaching within organizations leads to significant positive outcomes.
The first major meta-analysis by Theeboom et al. (2014) examined the effects of coaching
on individual-level outcomes, including performance/skills, well-being, coping, work
attitudes and goal-directed self-regulation. This study organized coaching outcomes into
five distinct categories—performance/skills, well-being, coping, work attitudes, and goal-
directed self-regulation—demonstrating that coaching benefits are multifaceted. Effect
sizes were significant yet varied across these domains (g = 0.43 to g = 0.74), offering a
detailed picture of coaching’s broad impact in organizations.

Another meta-analysis by Jones et al. (2016) also found that workplace coaching
positively impacts performance and various learning and development outcomes. They
conclude that “Our meta-analysis supports the positive effects of workplace coaching as an approach
to employee learning and development in organizations, with a variety of criteria” p. 249.

Furthermore, a recent meta-analysis by Cannon-Bowers et al. (2023) confirms that
workplace coaching significantly enhances various organizational outcomes, including
employee performance, engagement and well-being. This underscores coaching as a
valuable intervention for fostering a productive and satisfied workforce. Interestingly,
their meta-analysis revealed that both face-to-face and virtual coaching modalities were
associated with significant positive outcomes. The analysis found no significant difference
in effectiveness between the two modalities, indicating that virtual coaching can be as
effective as in-person sessions. In summarizing the recent academic work, the authors
(Cannon-Bowers et al., 2023) conclude that “Overall, based on three meta-analyzes (representing
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thousands of data points) it is safe to conclude that coaching is an effective workplace intervention”
(2023) p. 9.

These systematic reviews offer robust empirical support for the efficacy of coaching
interventions within organisational contexts, highlighting improvements in performance,
learning, development and varied individual-level outcomes.

In the context of coaching as a leadership style, these review papers also provide robust
evidence that coaching as a leadership style drives these organizational performance and
varied individual-level outcomes. Jones et al. (2016) and Theeboom et al. (2014) show that
a leadership CLS is successful as it encourages leaders to focus on empowering employees,
setting clear goals and supporting continuous development, rather than just directing
or micromanaging. These papers found that a CLS significantly enhances goal-directed
self-regulation and employee performance (Jones et al., 2016; Theeboom et al., 2014).

Furthermore, Theeboom et al. (2014) found that coaching positively impacts psycho-
logical well-being, coping and work attitudes. Cannon-Bowers et al. (2023) support the
idea that coaching fosters resilience, reduces burnout and improves engagement. Leaders
who adopt a coaching approach create psychologically safe environments where employees
feel supported and valued. This results in higher motivation, better retention and lower
stress levels.

Finally, Jones et al. (2016) suggests that internal coaches (e.g., managers coaching their
teams) may be more effective than external coaches because they understand the business’s
culture, challenges and context. A CLS integrates coaching into everyday management,
making it a natural and continuous process rather than an isolated intervention.

The cumulative evidence from these meta-analyses supports the CLS as an effective
approach to developing employees, increasing engagement and driving business success.
Leaders who coach act as facilitators of growth rather than just decision-makers, which
leads to a more adaptive, resilient and high-performing workforce.

Taken together, this body of evidence not only validates coaching as a high-impact
leadership approach, but also prepares the ground for Section 2.2, where we explore
how organisations are moving from command and control to coaching-centred leadership
in practice.

2.2. From Command and Control to Coaching Leadership

Collectively, the literature shows a decisive shift from authority-based toward devel-
opmental leadership. Findings from the meta-analysis from the literature review show the
growing importance of a CLS in knowledge-based organizations. As workplaces become
increasingly complex, the role of leadership has evolved from directive oversight to de-
velopmental coaching. Ibarra and Scoular (2019) emphasize that contemporary managers
often lack the comprehensive expertise required to unilaterally prescribe organisational
solutions. Instead, empirical evidence suggests that a coaching leadership approach fosters
employee autonomy, enhances problem-solving skills and promotes adaptive decision-
making (Jones et al., 2016). By shifting from a traditional command-and-control style to one
centered on inquiry, guidance and empowerment, leaders create environments where em-
ployees take ownership of challenges and develop critical thinking capabilities, ultimately
driving innovation and organizational effectiveness.

Goleman’s (2000) seminal study on leadership styles discovered that, of the six styles
that were unearthed, one that a had a negative impact on organizational climate was a
command and control (which Goleman called ‘coercive’) style—a style that is characterized
as an authoritarian, “do what I say” approach. It relies on strict control, immediate
compliance and discipline. While it may be effective in crisis situations, it tends to stifle
innovation, decrease motivation and lower morale when used day-to-day. Goleman (2000)
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determined, however, that a CLS is one of the four positive styles that directly influence
organizational climate and productivity. Goleman found that coaching leadership enhances
psychological safety, motivation and personal growth, ultimately contributing to improved
business outcomes. Most interestingly though, Goleman discovered that “Of the six styles,
our research found that the coaching style is used least often. Many leaders told us they
don’t have the time in this high-pressure economy for the slow and tedious work of teaching
people and helping them grow.” p. 12. Though used least often, coaching leadership
enhances workplace climate through personal growth and constructive feedback.

This shift away from directive oversight provides the context for evaluating the
concrete organisational outcomes of CLS, explored next.

2.3. Organisational Outcomes of Coaching Leadership

Three enterprise-level benefits emerge repeatedly across studies: engagement, per-
formance and learning culture. Coaching increases employee engagement by making
individuals feel valued, heard and supported. Employee performance is enhanced through
skill development. Finally, a CLS has been shown to be a catalyst to build a learning
organization by creating a positive organizational culture.

Kim (2014) discovered that, when the leader provides coaching, employees are more
engaged with their work because they receive more guidance from their leader in achiev-
ing their goals. Furthermore, Ladyshewsky and Taplin (2017), in a study of nearly 200
employees who assessed their perceptions of their managers’ coaching skills using the
Measurement Model of Coaching Skills (MMCS) and their own work engagement (using
the Utrecht Work Engagement Scale), demonstrated a significant positive relationship
between employees’ perceptions of managerial coaching and their reported levels of work
engagement. Furthermore, in a follow-up study, they found that the positive effect of
managerial coaching on employee engagement was mediated by the presence of a strong
organizational learning culture (Ladyshewsky & Taplin, 2018).

Many other studies have found a strong connection between leadership coaching
and employee engagement (Schaufeli & Bakker, 2004; Xanthopoulou et al., 2009; Choi,
2013). These studies collectively highlight the importance of managerial coaching styles
in promoting employee engagement, especially when supported by a culture that values
learning and development.

A second primary mechanism through which CLS influences organisations is by en-
hancing employee performance. By focusing on personal growth and leveraging each
employee’s strengths, coaching leaders help employees build new skills and tackle chal-
lenges effectively. Latham et al. (2012), in an interrupted time-series quasi-experiment
design, showed that both employee and organizational performance increased as a result of
a coaching intervention—where a leader gave feedback based on mystery shop data. The
findings from this study indicated that coaching led to improvements in both individual
performance and overall business outcomes. This coaching approach offered relatively
objective, timely and precise performance information, enabling leaders to address perfor-
mance issues effectively and enhance service quality. Interestingly, performance dropped
when this intervention was cut back and, subsequently, discontinued (Latham et al., 2012).

In another experiment, in this case a controlled field experiment, the researchers found
that managers trained in coaching leadership achieved significant gains in employees’ task
performance and extra-role performance compared to a control group (Zuberbühler et al.,
2020). Four months after the intervention, supervisors reported sustained improvements in
both in-role and extra-role performance, indicating that the coaching leadership effect on
productivity endured over time.



Businesses 2025, 5, 32 5 of 14

In another study, empirical evidence showed that coaching-style managers foster
greater employee learning and skill growth. Park et al. (2008) found that managers’ coach-
ing skills were significantly related to their employees’ personal learning, with coaching
explaining roughly 36% of the variance in employees’ development of new skills and
abilities. In other words, a substantial portion of employees’ skill improvement was di-
rectly attributable to effective leadership coaching. By setting goals, providing feedback
and guiding development, coaching leaders create conditions for employees to build
competencies faster.

Finally, a CLS builds a learning organization and helps build a positive organizational
culture founded on trust, collaboration and continuous learning. Learning organizations
are characterized by adaptability, continuous improvement and knowledge-sharing, all of
which are facilitated by coaching leadership. For example, a recent study in the tourism
sector (Khan et al., 2024) found that leadership coaching behavior significantly boosts team
knowledge creation, which is a key aspect of organizational learning. Notably, this study
(Khan et al., 2024) also found that an existing organizational learning culture amplified the
effects—coaching leaders in companies with a strong learning culture saw even greater
knowledge-sharing and performance gains. Another recent study (Hwang et al., 2023)
noted that coaching leadership promotes constructive voice behavior, meaning employees
feel safe to express ideas and feedback that are necessary for organizational change and
development (Hwang et al., 2023).

Organisational innovation also thrives under coaching-style leadership. Numerous
studies have found that, when leaders adopt a coaching approach, employees’ creativity
and innovative behaviors increase. A cross-industry study (321 employees) by Hwang et al.
(2023) demonstrated that coaching leadership had a direct positive effect on employees’
creative performance (β≈ 0.41, p < 0.001). Another study reported that managerial coaching
significantly improves employees’ creative performance, and the impact is strongest in
companies with a climate supportive of innovation (Zheng et al., 2022). In practical terms,
organizations with coaching-minded managers see more idea generation and problem-
solving, fueling continuous innovation. By shifting from directive oversight to mentoring,
coaching leaders unleash employees’ creative potential, which can be a catalyst for new
products, processes and improvements.

These enterprise level gains lead naturally to the question of how CLS shapes leaders
themselves, which Section 2.4 addresses.

2.4. Leader-Centred Outcomes

Evidence converges on substantial leader-centred gains in capability, influence and
relational trust. CLS seems to create a more effective and less stressed leader. Coaching
also enables the leader to have a greater career trajectory and influence in the organisation.
Finally, a CLS has been shown to deepen trust and communication between leaders and
their teams.

A recent controlled trial found that managers who developed coaching skills saw
significant improvements in their own job performance (both in-role and extra-role) as
rated in 360◦ evaluations (Zuberbühler et al., 2020). In fact, leaders trained in coaching
techniques showed higher work engagement and increased psychological capital (optimism,
resilience, self-efficacy) (Zuberbühler et al., 2020)—psychological resources that equip them
to handle challenges more effectively. Prior research summarized by Goleman (2004)
also suggests that good coaching skills are an “essential part” of effective leadership,
correlating with positive outcomes in teams and overall managerial success. In summary,
adopting a coaching-oriented leadership approach is associated with increased competence
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and confidence in managerial roles, which translates into more effective (and admired)
leadership in practice.

Second, previous studies have highlighted that coaching leadership is a key indicator
of effective managerial behavior to influence employees without relying on formal authority
(Hamlin et al., 2006; Ellinger et al., 2008; Pousa et al., 2018). In other words, by guiding
and mentoring employees, leaders gain credibility and respect that enhance their influence.
They become the type of leaders that others willingly follow.

Enhanced influence is not just within the team: coaching-oriented leaders often com-
municate better and collaborate more, increasing their sway across the organization. Ham-
lin et al. (2006) observe that coaching-style managers can galvanize employees’ commit-
ment and effort through inspiration rather than commands, a skill that markedly elevates a
leader’s impact and profile.

Finally, an examination of the recent research also shows a CLS can deepen trust and
communication between leaders and their teams. This enhanced trust comes from open
dialogues, clear expectations and ongoing interactions where leaders genuinely listen to
their team members and respond thoughtfully. By actively practicing coaching techniques,
leaders demonstrate respect and consideration, creating an atmosphere where employees
feel valued and heard. Furthermore, improved communication is achieved as coaching
fosters candid conversations, constructive feedback and clarity of purpose, enabling team
members to understand their roles and contributions more fully (Edmondson & Lei, 2014;
Liu & Batt, 2010).

By fostering psychological safety and emotional intelligence (EQ), leaders create a
positive work environment where people feel safe to learn, take risks and collaborate effec-
tively. Psychological safety ensures that employees can express their thoughts, concerns
and innovative ideas without fear of judgment or reprisal (Edmondson & Lei, 2014). As
employees feel secure in speaking openly, creativity flourishes, and teams become more
innovative and adaptable. Moreover, emotional intelligence equips leaders to perceive,
understand and manage their own emotions and those of their team members. Leaders
high in EQ navigate interpersonal relationships with sensitivity, thereby enhancing team
cohesion and cooperation, and significantly reducing conflicts or misunderstandings within
the workplace (Liu & Batt, 2010).

One of the most rewarding personal benefits for leaders adopting a coaching style is
the development of stronger relationships with their team and a more positive workplace
culture. Through consistent coaching, leaders build deeper connections characterized by
mutual trust, loyalty and understanding. Employees appreciate leaders who invest time in
their development and well-being, leading to increased job satisfaction and morale. This in-
vestment in relationship-building promotes a culture where employees are motivated, com-
mitted and aligned with organizational goals. Additionally, a coaching culture encourages
teamwork, collaboration and collective problem-solving, strengthening the organization’s
overall effectiveness and resilience (Kim & Kuo, 2015; McCarthy & Milner, 2020).

Leaders who coach consistently, it has been discovered in the research, can also exhibit
behaviors such as active listening, empathy and empowering feedback, naturally strength-
ening the leader–employee bond and reinforcing mutual respect and loyalty within teams.
Active listening ensures leaders fully understand team members’ perspectives, demon-
strating genuine interest and respect for their contributions. Empathy enables leaders to
connect on a deeper emotional level, recognizing and validating employees’ experiences
and feelings. Empowering feedback provides constructive guidance aimed at fostering
growth and improvement rather than merely criticizing or correcting behavior. These
behaviors collectively create a trusting, respectful and supportive relationship, enhancing
overall team cohesion and effectiveness. Ultimately, such strong interpersonal connections
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result in high-performing teams committed to mutual success and continuous improvement
(Raza et al., 2017).

Finally, Ellinger et al. (2011) found that strong coaching skills in leaders contribute
to positive workplace cultures focused on development and growth. Leaders experience
pride and satisfaction in seeing their coaching nurture a thriving team culture. In sum,
by acting as a coach, a leader builds deep relationships and a positive team atmosphere
that not only benefit employees but also make the leader’s job more enjoyable, effective
and sustainable.

Taken together, these leader-centred benefits strengthen the economic argument for
CLS outlined in Section 2.5.

2.5. Economic ROI and Strategic Rationale

Beyond people metrics, multiple studies quantify an attractive financial return on CLS
investment. The reported return on investment (ROI) for executive coaching is notably
substantial. A study conducted by MetrixGlobal, LLC (Anderson, 2001) reported an ROI of
788% for executive coaching, attributing these gains to increased productivity, improved
employee retention and enhanced leadership effectiveness. Additionally, industry studies
report substantial returns on coaching investment. The Manchester Review found an
average ROI of 5.7 times the initial investment, with improvements in productivity, quality,
organizational strength, and customer service (McGovern et al., 2001). Similarly, the Sales
Management Association (2014) reported that effective coaching programs can increase
firm revenue growth by up to 16.7%.

The business case for coaching leadership extends beyond financial performance.
Empirical research suggests that organizations with coaching-oriented leaders experience
lower turnover rates and higher levels of employee engagement. Google’s internal studies
indicate that managers who adopt coaching behaviors lead higher-performing teams,
demonstrating a direct correlation between coaching leadership and organizational success
(Google, 2023).

The body of academic research, reviewed in this paper, supporting coaching leader-
ship as a key driver of organizational success, is growing. The growing evidence suggests
that leaders who shift from directive management to developmental coaching can cultivate
a workplace culture that promotes continuous learning, innovation and employee engage-
ment. Empirical studies consistently reviewed in this paper demonstrate that coaching
leadership enhances psychological safety, fosters resilience and contributes to improved
financial and operational outcomes.

While clearly there are many positive outcomes from having a coaching leadership
style, the next section highlights that a coaching leadership style can have a negative impact,
particularly when the context is not appropriate for a coaching approach by a leader.

2.6. Negative Impact of Coaching Leadership Style

Recent work also documents boundary conditions and negative side effects that temper
an otherwise positive narrative. While coaching leadership is often praised for its develop-
mental focus as noted above, a growing body of research highlights that it may not always
be effective and can even have adverse effects in certain contexts. For instance, coaching is
less suitable in rigid, high-pressure or hierarchical organizational cultures that prioritize
immediate results or authority, where a collaborative coaching approach may conflict with
prevailing organisational norms, thereby limiting its effectiveness (Carter et al., 2017). Ef-
fective coaching also requires substantial time, skill and buy-in, and when poorly executed
or imposed on unwilling employees, it can produce unintended negative outcomes (de
Haan, 2021). Studies have found that unsuccessful coaching interventions frequently stem
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from factors like mismatched expectations, low-quality coach–coachee relationships or
unsupportive organizational environments, which ultimately undermine trust and hinder
positive results (Graßmann & Schermuly, 2016; Carter et al., 2017). Such negative coaching
experiences can erode employees’ trust in leadership and reduce morale, and they may
even diminish job-related attitudes. Indeed, research on coaching “side effects” shows
that a substantial proportion of coachees report outcomes like decreased job satisfaction
or a reduced sense of meaning at work following coaching, especially when the process
is misaligned with their needs or organizational goals (Graßmann et al., 2019; de Haan,
2021). In some cases, coaching can inadvertently foster personal developments that conflict
with organizational interests—for example, a coachee’s growth might not align with the
company’s objectives—leading to internal conflicts or turnover (Oellerich, 2016). Therefore,
while the coaching leadership style can be beneficial, it is not universally effective and
may backfire in contexts where it is misapplied or incongruent with the organizational cul-
ture, potentially resulting in diminished trust, lower job satisfaction and other unintended
consequences (Oellerich, 2016; de Haan, 2021).

3. Discussion
This review affirms that coaching leadership is not merely a trend but a transformative

force in organizational effectiveness and culture. The breadth of empirical research—
spanning meta-analyses, controlled trials and cross-industry case studies—demonstrates
that coaching-based leadership delivers tangible improvements for both organizations and
individuals. A consistent pattern emerges: when leaders adopt a coaching approach, orga-
nizations benefit from enhanced employee engagement, sustained performance, innovation
and a resilient, adaptive culture.

There are three overall theoretical insights that emerge from this review. First, CLS
reframes leadership authority around self-determination principles, thereby aligning with
motivation theories that emphasise autonomy, mastery and relatedness. Second, it inte-
grates psychological-safety scholarship by positioning leaders as catalysts of open dialogue.
Third, CLS provides a boundary-spanning lens that connects individual development with
organisational learning systems.

Moreover, there are three overall empirical insights that emerge from this review.
Meta-analyses reveal medium effect sizes (g ≈ 0.50) for performance and well-being, while
controlled trials demonstrate durable gains up to four months post-intervention. Con-
versely, large-scale datasets (e.g., de Haan, 2021) show that ~7% of participants experience
negative outcomes when expectations mismatch, highlighting essential contingency factors.
ROI case studies (Anderson, 2001) report returns above 700%, underscoring economic
relevance. Together, these data points confirm CLS as both practically impactful and
theoretically integrative.

A core element of coaching leadership’s effectiveness lies in its capacity to foster a
more humane and relational workplace environment. Unlike traditional, directive models,
coaching leadership reframes authority around mentorship, inquiry and empowerment.
This shift fosters an environment where employees are not simply managed but developed.
Studies by Theeboom et al. (2014), Jones et al. (2016) and Cannon-Bowers et al. (2023)
converge on the finding that organizations with coaching-oriented leaders see significant
gains in employee motivation, psychological safety and self-regulation. This climate of trust
and growth is especially critical in today’s volatile business landscape, where uncertainty
and change are constants.

The evidence also highlights a unique multiplier effect: coaching leadership not only
elevates employees but also transforms leaders themselves. Leaders who coach become
more effective, adaptable and emotionally intelligent, strengthening their influence across
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teams and organizational levels. Research suggests that such leaders are better equipped
to navigate complexity and uncertainty, both of which now define the modern workplace.
The role of emotional intelligence (EQ) emerges as a vital underpinning, enabling leaders
to foster genuine connections, defuse conflict and promote creativity (Goleman, 2000;
Edmondson & Lei, 2014).

Importantly, the impact of coaching leadership is not limited to individual relation-
ships; it shapes organizational systems and norms. The creation of learning organizations—
marked by knowledge sharing, innovation and adaptability—is consistently linked to
coaching leadership behaviors (Khan et al., 2024; Hwang et al., 2023). These organizations
demonstrate a greater capacity to weather disruption, as teams are more likely to speak
up, collaborate and innovate. Furthermore, empirical studies show that a strong coaching
culture mediates and amplifies the effect of coaching on engagement and performance,
suggesting that coaching must be embedded throughout the organization, not reserved for
isolated interventions (Ladyshewsky & Taplin, 2018).

The financial case for coaching leadership also warrants emphasis. Beyond “soft” ben-
efits, coaching leadership drives measurable business outcomes: higher productivity, lower
turnover and increased innovation, all of which translate to stronger financial performance.
The positive return on investment documented in large-scale studies and internal corporate
research (Google, 2023) illustrates that coaching leadership is a strategic imperative, not
just a developmental tool.

Despite the breadth of supporting evidence, a notable paradox remains: coaching
leadership continues to be among the least implemented styles in practice, often over-
shadowed by the urgency and familiarity of command-and-control approaches (Goleman,
2000). The challenge lies not in the lack of knowledge, but in translating insight into daily
practice—developing the time, skill and organizational commitment necessary for coaching
to flourish.

In summary, the case for coaching leadership—presented in this paper—is robust and
multidimensional. Its benefits span engagement, performance, innovation and leader de-
velopment, while its practice transforms not only organizations but the people within them.
The future of work demands leaders who can coach—who see potential, foster learning
and build cultures where everyone can thrive. However, it is essential to acknowledge the
context-dependent limitations and potential drawbacks of coaching leadership.

4. Future Research Directions
As coaching leadership (CLS) continues to attract attention as a highly effective ap-

proach to organizational leadership, the field presents several promising avenues for future
research. Despite a strong empirical foundation supporting the benefits of coaching leader-
ship, much remains to be explored in order to refine both theoretical understanding and
practical implementation.

One of the most pressing needs is for comparative research that examines the condi-
tions under which CLS is most effective relative to other established leadership models,
such as transformational, transactional and servant leadership. Future studies should
systematically compare these styles across a range of organizational settings—from fast-
paced, innovative sectors like technology and creative industries, to more traditional
domains such as manufacturing and finance. Such research could help clarify whether
coaching leadership consistently outperforms alternative approaches, or if its benefits
are context-dependent. Comparative studies in international and cross-cultural contexts
are particularly important. Given that organizations operate in an increasingly global
environment, understanding how cultural values, communication styles and workplace
norms influence the adoption and effectiveness of CLS will be critical. These insights would



Businesses 2025, 5, 32 10 of 14

support multinational organizations in adapting coaching leadership practices to fit diverse
cultural landscapes.

A second critical gap involves the long-term impact of coaching leadership. The
majority of existing studies focus on short- or medium-term outcomes, leaving questions
about the durability of CLS effects largely unanswered. Longitudinal research is needed to
track the sustained influence of coaching leadership interventions on key organizational
outcomes such as employee retention, innovation, organizational learning, resilience and
leadership succession. These studies could determine whether the positive effects of
CLS are maintained over time or if ongoing reinforcement and development are required.
Clarity around the optimal frequency and duration of coaching interventions would help
organizations design more effective leadership development programs.

Another area ripe for exploration is the development and evaluation of training
methodologies for coaching leaders. While evidence suggests that coaching skills can
be developed, little is known about which training approaches are most effective. Re-
search should compare the impact of various methods—including intensive workshops,
ongoing mentoring, e-learning modules and peer coaching circles—on leaders’ coaching
competency and team outcomes. Furthermore, it is important to investigate how individual
differences among leaders—such as personality, emotional intelligence and prior leadership
experience—affect their ability to acquire and apply coaching skills. Such insights could
enable organizations to tailor training programs to the specific needs of different leaders,
maximizing their effectiveness.

The integration of technology into coaching leadership is also an emerging and im-
portant research priority. The rise of digital coaching platforms, AI-powered feedback
tools and the proliferation of virtual and hybrid work arrangements raise important ques-
tions about the impact of technology on coaching practices. Research should examine
how technology-enabled coaching compares to traditional face-to-face approaches, both
in terms of outcomes and employee experiences. Additionally, it will be important to
explore how the use of digital platforms influences trust, engagement and psychological
safety—factors central to the success of coaching leadership. Investigating these issues
will help organizations balance the benefits of technological efficiency with the need for
authentic, human-centered coaching relationships.

Finally, the application of coaching leadership in remote and hybrid work environ-
ments is increasingly relevant. The widespread shift to remote and flexible work has
created unique challenges for leaders aiming to foster engagement, trust and collabora-
tion from a distance. Future research should investigate the specific practices and tools
that enable coaching leaders to maintain strong connections and psychological safety in
virtual settings. This includes addressing barriers such as reduced informal interactions,
communication difficulties, and challenges in delivering real-time feedback. In this respect,
we call for a coordinated, multi country data collection on coaching leadership enacted in
digitally transformed, post pandemic workplaces. Such a project should track leaders and
teams across regions, technologies and hybrid work configurations to test whether CLS
mechanisms generalise globally and to identify culture-specific moderators.

Taken together, these future research directions will sharpen our understanding of
coaching leadership and its role in contemporary organizations. Addressing these gaps
will not only deepen theoretical insight but also equip practitioners with evidence-based
strategies to maximize the impact of coaching leadership in a rapidly changing world.

5. Practical Recommendations
To translate the evidence into routine managerial practice, organisations should take

five sequential steps. First, build capability by enrolling managers in a leader-as-coach pro-
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gramme that integrates formal skills workshops with structured practice opportunities and
a multisource (360-degree) feedback mechanism; studies show that 4–6 structured coaching
sessions trigger observable behaviour change (Zuberbühler et al., 2020). Second, pilot and
compare: Implement a pilot program of CLS within a single business unit for a duration
of 3–6 months, using a matched control group to assess differential impacts on employee
engagement and performance metrics; previous return-on-investment (ROI) evaluations
utilizing phased implementation designs have demonstrated financial returns as high
as 700% (Anderson, 2001). Third, embed micro-coaching moments by reconceptualizing
routine interactions—such as one-to-one meetings, project initiations and performance
reviews—as brief, goal-oriented coaching dialogues; provide managers with structured
coaching prompts designed to facilitate reflective and solution-oriented dialogue (“What
outcome matters most?” “Which obstacle can you influence today?”). Fourth, align in-
centives by embedding coaching effectiveness metrics within key performance indicators
(KPIs) for managerial assessment and development to reinforce the behaviour. Finally,
measure and iterate: monitor three core indicators—employee engagement, team learning
behaviours and innovation outputs—at baseline, six months and twelve months to evaluate
longitudinal progress; review results (e.g., in a cross-functional “coaching council”) and
fine-tune the programme accordingly. When implemented sequentially, these steps enable
organizations to institutionalize coaching leadership practices, generate early demonstrable
value and tailor approaches to local contextual factors.

6. Conclusions
In a business world characterized by volatility, rapid change and evolving employee

expectations, the evidence for adopting a CLS is both compelling and urgent. This review
demonstrates that coaching leadership is not merely a progressive management trend but
a foundational driver of organizational resilience, innovation and high performance. By
shifting from traditional command-and-control models to developmental, inquiry-based
approaches, leaders foster environments where employees feel valued, empowered and
motivated to grow.

Meta-analyses and recent empirical studies consistently show that coaching leadership
leads to enhanced employee engagement, skill development, psychological safety and
adaptability—outcomes that directly translate into measurable business success. Further-
more, leaders themselves benefit, becoming more effective, emotionally intelligent and
influential within their organizations. These collective gains foster cultures of continuous
learning and innovation, positioning organizations to thrive amid ongoing disruption.

Importantly, the strategic integration of coaching principles is no longer optional.
As this review highlights, the organizations that commit to coaching leadership realize
superior retention, creativity and operational results, while also future-proofing their talent
and culture. For practitioners, this means investing in coaching skills, embedding feedback
and growth mindsets into daily routines and modeling the openness that underpins high-
performing teams.

Ultimately, the case for coaching leadership is strong: it is a critical enabler of sustain-
able business success in the modern era. Organizations that embrace coaching as a core
leadership competency are best positioned to navigate complexity, unlock human potential
and achieve enduring results. Being aware as to when a CLS approach works and when it
does not work will also enable businesses to fine-tune their approach.
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Appendix A

# Study (Year) Design/Sample
Main Positive/Negative
Findings

Key Caveat/Limitation

1 Theeboom et al. (2014) Meta-analysis, 18 studies

Coaching ↑
performance/skills,
well-being, self-regulation
(g ≈ 0.43–0.74).

High heterogeneity; mostly
short-term follow-ups.

2 Jones et al. (2016) Meta-analysis, 17 studies
Consistent gains in learning
and performance outcomes.

Variation in study quality;
potential publication bias.

3 Cannon-Bowers et al. (2023) Meta-analysis, 96 effect sizes
Face-to-face = virtual coaching
for engagement and
well-being.

Sparse data on >12-month
effects.

4 Zuberbühler et al. (2020)
Controlled field trial,
108 managers (Spain)

CLS training ↑ in-role and
extra-role perf.; effects held
4 mths.

Small–medium sample;
time-intensive intervention.

5 Latham et al. (2012)
Interrupted time-series, retail
chain

Feedback + coaching leads to
increase in sales and service;
gains faded when coaching
stopped.

No randomisation;
sector-specific.

6 Khan et al. (2024) Cross-sec., 57 tourism teams
CLS → team knowledge
creation → performance.

Self-report; single industry.

7 Hwang et al. (2023)
SEM, 321 employees,
multi-industry

CLS boosts creative
performance via
empowerment and voice
(β ≈ 0.41).

Benefit shrinks under very
high workload.

8 Kim (2014) Survey, 240 public-sector staff
Managerial coaching ↑ work
engagement via goal clarity.

One organisation;
correlational.

9 Ladyshewsky and Taplin (2018) Survey, ≈200 employees
Learning culture mediates
coaching → engagement link.

Common-method bias;
cross-sectional.

10 Pousa et al. (2018) Two-wave, 162 salespeople
CLS ↑ sales revenue & OCB;
strongest when intrinsic
motivation high.

3-month gap; single function
(sales).

11 Park et al. (2008) Survey, 261 US employees
Coaching explains ≈ 36% of
variance in personal learning
& skill growth.

Self-report; causality not
tested.

12 de Haan and Nilsson (2023)
Mixed-methods, 52 coachees
and leaders

In crisis contexts, CLS
perceived to slow
decision-making; some
coachees reported role
ambiguity.

Small sample; retrospective
recall.

13 de Haan (2021)
Large-scale industry dataset,
≈4700 coachees

7% reported negative
outcomes (e.g., reduced
confidence, confusion) when
coach–client expectations
mis-matched.

Non-experimental;
self-selected participants.

14 Carter et al. (2017) Qual + Quant, 52 coachees
Highlighted negative effects
when coaching expectations
unclear; trust erosion.

Small, self-selected sample.
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