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#1 Clearly Identify 
Your Goals



Success for any coaching program, in any 
business, starts by anchoring your purpose in 
the goals of the organization. 

#1 CLEARLY IDENTIFY YOUR GOALS



This allows you to more effectively 
communicate the broader value of your 
work and how it helps the organization 
succeed. 

It’s critical to map your 
initiatives to the bigger 
picture

#1 CLEARLY IDENTIFY YOUR GOALS



Clearly support your 
people strategy

#1 CLEARLY IDENTIFY YOUR GOALS

● What goals from your current people strategy 

does coaching serve? 

● How does coaching complement your existing 

people strategy?

● And, how does coaching serve the future vision of 

your people strategy?

How do your leadership development goals 
align to your people strategy?

A people strategy acts as the roadmap for 

both the organization and its employees– 

articulating how people will be equipped 

and supported to succeed. 



There are many objectives that coaching supports. 
● What are the one or two most important 

goals that you plan to support with your 
coaching program? 

● Why did you select those goals over others? 
● What is driving the need to work toward 

them now?

Develop your program 
goals

#1 CLEARLY IDENTIFY YOUR GOALS





#2 Outline Your 
Program



Organizations often tailor their coaching programs 
to serve the following groups:

● High-potential employees
● New managers or recently promoted 

employees
● Leaders driving diversity, equity, and 

inclusion (DEI)
● Executives leading transformation/change

Choosing your participant group, or 
even the exact participants, should be 
dictated by your program strategy and 
goals. 

Identify your target 
participants

#2 OUTLINE YOUR PROGRAM 



There are a number of frameworks that you can use to demonstrate leader growth and 

program ROI. 

Articulate how you will measure success

#2 OUTLINE YOUR PROGRAM



#3 Make a Winning 
Business Case for 
Coaching 



Sharing the “why” behind coaching can help you 
build a strong case and overcome challenges that 
you face internally.  Be prepared to present a 
well-rounded and researched case to stakeholders.

#3 MAKE A WINNING BUSINESS CASE FOR COACHING 

Present the facts



Coaching vs. other investments

#3 MAKE A WINNING BUSINESS CASE FOR COACHING 

There are many ways to develop people but many of those methods don’t achieve the outcomes that organizations need to 
move the business forward. In fact, they have many limitations:

Low completion: Most learners don’t complete the 

online courses they start with completion rates 

between 5% and 15%

Easily forgotten: Learners forget 75% of new 

information after only 6 days 

Low trust: 67% of executives say their leadership 

development programs don’t work

x

x

x



#3 MAKE A WINNING BUSINESS CASE FOR COACHING 

Personalized 

Coaching is tailored to the 
strengths and 

opportunities of the 
individual in the context 
of their day-to-day work.

Safe Accountable

Regular meetings to check 
in on progress towards 
goals helps individuals 

stay committed to their 
plans for growth. 

People grow most in the 
context of trusted relationships 
where they feel psychologically 

safe and supported.

86% of leaders agreed that relationship-based approaches to leadership development 
achieve better results than more passive forms of learning

Coaching vs. other investments
Coaching is designed to help leaders overcome these challenges



Identify your stakeholders

#3 MAKE A WINNING BUSINESS CASE FOR COACHING 

Finance/Legal
Human 
Resources

IT/CIO

               Executive Sponsor

● CHRO/Head of People
● Head of L&D
● HR Business Partners

● Chief Financial 
Officer/Finance 
Business Partner

● Procurement/Legal

● CIO
● IT Business Partner

       Another stakeholder to consider
       If you’re funding your program for or with a specific department, ensure its leader has visibility & a voice in the selection process



Illustrate the path 
to ROI

#3 MAKE A WINNING BUSINESS CASE FOR COACHING 

Mapping the path to ROI for 
coaching through the 
Kirkpatrick model

Kirkpatrick 
model level Proof Point Metric Timeline 

Level 4
Business 
Results

Show that your programs 
lead to tangible business 
outcomes

Retention, Promotion, 
Engagement

6 mo- 1 year post coaching 
engagement

Level 3
Behavior 
Change

Show their behavior 
changed for the better 

Qualitative and 
quantitative feedback 
from self, peers, and 
coach

6 mo-1 year

Level 2
Learning

Show they learned 
something 

Qualitative feedback, 
employee engagement 
on team (if a manager)

Immediately→
6 mo

Level 1
Reactions

Show participants had a 
positive reaction to your 
program

Ratings (like NPS), 
program completion 

Immediately after a 
coaching engagement, ~3-6 
mo of launch



● How will delaying at this moment impact 
the larger goals of the organization?

● What other programs offer a reliably high 
ROI?

A delay in investment means a delay in 
results. Be ready to present a strong 
answer to, “Why now?”

Avoid delay and address 
its cost

#3 MAKE A WINNING BUSINESS CASE FOR COACHING 



#4 Understand Your 
Investment Budget



Get a full picture of your budget

#4 UNDERSTAND YOUR INVESTMENT BUDGET

Centralized

Funding comes from L&D or HR 
budget. 

Decentralized

Funding comes from departmental 
budgets or individual employee 
learning and development stipends.

Blended

Funding comes from both the 
central L&D budget and 
departmental budgets.

Funding for programs can come from a few sources depending on your organization 

       Once you have a full picture of your budget requirements and potential funding sources
       check with your finance team to make sure it’s an acceptable way to fund the program.



#5 Choose Your 
Solution Partner



What does a typical buying process look like?

#5 CHOOSE YOUR SOLUTION PARTNER

MO YR

Know your goals 
& define your 
program
Week 0

Step 1

Map your 
timeline
Week 0-1

Step 2

Research
Week 1-2

Step 3

Evaluate 
solutions
Week 3-6

Step 4

Budget approval
Start week 3

Step 5

Legal/Procurement 
review
Start week 3

Step 6

Program planning 
& kickoff 
considerations
Week 6-7

Step 7

Make a decision 
Week 7-9

Step 8

Kickoff
Week 10-12

Step 9 

��



COACHES

The most important piece of a coaching 
program. Are the coaches: 
● Highly trained, with relevant certification, 

degrees, and experience?

● Able to coach participants at different 

experience/leadership levels?

Flexible to support 
various 
organizational
learning needs.

TECHNOLOGY

Does the technology of the people 
development platform: 
● Reduce burdensome admin tasks?

● Integrate with key pieces of technology?

● Integrate with other learning systems?

MEASURABILITY

Can you  measure the success and 
demonstrate the  impact of your program? 
● a perspective on how to measure and report 

on success at different levels?

●  access to  performance data  on platform?

CUSTOMIZATION 

Do technology and support teams work 
with you to align to your business needs:
● Customize parts of the leadership 

assessments?

● Tailor elements to reflect your culture, 

values, and brand?

SUPPORT & ADVICE

A platform is more than technology. Does 
the solution:
● Offer access to the behavioral scientists 

that built the platform?

● Professional services and best practices to 

shape and optimize your program?

#5 CHOOSE YOUR SOLUTION PARTNER

Develop your requirements



After evaluating you’ll have a much clearer picture 
of how different solutions  meet the needs of your 
organization and the tradeoffs you’ll need to make 
if you choose a specific provider. 

Make a decision

#5 CHOOSE YOUR SOLUTION PARTNER



Coaching will transform your organization. 

“Today I realized 
how important this 
platform and my 
coach are. My coach 
is helping me meet 
not only career goals 
but also my personal 
development goals!”

–TORCH COACHEE

“The program helped 
me find myself again, 
and have fun. It helped 
me transition to be a 
better leader/senior in 
my team and act like 
one”

–TORCH COACHEE

“Understanding how 
to develop leaders 
inside a company is 
one of the biggest 
challenges for every 
founder and CEO. 
Torch helps create 
better leaders. Pretty 
much a no-brainer”
      –JUSTIN KAN, Co-founder, Twitch



Request a demo at www.torch.io

Download the Buyer’s Guide for Leadership 
Coaching Platforms  with the QR code below:

Torch is the People Development 
Platform that unlocks the potential 
of people, teams, and organizations

By combining coaching, mentoring Torch helps you design, 

manage, and measure programs that drive the success of 

your people—and your organization.

https://torch.io/contact-us/

