How do you calculate a ‘fair exchange’ ask Clare Norman

and Michelle Lucas, in this series on fees in coaching and
coaching supervision. Part 1: supervision
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etting practitioners to
talk transparently
about rates is not
without discomfort.

We started to explore
this delicate issue because we noticed
that there was an apparent discrepancy
between the charges for coaching and
those for coaching supervision. We were
personally able to charge more for
coaching than we were able to negotiate
for supervision and that appeared to be
similar for other people who offered
both coaching and supervision.

So how did this come about?

We decided to get curious.

In an unregulated market where
much of the work of independent
practitioners is won through
relationship, how do we know what to
charge? Neither coaches nor
supervisors have a benchmark against
which to guide their fee structure,
Additionally, fees are rarely
transparent, whether in the coaching
arena, supervision or team coaching.

While more research-orientated
coaches might ask their network
contacts, our typical British reserve
stops many practitioners asking the
question -indeed, not everyone is
willing to provide answers. The result?
The practitioner ends up doing a bit of
guesswork about what fee is
appropriate for their client base.

So how do we take the guesswork out
of determining our fees?

In this series, we'll be looking at the
current fee structures for supervision,
coaching and team coaching and we
will explore what factors are
influencing pricing strategy. We start
with supervision fees (in the UK.)

Having done some desk research

g (scouring supervisor directories and

-2 websites to find practitioners willing to
] go public about their rates), this is

g what we found (see box above). When

8 considering fees thatindependents are
£ charged for supervision, the issue is

S complicated by the vagaries of the

B coach’s hourly rate, which itself can

Individual supervision  Group supervision

plus 10%

Independent coaches Between £85 and the Between £45 and £125 per
Lowest to highest rates | coach’s standard hourly fee | hour per person

Internal coaches Lowest | Consultancy day rates: €800 - £2,300
to highest rates (depending on sector)

range from £25 to £500 per hour.
Similarly, fees charged to organisations
for supervision of internal coaches vary
depending on its industry sector.
Interestingly, in our research and
network discussions it was very rare to
find individuals paying a high-end rate
for supervision. One established
practitioner commented, “Only one of
my individual supervisees pays me a
rate which is equivalent to what I could
earn as an executive coach for the same
session time."

A supervisor's earning power was
only maximised in the domain of
corporate-facing work, charging day
rates in high margin sectors for group
supervision,

You might imagine that less-
experienced supervisors charge at the
lower end of the spectrum, following
the similar pattern that new coaches
tend to charge rates also at the lower
end, but we found little evidence for
this among supervisors, with even very
experienced supervisors charging at
the lower end of the spectrum.

Let's look at the case for the different
cost models.

CHARGING LESS FOR
SUPERVISION THAN
COACHING

© Maturity of the coaching
supervision market

When coaching supervision emerged
as an offering, it was usual for the
supervisor to have a therapeutic
background. Therapeutic professions
have historically commanded lower
fees for their client services than
coaches, partly because of the
perceived ‘wellness’ of their clients and
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| oF aging early ad

| because, typically it was delivered

weekly. Coaches now have more

' supervision choice than ever, and while

that choice includes more
therapeutically orientated supervisors,
the price that coaching supervisors can
charge will be suppressed.

While coaches who investin
supervision would not be without it,
there isn’t that much data about its
benefits. The professional bodies differ
in their position on its importance.
Some see it as fundamental and
incorporate it into their accreditation

| processes (AC, EMCC and APECS). The
' ICFvalues mentor coaching (observed

coaching with feedback benchmarked
against ICF core competencies) as
formative for ICF credentialing and

' recommends supervision as part of a
. coach’s CPD.

In some regions, an absence of
trained professional supervisors has led

. toanincrease in peer supervision -

generally reciprocal and unpaid. Some
will conclude it's not worth paying for

. something you can get for free.

L4

Ideally, for the reputation of the

. profession, the safety of the client and

the benefit of the practitioner, we want
to encourage more coaches to “stay
sharp and stay safe” (Norman, 2016)
from the moment their practice

. breathes. If we want coaches to have

supervision as soon as they get their first
clients, it needs to be accessible when
they’re not bringing in much income
themselves. So, keeping the cost down
may encourage them to buy it sooner,
with sooner-seen benefits. What we do
knowis thatonce the benefitsare
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Issues to consider

* How do we ches to

# Does it matter that the range of supervision fees is so extensive?
* What are the implications for the wider profession to have some
supervisors ‘undercutting’ (consciously or unconsciously)?

# How much is cost a determining factor in who we choose to be our supervisors?

ag

coaches prefer?

system of coaching?

about the value that it brings versus the amount that it costs?
* If the costs of individual and group supervision were equalised, what would

© What difference does the rate we charge for supervision have on the whole

in supervision and get more savvy

known and felt, they're likely to
continue engaging with supervision.

This might take us to a situation
where supervisors offer a sliding scale
of charges whereby the coach who s
just building up his or her business
pays less for supervision than the coach
who has been in the market for some
time. Consider how other professional
services actively encourage start-ups
and entrepreneurs. Banks offer
discounted banking fees, for example.
What might be the checkpoints that
cause the price to rise - experience...
accreditation or credential level? Time
since training? Income? Hours of
coaching completed? While the new
coach might jump at this opportunity
at the beginning of the supervision
relationship, as the coach’s rates
increase with confidence and
experience, why would they then offer
to pay more for the same service?

© Cost of sale

When we compare the lifespan of the
supervision relationship, it can often
continue over a much longer duration
than a coaching one. Typically, a
coaching assignment might involve six
to ten sessions over a year. In
comparison, once a supervision
relationship is established, it's not
unusual for a supervisee to remain with
that same supervisor for the rest of
their coaching (or more often their
supervisor’s ) career.
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This would make the case for lower-
priced supervision because there are
lower marketing costs and less effort in
winning supervision clientsin
comparison to coaching. This depends
on how a coach wins their business, as
the effort is similarly low for associate
coaches and for the preferred supplier
for large corporates with large volumes
of coaching assignments.

# Cost to serve
Group supervision is a popular choice.
The hourly fee of the supervisor is
spread among multiple supervisees
and satisfies a need for connection.
Ideally, this makes it more cost-
effective for the supervisee and offers a
more lucrative proposition for the
supervisor. This will appeal to coaches
with a small budget for supervision
and indeed enables more coaches to
access supervision than if only
individual supervision were available.
This ignores the added complexity of
supervising a group though. The
supervisor must take account of the
extra effort in group contracting and
managing group dynamics. There’s an
argument that while group work is
more efficient, it’s harder work for the
supervisor. To do it well the supervisor
may need even more training or
experience in facilitation andfor group
dynamics. There are also the additional
marketing and administration costs in
bringing a group of people together.

# The supervisor's motivation
Coaches, as arule, engage deeply with
their professional and personal
development. There’s always another
slant to take, a theory to delve into, a
psychological perspective or tool to
learn. However, ‘selling to our own’ can
prompt an interesting psychological
response. With supervision’s more
collaborative and collegiate stance,
some supervisors might feel awkward
if their work feels like pyramid selling;
perhaps making money from other
coaches feels dishonourable in a way.

In reality, it's no different toa
wholesalefretail business model.
Coaching is retail - we sell to others;
supervision could be seen as wholesale
-we sell to our own.... and wholesale
carries a lower price-point.

Also, many supervisors are at a life
stage where their work is more about
intellectual stimulation and
professional connection than necessity.

CHARGING MORE FOR
SUPERVISION THAN

FOR COACHING

© Additional expertise

Professional coaching supervisors will
have spent additional time and money
becoming trained and qualified or
accredited as supervisors. Coaching
supervisors are often seasoned
practitioners with more experience to
draw on. Many supervisors journeyed
into supervision training to extend
their practice beyond being a master
coach. In any other business model,
these costs would be accounted forin
the charging-out of services. The
concept of paying more for someone
with more experience is familiar to
most of us. So, as a coach, isn't it
reasonable to expect your supervisor to
have higher fee structures that will
account for their additional expertise?

# Ratio of coaching hours to
supervision hours

We should also consider the ratio of
how much supervision is
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recommended in relation to the
number of hours of coaching. The
professional coaching bodies have
recommendations of good practice -
often with a higher ratio of hours for
new coaches (say 1:20) and a lower
ratio for experienced coaches (say
1:40). It is a little counter-intuitive from
an affordability perspective, as new
coaches are likely to have fewer funds
to pay for more intensive supervision.
Nonetheless, multiple hours of
coaching fees will contribute to the
cost of one hour's supervision.

* The client’s perspective

How would clients feel if coaches in
supervision charged an explicit levy,a
supplement, with the cost of
supervision being passed to the client?
Ultimately, the client benefits from a
coach who is in supervision whether or
not their work is discussed in
supervision. This might also help clients
understand the value in working with
an accredited coach (where supervision
is mandatory to maintain status)
compared to one who is not.

AMORE ROBUST

PRICING STRATEGY

This illustrates the complexity of what
appears at first to be a simple question
-and we're wondering why as
practitioners we're facing this ‘alone'?

What's the role of the professional
bodies to support members to
establish a fair price for our services?
We know that relatively speaking
coaching and coaching supervision are
still maturing markets but if we want
to appear professional to our clients,
wouldn't some kind of pricing
structure illustrate our maturity?

It would also mean that consumers
would be choosing suppliers based on
‘best fit' rather than price. Can you
imagine how much easier responding
to tenders would be if the market rate
for the work was already established?

In many organisations, there’sa
yearly exercise where the
compensation and benefits team
benchmark employee’s roles against
roles in other companies in similar and
different industries and come up with
salary ranges. If we were to take an
approach similar to the ‘salary survey’
benchmarking of organisations, we
would need the following:

® A research organisation skilled at
developing salary surveys

» Ameans of funding the research

» Support from professional bodies
and key stakeholders in the market to
promote participation

» Engagement of practitioners to share
their data knowing that it will be
treated confidentially

We recognise that establishing a single
recommended rate would be
inappropriate, We would need to
consider the underpinning expertise of
both coach and supervisor, the sectors
they worked in as well as more esoteric
factors such as the practitioner’s belief
system. Clearly making this happen
might take some time, so what do we
do in the meantime?

Our argument is for a ‘fair exchange’.
Where coaches are charging for their
services, as a minimum they should be
willing to pay their supervisor at least as
much as they receive themselves.
Ultimately, an hour of your time equals
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an hour of mine. Ideally, we think that
supervisors should value the investment
they've made in their further training
and ask for a supplement on the

| coaches’ earning power.

Here'’s an example of how might this

. work in practice:

® Let's say supervisors charge

- the coach’s coaching rate + 10%

«If we say the coach’s corporate rate is
£400 per session (to make the maths

| easy)

# Then the coach’s coaching rate +
10% for supervision = £440

" For argument’s sake, let's say the coach

has 10 clients a month, so £4,000 per
month coaching income.

If we suggest one supervision session
every other month, that is one session

. for20sessions of coaching, which

. would be £440 out of £8,000 income.

. That’sroughly 5.5% of the coach’s
income being spent on supervision.

1s 5.5% fair? How might we compare
this investment to what we're willing to

. payforother CPD?

As coaches and as supervisors, we'd
love to hear what you think is fair. Put a
figureonit. @

| CONTACTUS

# Michelle Lucas: michelle@
greenfieldsconsultancy.co.uk

- #(Clare Norman: clare@

clarenormancoachingassociates.com

 Next issue: coaching fees
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For what it’s

How do you decide what to charge your client, ask Clare Norman and
Michelle Lucas in this series on fees in coaching and coaching supervision.
Part 2: pitching your fees

hetheryou're

starting out or

have been

coaching for

some time,a
common conundrum is how to
pitchyour fees.

Our last article explored the disparity
(anonymous) research there is already
| out there about the price of coaching.

between supervision and coaching
rates (https:/[bit.ly/32gAIEp). This
time, we focus purely on coaching
where, just like supervision, there's a
lack of transparency among
practitioners. An example of this
occurred recently when one of a group
of coaches commented on the double-
bind we find ourselves in, explaining:
“Idon’t want to talk about fees-it'sa
no-win situation; either I'll feel rubbish

because I can’t command what other
people can or I'll feel guilty that I'm

earning more than is appropriate.”

But if we don’t talk about our fees,

| we'releftwith not knowing -and the
| opaqueness continues. So how can we

start to open up the conversation?
Let's start by reviewing what

Some research was carried out by the
Association for Coaching (AC) in 2004
(yes, 2004: that was the most recent we
could find!). It reported that the average
coaching rate when taken on a per
individual session basis was £50 to £75
per hour, rising to more than £100 per
session per hour when part of a package
ormonthly rate, and to an average of
£125 to £250 per hour when offered ina
business context, again as part of a
programme of coaching, or monthly
fee. To bring this up to date, we looked

. attheLife Coach Directory, where coaches

are selling directly to individuals, and it
seems that, for individual coaching in
2020, rates have not changed much,

ranging from £55 to £90 per hour.

More recent figures are available via
the 6th Ridler Report (2016), where
organisations were asked about the fees
they pay to external coaches per hour at
different levels of the organisation.

The greatest variability in fee rates is

at group CEOJmain board level.
Some 40% were above £1,000 per hour,
and 28% were at £500 per hour, but the
range spanned from £300 to £2,000 per
hour. The highest rates here tend to be
paid to people more akin to business
mentors than coaches. At senior
executive level, 21% of fees are at or
above £1,000 per hour. For senior
managers, 75% of fees are at or less than
£500. For middle managers, 91% are at
orless than £500.

In 2017, Henley Business School, in
partnership with the European
Mentoring & Coaching Council,
published a study(carried out in 2016),
separating coaching funded by
corporates or individuals, Again, the
range was wide, with 54% of

(™

participants charging between €101
and €399 per hour for corporate funded
coaches and, when individually funded,
57% of coaches charged less than

€101 per hour and 40% charged
between €101 and €199 per hour, with
only 3% charging more than this.

The four-figure hourly sums quoted
in the Ridler Report are referred to by
some coach training organisations and
marketeers who want to position
coaching as a lucrative enterprise, to sell
their own wares off the back of that
tempting earning potential. However,
in our experience, these rates are the
exception rather than the norm.

Nonetheless, even where there's less
variability, the rates for senior
executives and senior managers exceed
those identified by the AC forratesin a
business context. So perhaps rates have
risen, or perhaps we're comparing
‘apples with pears’. The Ridler Report
findings are focused only on
organisational fees.

We've noticed that often, large
organisations don't engage directly
with independent practitioners, rather
they engage a consultancy as an
intermediary, managing quality control
and financial administration. The
supposed ‘hourly’ fee may be masking
the mark-up that the third party charges
forits own cost to serve. In our
experience the hourly rate the
practitioner receives may be as little asa

third of what the organisation pays.
Additionally, the report doesn’t give us
the full picture of the spectrum across
industries (and we know from our own
practices that what we can charge will
differ depending on the nature of the
sector we work in). Finally, the report

' didn’t consider coaching that was being

funded by an individual.

The AC found that “coaches will
typically consider anumber of
questions before they determine their
rate. The most popular explanation is
based on personal calculations which
considers personal factors such as ‘how
much am I worth?’, ‘what experience do
I have?', ‘what training have I invested
in?’,‘how much doI require in order to
make aliving?' and ‘what contribution
doIneed to make to my income?’

Others based their explanation on

| perceived attractiveness to the market
by considering ‘what is an affordable

rate?’, ‘what will be considered
competitive?', and ‘what represents
good value for money?’

The previous two explanations are

. often informed by coaches’ market

research, which also forms a separate

category, and is the third key
- explanation. Questions coaches explore
! include ‘whatis the market charging o




R iSEARCH B

Startup Ongoingannual Approximate annual cost £ (where known)

Telephone, computers & software
Video conferencing licence v £180 per annum
Cloud storage (2TB) v £100 per annum
Office 365 v v £100 per annum
Antivirus protection v v £45 - 80 per annum
Office equipment purchase - laptop, printer, | ¢ v £1,200 - £2,000
phone
Broadband/telephone v v £400 - £600 per annum
Marketing & web
Website creation v £500 - £5,000 +

bsite - ongoing content upd v v £35 - 50 per hour
(outsourced help)
Website hosting and ce and v v £40 - £150 per month
email
Marketing support v £35-£50 per hour
Digital marketing (scheduling tools, CRM v Free widely available, but more complex are
etc) chargeable
Advertising and promotion (including v v £500 per annum
professional photography)
Administration
Admin support (PA/VA) £25 - 40 per hour
Stationery/office supplies/office expenses v v
Bookkeeping software (or bookkeeper) v v £35 + per month
Bookkeeper £15 - £25 per hour
Professional fees
Accountancy fees - Ltd Company/Sole v v £450 + per annum
trader/Self- Assessment
Legal advice/guidance - depending on what | v v £200 - £400 per hour
you need
Professional Indemnity Insurance, annual v v £90 - £300 per annum
charge (depending on cover level)
Information Commissioners Office (ICO v v £35 per annum
GDPR), annual charge
Association membership (ICF, Chamberof | v/ v £300 + per annum
Commerce, other professional bodies)
Overheads
Client entertainment v Dependant on your b model
Acct dation and subsi e v Dependant on your b model
Mileage and travel v v 0.45p per mile
Networking v 4 £15 - £45 per session
Office space Dependant on your b model
Professional development - training v 4 Your choice
Coaching supervision (6 x £150 pa) v v £900
Mentor coaching (3 x £250 pa) v v €450
Coaching (4 x £150 pa) v v £600
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Startup Ongoingannual Approximate annual cost £ (where known)

Overheads continued

Business mentoring (4 X £150 pa)

v £600

Coaching tools (if you use 360s or
psychometrics)

Depends on what you use

Banking & payment fees

Bank charges (depending on who you
bank with)

£0-£78

Payment charges (Paypal, Stripe, etc)

v Around 3% of what you sell

Set asides

Tax set aside

20-25% of revenue

Holiday pay set aside

Your choice

Paying yourself

https://www.crunch.co.uk/knowledge/
becoming-self-employed/pay-yourself-sole-
trader-how-much-put-aside-for-tax/

Sole trader - Drawings

4 v

Limited company - Salary/dividends

v v

* Costs are app

and vary depending on your

ipplier, your location and your business mode!

Table 1: Setting up a coaching business - costs to consider*

(inmyarea)?' and ‘what are my peers
charging?'”

We notice that several variables
underlie these questions:
© Coach ~is the coach a novice ora
master or somewhere between?
All the professional coaching bodies
differentiate their members by
number of hours of experience
(among other criteria). This might
lead us to asliding scale of rates as a
coach accumulates more hours.
© Client - is the client private or from an
organisation? That may be further
complicated by the sectorof an
organisation: are they a not-for-profit or
afinancial services organisation or
somewhere between?
© Subject matter-is the coaching
helping an individual to work through
redundancy, about wellbeing and stress
management, or about getting a
candidate promotion ready, each of
which might require a different
pricing model?
# Coaching organisation - is the
coach selling directly or through an
associateship?

* Programme and session variables -

is this a one-off or a package of coaching

where we might discount for volume?
How long is a session?

© Location - are there city vs regional
rates? Are there any on-costs to deliver
the work, for example travel expenses or
time involved or infrastructure costs for
working virtually?

© Market or contextual - some client
groups will benefit from coaching
irrespective of their ability to pay. Some
coaching consultancies (not just
charities and voluntary organisations)
offer pro-bono services. This can affect
what commercial organisations can
command with similar client groups.

» Portfolio mix - coaches may decide to
add a premium to their paid services to
cover the cost of pro-bono coaching.

* Employment - what kind of salary
could the coach command as an
employee based on skills and
experience? What is the hourly rate for?
For example: How do coaches account
for holiday pay, sick pay, business
development costs, business
administration costs?
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So far, so complex. Many, but not all,
coaches are self-employed. So perhaps
we could take a more bottom-up
approach. What if we looked at how
much we might earn as an hourly rate if
we were employed, as though we were a
senior leader where coaching is part of
ourrole.If we had a salary comparison,
we could work out an hourly rate.

Or could we? Our employment
contract includes paid holidays, sick
pay, compassionate leave, a pension,

VAT

and coaching supervision - so much
more than an hourly rate. Looking at
thatwhole package (versus salary
alone), we might be looking at, say, an
uplift of 30% on our basic salary. We
also need to consider that we have no
non-earning time in paid employment.
Itdoesn’t matter whether we are
networking, managing others or
writing a business plan - we are paid.
Conversely as an independent coach,
the hours of administration, business
development, design work and
preparation are all non-fee-earning.
Many full-time coachesworkonthe <

yment
Y
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basis of three out of five days being
client-facing, with one day for admin
and one for business development. This
means that our daily rate needsto be 1.6
(or 5/3) of our employed rate to cover
these non-fee earning days. Even that
doesn’t take account of those three days
not being eight full hours of coaching as
our energy levels wouldn’t support that.

Additionally, there are significant
costs to serve - part of any business
overheads. Many employees won't see
this as a personal benefit, but for self-
employed coachesit’sverymucha
personal cost. Despite the coach being
the core asset of their business, ongoing
professional costs can be substantial
(seeTable I) and let’s not forget our
original expenditure to trainasa
professional coach which might be
anything from £2,500 to £10,000.

Ifwe are going to calculate a market
rate comparison, we need to consider:
S=market salary (basic pay)

B= additional benefits (eg, pension,
paid holiday, bonus)
W =days available for work
I=setup costs
C=ongoing costs
Perhaps a formula:
Daily Fee =(S+B+1+C)
w

This might give us a daily rate, from
which we might expect to work with 2-3
clients; each session being 90-120
minutes duration (though we realise
many coaches offer shorter sessions)
with time in between to refresh, restore.
So to get to a sessional fee we would
divide the daily fee by, say 2.5.
Alternatively, we could look at this
from the other end of the telescope by
examining the return on investment
(ROI) that our clients are likely to gain.
Price according to value rather than cost
if you like. ROl studies for coaching are
usually carried out in an organisational
context, so this may not apply for
private coaching. But if we look at those
studies, we see something like this:
# Coaching greatly accelerates the rate

30 COACHING AT WORK

atwhich an individual learns and
contributes from their learning. Studies
have shown training alone changes
behaviour by 20% and training followed
by coaching changes behaviour by 88%
(Olivero, Bane & Kopelman, 1997)
®“Coaching has a 2x greaterimpact on
business results (productivity,
engagement, etc.) vs. paying for
performance” (Bersin & Associates, 2011)
# Coaching gives a conservative
$100,000 financial benefit, with 28% of
respondents indicating over $500,000
(Lore Research, 2002)
* “The vast majority (86%) of those able
to provide figures to calculate company
ROlindicated that their company had at
least made their investment back. In
fact, almost one fifth (19%) indicated an
ROl of at least 50(5,000%) times the
initial investment while a further 28%
saw an ROl of 10 to 49 times the
investment. The median company
return is 700% indicating that typicallya
company can expect a return of 7 times
the initial investment” (PWC/ICF
(International Coaching Federation)
Global Coaching Study, 2009).
“How much am I/the value I bring
worth?” is subjective and may depend
on the coach’s confidence in
themselves - too much and a coach
may inflate their fee inappropriately;
too little and they may be selling their
services cheap. But if we were touse a
value pricing model, might we charge
700% of our costs and time to match
the 700% ROI noted above?

Asimpler way might be to look at the

Return on Expectations, where the
client approximates the perceived value
of the service provided. This might take
us to some interesting pricing
discussions around time saved,
operational efficiencies made,

value added.

It’s easy to see why we are struggling
to clarify fee rates in our coaching
community. We're not saying every
coach needs a matrix of 50 + price
points, but we do need to identify our
target market and price accordingly.
Our argument is that despite this being
an unregulated market, it would be
incredibly useful to coaches if there
were some benchmark figures against
which to set their pricing strategy. As
we identified earlier in this article, there
are at least nine variables that would
need to be accounted for. To manage
this complexity, we would need to
involve organisations who understand
how to simplify the vagaries of
compensation.

We would like to encourage the
coaching bodies to embark on such a
benchmarking study. Before we getto
that point though, we will look at the
variables for team coaching in the next
article in this series. @

CONTACT US

® Michelle Lucas: michelle@
greenfieldsconsultancy.co.uk

 Clare Norman: clare@
clarenormancoachingassociates.com

® Next issue: team coaching variables
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eseem to beinan
era of awakening
for the coaching
industry. Last year
(2020) saw a joint
agreement between ten professional
bodies on climate change, the rapid
growth of the Climate Coaching
Alliance, and an enthusiastic
response to the launch of systemic
tool, Neil’'s Wheel. All indicators that
we're awakening to the part we can
play, as coaches, in addressing the
challenges of our times.
I've been heartened by the many
conversations I've participated
in, challenging the dominant
coaching narrative that we must stay
‘out of the agenda' to serve our clients.

We're awakening to an awareness 9
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If we, as coaches, want to contribute to social and
environmental agendas we must also address
their economic underpinnings. We cannot ignore
the elephant in the room, says Heather Monro
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In the third in our series on rates for
coaching and supervision, Sebastian Fox
researches rates and practices.

Part 3: What should we charge for a team

coaching engagement?

Michelle Lucas’ recent
article looking at fees
for one-to-one coaching,

in this article I will look at the

different rates and practices
charged in team coaching
interventions.

The aim is to help inform team
coaches in thinking about what they
should consider when discussing a new
team coaching engagement. A starting
point is to recognise the situation is
complicated by lack of a standard
definition of what constitutes ‘team
coaching’ (Lawrence & Whyte, 2017). The
International Coach Federation (ICF)
has recently published team coaching
competencies which, while it does not
give aspecific definition, offers a
clarification of team coaching being “an
experience that allows a team to work
towards sustainable results and
ongoing development” (ICF, 2020, p1).
This team competency framework

distinguishes team coaching fromother |

team interventions such as training,
consulting or mentoring and sets out
different ‘team development
modalities’.

This article focuses on team coaching
asan intervention that works with the
team’s dynamics, and is understood to
mean “partnering with a team to
unleash its power, purpose and
potential to connect and collaborate”
(Woudstra, 2021, p39). While the
definition is narrower than some, this
was a deliberate decision made at the
outset of the survey to establish some
common understanding of the basis of
the work being researched. In
particular, there's a distinction drawn
between one-off interventions such as
training and team building, and longer
ones including mentoring, consulting
and facilitation which could be
considered similar to team coaching in
terms of their duration. The ICF
explicitly states that it might expect a
team coach to move along the

continuum of different modalities
during a team coaching programme
(ICF, 2020). This does nothing to help
clarify the distinctiveness of team
coaching and further complicates
matters, as many clients’ reference point
for fees might be from team building or
team training interventions.

The previous article mentioned a
paucity of research for one-to-one
coaching. There seems to be even less
research available for team coaching
rates: the ICF, Association for Coaching
and European Mentoring & Coaching
Council all confirmed they have no
data at all, nor does any independent
research appear to have been carried
out. Of course, this is partly because
team coaching is only emerging slowly
as a separate discipline to one-to-one
coaching and there’s limited literature
on the whole area (Widdowson et al,
2020). Nonetheless, with an increasing
number of trained team coaches and
agrowing interest in how team
coaching can help teams perform 2
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Team
building

Short, 1-5 days

training

Short, 1-5 days

Team development

Team
consulting

Team

Widely

Longer term, involves many modalities, many topics

Team
mentoring

Staccato, hours

Short, 1-5 days Longer term,

available over a long months
period of time
Exercises Work with the Consultant Mentor shares Facilitate dialog | Team and coach
team througha | shares partner
curriculum of expertise
material
(LN UETEEE Enhanced New knowledge | Additional New knowledge | Clarity Achieved goals;
relationships or skill insights team
sustainability
Team Minimal Minimal Minimal, Minimal Minimal Integral
dynamics; advisory
Conflict
resolution
Instructor Trainer Consultant Mentor Facilitator and Team

Expert;
Ownership

team

Source: ICF Team Coaching Competencies, 2020,p.3
Table 1: Team development modalities

better, now is a good time to address
the question of what is an appropriate
rate to charge for team coaching.
Anecdotal evidence suggests that
deciding what to charge is one of the
more taxing questions for newly
qualified team coaches.

To help inform the answers to this
challenging question, and in the
absence of any literature or established

sources, research was carried outamong |

team coaches in late 2020. Some

33 respondents from the UK, Europe,
North America, Australia and

South Africa completed an online
survey on how much they charge for
their services. To try and ensure
consistency in comparing different
rates charged, only team coaches with
some formal team coaching
qualification were included,
recognising nonetheless that as with
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. one-to-one coaching, there's a wide
| range of practices depending on
. coaches’ philosophy, stance and

training. However, it meant that
respondents were principally coaches
who operate in the team coaching space
working with the team’s dynamics.

SURVEY RESULTS

The results revealed - as might be
expected - a wide range of fees and
practices. Key findings include:

* Amajority of respondents charge by
project, rather than daily or hourly rates
» Major variables are the sector in which
the team coach is operating and type of
client organisation

# Other than for newly qualified team
coaches with less than a year's

| experience, most respondents’ daily

rates ranged from £500 to £3,000
irrespective of years in practice.

It was evident from the responses that
the variables taken into account

. comprise two different types.

On the one hand are the more
objective factors such as the estimated
time needed for the coaching sessions,
preparation time, size of team,
frequency and number of sessions, type
of organisation, sector and daily rate.
On the other, the more intangible
factors including the ‘social value’,
alignment to the coach’s values,
affordability and readiness of the team
to be coached.

The length of time practising asa
team coach, type of qualification or
coaching ‘'model’ used don’t appear to
be strongly linked to the daily fees
charged after a year or so of
qualification. It’s the coach’s choice of
sectors or type of client organisation
that have asignificantimpact. Some
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coaches also reported taking into
account how ‘socially valuable' they felt
the work to be and flexing their rates
accordingly. Typically, as expected, the
rates charged for work with not-for-
profit/charities and public sector/
government were lower - sometimes
considerably so - than fees charged
when working with private enterprises.

Once these variables are taken into
account, the majority of respondents
charged by project or daily rate (though
i’s worth noting that team coaches
charging by project usually did so by
reference to a notional daily rate).

The amounts charged for a project
range from £15,000 upwards (to
£50,000 or more in some cases). Within
the fees charged, there's typically a
range of ‘add-ons’ such as a diagnostic
(or number of diagnostics) and of
particular importance within the
project is whether one-to-one coaching
isincluded. The fees charged for one-to-
one coaching usually form a significant
element of the overall fees for a
programme and thus most team
coaches will do both in order to make

the work viable. Worth noting is that the :

diagnostics might also constitute a
significant piece of work, involving not
just the diagnostic survey but interviews
with both the team members and the
team’s key stakeholders. A respondent
summarised their variables as:

“Usually, I have a basic day rate in
mind but further considerations
include length and size of assignment,
organisational level of the audience, a
sense of how ‘ready’ the audience are
for team coaching and therefore how
much resistance I'm likely to face/ how
much effort will probably be required
to position, the market and how I sell
the process and its benefits to the
target audience.”

In spite of the overall headline rate for
a project appearing attractive, the rates
charged for team coaching sessions
tend to be less in aggregate than what
would be charged for an equivalent
amount of time spent one-to-one

How do you charge for your work?
33 responses

@ Hourly @ Daily © By project ®Other

Figure 1: Different methods of

charging for team coaching

interventions

. coaching. Where project fees are quoted

towards the higher end of the range,
this s likely to be due to a significant

' elementof one-to-one coaching

included in the scope of work.

When charging daily rates, practice
varies considerably, with the actual
rates charged starting at £400 (or
sometimes less, for long-term
contracts) going up to over £4,000.
Respondents were split equally
between those who charge between

£400 and £1,200 per day and those
. charging over £2,000. The main

determinant is, again, the sector and
type of client with £500-£800 per hour
the norm for public sector and not-for-
profit), and £2,000 upwards for

. small/medium enterprises and larger

corporates. One coach described their
thinking process thus: “I consider on-
and off-line involvement; the value to

the client balanced with the cost of ‘not
| doing anything' as well as the likely

affordability of the client.”

Very few of the survey respondents
charge hourly rates. Where these were
mentioned, they ranged from £60 to
£250, but in these cases their notional
hourly rates are aggregated to charge a

. dailyrate. Although many of the |
respondents work for themselves, a few
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reported the rates they receive working
as associates of larger organisations
from £800 to £2,000 per day.

One perhaps surprising feature
arising from the data is that the amount
of experience didn’t seem to affect the
rates greatly. Team coaches with up to
three years' experience charge similar
daily rates to those with up to ten years,
the main variables of the actual rate
being the client type and sector. This
might be because coaches quickly reach
what they consider to be a natural
‘ceiling’ for the fees they can charge.

Where experience does play a
potential role in the rates appears to be
when charging by project. More
experienced team coaches tend to
charge more often on a project basis,
perhaps because they have a better
understanding of what's involved or
what they can charge for within the
overall project fee. Team coaches with
up to three years' experience report
projects starting at £10,000 and those
with six years or more £50,000 upwards.

DECIDING RATES

When deciding what to charge for
team coaching, there are some similar
variables to one-to-one coaching:

# Client demographics - the sector or
industry, size and seniority of the team
* Programme and session variables -
what’s included such as a diagnostic,
interviews, surveys and one to one

coaching

Conversely, other factors which are
important in determining the rate in
one-to-one coaching seem less relevant
when it comes to team coaching:

# Location (particularly where much, or
all, of the work is delivered virtually)

* Type of coaching, ie, the coach’s
philosophy and way of team coaching

# Coach’s experience and time
practising, though team coaches may
come to a team coaching rate by
reference to what they charge for
one-to-one coaching or training if they
alsodo that.

COACHING ATWORK 29




“The fees charged for one-to-one coaching
usually form a significant element of

the overall fees for a programme and thus
most team coaches will do both in
order to make the world more viable”

There may, of course, be other personal
factors, which are important to an
individual team coach in informing
their rates. But, from a broad
perspective, what should you consider
when trying to decide what to charge
for a team coaching engagement?

WHAT TO CONSIDER
* What rate is appropriate for your

sectorand type of client organisation?
. experienced or newly qualified, may be

© What time are you going to factor in
and charge for? Are you going to
include preparation time (and at what
rate) for the sessions? What about client
management time in talking with the
sponsor and other required admin?

© What's a reasonable commitment
foryour client to make? What makes
most sense? To offer an initial tranche of
work for, say, a diagnostic and launch
plus a couple of sessions, the diagnostic
and feedback only, or something else?
# Are you working on your own or
with a co-coach, particularly if you're
coaching a larger team? What about
time for debriefs when working witha
co-coach?

» How much one-to-one coaching will
beincluded?

© What are the client’s expectations in
terms of what's likely to be involved
(or how can you manage those to
enable you to charge whatyou aspire
to)? How can you package the
programme to make it acceptable to
them?

# Do you wish to factor in your cost

of sale?

© What benefits will accrue to the
client from the coaching?
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| SUMMARY

This research has highlighted some of
the key variables and questions team
coaches could consider but doesn't
seek to provide a definitive answer to
what they should charge. However, by
setting out what coaches working
across different sectors, locations and
with varying experience charge,
potential guidelines have emerged. All
team coaches, whether highly

able to use the data and questions

contracting and initial inquiry with
team members (depending on number
of team members).”

While it's difficult to make a straight
comparison with one-to-one coaching,
broadly speaking, the per diem rate for
working with a team is likely to be less
than could be charged for working
with the same number of individuals
on aone-to-one basis (assuming that
were possible), Team coaching does
offer different opportunities to one-to-
one coaching, including as part of a
wider engagement programme which
could include diagnostics, stakeholder
interviews, pulse surveys as well as one-
to-one coaching. Further research
comparing team coaching rates with
other team coaching interventions
would be beneficial in helping
de-mystify the subject. @

© Next issue: how might we encourage our
,

posed to challenge or re ine their
own thinking on what they charge and
how that compares with other team
coaches. As one respondent says:
“{1decide what to charge] with
difficulty and depending if I have
worked with the client before and they
know my reliability. Iwork outarough
number of workshops (now ¢. 3 hour
zoom sessions) and charge foraday,

v which includes the preparation. I might

charge 2 days to do the upfront

professional ¢ ies to step up to the
challenge of gathering regular and robust

research on team coaching rates to provide
asound base for future reference?

ABOUT THEAUTHOR

o Sebastian Fox is an executive and team
coach, director at brownfox consultancy
and a faculty member of the Team
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Compassionate Coaching
Liz Hall

Date: Monday 11th October 2021 (Half Day)

Venue: Online Zoom Platform
Timings: 2.00pm to 5.00pm (UK)
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MASTERCLASS OUTLINE

“We're not survival of the fittest, we're survival of the nurtured”,
says attachment scientist and psychology professor Louis
Cozolino. Compassion is no new kid on the block, it's in our
nature, it's served us well as a species. And we need it now more
than ever. Compassion is firmly in the spotlight in these times and
for good reason. It's being described by some as the next frontier
after mindfulness in the workplace, there's a compelling and fast-
growing evidence base highlighting benefits including greater
resilience and wellbeing, emotional intelligence, performance
and leadership in complex challenging times, and it's
increasingly being embraced in leadership and coaching with
positive outcomes.

MASTERCLASS AIMS

In this nourishing, stimulating, practical and part-experiential
session participants will learn:

@® The difference between compassion and empathy

® How to draw on compassion to boost the ability to manage
stress, re-resource and avoid empathic distress, amongst others
@® Tried-and-tested compassion development practices for self,
clients & the system

® How to introduce or deepen into a compassionate coaching
approach

MASTERCLASS CONTENT

We will explore:

@® Definitions of compassion and empathy

@ Benefits of a compassionate coaching approach

® Applications of compassion in coaching

® What gets in the way of compassion

® How we can develop compassion

® Compassion-focused imagery and other compassion
development practices

LIZ HALL is the co-owner & founding editor of Coaching at
Work, a leadership coach and a mindfulness teacher and
consultant, with clients including the NHS. She’s the author of
publications including Coach your Team (Penguin, 2019),
Mindful Coaching (Kogan Page, 2013) & Coaching in Times of
Crisis and Transformation (with others, Kogan Page, 2015). She’s
contributed book chapters, and co-authored
‘Compassion Focused Coaching’(with Irons & Palmer, Handbook
of Coaching Psychology, Routledge, 2019). She works holistically
with leaders and other clients on areas including resilience and
wellbeing, and meaning and purpose, drawing on somatics,
indful compassion, adult develop and others. Liz is
the co-founder of Coaching through Covid, a not-for-profit with
compassion at its core. She spends much of her time in Spain,
where amidst the challenges of these times, she seeks to make
time to reflect, laugh and enjoy nature and the company of
loved ones, including a growing bunch of unruly rescue animals.

LOGISTICS
FEES BOOKING PROCEDURE
Half-day price: Please fill in an application
£34.99 (subscriber), form on-line at:

£49.99 (non-subscriber)
All prices include VAT

Groups of 3+:
A further 5% discount
is available

www.coaching-at-work.com/
masterclasses
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In the fourth and final article in this series we

look at how we determine appropriate fees in coaching

supervision, and individual and team coaching.

This issue: next steps — sharing the learning to move
forward. Clare Norman and Michelle Lucas report

ere, we'll refer to

the earlier articles

by way of summary.

However, the main

partof thisarticle
will be to share our learning as
we've attempted to move forward
aninitiative that will bring
greater transparency to this
important commercial topicin
our community.

ARTICLE ONE:
Supervision
Our main exploration was around the
discrepancy between what coaches are
willing to charge for coaching and how
much they’re prepared to pay for

5 supervision, despite the additional

g experience and training of supervisors.

SARTICLETWO:

E One-to-one coaching

2 Here, we noted the challenge of
& determining fees which seem to
& reflect a complex web of variables

including coach experience, client
situation, subject matter, direct or
indirect selling, programme/session

. length, location, market and context,
| portfolio mix of paid vs pro bono,

compensation for holiday/sick pay,
insurance, pension and business costs.

ARTICLE THREE:
Team coaching

' This was the first time, as far as we can

tell, that any comparative information
has been gathered about team
coaching rates. Given the wide and
varied interpretation of what
constitutes team coaching, our
analysis focused on a specific
definition of team coaching.

LOOKING AHEAD

One aspect that we believe will
become more prominent in the
not-too-distant future will be the
impact of digital platforms on the
fee structures for coaching and
supervision. For example, those

+ platformsjorganisations which are
. ‘democratising’ coaching, offering it to

. impact the pandemic will have on

| organisations want to go back to

| enquiry thatif a benchmarking survey
. were to be done, we weren’t the
. people todoit; we'd need to bring in

. sponsors. We approached the

| sponsored or executed similar reports
. inthe past (Ridler and Henley

the masses rather than top leaders at
much lower rates than we've seen
historically.

We also wonder what additional
rates, as more coaches have offered
pro-bono coaching to organisations
on the frontline. Will those

paying previous rates or will they
expect lower or no fees?
We've known from the start of this

some market research expertise. This
would undoubtedly cost money - and
therefore we'd need to find some

professional bodies (EMCC, AC, ICF,
APECS) as well as organisations who'd

Business School). We also

>
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“One aspect we believe will become
more prominent in the not-too-distant future
will be the impact of digital platforms on

the fee structures for coaching and supervision.

For example, those platforms/organisations
which are ‘democratising’ coaching”

approached the Future of Coaching
Collaboration Group.

We hadn’t expected this to be easy -
and we hadn’t expected it to be as hard
as it was! Initiating this enquiry as two
independent practitioners meant that
the household name consulting
companies that deliver salary surveys
in other professions were slow to
respond to speculative enquiries.

We did, however, connect with an
independent market researcher who
was keen to be involved and who
quoted a ballpark figure of £5,000 for a
UK-only survey. We felt this was likely
to be a conservative fee, but it was
something that would help our
discovery conversations with the
professional bodies.

Through our own networks and
those of our trusted colleagues, over
time, we managed to speak to the four
main professional bodies in the UK.
Clearly none of them could have
anticipated our approach and so none
of them had money in the budget fora
project like this. All of them had pre-
existing and important priorities.
From responses to Covid to more
practice related areas of research
through to topical ethical matters and
understanding the impact of the
changing shape of the coaching
service (the rise of digital platforms
for example), our enquiry was met
with already saturated agendas. Some
were quick to recognise the potential
value of transparency of fees in the
marketplace, however, others posed a
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valid challenge: who actually wants
this data?

Aswe identified in an earlier article,
knowing ballpark rates can be of
particular value to those who are
newly entering the market. It might
also be useful when responding to
tenders - if price is less of a
differentiator, procuring
organisations can focus more on
qualitative factors. However, would
the community in general want this
commercial data to be known?

Perhaps those who are more
established in their services would see
the benchmarks as a threat - especially
if they're charging more boldly -
publicising ‘averages’ could have
the effect of lowering what they
could command.

Another questioned how open the
survey participants would be about
their fees - especially if the survey
targeted the practitioners. Would they
actually know what their ‘typical rate’
or their ‘range of rates’ are? Few
practitioners will have done a deep
analysis of their fees at an absolute
level of accuracy - most would be
quoting their most recent or their ‘felt
sense’ of their rates. So, this data
would be subject to bias - perhaps the
practitioner would share what they
aspire to charge, rather than what
they actually charge? Perhaps the
practitioner would be motivated to
over- or under-estimate their charges
depending on their intention for
participating in the survey.

This took us to an interesting place -
perhaps we should be asking the
recipients of coaching and supervision
to share what they pay rather than

. asking the practitioners what they

charge? We liked this idea and it
might be possible to tap into this data
where the service is being delivered to

| organisations. It would be possible to

ask coaches what they pay for their
supervision. The difficult area though,

would be for private coaching clients -

it would be almost impossible to reach
those who pay for coaching out of
their own pocket for coaching. Where
would we find them?

These discussions served to highlight
just how big an endeavour this
initiative could become. In engaging
the professional bodies, we anticipated
that we might need to engineeran
alliance so that the cost was more

. affordable for organisations

individually. Each would want some
degree of involvement to help shape
the design of the survey, so that they
could use the data that emerged to
serve existing priorities. This took us to
the notion of having a steering
committee who would collaborate
during the various stages of the project.
Through our discussions, we
received a general level of help, with
potential sponsors offering to support
the survey by engaging with their
members and networks to participate,
even if they couldn’t offer funding.
This highlighted another stream of
activity - somehow communication
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across the organisations needed to be
co-ordinated and coherent. We began
to see that our original intention to
prompt an enquiry could easily
mushroom into becoming full time
researchers!

To stem that possibility, our
proposal would be that a project
manager(s) be identified to hold this
all together and if there were
sufficient finance from the sponsors,
this could be a paid-for role. More
likely however, it would need tobe a
volunteer - perhaps a coach just
entering the market who has a project
or programme management
background.

We, along with the financial
sponsor(s) and their representatives,
could offer input to help ensure the
complexities of the market are taken
into account in both the design and the
communication phases. An outline of
the person specification that this
project might appeal to is outlined in

the box. Might this be something you
would be interested in?

THE OUTCOME
So, what was the outcome of our
discussions...? We're sad, but not
surprised to say that at this point in
time, none of the organisations we
approached are in a position to offer
financial support for this initiative.
So, is this a sign that we should
abandon the notion that this is a useful
enquiry for our community and place
itback on the ‘too difficult pile'? Or
perhaps we should all put our money
where our mouths are and form an
alliance of practitioners and generate
some crowd funding?

We estimate that there are more than |

5,000 coaches in the UK. So, if we each
donated £1 - the maths is simple -
collectively we could sponsor
the initiative.

Conceptually, every donor would
receive a copy of the full report (data

held by an independent party - the
researcher) so that every one of those
who donate, could re-evaluate their
own fee rates.

Would this kind of data be useful to
you? And if so, what will youdo...
wait until one of our professional
bodies steps up to the plate on all of
our behalf ... or will you step up to
ityoursel(?@

© Michelle Lucas is an accredited
master executive coach, accredited
coaching supervisor, speaker and a
published author.
michelle@greenfieldsconsultancy.
co.uk

 Clare Norman is a professional certified
coach, a certified coach supervisor and a
mentor coach for the International Coach
Federation, for internal and external
coaches, and a published author.

clare@
clarenormancoachingassociates.com

® Experience of identifying and

Benchmark specifications

Person specification for project manager to guide the benchmarking study of
one-to-one and team coaching and supervision fees

© A coach who understands the landscape of private and organisational coaching
@ Track record of managing successful project delivery in line with desired
outcomes and agreed quality, time and cost limits

“

collaborative relationships

The benchmarking researcher will:

other stakeholders
@ Run a pilot project

# Analyse the data

and summary

ging project i p ie

* Experience of building and maintaining constructive partnership and

* Experience of managing project teams to achieve required objectives in
situations where there is no direct hierarchical authority

@ Thorough understanding and use of Microsoft Office suite

* A willingness to experiment with crowd funding, if not direct experience
© Curiosity about the fee structures that coaches and supervisors charge

# Create the questionnaire in conjunction with the project manager and

# Run the full fieldwork process including follow-up interviews

® Write an interpretative report as a PowerPoint p with ¢ y
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