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Abstract—In the last few years the business environment has
become even more challenging for organizations. Industry
4.0, crisis, and the competitiveness of markets stimulate
scholars and practitioners to investigate deeply how to
improve and sustain performance. Under this current
scenario research on Performance Measurement and
Management (PMM) practices has rapidly increased.
Notwithstanding the role of coaching within organizations,
no study investigates empirically its effects on PMM
practices. Our investigation, by a survey of a large sample of
coaches, shed light on the key PMM practices enhanced by
coaching in order to achieve sustained performance over
time.
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. INTRODUCTION

In the last twenty years coaching has been studied as a
tool for supporting employees’ competencies and
performance (Coimbra and Proeng, 2022), Whitmore
(2002) as well as facilitating change within organizations
(Baron and Morin, 2009). Notwithstanding the research
interest towards coaching as an effective tool to improve
management practices is rapidly growing, scholars are
already investigating to what extent coaching effectiveness
affects organizational performance (Coimbra and Proeng,
2022; Walker-Fraser, 2011). On the one hand, some
scholars tried to link coaching to financial indicators, such
as the Return on Investments (ROI) (Boysen, Cherry,
Amerie, & Takagawa; Phillips, 2007); on the other hand,
others studied the relationship between coaching and
management practices such as job satisfaction, motivation,
self-efficacy, and learning (Spreitzer, Porath, & Gibson,
2012), or delegation, engagement and communication
(Dagley, 2010). However, the role of coaching in
improving organizational performance is not still clear
(Ribeiro, Nguyen, Duarte, de Oliveira, & Faustino, 2009).
First, the role of coaching in improving ROI can not be
isolated by other variables, such as market context, team
input or opportunity costs, that affect financial performance
within organizations (Grant, 2012). Second, how coaching
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relates to managerial practices and organizational
performance is an underdeveloped topic.

Despite the lack of clarity between coaching and
performance, there is a blooming trend in the performance
measurement and management field to investigate
managerial practices to face the current challenging
business environment (Nudurupati, Garengo, & Bititci,
2021; Trotta and Garengo, 2019). In the last ten years,
indeed, Industry 4.0 (14.0), has challenged most business
sectors moving from manufacturing and production
systems to agriculture and the food industry. Accompanied
by the introduction of new technologies such as Big Data
and Artificial Intelligence, Industry 4.0 led organizations
and academia to question whether their managerial
practices are enough effective to implement digitalization
(Garengo, Bititci, & Bourne, 2022; Naeem and Garengo,
2022). In line with Trotta and Garengo (2019) “knowledge
workers, indeed, are motivated by a sense of purpose,
autonomy and mastery”, thus, performance management
practices such as empowerment, engagement, and team
effectiveness should be developed to improve performance
(Garengo, Biazzo, Simonetti, & Bernardi, 2005).

In this current scenario, over the years performance
measurement field has evolved through to performance
management (Bititci, Garengo, D&fler, & Nudurupati,
2012; Melnyk, Bititci, Platts, Tobias, & Andersen, 2014),
i.e. how measures are used to lead organizations to achieve
and sustain performance (Bititci, 2015). As a consequence,
several scholars have started to focus on performance
measurement and management practices (Bititci et al.,
2011; Garengo and Betto, 2022; Nudurupati et al., 2021;
Pavlov, Mura, Franco-Santos, & Bourne, 2017).

Adopting a balanced perspective, organizations need to
design, implement, use and review a set of strategic
performance measures to drive organizations (Melnyk et
al., 2014; Neely, Gregory, & Platts, 1995) as well as need
to develop a set of managerial practices that allows the
effective development of performance measurement
systems (Bititci, 2015; Garengo and Betto, 2022; Smith and
Bititci, 2017).

As recently highlighted by Betto and Garengo (2022),
coaching could be a useful tool to develop performance
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measurement and management practices, such as setting
goals, defining roles and tasks, or developing effective
communication strategies. However, no study investigates
empirically the potential influence of coaching on the
PMM practices. To contribute to this research gap, the
paper investigates how PMM practices are affected by
coaching in organizations.

The paper is structured as follows. Section Il introduces
the adopted research framework to investigate the impact
of coaching on performance measurement and
management. Section 111 details the research methodology.

Section IV summarizes and discusses the main findings.
Section V collects the main conclusions and the research
limitations of the paper.

II. RESEARCH BACKGROUND

In the last few years, the competitive and challenging
environment is pushing organizations to achieve every day
higher levels of performance. Thus, new trends emerged in
performance measurement and management literature
(Nudurupati et al., 2021).
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Fig. 1. Research framework adapted from Smith and Bititci (2017).

As Nudurupati et al. (2021) revealed, PMM is evolving
to cope with emergent trends, by adopting a participative
approach which favours engagement, communication, etc.
within organizations. In line with Smith and Bititci (2017),
the PMM literature is evolving from a deep focus on
performance measures to a balanced approach which
considers both performance measurement and performance
management. The two dimensions, i.e. performance
measurement and performance management, have a
theoretical foundation rooted in the management control
theory (Simon, 1995) and refer to the technical and social
dimensions of control (Simon, 1995; Smith and Bititci,
2017; Tessier and Otley, 2012). As shown in Fig. 1, there
are several typologies of control, however, organizations
need to move towards a high maturity of technical and
social control to achieve a sustained level of performance,
i.e. collaborative control (Garengo, Sardi, &Nudurupati,
2021; Smith and Bititci, 2017).

To ensure a high level of democracy and participation
within organizations, for years, scholars have studied
management practices such as goal deployment,
communications, leadership role models (Bourne, Pavlov,
Franco-Santos, Lucianetti, & Mura, 2013), feedback, and
training (Bititci et al., 2011). Among them, Ates, Garengo,
Cocca, & Bititci (2016) recognized coaching as a practice
to invest in for developing performance management.
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In line with the recent literature review of Betto and
Garengo (2022), the study has adapted the theoretical
framework of Smith and Bititci (2017), assuming that
coaching positively affects PMM. The theoretical
framework is shown in Fig. 1.

To investigate the key PMM practices enhanced by
coaching, the research team designed a questionnaire,
which collects the following information:

e Company’s profile;

RESEARCH METHODOLOGY

e Coaching project characteristics (e.g.,
coaching — internal/external,
etc.);

type of
executive/business,

e How each PMM practice was enhanced by the
project with a 10-point Likert scale. The PMM
practices, collected through the literature review, to
be evaluated are empowerment, teamworking,
internal communication, motivation, employees
satisfaction, the definition of objectives, sharing
ideas, autonomy, the definition of roles, enhancing
diversity commitment, clan organizational culture
career development, job enrichment, learning,
meritocracy, provision of feedback.

To collect useful data, the research team asked coaches
to provide us with coaching projects that achieve
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exceptional performance in terms of satisfaction of the
commissioner, impact on financial indicators (if possible),
and impact on managerial practices consistent with the
project’s goals.

To reach a numerous sample of coaches, the research
team have been supported in two phases by the Italian
Association of Professional Coaches (AICP) that funded
this project. First of all, they participated by testing the
questionnaire before sending it to all the respondents.
Second, they supported us to deliver the questionnaire to all
the associates (more than 700 coaches).

The data collection period lasted from January to April
2022, the questionnaires were delivered online by using
Google Form.

The gathered data were deeply analysed by the research
group to understand the key PMM practices empowered by
coaching according to the coach’s perspective.

The mean value given to each PMM practice has been
calculated to find out those most empowered by coaching.
The mean value has been calculated on the whole number
of cases (also to the ones that give a score to that specific
practice), thus, the denominator was fixed (i.e. the total
number of signalled cases):

Skpractice,

Practice, = Z’f signalled cases

e)
where K is the total number of cases signalled by coaches
and n is the number of PMM practices. The following
section reveals the main findings of our study.

IV. FINDINGS AND DISCUSSION

Data analysis provides information on the characteristics
of selected coaching projects and the key PMM practices
empowered by coaching projects.

Regarding the characteristics of coaching, the data
collected through questionnaires shows that the majority of
successful coaching projects have been carried out by an
external coach (84%), whilst the internal coach, such as a
manager of a company, are only a few (16%), as Fig. 2
depicts.
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Fig. 2. The typologies of the coach.

Moreover, as Fig. 3 shows, it is noteworthy that the
coaches do not apply any specific or prevalent typology of
coaching projects such as career coaching (9%) or
executive coaching (12%), but they adopt mixed
approaches.
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Fig. 3. The typologies of coaching projects.

Besides that, the manner of leading coaching sessions
shows a distinct prevalence in individual sessions (50%),
while the group sessions are carried out in 28% of the
projects and the mixed approaches are developed only in
22% of selected cases (see Fig. 4).

Group sessions Individual sessions
28% 50%

Fig. 4. The typologies of coaching sessions.

The majority of the selected cases (78%) belong to the
service sector (insurance activities, public sector, gas and
electricity sector, healthcare sector, etc.), while only 16%
belong to the manufacturing sector and 6% to the
construction and agriculture sectors.
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Fig. 5. The profile of companies.

Although service organizations are prevalent (see Fig. 5),
the analysis of the collected data points out that the success
of a project is not related to a specific typology of coaching
project or coaching session.

Regarding the main PMM practices empowered by
coaching projects, the research team calculated the mean
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values of each PMM practice assigned by coaches with the
questionnaire, as described in the previous section. Using
these means the PMM practices were hierarchically
ordered as shown in Fig. 6 below.

As Fig. 6 shown, coaching has the highest impact on
“empowerment” (see the highest bar with 7,72 value),
whilst the lowest on “provision of feedback” (see the
lowest bar with 3,38 value). Empowerment, teamworking
and internal communication represent the first three PMM
practices enhanced by coaching projects.

First, the practice of empowering employees developed
after coaching projects makes people aware of their
potential and their talents. Moreover, the feeling of
empowerment related to teamworking is positively
associated with a better balance between productivity,
quality and customer service (Smith anad Bititci, 2017),
and with successful teams (Scott and Tiessen, 1999).
Another effect of empowerment, stressed by Hamel (2009),
is the increasing self-management and autonomy of

empowered employees. Having empowered people means
that in the organization people are less controlled (Smith
and Bititci, 2017), at the same time, informed about the
effectiveness of their actions (Conger and Kanungo, 1988).
In the same way, studies on coaching focus on the key role
of coaching in empowering employees for career
development or to participate actively and contribute
productively (Evered and Selman, 1989).

Second, “teamworking”, i.e. the capacity to manage
relationships with colleagues in terms of communication,
listening, etc. to achieve common goals through inputs and
activities carried out together by team members (Marks,
Mathieu, & Zaccaro, 2001), the coaches identified it as the
second most empowered PMM practice by coaching.
Working in teams is positively related to other PMM
practices such as information sharing (Scott and Tiessen,
1999), and produces outcomes determined by common and
shared objectives (Marks et al., 2001).
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Fig. 6. The key PMM practices empowered by coaching.

Moreover, enhancing working in teams moves
organizations towards fewer conflicts and advancement in
democratic and participative management. As investigated
by Smith and Bititci (2017), teamwork is discouraged if the
organization focuses on individual performance, because it
favours competition between employees. Rather, an
empowered team, as an example of intervention in the
social dimension of control, produces an increment in the
technical control, i.e. performance measures (Smith and
Bititci, 2017).

Third, “internal communication”, is defined as the way
of exchanging information between the organization’s
members which improves their relationships (Jacobs, Yu,
& Chavez, 2016). High-performing organizations put great
emphasis on both internal and external communication
(Bititci et al., 2011). Thanks to an effective way of
communicating, trust, relationships and knowledge can be
developed and disseminated within the organization
(Jacobs et al., 2016). Thus, effective communication
reflects the ability of organizations to share internal
information but also to provide feedback to employees, and
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ensure a better organizational social climate, and goal-
setting (Bourne et al., 2013).

V. CONCLUSION

By relating coaching to the PMM framework of Smith
and Bititci (2017), this research sheds light on the direct
impact of coaching on PMM practices and its indirect
impact on employee engagement and performance. The
coaches identified three key PMM practices that successful
coaching  projects improve, i.e. empowerment,
teamworking, and internal communication.

The recent developments in PMM research enable us to
identify a relationship between the practices enhanced by
coaching and the PMM practices. A recent trend in PMM
adopts a balanced approach to evaluate organizational
performance (Ates et al., 2013; Garengo et al., 2021;
Nudurupati et al., 2021; Smith and Bititci, 2017). As this
study reveals, even if coaching acts mainly in this second
dimension, i.e. the social dimension of control (Smith and
Bititci, 2017; Tessier and Otley, 2012), it enriches also the
first dimension, i.e. the technical dimension of control,
through the definition of organizational objectives.
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VI. LIMITATIONS AND FUTURE RESEARCH

Although this research contributes to answering the need
for investigating the impact of coaching on organizational
performance, there are some limitations.

Firstly, the PMM practices have been identified by
adopting the coaches’ perspective, thus, they do not
consider the organizations’ perspective. Secondly, the
number of coaching cases allows the research group to
deepen the PMM practices in order to relate the impact of
coaching on PMM, however, it is not enough high to
generalize the results to different organizational contexts.

To address the limitations described above, further
research should be encouraged. Future studies should
investigate the organizations’ need to validate the identified
PMM practices. The perspectives of coaches and
organizations, indeed, need to be considered to deeply
analyse also the long-term benefits derived from coaching
projects. Moreover, to generalize the results, future
research can develop a large-scale questionnaire to
investigate whether the key PMM practices empowered by
coaching could be extended also in other countries and
other associations of coaching.

Finally, notwithstanding the relevance of the
identification of the main PMM practices developed by
coaching, future research needs to investigate how
coaching has developed the main PMM practices.
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