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	Abstract



The concept of a coaching culture has gained prominence in organisational and leadership development over the past two decades. Despite attempts at definition and adoption in professional practice, academic understanding of what constitutes a coaching culture, how it develops, and how it creates value remains fragmented. This narrative review synthesises research to examine the definitions and mechanisms that shape coaching cultures. It explores coaching culture as environmental conditions, structural alignment, leadership-led practice, and emergent relational climate. Enablers include leadership behaviour, psychological safety, trust, coaching capability, and organisational structural alignment, alongside tensions introduced by managerial coaching and an organisation's relationship to power. The review examines psychological and relational outcomes and proposes a framework for fostering a coaching culture.
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Developing coaching cultures: a narrative review of the coaching culture literature.

	1. Introduction and Purpose


1.1 Introduction
Over the past two decades, the concept of a “Coaching Culture” has evolved from an aspirational idea discussed by a few HR professionals who foresaw the potential of the coaching arena, to a substantive field of organisational research. Coaching itself has moved from a niche developmental support for senior executives to a mainstream organisational practice adopted across sectors. The scale of this growth is clear in global self-reported industry reports showing coaching revenues exceeding five billion dollars (ICF, 2025), an expansion often linked to organisations’ need for more adaptive, relational, and psychologically informed approaches to leader development. This growth has been accompanied by increasing interest in the idea of a coaching culture, a term now more widely used yet inconsistently understood.
Organisations often claim to be advocates for, or in the process of developing, coaching cultures. Still, the academic literature shows little agreement on what is actually involved in their creation or a clear consensus on what a coaching culture is (Kapoutzis et al., 2024). Further questions about measuring its effectiveness or establishing criteria for success may need to come later. Some make reference to coaching cultures as workplaces with open communication, shared responsibility and reflective practice as the norm. (Gormley and van Nieuwerburgh, 2014) Others argue that a coaching culture isn’t characterised by observable, but potentially non-qualifiable organisational values, but as a reflection of a more systemic approach that is reflected in the managerial processes and procedures of an organisation. (Hawkins, 2012). There is a further group that sees coaching culture as an expression of an organisation’s identity. (Lawrence, 2015). Across all these perspectives, definitions and understanding vary in depth and ambition. 
The literature review by Gormley and van Nieuwerburgh (2014) represented one of the first attempts to coherently map this emerging contemporary idea. Their review provided a conceptual foundation, articulating the possibility that coaching cultures might enhance collaboration, dialogue, and organisational alignment within an organisation. However, it was also characteristic of its time: narrative in structure, largely descriptive, practitioner-informed, and focused primarily on leader-led cultural influence. Its contribution remains significant, yet the field it surveyed has since considerably expanded, diversified, and matured. 
A decade later, the comprehensive evidence review by Kapoutzis et al. (2024) signalled a step-change in methodological rigour. Whereas earlier literature positioned coaching culture as a phenomenon defined by aspiration and anecdotal success, the 2024 review applied systematic review methodology, clarifying conceptual boundaries, identifying empirical blind spots, and foregrounding the need for measurable constructs. In doing so, Kapoutzis et al, highlighted a vital evolution: coaching cultures could no longer be understood solely as collections of behaviours or leadership attitudes, but as complex, adaptive organisational systems shaped by structures, interactions, norms, and mindsets. This transition paralleled a similar journey in the development of leadership development thinking with the proliferation of models which no longer had their traceable origins in the ‘Great Person” or command and control theories, which go back as far as Carlyle (1841), which unconsciously permeated their way through much of the modern leadership thinking, to which coaching had become an extension to. Despite extensive conjecture in both the academic and professional literature, a widely accepted definition of coaching culture continued to elude both researchers and practitioners alike, suggesting a conceptual fragmentation that limits theoretical coherence and practical implementation.
The complexity of coaching culture becomes even more apparent when considering the breadth and depth of the challenges facing contemporary organisations and their workforces. They are often articulated using the conceptual ideas of volatility, uncertainty, complexity, and ambiguity (VUCA) (Bennis & Nanus, 1985; Bennet & Lemoine, 2014) or brittle, anxious, nonlinear, and incomprehensible (BANI) (Cascio, 2020; Syamsir et al, 2025). These environmental concepts indicate that turbulence, change fatigue and increased psychological strain have become near-universal features of modern work. There is a popularist belief in the professional literature that coaching has the capacity to strengthen the psychological resources people need in such environments. If a coaching culture has the capacity to help organisations respond to these turbulent conditions, then there is value that extends beyond improved conversations and any coaching model into strategic capability, where a coaching culture has the potential to be the difference that makes the difference in a modern world.
Unfortunately, the academic literature appears to remain broadly underdeveloped for the potential that a coaching culture has to offer an organisation in 2025. Much of the existing evidence is limited, as it relies on single-organisation case studies and conceptual models that overlap but rarely interconnect. There is also limited exploration of contexts where coaching cultures may be harder to develop, such as hierarchical or command-led environments, as previously discussed.
1.2 Purpose
Given these issues, a narrative review offers an opportunity to make sense of a field rich in ideas but low in coherence. The purpose of this review is to synthesise definitional, conceptual and empirical work to identify common threads, surface tensions and highlight areas for further development. It aims to clarify how coaching cultures are currently understood, if at all; what mechanisms are said to support them, what effects they may produce, and where the literature still falls short.
Against this backdrop, a modernised literature review requires more than an update of citations. It involves an exploration of the underlying assumptions about what coaching cultures are, how they work, and why they emerge, drawing together the conceptual contributions of 2014, the empirical clarifications of 2024, and the systems-based, psychologically informed perspectives of broader current organisational thinking. 

	2. Narrative Methodology and Paper Selection



2.1 Rationale for Narrative Review
The decision to use a narrative literature review reflects the diverse, uneven and heterogeneous nature of the coaching culture research. A narrative literature review supports an interpretive understanding of the knowledge presented. It facilitates the summation, critical evaluation, and interrogation of the existing literature in order to develop a conceptual understanding rather than an exhaustive collation of empirical findings (Green et al., 2006; Machi & McEvoy, 2016).  A narrative review is appropriate when research domains are conceptually complex, interdisciplinary, conceptually heterogeneous, or evolving. There appears to be no single, widely agreed-upon, understanding or frame of reference from which to consider the concept of coaching culture.  In this emerging arena, experienced academics and practitioners appear to quickly identified and presented findings from their own perceptions (Machunsky et al, 2014;  Sprevak and Smith, 2023), which is reflected in all aspects of the literature published about the concept of a coaching culture, adding to the heterogeneity of the definition of the concept and the use of the term. As well as individual schools of thinking being established and perpetuated, adding still further to the divergence in the concept. In Gormley and van Nieuwerburgh (2014) seminal, progenitor literature review, they explore both academic and professional literature, citing academic papers such as Lindbom (2007) and industry professional research by the Institute of Leadership and Management (2011), amongst many others, highlighting the fragmented understanding of the concept and the use of the term. 
In 2025, this is potentially further compounded by the scale of the global coaching market, which is estimated to exceed five billion dollars (ICF, 2025), which means that energy is often focused on the pragmatic application of coaching, which has the potential to create commercial revenue rather than academic exploration Schneider, 2022). Coaching is also a firmly applied, practitioner-led field, so much “knowledge production” happens through the publication of models, frameworks, and programmes as practitioner books, training systems, or coaching methodologies rather than as peer-reviewed empirical work. Multiple reviews still describe the evidence base as developing/uneven and call for more substantial scholarship, which indirectly supports the idea that practice outputs can outpace rigorous research. (Grover & Furnham, 2016). This further supports the decision to conduct a narrative literature review.  
2.2 Search Strategy
Coaching culture is discussed within a broad church of topic areas that span coaching, coaching psychology, leadership, organisational development, and culture theory, which has influenced how papers were identified for inclusion, as the term is used widely across these disciplines. To help alleviate some of the challenges this presents, Google Scholar was the principal search tool, with Connected Papers used to provide a visual representation and to triangulate identified papers for inclusion. The key search terms were that of coaching culture. Additional terms used were coaching climate, managerial coaching, leadership coaching, coaching mindset, and organisational learning + coaching. Reference tracing was applied to foundational sources, ensuring inclusion of frequently cited conceptual frameworks and studies. Both the core previous literature reviews conducted by Gormley and van Nieuwerburgh (2014) and Kapoutzis et al (2024) provided further sources for consideration for inclusion.
2.3 Inclusion Criteria 
The inclusion criteria for papers were sources that addressed at least one of the following:
· Offered a definition or conceptualisation of coaching culture.
· Suggested mechanisms enabling or inhibiting its development.
· Proposed managerial or leadership coaching as a cultural lever.
· Demonstrated the organisational systems influencing coaching.
All papers were published in peer-reviewed journals.
2.4 Exclusion Criteria 
The exclusion criteria for papers were studies that addressed or exclusively focused on coaching as an individual intervention, unless they informed cultural mechanisms such as psychological change or relational dynamics in organisations. Sports and educational coaching were excluded unless explicitly generalisable to workplace culture. The concept of coaching, or the coaching paradigm, in sports and education is typically focused on individual interventions to improve personal performance and achievement rather than on bringing about cultural change.
2.5 Analytical Process
Themes were identified through iterative reading and synthesis. Initial thematic groupings were identified as: definitions, mechanisms, organisational outcomes and barriers. These later evolved into more nuanced categories such as organisational or leadership identity, organisational and/or cultural structural alignment and emotional climate. Observations were noted regarding the discussion antecedents, as these potentially alluded to maturity and understanding of the coaching culture within the study. The broad nature of these thematic groupings further reflects the messy, diverse and multi-level nature of both organisational culture and the level at which the lens of a coaching culture is observed.

	3. Conceptualisations and Definitions of Coaching Culture



Analysis of the selected papers highlighted several themes in the framing of the coach culture concept.
3.1 Early Framing: Environment and Shared Norms
Early attempts to define coaching culture positioned it as a characteristic of the organisational environment, typically a consequence or the aggregation of practitioner-led activities.  As early as 1989, Everard and Selman pointed out that “the coaching paradigm had the potential for creating organisational cultural change” (Everard and Selman, 1989). This was characterised by the apparent demonstration of coaching behaviours across the organisation, such as curiosity, open communication and shared responsibility for learning. Perhaps typically and colloquially epitomised in the phrase “There is no failure, there is only feedback” (Goldsmith & Reiter, 2007), which is a popular adaptation of what was actually articulated. Aligning with the much earlier experiential and self-regulatory learning theories (Kolb, 1984; Argyris & Schön, 1978), which are reflected in and are at the heart of many of the personal development models of practitioner-led management or leadership coaching. “Coaching has been one of the most significant developments in leadership and management practice in the last 30 years” (Hawkins, 2012). “The Leaders impact on culture” (Vesso and Alas, 2016). Illustrating that the early notion of a coaching culture was the byproduct of the aggregation and proliferation of practitioner-led coaching-based activities across an organisation.
3.2 Structural and Systemic Conditions

The emphasis on trust and reflective dialogue as core conditions, which are echoed in and perhaps best described by the concept of psychological safety, “a shared belief held by members of a team that the team is safe for interpersonal risk-taking” (Edmondson,1999). Although this concept is from an earlier time, as it becomes more widely discussed and understood, it provides a valuable frame of reference for sharing an appreciation of the required organisational values. This is something that is felt as much as seen and begins to gesture towards the organisational atmosphere, rather than simply the aggregation of output from organisational processes. This means that coaching culture should have both an implicit or tacit component and an explicit, process-oriented component.
However, this is not to ignore the growing definitional strand that centres on the need for broader organisational structures beyond the coaching process alone. Milner et al. (2020), introduce the requirement for organisational structural clarity, stating that accessible coaching, which has multi-level accessibility, is essential. There needs to be a clear benefit for all organisational stakeholders, and there needs to be an apparent link between coaching and organisational values. This view begins to treat cultural change as something that can be engineered through the alignment of organisational components, rather than simply as a consequence of experiences. Identifying that organisations require intentional alignment between cultural components, e.g., training, human resource processes, and leadership values. This perspective is appealing to practitioners because it provides tangible levers for implementation. Things that they can do, steps they can take and measurable activities for all stakeholders.
3.3 Coaching Culture as Developmental Maturity

Passmore and Crabbe (2023), in their LEAD Framework (Leaders, Everyone, Approach, Distributed), propose describing coaching culture as something beyond a moment in time, when there is alignment of process, stakeholders, and values, and as something in motion over time. They share what they describe as a coaching culture's requirement to develop or mature over time, that it has to evolve in stages, and that creating a coaching culture is a journey, not a destination. It may be tempting to assume at this point that this view aligns with the earlier relationship with learning. Still, the critical distinction is that the emphasis on learning is now at the organisational level rather than solely at the individual level. A subtle but important implication of this concept is that antecedents now become essential, as they relate to and correlate with what has gone before, enabling and supporting the postcedents. A coaching culture is no longer a moment in time; it is something that needs to be grown and nurtured.

3.4 Leadership Centred Perspective
The leadership-centric perspective isn’t to be ignored; a coaching culture cannot be imposed through policy and strategy alone but must be modelled and legitimised through the sustained behaviour and role-modelling of organisational leaders (Vasso, 2012). At face value, this can present somewhat of a contradiction with coaching regarded as a “do with process” and one that is traditionally coachee led; where coachee’s are involved in the coaching process and its focus is on “unlocking a person’s potential to maximize their own performance.” (Whitmore 2003) embracing the “self-directed learning and person growth of the coachee” (Grant, 2003) and “The art of facilitating the performance, learning and development of another” (Downey, 2003). Rather than a “do to” process, which is often unconsciously considered when organisational leadership is discussed, and the notion that the leader knows best comes into play, as previously discussed.  Organisational leadership has the power and capacity to create the foundational components of a coaching culture through how they listen, question, and respond under pressure in everyday situations and conversations. As leaders, what they do is what they say they will do.
3.5 Relational and Emotional Centred Perspective
Applying the lens “We are what we do” to our relationships across an organisation can shift the focus and enable developmental conversations at all levels and in all directions. (Boysen et al., 2021). One aspect that has remained surprisingly absent from most discussions is the possibility of non-manager- or non-leader-centric coaching until now. Boysen et al. (2021) emphasise that development conversations at all levels within an organisation appears to be a turning point and a mindset shift in the evolutionary journey of the concept of a coaching culture. Huning et al. (2015), who are also referenced and drawn upon in Kapoutzis et al. (2024), share the idea that “Organisational culture is shaped as much by informal social networks as by formal roles, leadership intent, or HR-led interventions” (Huning et al., 2015). This, by implication, suggests that coaching cultures cannot be engineered solely through leadership behaviour, coaching training, or organisational processes. But requires informal interactions, peer influence, and unofficial networks play a decisive role in the creation of an organisational coaching culture. Therefore, the emergence of an organisational coaching culture should be understood as a complex adaptive system rather than as a product of a series of aggregated linear interventions. Boysen’s (2021) study of a non-profit organisation, for example, highlights compassion, groundedness and interpersonal maturity as cultural markers. This moves the field beyond skill-based descriptions toward a more humanistic understanding of how coaching cultures feel to employees.
3.6 Synthesis and Tensions
Considering all of these perspectives together, they reveal that the concept of a coaching culture can be potentially understood as a complex adaptive system. It may be easier to conceive of it within the intellectual framework of a metaphor (Morgan, 1986), a living, breathing organism with its own accepted behaviours, relationships, psychology, values, structure, artefacts and developmental needs. Whilst there is “no clear shared definition” (Gormely & van Nieuwerburgh, 2014), however, it appears that most authors agree that for a coaching culture to exist, there needs to be compatibility between leadership behaviours, organisational systems and the experienced tone of everyday interactions across the organisation. Whilst not explicitly stated by any of the authors, the identification of these synthesising factors suggests that the creation of a coaching culture, or the acknowledgement of a coaching culture as existing, requires a period of consistency and stability. 

Whilst not overtly omitting who is within the boundary of a coaching culture, less attention is given to those stakeholders outside of the main protagonists. Leaders, managers, employees, coaches, and coachees are regularly discussed, but less emphasis is placed on the roles of clients, customers, suppliers, regulators, communities, and the physical environment. This can narrow how organisational culture is conceptualised and how its impact and effectiveness are measured. The ever-present yet unspoken paradox within all of the literature is that of stability and continual change. The creation of a shared culture seeks to establish a set of enduring norms, values and behaviours that provide coherence and predictability (Gormley & van Nieuwerburgh, 2014; Kapoutzis et al., 2024). At the same time, coaching, as a function of what it does, consistently positions itself as a developmental, change-oriented practice intended to surface assumptions, disrupt habitual thinking, and support ongoing learning and adaptation. Considering this paradox matters as it reflects real life in organisations.
3.7 Coaching Culture as Sensemaking Within Power and Context
Upon deeper consideration and reflection, there is a further underdeveloped perspective within the literature: the power of organisational culture to facilitate collective sensemaking within the organisation. A coaching culture can facilitate sensemaking for all involved, supporting their own decision-making and enabling stakeholders to interpret others' behaviour, but this can be argued to be true of any organisational cultural construct. From collective sensemaking, coaching conversations do not simply support development but actively influence how meaning is constructed in the everyday life of all stakeholders in the organisation, particularly under conditions of ambiguity and change. It helps to provide meaning and understanding of other, more abstract organisational concepts such as power and hierarchy. This is required to be explicitly identified as, although the narrative around a coaching culture is frequently presented as an enabling one without open communication, feedback and reflexivity in psychologically safe spaces, coaching cultures risk reproducing existing power dynamics, a tension most evident in relationships where the coach is also responsible for the coachee’s performance evaluations.

	4. Mechanisms and Enablers of Coaching Culture


The review of the selected literature appears to identify a number of key themes as conceptual ideas and interconnected building blocks for the successful creation of the proposed coaching culture concept or model. 
4.1 Leadership as Cultural Anchor
Leadership is a word or concept that consistently emerges as one of the most significantly suggested enabling mechanisms associated with a coaching culture. However, care needs to be taken when interpreting the use of this word as leadership; despite over 100 years of attempts to define this word, it remains inherently ambiguous and contested in its construct (Northouse, 2021). Despite this, there are some patterns of desired end states or outcomes associated with the leadership terminology across the literature.  Boysen et al. (2021), Hamilton (2019), Lawrence (2015) and Milner et al. (2020) all highlight the importance of leaders in role-modelling behavioural norms around openness, reflectiveness, and collaborative problem-solving. Whilst not offering any specific leadership model, it is probably safe to infer that when the adopted leadership approach aligns with many traditional coaching models, and leaders display curiosity and autonomy rather than certainty and compliance, this will create momentum toward the desired coaching culture. The opposite, by implication, must be true: a more command-and-control leadership-style organisation has the potential to be a significant inhibitor of the creation of a coaching culture. Huflejt-Łukasik et al. (2022) take the importance of leadership within a coaching culture one step further, arguing that the combination of leadership development and a coaching culture is the vehicle for organisational change rather than a destination in its own right.
4.2 Psychological Safety and Trust
When considering the building blocks of a coaching culture, trust should feature as a core component. By implication, for the creation of a coaching culture to be a participative endeavour for all organisational stakeholders, they are being asked to engage willingly in open, vulnerable, reflective actions and dialogue. This would require confidence in the coach’s integrity, competence, and intent. The system within which the stakeholder who is required to engage in coaching behaviours sits in, would also have to echo all of these characteristics. Trust enables coachee’s to disclose uncertainty, challenge assumptions, and experiment with new ways of thinking or behaving without undue fear of judgment, misuse of information, or adverse consequences. Trust develops through consistency of behaviour, ethical use of power, psychological safety, and reliability over time, rather than through contractual agreement alone. Viewed in this way, trust functions both as an enabling condition for effective coaching and as a relational outcome that deepens through sustained, congruent interaction, and this is not achieved in a single interaction.  It is worth noting that the relationship between frequency, consistency, time, and duration of interventions or activities is implied but not overt in much of the literature until the publication of the 3C’s model as a framework for developing a coaching culture. Vesso (2014) and Vesso and Alas (2016) are explicit about the concepts of consistency, coaching skills, and fostering participative collaboration. 
4.3 Coaching Capability
Within the coaching culture literature, coaching quality, or the coach's capability, is rarely explicitly theorised. It is instead inferred from relational conditions (e.g., trust, psychological safety), structural arrangements (e.g., access, training), or cultural outcomes. Milner et al. (2020) do, however, make specific reference to the development of an organisation's internal coaching capability. While Vesso (2014) and Vesso and Alas (2016) articulate the requirement for coaching skills training as an enabler to achieving a coaching culture. Although from a more professional-focused publication, Clutterbuck et al. (2016) suggest some required systemic components, such as coaching supervision, which, by implication, refer to the quality and capability of the coach and, by extension, the coaching interventions.  As a result, discussion about coaching quality remains conceptually diffuse, treated as an assumed property of coaching presence and coaching interventions within a coaching culture rather than an explicit component phenomenon requiring direct reference and examination. Kapoutzis et al. (2024) also echo this position, identifying this issue as a missing construct in their systematic literature review. The coaching research suggests that effective leadership and managerial coaching require more than adherence to a coaching protocol, a conversational formula, or compliance with a technique. It depends on the relational interaction between people, partnering to create shifts in mindset, beliefs and the interpretation of personal values. For the process of active inquiry between individuals to be successful and deliver meaningful coaching outcomes, coaching stakeholders need to consciously develop and use an array of microskills (e.g., active listening, powerful questioning). These indicate the implicit need to build quality and capability in coaching to ensure a coaching culture succeeds.
4.4 Structural Support and Alignment
Kapoutzis et al. (2024) raise the issue of alignment with other organisational structures and processes. This consideration isn’t unique to the creation of a coaching culture specifically, but to all cultural change initiatives.  Schein (2010), a well-established academic in organisational culture, explicitly argues that organisational structures, including HR systems and employee roles, act as the primary mechanisms through which culture is created, reinforced, and legitimised. Drawing on this concept, the formal structures, such as leadership frameworks, performance management processes, development and career pathways, reward and recognition systems, and even recruitment activities, will need to align with coaching values for the establishment of a coaching culture to succeed. Organisations that treat the creation of a coaching culture as an add-on rather than integrating it hand in glove across all their systems will limit its success and, at worst, guarantee failure.
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Figure 1. Suggested structural alignment for the development of a coaching culture.
Source: Author synthesis based on Schein (2010) & Kapoutzis et al. (2024).

4.5 Learning Orientation and Organisational Mindset
As discussed, the role of formal organisational structures is key to determining whether an organisation can successfully achieve and sustain a coaching culture. The literature suggests the importance of this alignment and its relationship to success. This highlights the importance of the alignment between the inherent values embedded within the act of coaching and organisational systems. These will also be impacted by the context or the environment in which the organisation is operating.  In the context of an ever-changing environment and a pace of change that is only increasing, as indicated by the definitions of VUCA and BANI, it can no longer be assumed that alignment will be achieved and maintained, and external factors will impact the organisation. It is safe to assume that there will be a constant level of dissonance created in the attempts to align these two ideals. If the recognition of this dissonance is acknowledged and the organisation actively and continually pursues its closure, the organisation is demonstrating learning. The ability for the organisation to make sense of its position and to establish mechanisms to pursue alignment, this reflective sensemaking with positional feedback and then the taking of action to close the gap, replicates the coaching process and demonstrates the organisation’s ability to learn and adapt. For the organisation to embed this learning orientation into what it does is essential to the sustainability of a coaching culture.
	5. Managerial Coaching, Leadership Behaviour and Power Dynamics


Managerial coaching, leadership behaviour and power dynamics are the cornerstone foundational concepts of all human-centred or relational-based organisational change. Several smaller tactical components enable these, alluded to but not explicitly discussed in the literature.  There appears to be a general omission in the literature regarding the discussion of these foundational components and the crucial tensions they can create. This omission is perhaps not deliberate but simply not overtly stated, as knowledge of these elements may be assumed and taken for granted by the various authors. Assuming there is an unconscious understanding of these elements within the reader community, or by them in the author community, as they are components which are inherently understood in the coaching arena. They all fall within the interpersonal and intrapersonal relational arena rather than the systemic or structural, potentially making them more subjective to address in the literature. They deserve to be mentioned for their critical and interdependent role in the success of coaching and, hence, in the creation of a coaching culture.
5.1 Everyday Coaching Practice
Managerial coaching refers to a leadership practice in which managers intentionally use coaching behaviours such as inquiry, active listening, feedback, and supporting goal facilitation within ongoing work relationships to support employee learning, developing and achieving performance objectives, while retaining formal authority and responsibility, whilst operating within the organisation's established hierarchical structures. (Boyatzis et al., 2019; Grant, 2017). It’s a way of operating and conducting business that draws from the generative coaching paradigm and is often regarded as independent of any particular proprietary coaching methodology. It is presented as the practical heart of a coaching culture. Those responsible for delivering coaching interventions juggle daily developmental needs with responsibilities for performance evaluation, resource allocation, and compliance. These competing demands, often with different time horizons, create tensions that can undermine the authenticity of coaching interactions, leading coachees to question the coach's integrity or motives. Managerial coaching, whilst it is a potent organisational tool, is not risk-free; it requires honesty, openness and trust as credible bedfellows for it to be successful. 
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Figure 2. Managerial coaching components.
Source: Author synthesis based on Grant (2017) and Boyatzis et al. (2019).

5.2 Identity and Mindset Shifts
Organisations that elect to adopt a coaching approach frequently describe changes to all stakeholders in the coaching relationship beyond that of behavioural change (ICF, 2014 & 2020). With leaders trained and engaged in coaching, describing shifts in how they see themselves as a leader and the people they lead. They move from seeing themselves as experts who provide answers to seeing themselves as facilitators who help others think more deeply, which benefits all involved. This shift requires emotional maturity, patience and comfort with ambiguity. The organisational impact and benefit of this approach are experienced beyond traditional organisational success measurement metrics.
5.3 Power and Role Conflict
Managerial coaching introduces an inherent ambiguity into workplace relationships, as the same individual simultaneously occupies developmental and evaluative roles. Often prompting the implicit question in the mind of the coachee: “Who actually is my boss, and what do they actually want from me?” While coaching-oriented managers are encouraged to adopt behaviours associated with partnership, inquiry, and support, they also retain formal authority over performance assessment, reward, and career progression. This dual positioning can create uncertainty for employees regarding intent, disclosure, and psychological safety, often prompting implicit questions about role clarity and power. Managerial coaches end up operating within a potentially conflicted asymmetrical power relationship in which developmental dialogue cannot always be entirely separated from organisational performance. Consequently, managerial coaching should be understood not as a neutral leadership practice, but as a power-laden relational mechanism that requires reflexivity, transparency, and ethical awareness to support genuine learning rather than compliance. These tensions underline the need for clear expectations, ethical guardrails and transparent communication.
	6. Outcomes and Organisational Evidence


In addition to the tactical-level gaps in the discussion, some impact the organisational, macro, or strategic level and are worth discussing. Once again, they fall within the interpersonal and intrapersonal relational arena rather than the systemic or structural; they are experienced in a more tacit than explicit manner, often making these concepts difficult to articulate quantitatively. This may also indicate a future research concept, and there isn’t enough research to date on coaching culture.	
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Figure 3. Relational – Systemic continuum.
Source: Author.

6.1 Psychological Indicators
It is widely agreed within the generative coaching research that coaching contributes to greater resilience, confidence and emotional steadiness among employees. These outcomes are particularly valuable in periods of organisational change, where personal uncertainty can be high. This is hard to measure, but it would imply that there is a significant organisational benefit to an emotionally stronger workforce, almost an organisational insurance policy supporting the organisation through turbulent times.
6.2 Behavioural and Relational Outcomes
Interpersonal and intrapersonal relationships with open and honest communications sit at the heart of all coaching interactions. There is a beneficial organisational byproduct of such conversations, created when high-quality discussions are held across the organisation by sheer volume. The organisation experiences improvements across all communications. Employees are willing to give each other the benefit of their time and experience, enhancing relationships further and providing more constructive feedback, stronger collaborations, and improved problem-solving, with teams demonstrating greater shared responsibility. These are often beyond what can be measured but still experienced by those in the organisation.
6.3 Organisational Effects
The interpersonal and intrapersonal relational component can be felt even more strongly through the development of empathy for those at different levels in the organisational hierarchy. The very human consequence of this is trust for those in leadership positions, trust that crosses vertical boundaries, which can abate workforce fear and anxiety in difficult times and create greater faith and alignment in organisational constructs that affect individuals but may not be directly influenced by them, such as organisational strategy.
6.4 Evidence Caveats
The direct and effective measurement of organisational and cultural change has long been the “Holy Grail” of the organisational development community. The reported outcomes seem encouraging, but methodological limitations remain. Many studies rely on self-reported data, lack longitudinal depth or take place in organisations already predisposed to developmental approaches. This creates explicit evidence to triangulate the tacit understanding of the encouraging outcome of creating a coaching culture.
	7. Critical Reflections and Potential Future Research Directions


Despite the growing body of professional and academic literature on coaching cultures, this review highlights several substantive gaps that point to essential directions for future research. 
7.1 Integrative Theoretical Framework
Conceptually, the field continues to lack an agreed and theoretically robust definition of coaching culture. (Gormley & van Nieuwerburg, 2014). Existing definitions frame coaching culture as a leadership style, a set of behaviours, a managerial capability, or a developmental environment. Future research would benefit from exploring how an integrative theoretical framework could be created.


7.2 Methods
Methodologically, the evidence base remains constrained by a predominance of cross-sectional, single-site qualitative case studies. While these studies offer valuable depth and contextual insight, they limit generalisability and restrict understanding of how coaching cultures develop, stabilise, or decline over time. There is a clear need for longitudinal, increased numbers of qualitative case studies across organisational sectors to enable more powerful comparisons.
7.3 Measuring Effectiveness
With no single, unified mechanism for measuring the effectiveness of cultural or organisational change, future research could focus on developing and validating robust measurement tools that demonstrate construct validity and discriminate between coaching culture and adjacent constructs such as leadership climate, learning culture, or psychological safety. 
7.4 Stakeholder Focus
The literature also reveals a narrow stakeholder focus, with most studies concentrating on the perspectives of managers and senior leaders. Future research could adopt multi-stakeholder designs that incorporate the perspectives of a broader stakeholder community. 

	8. Conclusion


Coaching cultures have become an attractive aspiration for organisations looking to nurture adaptability, human connection and shared learning. The literature indicates promising psychological, relational and organisational outcomes, particularly when leadership behaviour, structural alignment and emotional climate reinforce one another. Yet much remains to be understood. The conceptualisation of coaching culture has evolved considerably over the last decade. Early work emphasised definitional clarity and the diffusion of coaching behaviours into leadership repertoires (Gormley & van Nieuwerburgh, 2014). Subsequent systematic reviews highlighted fragmented evidence, inconsistent conceptual boundaries, and the absence of agreed mechanisms through which coaching cultures generate organisational value (Kapoutzis et al., 2023). The emerging perspective, drawn from all that has been published to date, no longer seeks to present coaching culture as a linear model but to synthesise these strands into a multi-level, dynamic, adaptive system, building on the aggregated wisdom of previous authors. This shift reflects broader developments in organisational psychology, complexity theory, and organisational sociology.
Drawing from this synthesis, it is possible to conceive of a coaching culture framework conceptualising culture across four interlocking strata:
1. Individual Mindsets
Growth mindset, psychological openness, responsibility, and trust.
These serve as the cognitive and emotional foundations from which coaching behaviour grows. 
2. Interpersonal Behaviours
Active listening, high-quality inquiry, powerful questioning, reflective practice, empathy, and support.
These serve to shape organisational workforce behaviours from which a coaching methodology can grow, directly shaping behavioural consistency across the organisation.
3. Team & Network Interactions
Nurturing collaborative routines, team-based learning habits, feedback exchanges, shared responsibilities and shared rewards for performance.
Teams become microcultures where coaching takes root, where behavioural norms stabilise. The team becomes the organisational building block.
4. Organisational Systems & Structures
Strategy, HR processes, learning architecture, performance systems, governance, digital tools.
These conditions act as “cultural infrastructure,” enabling or constraining the emergence of coaching norms and creating structural alignment to reinforce the coaching mindset across all aspects of organisational life.

Coaching
Culture
Interpersonal
Behaviors
Team & Network
Interactions
Individual
Mindset
Organisational
Systems & Structures

Figure 4. Coaching culture framework.
Source: Author's integrative synthesis of the reviewed literature.

Together, these levels have the potential to produce the desired cultural outcomes. The outcomes have the potential to be greater psychological safety, increased conversational quality, collective learning capability, adaptive and flexible performance, and cultural coherence. These outcomes have been emphasised across multiple studies included in this narrative literature review and are described as the visible signature of a coaching culture. However, empirical evidence is still emerging, and the field would benefit from deeper theoretical grounding.  For practitioners, the message is clear: coaching cultures do not arise from coaching training or the adoption of a single coaching methodology alone. They emerge when leaders model curiosity, when structures support reflection, and when people experience their workplace as safe enough to speak openly and learn continually. But we must still take a moment to recognise that a coaching culture is not an end in itself, and that this, too, is a vehicle for an organisation to achieve its organisational purpose.  
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