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By working together, a partnership of public sector organisations from the West Midlands 
developed a Coaching and Mentoring Pool which delivers a cost effective approach to coach-
ing. Coordinated by West Midlands Employers (WME), the partners have trained staff in 
advanced coaching skills and have been sharing the resource across the partnership for the 
last seven years.

Local Government in the West Midlands provide services to more than 5.6 million people. 
Over half of the region’s Councils have joined the partnership alongside the Fire Service and 
an NHS Trust. They vary in size from small District Councils to Birmingham City Council, 
one of the largest in the country with over 25,000 employees.

Recognising the importance of coaching for leadership development and to help build 
synergy, team relationships and confidence among their employees, coaching programmes 
were built into organisational strategies and change programmes. Since local councils wanted 
to build internal coaching capacity and access external coaches, it was clear that the benefits 
of cross-organisational cooperation would support this as a cost effective solution. This led to 
a set of objectives for the West Midlands Coaching and Mentoring Pool:

•• Provide partner organisations with regular access to quality and free of charge coaching.
•• Raise awareness of coaching skills and personal / organisational impact.
•• Enhance and share a culture of learning, where coaching becomes part of an integrated 

development offer. 



Samantha Darby, Coaching and Mentoring Pool Manager at WME states;

One of the real assets of the Pool is the range of coaches available. We attract people from HR 
and learning and development but also directors, heads of service and managers from a wealth 
of backgrounds who are just as passionate about the power of coaching.

WHAT HAS BEEN ACHIEVED?

•• 20 partner organisations.
•• Over 100 active coaches, who on average have benefited from investment of 60 hours ongoing 

coach development.
•• 900 clients having accessed a coach.
•• In excess of 5250 hours of coaching delivered.
•• A return on investment of 1.5:1 (based on comparative costs for external coaching provision).

The value of operating as a partnership approach not only benefits those receiving coaching 
but also enhances the capacity of those trained in coaching skills. In the words of one coach; 
‘Leadership and coaching skills have significantly opened my eyes to techniques, insights, 
models etc. that have added a raft of “tools” to not only enable me to coach other managers –
but also enable me to do my own job better’.

The partnership is committed to the development of a coaching culture (see Gormley 
and van Nieuwerburgh, 2014 for a discussion of the concept), recognising the value of 
embedding the principles of coaching and a coaching style of leadership into everyday 
work. This ethos centres around a belief that through coaching, individual employees can 
be encouraged to try out new ideas and question why things happen, enhancing the qual-
ity of decision making.

As part of developing a coaching culture more than 500 people have attended Coaching 
Skills Gym training. Marianne Douglas, People and Leadership Consultant at WME expands:

The practical nature of the sessions means that people have tools to use coaching skills 
straight away. It also really helps in developing the coaching culture as more managers 
understand what coaching is really about. I recently had an Assistant Director attend the 
Skills Gym. He had previously been offered coaching but couldn’t understand what benefit 
it would bring him. After the Skills Gym he not only wanted to access a coach but he was 
enthusiastic about putting his coaching skills into practice with his team. It’s building 
advocates like this who cause a ripple effect that is going to help get coaching embedded 
in organisations.

Solihull MBC and Wolverhampton City Council have seen the benefits of applying coaching 
skills for not just those in management positions, having delivered targeted coaching training 
to frontline staff who work in children’s services and personalisation in adult services. 



Training staff in coaching skills has been helping them to ask the questions that improve the 
wellbeing and decisions of the service users they interact with.

EXTERNAL EVALUATION

Conscious of the need to demonstrate value for money, in 2010 the Partnership commissioned 
the Institute of Employment Studies to undertake an independent external evaluation. The 
headline findings identified a considerable number of benefits in terms of behavioural changes 
in individual clients, with clients interviewed reporting a shift in thinking borne out of greater 
confidence. 

Feedback highlighted:

•• increased personal effectiveness;
•• greater ability to deal with difficult people and situations;
•• improvements in levels of emotional intelligence and ability to manage their own emotions; 
•• higher levels of self awareness and understanding how they are perceived by others; 
•• more effective prioritisation of tasks and improved work-life balance;
•• improved client / line manager and client / team relationships; and
•• greater preparedness to constructively challenge the added value of proposed areas of work, 

with sponsoring managers highlighting a more organised and logical approach to work. 

The direct links to leadership capacity and effectiveness were emphasised among clients 
operating in a managerial role, with consistent responses reporting greater self confidence in 
managing their own team and ability to recognise and utilise a wider range of leadership 
styles for different situations.

Finally, the IES survey findings provided perceptions of positive development in clients’ 
ability to improve the performance of their department or organisation. This was especially 
the case when it came to clients having more confidence in their own ability to lead change 
and in making greater efforts to find innovative approaches.

COACHING CLIENT SURVEY

Building on the above, the Coaching Pool undertook a direct ‘client’ survey of those who 
received coaching between June and December 2011. Clients and their line managers were 
contacted six months after the first coaching session, to capture their thoughts and opinions of 
their coaching sessions. 

The survey provided highly positive feedback on the quality and performance of coaches 
deployed within the pool, with 41% of respondents rating them as ‘excellent’ and a further 
51% as ‘very good’. 96% of respondents stated the process was valuable because it linked 



personal development with coaching, with the contracting process enabling all parties to 
agree and set the parameters for coaching, discuss challenges that needed to be addressed and 
demonstrate line manager support for investing in individual development. Clients high-
lighted that the constant challenging of issues and exploring a variety of options within a 
confidential environment was valuable.

Using the impact criteria set out below, the survey demonstrated how clients believe 
coaching had helped them in their role. 

Table CS9.1 Client Survey 2012

% of Respondents

Agree Very 
Strongly

Agree 
Strongly Agree Disagree

Disagree 
Strongly

Disagree 
Very Strongly

Not 
Applicable

Helped me adapt my management/
leadership style to be more effective 
in my role

19% 33% 39% 3% 0% 0% 6%

Provided confidence in my ability to 
manage change

28% 31% 33% 3% 0% 0% 6%

Helped me improve personal working 
relationships with others

17% 31% 44% 3% 0% 0% 6%

Increased my motivation at work 22% 36% 28% 11% 0% 0% 3%

Made me more aware of the impact 
of my behaviour towards others

28% 25% 31% 6% 0% 0% 11%

Improved my productivity in the 
workplace

11% 28% 33% 14% 0% 0% 14%

Helped me improve my performance 
(and that of my team)

6% 25% 39% 3% 0% 0% 28%

Enabled me to respond to the 
challenges facing the public sector

8% 44% 42% 3% 0% 0% 3%

Resulted in a recognised positive 
impact upon the objectives and goals 
of my organisation

14% 31% 42% 6% 0% 0% 8%

Improved the quality of decision 
making

14% 22% 56% 3% 0% 0% 6%

Enabled me to handle problems 
more constructively and effectively

17% 42% 36% 3% 0% 0% 3%

The survey results evidenced clearly the direct and positive impact upon effectiveness at 
work, with many clients identifying what were described as ‘unexpected benefits’ such as 

It helped me to make sense of the behaviours of others in a political / changing world.

and 



Gaining the ability to be ‘comfortable with my weaknesses’. Rather than being distracted by guilt 
about being human, I’ve learned to develop strategies to work around my shortcomings.

97% of respondents were confident they were able to sustain any changes made as a result of 
coaching. 

SENIOR MANAGEMENT PERSPECTIVE

In November 2013, the Coaching Pool surveyed 38 senior managers from across 5 partner 
organisations. 95% of respondents described the benefits of coaching as developmental, 
aspirational or empowering. No respondent identified a coaching intervention as a remedial 
tool. This perspective reflects the findings of The Financial Times (Boersma, 2013) ‘that what 
was once seen as a potential embarrassment is now a badge worn proudly by people either 
in or heading for senior roles’. Reinforcing the positive image of coaching, one respondent 
commented that it ‘Needs to be compared with sports – all good sportsmen have coaches to 
improve performance.’
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