
 Creating an Internal Career 
 Coaching Service 
 Overview 
 When feedback from a range of sources showed that PwC’s employees felt career 
 development support was lacking, the firm responded directly. They acted to further improve 
 employee retention, mobility and their brand, as a leading professional services firm. 

 The Careers Service they established was made available to all UK staff at every grade 
 demonstrating an innovative way to offer career coaching within an organisation. 

 Challenge 
 PwC UK’s exit interview and engagement survey data indicated most employees leaving the 
 firm did not dislike the firm, but they would leave because they had received a lack of career 
 development support and/or they had a poor relationship with their Manager, and they 
 believed it was easier to leave PwC rather than move within it. There was therefore an 
 opportunity to support employees’ career development within the organisation and retain 
 them, to the benefit of both the individuals and the firm. 

 A Business Psychologist working at PwC worked with colleagues to carry out a series of 
 focus groups to develop a proposition for a potential career development service. They 
 included individuals from all levels and all parts of the organisation to explore the question: if 
 PwC were to provide effective career development support for employees, what would it look 
 like? 

 Initial feedback suggested a career coaching service would be valuable within the 
 organisation. To further shape a potential offering, more research was required. The team 
 carried out more employee focus groups. They learnt that a career service would be 
 expected to offer: 

 −  practical support, such as help with preparing a CV/resume 

 −  a place to discuss options such as promotion, job opportunities and moves with 
 someone who was knowledgeable about the organisation 

 −  an assurance of confidentiality 

 These findings were complimented with external data gathering, through structured 
 interviews, with groups that had some expertise in offering careers support: 

 −  university careers service departments 

 −  an alumni careers coach from PwC 

 −  outplacement service organisations 



 −  the firm’s private healthcare provider 

 The findings from this research highlighted that most career services took a directive 
 approach. Offering a career coaching service would therefore be distinctive in the private 
 sector. 

 The proposition was expanded upon in a presentation package for stakeholders. Key 
 influencers within the firm and relevant business stakeholders were approached, including 
 individuals on the Executive Board. The proposal was initially approved for a six-month trial, 
 with a select population of employees. In order to ensure that the service could be sustained 
 beyond the initial period, qualitative trial feedback was gathered. (The team felt the duration 
 of the trial was too short to gain meaningful quantitative feedback.) The feedback from the 
 trial was presented to key stakeholders after the six months. They approved provision of an 
 ongoing careers service to be offered to all employees, at all grades, in all business areas 
 within the organisation. 

 Approach 
 Setting Standards 
 The Careers Service was established with a commitment to quality and an ambition to 
 provide a coaching centre of excellence. 

 The aim of the Careers Service team was to keep themselves, and all Coaches, at the 
 forefront of current coaching practice. To this end, all new coaches had to undergo an 
 induction programme, regardless of their past coaching experience. This included an 
 observed assessment before they were ‘signed off’ by a Business Psychologist as ready to 
 carry out career coaching. Observations were then carried out on a continuous, but ad hoc 
 basis, to ensure that all coaches continued to apply best practice. In addition, all coaches 
 were required to attend monthly supervision, with a qualified Supervisor, and a quarterly 
 development session, run by the Careers Service’s internal Business Psychologist. 

 The Career Service team also had business units assign individuals to ‘Relationship 
 Manager’ roles, working with the Career Service team to ensure they were kept up to date 
 with knowledge of new or growing parts of the organisation. Coaches could then share this 
 information, about emerging opportunities for individuals in different parts of the business, 
 with Service Users. 

 Continuous Improvement 
 The Careers Service gathered regular feedback through a range of channels that was 
 regularly reviewed. 

 The original offering was further developed to respond to the needs of the Service’s users. 
 For example, a video conferencing unit was purchased to offer coaching to individuals who 
 were not available to meet their Coach face-to-face. The Service also extended its offering to 
 include individuals on career break and maternity leave, to help them reintegrate into the 
 organisation. 

 The Careers Service worked with various client-facing business teams to provide LinkedIn 
 workshops, to improve their external presence in the market. 

 During the induction of employees from an acquired organisation, the Careers Service took 
 action to help support individuals at that crucial time. 



 The Careers Service regularly reported to their stakeholders. In response to stakeholder 
 feedback they revised the management information provided from time to time. 

 They also contracted with all users that the Careers Service team would share high-level 
 themes emerging from coaching sessions with their business stakeholders. This was 
 intended to facilitate systemic business change if necessary. For example, the Coaches 
 recognised a theme relating to the issues with the way work was done in a core part of the 
 business. When this feedback was shared with relevant stakeholders, they took action to 
 alter and improve the way work the was done. 

 Outcome 
 The qualitative and quantitative research conducted over the first year was unanimously 
 positive. Stakeholders were keen to see the commercial benefits that the investment in this 
 Service would deliver, including a positive impact on retention and mobility. 

 To ascertain the true impact of the Service’s work, they ensured that evaluation was carried 
 out against control samples of the same demographic (such as area of the business, grade, 
 etc.) who had not used the Service. 

 Attrition, Mobility and Inclusion 
 Quantitative data, assessing Service Users’ attrition, showed attrition rates of 12.5% 
 compared with 14.4% for non-users during the first year. This translated to significant 
 savings for the recruitment team. 

 Mobility rates were favourable for Users of the Service. In the first year 14.8% of Service 
 Users were either promoted or moved elsewhere in the organisation. This compared with 
 13.4% mobility for non-Users. 

 All employees had the option to access the Service, which monitored diversity statistics. 

 −  At a time when 17% of the firm was Black Minority Ethnic (BME), 25% of Careers 
 Service users were BME 

 −  Whilst the firm was 46% female, 53% of the Careers Service users were female 

 −  Lastly, 25% of employees were based in regional offices and 24% of Careers Service 
 users were based in the regions 

 These figures demonstrated initial success in appealing inclusively to all employees. One 
 Service user commented, ‘‘Before I started using the Careers Service I had lost my 
 confidence, but the numerous sessions with my Career Coach helped me rebuild my 
 confidence which I never thought would happen.’’ 

 Nevertheless, the Service delivery team continued to challenge themselves to do more, to 
 deliver even more positive results for the firm’s clients and stakeholders. 

 They also noted that the firmwide engagement score improved in the first year after the 
 Careers Service was set up, although the increase could be attributed to many variables. 

 Lessons Learned 
 When initially hiring Coaches to work in the Service, they encouraged a diverse range of 
 applications and thus hired an individual with no specified coaching experience. Once 
 onboard, the Services team had to invest heavily on developing that individual to the right 



 level of Coaching competence. On reflection, the Service would be less likely to recruit a 
 Coach in future who was not already qualified in Coaching. 

 Similarly, the Service team carried out an assessment centre to recruit reserve Coaches. 
 They invested a lot of time and money but did not feel that the calibre of candidates was 
 worth the time and investment made. They subsequently decided to do more, earlier in this 
 process, to screen out unsuitable candidates. 

 Lastly, the team realised that their name, ‘Careers Service’ had connotations that led people 
 to believe they were a jobbing service, rather than a coaching facility providing support 
 across a wide range of areas. They subsequently invested a lot of time and expense to 
 market the Service and clarify their offering. Given an opportunity to alter the name of the 
 Service, the team would take it. 
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