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Coaching validation process  
Coaching better behaviors is one of the ways that knowledge sharing becomes part of how you do your 
work.  It institutionalizes feedback, encouraging team members to create high-quality knowledge.  Many 
organizations that dedicate time to coaching better knowledge-sharing behavior report that it is a key to 
their success.  They also report that taking that dedicated time away often leads to lower quality 
knowledge being shared much less frequently. 

But how do we know when a coach is successful?  We know when coaches are struggling, because we 
start hearing complaints.  How do we identify shining stars and middle-of-the road coaches so we can 
help both?   

Measuring coaching is challenging.  There are three reasons why: 

• Coaches’ activity is dispersed across many interactions over a period of weeks or months.

• Coaching is a trust-based feedback system.  If an outsider is observing the feedback, the
dynamic of the interaction will change.

• Desired outcome of coaching—improvement in knowledge-sharing behaviors—lags significantly
behind the activity of coaches.

So, how do we determine if a coach is performing well?  We recommend a two-step process: 

• Quarterly surveys of the team members on their coaching experience.  Questions focus on the
coach’s approach and the team member’s sense of the effectiveness of coaching in improving
her knowledge-sharing behaviors.

• Quarterly coach calibration sessions.  Before the session, coaches are sent two articles to rate.
They submit the rating ahead of time and the feedback is anonymized and sorted by quality
attribute.  During the session, coaches go through each attribute of the articles they rated and
share why they scored that attribute as they did.  After the calibration session, coaches are sent
two additional articles to rate.  Their rating is compared to the average to determine where
they stand.

The result is a set of two variables that can be used to rate and validate coaching proficiency. 

• Average feedback from team members – Goal is to be at or above the team average.  The data
this variable is based on are extremely valuable in helping coaches see where they are
succeeding or struggling.

• Percentage variability from team-calibrated article rating – Goal is to be no more than 10%
above or below the ratings the team gives the two articles distributed after the calibration
exercises.
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These two variables are extremely valuable.  They can be used.....  

• As the basis for a rewards/recognition program. 

• To find coaches who are exceptionally good so that other coaches can learn from their 
techniques. 

• To provide tangible goals for coaches. 
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