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In our study of 2023 talent development priorities, the number one item on 
the list is coaching and mentoring. But why? With so many different needs 
and focus areas, why is coaching at the top of the list? 

Some likely causes include:

RETENTION: keeping people is harder than ever thanks 
to the underlying effects that drove the Great Resignation 
across the globe. As workers reevaluate their employment 
and what they value, coaching can create additional 
loyalty to the employer. 

ATTRACTION: appealing to candidates is harder than 
ever as there is competition for scarce talent. Even hourly 
workers in many markets are juggling multiple job offers, 
which is unheard of historically. Coaching is a way to offer 
personalized support to workers, giving them a key reason 
to consider one employer over another. 

PERFORMANCE: companies have worked to show the 
value of training in improved performance, but research 
shows that content alone isn’t enough to change behaviors 
in most cases. Coaching offers a high-touch opportunity to 
create better habits and performance for the workforce. 

BELONGING: as companies try to create inclusive cultures, 
they often find that it’s hard to make sure everyone feels 
valued and heard. Coaching can serve as a way to bridge 
that gap, creating deeper connections and making sure that 
everyone feels like they truly belong. 

Regardless of the drivers, we find that employers that don’t consider coaching 
as part of their talent development offerings are missing out on a critical 
channel for workforce engagement. 

Why Coaching, Why Now?
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This guide is designed to support talent and business leaders looking for a 
technology enabled coaching solution by examining research drawn from 
1,000+ employers and 1,000 workers across the globe. It includes some 
of the essential elements of any buyer’s guide, from common features and 
capabilities to a ranked list of features most preferred by end users and more. 
The 2022 Lighthouse Research & Advisory Learning Trends study uncovered 
some of the most pressing topics around coaching solutions, including: 

• Who should have access to coaches

• The degree to which workers are interested in coaching support

• What employers should expect from a coaching solution

• And more

BOTTOM LINE
Coaching shouldn’t be optional. In a modern, talent-centered 

organization, coaching is becoming a “must have” if we want to bring 
out the best that each of our employees have to offer. 
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Coaching: The Legacy Approach vs The 
Modern Approach
The legacy approach to workplace coaching was to contract 
with a coach or a coaching firm and offer limited access to 
coaches based on an employee’s role (executive, manager, etc.) 
or performance (high potentials or high performers). 

There are several problems with that. 

For starters, let’s admit that coaching of any kind is a good 
practice. It works. It’s helpful. It creates good outcomes. But if 
we’re only limiting it to a fraction of our people, we’re going to 
get a fraction of the potential results. 

Let’s look at executive coaching for example. Data show that 
the vast majority of CEOs, CFOs, and COOs on the Fortune 500 
list are Caucasian, and 88.1% are men.1 If we’re only offering 
coaching to that audience, we’re missing out on the opportunity 
for equity at a larger scale. 

What about coaching for high potentials? While it’s a great way 
to offer additional support to those workers who are showing 
signs of continued greatness, it’s also somewhat redundant. High 
potentials in many companies already have special leadership 
programs and other opportunities, so coaching just becomes 
one more thing to add to the list. 

Let’s offer a counterpoint: what if everyone in the business had 
an opportunity to engage with an employer-sponsored coach 
on their own time? Instead of only supporting and offering 
value to 5% of the workforce, we could open up the value of 
coaching to the 95% that may never be able to access a coach 
under traditional circumstances.
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Interestingly, employers said in the research that coaching 
would be most effective if it was available to all employees, 

not just a segment of the workforce. 

In our study, we found that 70% of employees are interested in an employer-
provided coach. Women were nearly twice as likely as men to say they weren’t 
sure about having a coach, which can partly be attributed to the fact that women 
may be less likely to have experienced working with a coach and the value that 
can bring, since coaches have often been reserved for executives or other high 
potential employee groups that women have traditionally been excluded from. 

Despite that interest, data from the Randstad RiseSmart Worklife Coaching 
Report 2022 shows that just 20% of workers have access to a coach provided by 
their employer.2 

Beyond the structure and the audience, modern coaching is best supported by 
technology. From helping workers select a coach to offering a central hub for 
coaching-related activities, a technology-enabled approach to coaching adds a 
flexible, scalable element that enables participants to get the most from their 
experiences. 

Now that we’ve established some of the differences in a modern approach to 
coaching, let’s explore what matters when evaluating a new coaching solution to 
support the needs of your workforce. 

1. https://www.journalofaccountancy.com/news/2022/aug/diversity-among-ceos-cfos-continues-rise.html
2. https://www.randstadrisesmart.com/coaching-report
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Remember when you were a kid and the restaurants would have a candy or gum machine 
by the door on your way out? All you needed was a coin and you were good to go. 

Making the connection between business needs and a solution isn’t always that easy. 
There are more choices. More options. And neuroscience research says that those 
types of highly complex choices can be paralyzing because of the sheer number of 
variables involved. 

To help shrink that list of variables to something more manageable, let’s take a look at a 
few key questions to consider when evaluating a coaching solution. If it’s helpful, print this 
list as a handy reference to use when exploring coaching platforms for your organization. 

5 Questions to Ask When Evaluating a 
Coaching Solution

KEY QUESTIONS
1. Who has access to coaching through the solution? 
		  • All employees? 
		  • Executives only? 
		  • Just high performers? 

2. In what format does the coaching take place? 
		  • Group coaching? 
		  • One-on-one private coaching? 

3. What employee value are you seeking from a coaching solution? 

	 	 • Employee career guidance?
		  • Greater employee confidence?
		  • Openness to leadership roles?

4. What business value are you seeking from a coaching solution? 

	 	 • A more engaged workforce?
		  • Higher employee retention?
		  • More consistent employee performance?

5. Is the solution able to scale to meet our organization’s needs? 

	 	 • Is the solution limited to a single country or language? 
		  • Does the network of coaches reach the locations where your 	
		  employees live and work? 
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Beyond the questions, here are a few helpful callouts to consider during your selection 
process: 

BUILDING A SELECTION TEAM: our research on selecting 
talent systems shows that high-performing organizations with 
better revenue, retention, and engagement scores are more 
likely to build a selection team that cuts across functional 
and hierarchical levels in the business. This approach is also 
correlated with higher overall satisfaction with the selection 
outcome. 

PRICE MATTERS, BUT TAKE CAUTION: we’ll never say that 
price isn’t important, but our research shows across a variety 
of HR and talent technology selection processes that those 
driven primarily on price are more likely to lead to lower 
satisfaction and higher interest in changing systems later. 
Buying solely on price may net a budget product that doesn’t 
have the scalability or support your workforce truly needs. 

EMPLOYEE BUY-IN IS CRITICAL: if possible, have a few end 
users represented on the selection team to interact with the 
system and possibly with a coach prior to making a final choice. 
Because we see a difference in how women, people of color, 
and different age groups perceive the value of coaching, it is 
helpful to ensure that those perspectives are present when it 
comes to evaluating the right solution for your organization. 

Each of these questions and ideas helps to direct your and your selection team’s focus 
towards solutions that don’t just have interesting features or capabilities, but towards the 
ones that will ultimately be most relevant and helpful to your business and workforce.
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In a perfect world, every employee would have a leader who supports, guides, and 
coaches them through challenges both large and small. However, we know that isn’t a 
reality for most employees. 

While two-thirds of employers tell us that they expect their people leaders to be 
coaches to their teams, the truth is that many workers do not feel that level of support. 
Whether that’s due to general manager busyness, a lack of skills, or something else, 
this critical gap makes people feel disconnected from the company and increases their 
chances of leaving. 

That one-on-one connection is so powerful, so perhaps it’s no surprise that it appears 
at the top of the list when we ask workers what they want in a coaching solution. 

Throughout this section, we’ll draw from the research to highlight what your workforce 
is looking for in a coaching solution as a key element of the process as you determine 
the coaching solution that meets your workforce and business needs.

How to Choose a Coaching Solution 

Figure 1: Comparing Employee and Employer Perspectives on One-on-one  
coaching Coaching Platform Features

Source: 2022 Lighthouse Research & Advisory Learning Trends Study  
(n=1,060 employers, 1,000 workers)
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Not only is one-on-one coaching the number one choice of both workers and employers, 
but workers actually think it’s more valuable than employers do. What’s interesting is 
that workers are more than twice as likely to say they want to see trackable progress 
from the time they are investing with a coach, signifying that they take coaching 
seriously and expect a measurable return on that time meeting with a coach.

When we look at the data, the number one reason learners 
say they aren’t sure if they want a coach is because they 

don’t know how having a coach would benefit them. 

Data from Randstad RiseSmart helps here, demonstrating that just 3% of workers 
currently using a coach are not satisfied with the experience and 95% are likely to 
continue working with the coach. 

When that becomes clear, they are willing to invest their time into that coaching 
relationship because they expect it to bring positive results. Speaking of time, a key 
aspect of coaching is frequency. How often is just right when it comes to meeting with 
a coach? Again, the workforce points out with their responses that a regular cadence 
or frequency is better.

DON’T FORGET, 
MANAGERS ARE 

EMPLOYEES TOO!

 The research shows 
that managers 

prefer access to a 
coach over generic 
leadership training. 
Plus, managers who 
use their own coach 
can serve as a more 

informed advocate for 
the value of coaching 

to their staff.  
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If given the choice, workers most want to meet with a coach on a weekly basis. 
That frequent interaction creates a tight feedback loop to receive guidance, put it 
into practice, and then reflect on the outcomes on a regular basis, which is key for 
behavioral change and increasing performance. 

Figure 2: Comparing Employee and Employer Perspectives on Coaching Platform Features

Source: 2022 Lighthouse Research & Advisory Learning Trends Study  (n=1,060 employers, 1,000 workers)
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One final element on worker preferences. We have found over the last two years that 
when workers are given options for how to learn new skills, these are the top ranked 
ways they want to learn: 

1. Experiences

2. Coaching

3. Training content

After experiences (learning by doing), we see that the workforce is very interested in 
utilizing coaching as a way to develop new skills they need for success in their current 
or future roles. 

It’s worth noting here that coaching isn’t a replacement for a good manager, but a good 
coach can help someone to work more effectively with their manager, creating a more 
sticky employment relationship and a deeper understanding with that direct leader. 

High-performing companies, or those with better revenue, retention, 
and engagement metrics than their peers, are 63% more likely to be 

investing in coaching solutions for their workforce. 

HIGH PERFORMER INSIGHT
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Data from Randstad RiseSmart shows that managers have about five times more 
influence on a person’s career development than a coach does. However, we also see 
in the data that workers prefer an external coach in most cases for confidentiality 
and transparency purposes. Put simply, it’s easier to be open with someone who you 
don’t report directly to, and they can provide an objective sounding board for support 
as well. Beyond that, employees can choose multiple coaches if desired to help with 
different needs depending on their work responsibilities, goals, and objectives – giving 
them access to broader expertise than their manager alone can offer. 

Employers that aren’t leveraging coaching as a way to develop their people are leaving 
out one of the most sought after learning opportunities that the workforce craves. 
Not only that, but we know that it’s hard to drive behavior change and new skill 
development without having a social component present for feedback and guidance. 
Coaching meets each of those needs while providing workers an unbiased supporter 
to help them succeed. 

Don’t forget, managers are employees too! The research shows that managers prefer 
access to a coach over generic leadership training. Plus, managers who use their own 
coach can serve as a more informed advocate for the value of coaching to their staff.  
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Now that we understand the demands of the workforce and some of the key questions 
to ask, let’s explore some of the common features and functionality for modern 
workforce coaching platforms. There are a range of options that companies can look for 
in a solution, and each provider in the market offers different approaches. For instance, 
some are only focused on supporting specific segments of the workforce, while others 
are focused on providing equitable access to coaches for the entire workforce. 

Before we get to features, it’s important to highlight one of the key findings in the 
research:

High-performing companies, or those with better revenue, 
retention, and engagement metrics than their peers, are 63% 

more likely to be investing in coaching solutions for their 
workforce. 

That’s a powerful testament to the value that coaching can offer, and it ties back 
to some of the key differences for companies that offer coaching solutions to their 
workforce and those that don’t. Companies that offer workforce coaching: 

• are more likely to offer career mobility visibility to employees.

• are more likely to have employees who took jobs internally instead of 
externally.

• are more likely to offer equitable access to development and career growth 
opportunities.

Put simply, coaching opens up a number of opportunities for value both on the 
employee and the employer sides of the equation. 

Common Coaching Platform Features 
and Value Points
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Figure 3: Common One-on-one Coaching Solution Features

Source: 2022 Lighthouse Research & Advisory Learning Trends Study  (n=1,060 employers, 1,000 workers)

Now, let’s take a look at some of the common features offered by coaching platforms. 

As we saw earlier, employees said that one-on-one coaching is their preference, and we 
see in the data that women are more likely to be interested in private, one-on-one coaching 
than men. 
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Overall, there are a few demographic callouts from the data that demonstrate an 
opportunity to reduce bias and increase equity in the workplace through the use of a 
coaching solution. 

To put it plainly, companies that adopt coaching platforms expect to see value from 
the investment. The ways that value manifests include a range of options, but the 
number one way employers said they would expect to see value is from participant 
and manager feedback. 

It’s important for a coaching platform to be user friendly and helpful for participants, 
but the manager feedback piece is especially important. Our study indicates that 
the number one way employee skills are identified or measured is through manager 
observations and reviews. To determine if the coaching is leading to an impact or 
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Figure 4: Leadership Perceptions of Coaching Platform Benefits

Source: 2022 Lighthouse Research & Advisory Learning Trends Study  (n=1,060 employers, 1,000 workers)

improvement on someone’s performance, that manager input can serve as the critical 
feedback loop to demonstrate value from the coaching solution. To help refine this, 
employers can ask managers specific questions, such as “are you seeing changes or 
improvements in performance, behavior, confidence, etc.” as a way to understand and 
demonstrate outcomes. 

Additionally, employers expect to see some of the same outcomes from a coaching 
platform as they would from a well-planned execution of a talent strategy: engagement, 
productivity, performance, and retention.
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In the last two years, we’ve talked with countless employers that would give anything to 
experience some of the outcomes listed above, citing discontent, disengagement, and 
disinterest across a broad spectrum of company sizes, industries, and job types. 

Business leaders that want this type of buy-in from the users of a coaching solution need 
to ask themselves if the coaching solution they’re offering is only accessible to a select few 
or if it’s widely available across the entire employee population. While it may cost more to 
deliver a coaching solution to every employee, the potential upside of a highly supported 
workforce in terms of productivity, satisfaction, innovation, and other outcomes is a 
worthy trade.

At the end of the day, coaching offers an opportunity for employers to create lasting 
connections with their employees. We like to call that collection of outcomes the 
compound interest of a great employee. Not only do they stick around longer, but they 
are more productive, refer others to work for the business, and deliver better work and 
ideas than those who aren’t as engaged.
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1
THE MODERN COACHING APPROACH: while coaching in the past was 
limited to a select few groups within the business, the modern approach to 
coaching democratizes access to expert coaches to help each interested 
employee benefit from that personalized support. Additionally, a technology-
enabled approach helps to ensure that the coaching is scalable and flexible to 
meet the needs of the business and its individual workers as well. 

2

3

EMPLOYEES CRAVE COACHING: seven in 10 employees want access to 
an employer-sponsored coach at work, and the majority of those interested 
in coaching want to interact with that coach on a weekly basis. These are 
powerful proof points that coaching meets a deep-seated need that the 
workforce would like to see addressed. We see even higher interest from 
some diverse groups, which indicates a practical opportunity to create more 
equitable workplaces. 

COACHING CREATES REAL VALUE: high-performing organizations use 
coaching as a mechanism to attract, engage, and retain high-quality talent. 
That cycle reinforces the value for employers by developing and enabling a 
qualified workforce to bring their best skills and abilities to work every day. 
Employers primarily look for value from manager inputs and feedback as 
a way to close the loop on where employees are improving from coaching 
support. 

Key Takeaways
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About the Research

The Lighthouse Research & Advisory 2022 Talent Development, Upskilling, and Career 
Mobility study was gathered via online surveys in Q3 2022 from learning and talent 
decision makers at 1,000 global employers. A separate related survey was fielded at the 
same time to 1,000 currently employed workers (ages 18-54+; 48% female, 52% male).

Employers represented every industry and spanned the following company sizes: 

• 1-500 employees: 21%

• 501-2,500 employees: 34%

• 2,501-5,000 employees: 16%

• 5,000+ employees: 29%

Statement of Ethics: as an independent analyst firm, our research and reporting provide unbiased, neutral 
views of the HR trends and technologies impacting work today. While this specific research was vendor-funded, 
it does not impact how we share the data with employers and practitioners. If you have any questions, please 
contact us.
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Randstad RiseSmart empowers organizations globally to excel by helping them unleash worklife 
possibilities for every employee throughout their employment journey. It was founded in response 
to rapid workforce changes, talent mobility challenges, and the absolute necessity for companies to 
establish stellar employer brands. Since then, RiseSmart has addressed the needs of organizations and 
their employees with innovations that matter and a contemporary approach to career development, 
coaching and talent mobility. Its partnership with parent company Randstad, one of the leading HR 
services providers in the world, allows for technological agility and the ability to address the changing 
nature of talent mobility around the globe.

About Risesmart
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About Us
Lighthouse Research & Advisory is a modern analyst firm dedicated to setting the standard for excellence 
in talent, learning, and HR. By providing compelling research and actionable insights for business leaders, 
our team’s mission is to navigate the rapidly changing field of human capital management to support today’s 
talent and learning functions. 

Our advisory, research, content, events, HR Awards Program, and other offerings serve tens of thousands of 
employers across the globe every year.

Put simply: our goal is to chart a new course for talent. We do this with compelling research, innovative 
ideas, and a strong grasp of the current state of talent and technology at work. We have supported hundreds 
of organizations with our research, advisory, and insights since our beginning in 2016. In addition, our data 
also inform key product and strategy decisions at the industry’s leading technology and service providers. 

Ben Eubanks is the Chief Research Officer at Lighthouse, providing trusted advice for today’s modern talent 
leaders. Prior to joining Lighthouse, Ben worked as a research analyst and an executive practitioner. His 
analyst work focused on learning, talent acquisition, and talent management. During his career, he has 
published more than 100 pieces of research and provided advisory services to executives from some of the 
largest and most respected organizations in the world. 

Unlike most analysts, he also has hands-on experience working as an HR executive, leading both strategic 
and tactical talent practices. Ben is the host of We’re Only Human, a podcast focused on the intersection 
of people, technology, and the workplace. In addition, he runs upstartHR.com, a website serving HR leaders 
that has reached more than 1,000,000 readers since its inception.


