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ABSTRACT 

Leadership trust is a crucial element in fostering effective leadership and building strong relationships 
between leaders and their teams. Coaching has gained recognition as a powerful intervention to enhance 
leadership capabilities and cultivate trust within the workplace. This study explores the impact of coaching 
on leadership trust, aiming to uncover the mechanisms through which coaching interventions influence 
trust perceptions among leaders and their team members, utilizing a mixed-method approach combining 
qualitative interviews and quantitative surveys. The study addresses the perceived gap in the existing 
literature by providing nuanced insights into the relationship between coaching and leadership trust. It 
examines how coaching facilitates the growth of key trust-building factors, such as effective 
communication, empathy, and transparency, and explores how these factors positively impact leader-
follower relationships. Findings from this study contribute valuable implications for leadership development 
and organizational effectiveness. The research highlights the transformative potential of coaching in 
fostering authentic and trustworthy leadership, resulting in increased employee engagement, improved 
team dynamics, and higher levels of organizational commitment. Based on the findings, the following are 
recommended; 1. Implementing a Leadership Coaching Program: Organizations should design and 
implement comprehensive coaching programs that focus on developing leaders' emotional intelligence, 
communication skills, and ethical decision-making. This approach fosters an authentic leadership style, 
engendering trust among team members. 2. Aligning Coaching Objectives with Organizational Values: 
Coaching interventions should be aligned with the organization's core values and strategic objectives. This 
alignment ensures that coaching outcomes directly contribute to building a trust-driven organizational 
culture. 3. Promoting a Coaching Culture: Encourage a coaching culture within the organization, where 
coaching is seen as a valuable tool for leadership development and trust-building. Cultivate a mindset that 
embraces coaching as a continuous learning process rather than a remedial measure. 4. Integrating 
Coaching with Leadership Development Initiatives: Integrate the leadership coaching program with 
broader leadership development initiatives within the organization. A cohesive approach ensures that 
coaching complements other learning experiences, reinforcing leadership trust at multiple levels. By 
embracing these recommendations, organizations can harness the potential of a leadership coaching 
program to cultivate authentic leadership, engender trust, and foster a culture of continuous growth and 
innovation. As leadership trust continues to be a foundation of organizational success, this research offers 
valuable insights for organizations seeking to leverage coaching to build and sustain trust-driven 
leadership, leading to improved employee engagement and organizational performance. 
 
Keywords:   coaching, leadership trust, intrapreneurship, leadership development, leadership coaching 
 

http://www.ioer-imrj.com/
https://orcid.org/0009-0006-1170-4822
https://doi.org/10.54476/ioer-imrj/687931


 

 

 

P – ISSN 2651 - 7701 | E – ISSN  2651 – 771X |  www.ioer-imrj.com 
Proceeding of the International Conference on Engineering, Business, and Technology (ICEBT), 09 – 10 January 2024, Courtyard by Marriott 

Central Park Hotel, New York, United States of America 

TORRES, I.C.O., Coaching to Leadership Trust Towards an Intraprenuerial Framework,  pp. 21 - 28 

 21 

             IOER INTERNATIONAL MULTIDISCIPLINARY RESEARCH JOURNAL, SPECIAL ISSUE, MARCH 2024 
                                                                                                                             

                             
INTRODUCTION 
 

In today’s dynamic business environment, 
effective leadership is crucial for organizational 
success (Mayer et al., 2016). Leaders who inspire, 
motivate, and guide their teams foster trust, 
collaboration, and innovation (Mayer et al., 2016; 
Dirks & Ferrin, 2002). Trust, a cornerstone of 
leadership, drives performance and goal 
achievement (Dirks & Ferrin, 2002). Conversely, a 
lack of trust leads to negative outcomes like low 
engagement and high turnover. 

Leadership trust relies on consistent 
behavior, transparency, and ethical conduct (Dirks 
& Ferrin, 2002). Organizations with high 
leadership trust experience increased career 
satisfaction, productivity, and team unity (Zak, 
2017). Conversely, low trust results in adverse 
effects. 

Leaders play a vital role in building and 
maintaining trust by promoting psychological 
safety and fostering a culture of openness and 
risk-taking (Dirks & Ferrin, 2002). Coaching, a 
personalized approach to leadership 
development, enhances self-awareness and 
effectiveness (Peterson & Hicks, 2019). 
Coaching extends its impact beyond individual 
leaders to the entire organization, fostering a 
culture of trust and high performance (Whitmore, 
2017). By investing in coaching, organizations 
support leadership growth and overall workforce 
resilience. 

Investigating coaching's impact on 
leadership trust provides insights into enhancing 
trust levels and mitigating negative consequences 
(Dirks & Ferrin, 2002). This exploration guides 
leadership development and organizational 
practices, aiming to drive positive outcomes in the 
competitive business landscape (McCarthy & 
Milner, 2018). 
 
OBJECTIVES OF THE STUDY 
 
The following are the objectives of this study.  
 

1. To identify the factors that contribute to the 
decrease in leadership trust scores  

2. To evaluate the effectiveness of coaching 
intervention in addressing these trust issues.  

3. To determine the value of implementing a 
Leadership Coaching Program  

4. To develop a framework for the 
implementation of the Leadership Coaching 
Program. 
 
METHODOLOGY 
 

This study employs a quasi-experimental, 
descriptive, and mixed methods research design 
to explore coaching's impact on leadership trust. 
The quasi-experimental approach involves 
implementing coaching interventions for a specific 
group of leaders and comparing their trust scores 
before and after the intervention. This design 
allows for assessing coaching's real-world impact 
on leadership trust. 

Additionally, the descriptive design 
captures quantitative data on leadership trust 
scores, providing an overview of trust levels within 
the organization pre- and post-coaching. 
Descriptive statistics will summarize these scores, 
offering insights into the magnitude of trust 
changes resulting from coaching. 

Moreover, qualitative methods like 
interviews or focus groups gather narratives from 
leaders about their coaching experiences and their 
effects on trust. These qualitative insights 
complement quantitative findings, offering a 
deeper understanding of coaching's mechanisms 
and its influence on leadership trust. 

The study involves 50 leaders from various 
departments who participated voluntarily in a 
coaching program. They represent different levels 
in the organization: First Level Managers, Mid-
Level Managers, and Senior Leaders ensuring a 
diverse perspective on coaching's impact on 
leadership trust 

Additionally, 120 subordinates of these 
leaders are surveyed to assess their leaders' 
trustworthiness and provide insights into 
coaching's effect on leadership trust. 

This sample provides a comprehensive 
understanding of coaching's influence on 
leadership trust across the organization, despite 
not capturing the entire population. The findings 
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offer valuable insights for future initiatives to 
enhance leadership trust and development. 
 
RESULTS AND DISCUSSION  
 
1. Reasons that contributed to the decrease in 

leadership trust scores within the 
organization 

 
Table 1 
Survey Results of Direct Reports of Leaders Who Participated in Pilot 
Run of Leadership Coaching Program 

 
 

The survey results indicate a strong 
consensus on the importance of trust in effective 
leadership, with a mean score of 4.85. This 
underscores the need to address trust-related 
factors that have led to a decrease in trust within 
the organization. 

Key dimensions of trust identified in the 
literature guide the survey statements, offering a 
comprehensive view of trust-related factors. 
Findings highlight the significance of integrity, 
care, competence, commitment, and transparency 

in leadership, with mean scores ranging from 
4.10 to 4.85. 

Coaching interventions can target these 
areas by focusing on developing ethical decision-
making, empathy, competence, reliability, and 
communication skills among leaders. The thematic 
analysis reveals several subthemes that serve as 
actual reasons for decreasing leadership trust 
scores. These subthemes are closely linked to the 
overarching themes or dimensions of trust, 
providing a comprehensive understanding of the 
reasons behind the declining trust in leadership. 
 
Table 2 
Thematic Analysis - Reasons for Low Leadership Trust Scores as it 
relates to Dimensions of Trust 

 
2.  Coaching interventions effectively address 

the reasons enumerated for the decrease in 
leadership trust scores 
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Table 3 
Survey Results of Impact of Coaching on Leadership Trust Aspects 
of Leaders  

 
The Likert scale responses show that 

coaching sessions significantly impact leadership 
trust aspects. Participants, leaders themselves, 
report heightened self-awareness (mean score: 
4.82), improved communication skills (4.47), 
genuine relationship-building (4.60), strengthened 
emotional intelligence (4.52), embraced growth 
mindset (4.45), and enhanced accountability 
(4.40). 

 
Coaching sessions contribute to trust by 

fostering self-awareness, effective 
communication, authentic relationships, emotional 
intelligence, a growth mindset, and accountability. 
These align with trust dimensions, promoting a 
trust-based leadership culture. The thematic 
analysis highlights Positive Psychology, Thought-
Provoking Questions, and Solution-Focused 
approaches as vital mechanisms in coaching, 
empowering leaders to build trust within their 
teams and foster growth and development. 
 
 
 
 

Table 4 
Thematic Analysis – Mechanisms How Coaching Builds Leadership 
Trust 

Themes  Description  

Positive 
Psychology  

Use of positive psychology principles 
and techniques in coaching sessions to 
promote a positive mindset, optimism, 
and a focus on strengths. 

Thought 
Provoking 
Questions  

Powerful and Reflective Questions that 
encourage self-discovery, critical 
thinking, and deeper understanding.  

Solution Focused  The technique emphasizes solution-
oriented thinking, problem-solving, and 
leveraging existing strengths and 
resources rather than dwelling on 
problems or limitations. 

 
3. Effects of having a Leadership Coaching 

Program within the organization 

Table 4 
 Leadership Trust, Job Satisfaction, Job Performance, and Job 
Engagement Scores before coaching intervention as rated by direct 
reports 

 

Table 5 
Leadership Trust, Job Satisfaction, Job Performance and Job 
Engagement Scores 3 months after coaching intervention as rated by 
direct reports 

 

 

Questions Mean  Interpretation  

The coaching sessions have 
deepened my self-awareness. 

4.82 Strongly Agree  

The coaching sessions helped 
me improve my 
communication skills.  

4.47 Agree 

The coaching sessions help 
me build genuine and 
authentic relationships with my 
team.  

4.60 Strongly Agree  

The coaching sessions help 
me strengthen my emotional 
intelligence.  

4.52 Strongly Agree  

The coaching sessions help 
me cultivate a growth mindset 
and embrace continuous 
learning.  

4.45 Agree 

The coaching sessions help 
me develop a sense of 
accountability  

4.40 Agree 
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Table 6 
Performance and Job Engagement Scores 6 months after coaching 
intervention as rated by direct reports 

 

The pilot leadership coaching program 
significantly improved leadership trust, job 
satisfaction, job performance, and job 
engagement among employees of participating 
leaders.  

 
Initially skeptical, employees' confidence in 

their managers' leadership abilities notably 
increased over three and six months, from a mean 
of 2.40 to 4.55. Job satisfaction rose from a mean 
of 2.52 to 4.48, while self-perceived job 
performance increased from 2.70 to 4.00, and job 
engagement improved from 2.30 to 4.51.  

 
These findings underscore the program's 

effectiveness in positively influencing both leaders 
and their employees, enhancing various aspects 
of the organizational environment. 

 
We also surveyed to gather feedback from 

the leaders who participated in the Leadership 
Coaching Program. The survey utilized a Likert 
scale to measure their experiences, and the 
results are presented below. 

 
 
 

 
Table 7 
Impact of coaching on leadership trust as rated by leaders who 
participated in the pilot run of the Leadership Coaching Program 

 

Leaders strongly agreed (mean score: 
4.85) that the Leadership Coaching Program 
enhanced their understanding and value of 
coaching, supporting their professional 
development. They also agreed (mean score: 
4.60) that the program fostered their leadership 
growth and development. 
 

Moreover, leaders agreed (mean score: 
4.48) that the program improved their integrity and 
ethical conduct, emphasizing the importance of 
ethical behavior. They strongly agreed (mean 
score: 4.74) that the program increased their 
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awareness of caring for their team members, 
promoting empathy and support. 

Additionally, leaders agreed (mean score: 
4.49) that the program enhanced their 
competence and expertise, and they agreed 
(mean score: 4.46) that it improved their 
consistency and reliability in fulfilling 
commitments. Lastly, leaders agreed (mean 
score: 4.39) that the program promoted openness 
and transparency in their practices, fostering trust 
among team members. 
 
Table 8 
Thematic Analysis on the overall impact of the pilot run of the 
Leadership Coaching Program 

Themes  Description  

Growth 
Catalyst  

An initiative that drives substantial 
improvement.  

Coaching 
Awareness  

Understanding what coaching is all 
about. Correcting any misconceptions.  

 
Overall, the Leadership Coaching Program 

significantly influenced leaders' perceptions and 
behaviors, positively impacting trust dimensions. 
The thematic analysis highlights its role as a 
"growth catalyst" and "coaching awareness," 
emphasizing its value in enhancing leadership and 
organizational growth. 
 

4. Framework or structure can be proposed 
in the development of a Leadership 
Coaching Program as an intrapreneurship 
within the organization 

Table 9 
 Perception of Leaders on implementation of coaching after the pilot 
run of the Leadership Coaching Program  

 

Participants expressed high 
satisfaction with coaching sessions, with mean 
ratings of 4.83 for satisfaction, 4.64 for intention to 
continue, and 4.75 for willingness to recommend 
coaching. These positive responses indicate belief 
in coaching's value and effectiveness. 

These responses align with the intention to 
launch the coaching program formally after the 
pilot run. High satisfaction levels suggest the 
program met participants' needs, with intentions to 
continue and recommend coaching, endorsing its 
value and benefits. 

Moreover, strong agreement (mean rating: 
4.82) on coaching's impact on leadership trust 
supports the program's aim to strengthen 
leadership and build trust within the organization. 

Lastly, agreement (mean rating: 4.49) that 
coaching supports organizational goals 
emphasizes its alignment with broader objectives, 
recognized as a valuable tool for leader 
development and organizational success. 

Overall, the positive feedback and 
agreement on coaching's impact support its formal 
launch and continued implementation, benefiting 
leaders and the organization. The successful pilot 
outcomes provide compelling evidence for 
establishing a formal leadership coaching 
program. 

 
The following is the framework to be used 

in launching the formal leadership coaching 
program. 
 
1. Needs Assessment: 

a. Conduct a thorough assessment of the 
organization's leadership development needs, 
considering current challenges, strategic goals, 
and areas for improvement. 

b. Identify specific skills and competencies 
required for leaders to thrive in the organization's 
context. 

 
2. Program Objectives: 

a. Clearly define the objectives of the 
Leadership Coaching Program, aligning them with 
the organization's mission, vision, and strategic 
priorities. 

http://www.ioer-imrj.com/
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b. Establish measurable goals to track the 

program's impact on leadership development and 
overall organizational success. 

 
3. Stakeholder Engagement: 

a. Engage key stakeholders, including senior 
leadership, HR, and potential participants, to 
ensure buy-in and support for the coaching 
program. 

b. Gather input on specific needs and 
expectations to tailor the program accordingly. 

 
4. Coach Selection and Training: 

a. Establish criteria for selecting qualified and 
experienced coaches, ensuring they align with the 
organization's values and goals. 

b. Provide training for coaches on the 
organization's culture, leadership expectations, 
and the specific context in which leaders operate. 

 
5. Program Structure: 

a. Determine the duration and frequency of 
coaching sessions, balancing the need for ongoing 
support with leaders' daily responsibilities. 

b. Incorporate a mix of one-on-one coaching 
sessions, group sessions, and relevant workshops 
for a comprehensive development experience. 

 
6. Measurement and Evaluation: 

a. Implement a robust evaluation framework 
to measure the impact of the coaching program on 
leadership effectiveness, employee engagement, 
and organizational outcomes. 

b. Gather feedback from both coachees and 
coaches to continuously refine and improve the 
program. 

 
7. Measurement and Evaluation: 

a. Implement a robust evaluation framework 
to measure the impact of the coaching program on 
leadership effectiveness, employee engagement, 
and organizational outcomes. 

b. Gather feedback from both coachees and 
coaches to continuously refine and improve the 
program. 

 
8. Integration with Organizational Culture: 

a. Ensure that the coaching program 
aligns with the organization's culture and values, 
reinforcing desired leadership behaviors and 
fostering a positive work environment. 

 
9. Communication and Recognition: 

a. Develop a communication plan to inform all 
stakeholders about the coaching program, its 
purpose, and expected outcomes. 

b. Recognize and celebrate the 
achievements and progress made by leaders who 
have undergone coaching. 

 
10. Continuous Improvement: 

a. Establish mechanisms for continuous 
feedback and improvement, allowing the program 
to evolve in response to changing organizational 
needs and leadership challenges. 
 
CONCLUSION 
 

The findings of this study revealed that 
coaching indeed acts as a catalyst for growth and 
development among leaders. The coaching 
program significantly contributed to enhancing 
leadership trust scores, empowering leaders to 
build stronger relationships with their teams. 
Coaching enabled leaders to develop essential 
competencies, such as transparency, emotional 
intelligence, and decision-making skills, which are 
fundamental to establishing trust within the 
organization. The exploration of coaching's impact 
on leadership trust has provided valuable insights 
into the organization's leadership development 
journey. 
 
RECOMMENDATIONS 
 

Based on the study's outcomes, several 
recommendations are outlined below to further 
enhance the impact of coaching on leadership 
trust. These recommendations aim to optimize 
coaching strategies and foster a culture of trust 
and effectiveness within organizational leadership. 
 

1. Pursue the formal launch of the Leadership 
Coaching Program: The success of the 
pilot coaching program emphasizes the 
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need for continuous coaching initiatives. 
Developing ongoing coaching programs 
will ensure sustained growth in leadership 
trust and foster a culture of continuous 
learning and development. 

 
2. Expand Coaching Reach to Additional 

Leaders: While the pilot program targeted 
a select group of leaders, expanding the 
coaching reach to include leaders at all 
levels can maximize its impact on the 
organization's overall leadership 
dynamics. 

 
3. Strengthen Integration with Organizational 

Goals: Align coaching programs with the 
company's strategic objectives and talent 
development initiatives. By embedding 
coaching into the fabric of the organization, 
its impact on leadership trust will be further 
magnified. 

 
4. Develop Internal Coaching Expertise: 

Investing in training and certifying internal 
coaches can build a cadre of experts who 
understand the organization's unique 
challenges and culture. Internal coaches 
can provide tailored and sustainable 
coaching solutions to leaders at all levels. 

 
REFERENCES 
 
Bass, B. M., & Riggio, R. E. (2006). Transformational 

leadership. 
https://www.taylorfrancis.com/books/mono/10.4324/
9781410617095/transformational-leadership-
bernard-bass-ronald-riggio 

 
Blau, P. M. (1968). Social exchange. International 

encyclopedia of the social sciences, 7(4), 452-457. 
 
Cameron, K. S., & Caza, A. (2004). Introduction: 

contributions to the discipline of positive 
organizational scholarship. American Behavioral 
Scientist, 47(6), 731-739. 

 
Cotterill, S. T., & Passmore, J. (2019). Coaching 

research: A critical review. Professional coaching: 
Principles and practice, 55-71. 

 

Coutu, D., Kauffman, C. Charan, R., Peterson, D. 
B., Maccoby, M., & Scoular, P. A. (2009). What can 
coaches do for you. Harvard business review, 87(1), 
91-97. 

 
Deci, E. L., & Ryan, R. M. (2012). Self-determination 

theory. Handbook of theories of social psychology, 
1(20), 416-436. 

 
Dirks, K. T. (2006). Three fundamental questions 

regarding trust in leaders. Handbook of trust 
research, 15-28. 
https://www.researchgate.net/publication/28581782
0_Three_fundamental_questions_regarding_trust_i
n_leaders 

 
Goleman, D. (1995). Emotional Intelligence: Why It Can 

Matter More Than IQ. 
https://www.goodreads.com/en/book/show/26329 

 
Grant, A. M. (2014). Past, present and future: The 

evolution of professional coaching and coaching 
psychology. In Handbook of coaching psychology 
(pp. 43-59). Routledge. 

 
Grant, A. M., & Stober, D. R. (2006). Evidence based 

coaching handbook: putting best practices to work 
for your clients. https://psycnet.apa.org/record/2006-
08496-000 

 
Luthans, F., & Avolio, B. J. (2009). The “point” of 

positive organizational behavior. Journal Of 
Organizational Behavior: The International Journal 
Of Industrial, Occupational And Organizational 
Psychology And Behavior, 30(2), 291-307. 

 
Mayer, J. D., Caruso, D. R., & Salovey, P. (2016). The 

ability model of emotional Intelligence: Principles 
and updates. Emotion review, 8(4), 290-300. 

 
Milner, J., McCarthy, G., & Milner, T. (2018). Training 

for the coaching leader: how organizations can 
support managers. Journal of Management 
Development, 37(2), 188-200. 

 
Mishra, A. K., & Mishra, K. E. (2013). The research on 

trust in leadership: The Need for context. Journal of 
Trust Research, 3(1), 59-69. 

 
Noe, R. A. (2016). Employee Training and 

Development (7th ed.). McGraw-Hill Education. 
 

http://www.ioer-imrj.com/


 

 

 

P – ISSN 2651 - 7701 | E – ISSN  2651 – 771X |  www.ioer-imrj.com 
Proceeding of the International Conference on Engineering, Business, and Technology (ICEBT), 09 – 10 January 2024, Courtyard by Marriott 

Central Park Hotel, New York, United States of America 

TORRES, I.C.O., Coaching to Leadership Trust Towards an Intraprenuerial Framework,  pp. 21 - 28 

 28 

             IOER INTERNATIONAL MULTIDISCIPLINARY RESEARCH JOURNAL, SPECIAL ISSUE, MARCH 2024 
                                                                                                                             

                             

Peterson, D. B., & Hicks, M. D. (1996). Leader as 
coach. Minneapolis: Personnel Decisions Inc. 

 
Ragins, B. R., & Kram, K. E. (2007). The handbook of 

mentoring at work: Theory, research, and practice. 
Sage Publications. 

 
Ravitch, S. M., & Riggan, M. (2016). Reason & rigor: 

How conceptual frameworks guide research. Sage 
Publications. 

 
Van Nieuwerburgh, C. (2020). An introduction to 

coaching skills: A practical guide. An Introduction to 
Coaching Skills, 1-240. 

 
Whitmore, J. (2010). Coaching for performance: 

growing human potential and purpose: the principles 
and practice of coaching and leadership. Hachette 
UK. 

 
Zak, P. (2017). Trust factor: The science of creating 

high-performance companies. Amacom. 
 

AUTHOR’S PROFILE 
 

Ian Cristian Torres is a 
successful leader in client 
success management for a 
software company. He's known 
for driving exceptional results 
and fostering team success 
through his expertise in client 

relationship management and innovative 
processes. Ian's passion for coaching is evident in 
his coaching certification and commitment to 
employee growth, reflecting his dedication to 
making a positive impact. 

Ian holds a Bachelor of Science in 
Accountancy Degree and various certifications 
including including Certified Project Management 
Associate (CPMA), Certified Lean Six Sigma – 
Yellow Belt (CLSSYB), Certified Lean Six Sigma – 
Green Belt (CLSSGB), and Certified Continuous 
Improvement Specialist (CCIS), highlighting his 
proficiency in driving process improvements and 
organizational efficiency 

He has completed both his Masters in 
Business Administration and Doctor of Philosophy 
in Business Management Major in Strategic 

Management degrees from Philippine 
Christian University in Manila.  
 

COPYRIGHTS 

Copyright of this article is retained by the 

author/s, with first publication rights granted to 

IIMRJ. This is an open-access article distributed 

under the terms and conditions of the Creative 

Commons Attribution–Noncommercial 4.0 

International License (http://creative 

commons.org/licenses/by/4).  

 

http://www.ioer-imrj.com/

