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Abstract:

The use of coaching for employees, executives and organisations is becoming increasingly popular.
Although it is generally understood today that coaching is a valuable tool, there is no accepted
unified view of how to effectively implement coaching in organisations.

This paper aims to present a foundation for conceptual model for coaching to improve the
efficiency of organisation. This model is based on the critical literature review, analysis of coaching
implementation in Latvia and a 24-item questionnaire of coaches. The aim of the literature review
was to explore the current state of coaching in organisations and determine its fundamental
elements. The questionnaire aims to explore opinion of experts about the place of coaching in
organisations based on their personal and professional experience. The coaches were questioned
about their practice in coaching to determine the profile of the organisations that use coaching more
frequently, the purpose of coaching engagement, the essential factors of coaching process, the
means of measuring coaching outcomes, and coaching challenges.

The methodology employed for this study involved qualitative dominant mixed methods approach
emphasizing qualitative data as more important for the purpose of study.

The value of this paper lies in the fact that the originally developed conceptual model for coaching
is specifically designed for business organizations in Latvia and constitutes the basis for further
authors’ research on implementation of coaching for improvement of efficiency in organisation.
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1. Introduction

Coaching is becoming increasingly popular in today’s business environment, more and more
organisations are using coaching as a means of improving performance, managing career, attaining
organisational and personal goals.

Although coaching has become incredibly popular, there is still a lot of uncertainty and vagueness
around what coaching is really about. During the 8th Annual Coaching and Mentoring Research
Conference at Oxford Brookes University (2011), Professor David Clutterbuck stated that one of
the problems with research in coaching is failure of definition. The researchers and practitioners all
over the world are engaged in different types of discussions of what coaching is. As a result, a
number of definitions has been elaborated and presented.

The popularity of coaching has increased dramatically however, evaluating the effectiveness of
coaching has lagged behind. There is no professional consensus as to what constitutes effective
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coaching and little in the way of guidelines and protocols to inform coaching evaluation (De Meuse,
Dai, and Lee, 2009: 118).

In the last two decades coaching in organizations has grown from a little known methodology to
support executives to an increasingly important method used by businesses. In addition to
executives, coaching is delivered to senior managers, middle level and first level managers, as well
as high potential employees. Coaching as a practice and focus of research will not be sustained
unless researchers and practitioners are able to demonstrate positive, consistent effects of coaching
on important outcomes, such as growth and development, job performance, management
effectiveness and even organisational or business unit performance. (Gregory and Levy, 2012:95)

Coaching in organisations aims to make companies more competitive in the dynamic business
environment. It is one of the fastest growing targeted interventions in the professional development
in business. Although it is generally understood today that coaching is a valuable tool, there is no
accepted unified view of how to effectively implement coaching in organisations.

This paper aims to present a foundation for conceptual model for coaching to improve the
efficiency of organisation. This model is based on the critical literature review, analysis of coaching
implementation in Latvia and a 24-item questionnaire of coaches. The aim of the literature review
was to explore the current state of coaching in organisations and determine its fundamental
elements. The questionnaire aims to explore opinion of experts about the place of coaching in
organisations based on their personal and professional experience. The coaches were questioned
about their practice in coaching to determine the profile of the organisations that use coaching more
frequently, the purpose of coaching engagement, the essential factors of coaching process, the
means of measuring coaching outcomes, and coaching challenges.

2. Methodology

This paper offers a first step towards understanding the effective implementation of coaching in
organisations in Latvia.

The research intends to investigate the following questions:
(1) What are the distinctive features of coaching?
(2) How coaching is used in Latvia?

(3) What are strength, weaknesses, opportunities and threats of implementation of coaching in
organisations?

The research applies a qualitative dominant mixed method approach which combines qualitative
and quantitative data collection and analysis such as

e Literature review

e Unstructured text analysis
v" Word frequency analysis
v Semantic analysis
v Comparative analysis

e Author’s practical research for determining and analyzing the problems and possibilities for
coaching in Latvia
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¢ Questionnaire for experts in coaching
e Experts interview
e SWOT analysis

The purpose of the literature review is to establish the state of the contemporary research in
coaching distinguishing what has been done for the past years and outlining the prospect of the
further development of the topic.

The aim of the word frequency analysis of the definitions of coaching is to reveal the distinctive
features of coaching Word frequency analysis provides a list of all the words that occur in the
analyzed definitions and the number of times they occur. This helps identify the keywords density
and prominence in the definitions.

The aim of the questionnaire was to find out the opinion of the experts about implementation,
benefits and challenges of coaching in organisations to develop conceptual model taking into
consideration regional peculiarities.

A list of potential participants was complied through the direct contacts in the coaching community
of Latvia and Lithuania. As a result, six experts from Latvia and Lithuania were selected for
experts’ opinion questionnaire.

A questionnaire comprises 24 questions distributed in seven parts. The following types of questions
were used: Likert type Scale, ranking, open ended questions.

SWOT analysis consolidates all stages of the research and presents the foundation for the
development of the conceptual model of coaching taking into consideration regional peculiarities.

3. Literature review

The aim of the literature review is to provide an analysis of the literature and empirical research
addressing coaching, with particular focus on organisational coaching. It establishes what is already
known about the concept of coaching in contemporary literature.

The analysis of the literature on evolution of coaching reveals that historically coaching was a
deductive, goal-oriented intervention, however the evolution of concept tends to move coaching
from directive to non-directive intervention with the diversity of approaches.

From around 1830 ‘coach’ bore the meaning ‘instructor / trainer’ and was used as Oxford
University slang for a tutor who ‘carries’ a student through an exam. At approximately the same
time the word had athletic sense and was applied to a sports trainer who improved the performance
of athletes (Cox , Bachkirova and Clutterbuck, 2011).

The word ‘coaching’ appeared in the English language in the first half of XIX century, the reference
was found in the literature and periodicals. The use of the word ‘coaching’ was initially just a play
of words. The term was also used extensively in association with the development of boating and
rowing skills (Garvey, Stokes, Megginson, 2009). Under the careful tuition athletes could improve
their skills and enhance performance. According to Garvey, the principles of academic coaching
migrated to sport. Therefore, initially coaching was a didactic and directive intervention to improve
performance and attain academic or athletic goals.

The word ‘coaching’ took on its modern meaning at the end of the 20" century. The appearance of
business coaching is traditionally linked to Timothy Gallwey’s (1974) book The Inner Game of
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Tennis, and John Whitmore’s Coaching for Performance (1988) and his GROW model. At the
same time coaching came under the influence of a range of therapeutic and personal-development
approaches. Two streams: goal-oriented coaching, which aims for relatively immediate results, and
personal-development coaching, which tends to go deeper and more prolonged, have developed
simultaneously. It has led to increased confusion about the precise nature of coaching, and, as a
result, coaching has become increasingly difficult to define. Some researchers (e.g. Stojnov,
Pavlovic, 2010) argue that coaching has emerged from divergent sources: sport, business,
psychology, psychotherapy and education.

The diversity of coaching can be explained by the fact that practitioners from a variety of discipline
came to coaching and brought their theoretical background, concepts, ideas and practical methods
“developed in their ‘home’ traditions and through interdisciplinary” (Cox , Bachkirova and
Clutterbuck, 2011). Academia acknowledge and affirm the multidisciplinary roots of coaching
(Ives, 2008) and consider coaching as a unique synthesis of such disciplines as learning theories,
adult development, behavioural/social sciences, leadership and management sciences,
communication techniques, which in combination creates its own knowledge base.

The current level of knowledge in the field of coaching

Forums. It was a kind of scientific breakthrough in 2008, two remarkable events: Global
Convention on Coaching (GCC) in Dublin and International Coaching Research Forum in Harvard
occurred that year. The original role of the GCC was to research the rising profession of coaching
worldwide, and to begin to build an international community. To foster coaching research, a group
of forty internationally recognized researchers, coaching professionals and other coaching
stakeholders from around the world gathered at International Coaching Research Forum (ICRF) in
September 2008. The Forum has elaborated the document “100 Coaching Research Proposal
Abstracts” with the view of steering coaching studies and inspiring new research ideas.

Research centres. The Institute of Coaching at McLean Hospital of Harvard Medical School was
established in early 2009. The aim of the Institute is to build up a strong global coaching research
community which is based on the eminent coaches and researchers in healthcare coaching,
leadership coaching, and positive psychology. Healthcare and leadership coaching is based on a
robust theoretical and empirical basis of positive psychology. The Institute of Coaching supports
and guides scientific research of coaching and translates it into evidence-based coaching practices.

Another prominent coaching research centre is the International Centre for Coaching and
Leadership Development at Oxford Brookes University. The philosophical underpinnings of
coaching are among the Centre’s research interests. The key researchers of the Centre are Dr
Tatiana Bachkirova, the leader of the Coaching and Mentoring Research Group, the author of the
books on Developmental Coaching, she is also working on the project 'Self-deception in Coaching';
and Dr Elaine Cox, director of the Doctor of Coaching and Mentoring Programme, her current
research projects are focused upon the development of emotional strength through coaching, as well
as the relationship between philosophy and coaching, and the issues arising in reciprocal peer
coaching.

The Chartered Institute of Personnel and Development (CIPD), the world's largest Chartered HR
and development professional body, conducts surveys, prepares reports and holds conferences on
coaching. The findings from CIPD surveys on the sate of coaching are widely used by the leading
researchers and research centres. Under the survey report “The Coaching Climate” (2011), coaching
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remains both key learning and crucial organisational intervention. Coaching is used nearly as much
to improve poor performance as to build on good performance. The survey (2011) also mentions
that another key purpose for coaching, to build employee engagement, has more that double
increased in comparison with the 2009 survey.

Professional Bodies. With the popularity of coaching the number of coaches has been dramatically
increasing. In this situation it is rather difficult to regulate the quality of coaching service to protect
clients of coaching from low-quality service, set standards for coaches' ethical, professional, and
business behaviours and promote coaching as profession. As a result, a number of professional
bodies have emerged.

There are two largest professional bodies in Europe: The International Coach Federation (ICF) and
The European Mentoring and Coaching Council (EMCC). ICF, the leading global organization for
coaches, devotes their work to advancing the coaching profession by setting high ethical standards,
providing independent certification, and building a worldwide network of credentialed coaches.
Under Strategic Plan for the European Mentoring and Coaching Council for the years 2012 — 2017,
the purpose of the EMCC is to develop, promote and set the expectation of best practice in
mentoring and coaching across Europe and beyond, for the benefit of society.

Prominent researchers. Bob Garvey, Professor in Sheffield Hallam University has an international
reputation for his ground break work in coaching and mentoring. His current research interests are
focused on performance coaching and the historical discourses of mentoring and coaching, he is the
author and co-author of books and books chapters on theoretical and practical issues of coaching
and mentoring.

David Megginson, an Emeritus Professor of Human Resource Development (HRD) in Sheffield
Hallam University, co-founder of the European Mentoring and Coaching Council, has made a huge
contribution to coaching and mentoring research.

David Clutterbuck is a visiting professor in Sheffield Hallam University and Oxford Brookes
University, co-founder of the European Mentoring and Coaching Council, a prolific writer of more
than 45 books and one of the leading authorities internationally on coaching and mentoring.

Therefore, the analysis of the current state of things shows that there is scientific interest to
coaching. However, it seems that there is no consensus about unified and integrated approach to the
nature and scope of coaching.

Definition of coaching

Although coaching has become incredibly popular, there is still a lot of uncertainty and vagueness
around what coaching is really about. There is certainly no consensus on a definition of coaching
(Ladyshewsky 2010: 292) and no agreed approach to the definition (Passmorea, Fillery-Travis
2011: 74). 9 definitions of coaching from different authoritative recourses were analyzed. (See
Table 1)

Frequency of words was computed via SQL query to table containing all words from various
definitions of "coaching". The results presented in Figure 1. demonstrate that coaching is mostly
defined by words ‘performance’ and ‘process’, however the frequency of the use of these words in
the definitions is low.
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Table 1. Definitions of coaching

Nr | Organisation /| Definition
Researcher
1. | Institute of Coaching, | Coaching is a change process that mobilizes strengths and

McLean/Harvard
Medical School

realizes the potential of individuals and organizations. The
practice of coaching embodies a unique skill set designed to
optimize the performance of a person or organization in diverse
arenas including leadership, healthcare, and public service.

2. | Oxford Brookes | Coaching and mentoring are both human development processes
University ~ Coaching | that involve structured, focused interaction and the use of
and Mentoring Society | appropriate strategies, tools and techniques to promote desirable
(OBCAMS) and sustainable change for the benefit of the client and other

stakeholders.

3. | International Coach | Coaching is partnering with clients in a thought-provoking and
Federation Code of | creative process that inspires them to maximize their personal
Ethics and professional potential

4. | Peter Hawkins, Nick | Coaching is the focused application of skills that deliver
Smith performance improvement to the individual’s work in their

organisation, through robust support and challenge. The coaching
process should yield learning and personal development for the
executive, and help them to contribute more of their potential.
This collaborative relationship will be short-term and practically
focused, and will be marked by clear, strong feedback.

5. | Bob  Garvey, Paul | Coaching is still associated with performance improvement of a
Stokes, David | specific kind related to a job role but it is also increasingly linked
Megginson to leadership development, transition and change and generally

developing a focus for the future

6. | David Megginson,. | Coaching relates primarily to performance improvement (often
David Clutterbuck, short-term) in a specific skills area. The goals, or at least the

intermediate or sub-goals, are typically set with or at the
suggestion of the coach. While the learner has primary
ownership of the goal, the coach has primary ownership of the
process. In most cases, coaching involves direct extrinsic
feedback (i.e. the coach reports to the coachee what he or she has
observed)

7. | Bill Critchley Coaching is an activity that usually takes a dyadic form, with the
coach being primarily contracted to be in service of his or her
individual client. “Coaching is inherently a non-linear, non-
instrumental, dynamic relational process.

8. | Jonathan Passmore and | ...a Socratic based future focused dialogue between a facilitator

Annette Fillery-Travis

(coach) and a participant (coachee/client), where the facilitator
uses open questions, active listening, summarises and reflections
which are aimed at stimulating the self awareness and personal
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responsibility of the participant.

9. | Richard Ladyshewsky Coaching is considered a short-term developmental interaction
focused on performance, with goal setting, providing practical
application, feedback and teaching as components.

Figure 1. Definitions of coaching. Word frequency analysis.
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Lack of unified approach to definition forces the authors of the present research to be on the
position of the leading research centers: Institute of Coaching, McLean/Harvard Medical School
and Oxford Brookes University Coaching and Mentoring Society, and accept their definitions as
working definitions of coaching for the present research.

The coaching process is not in search for deficits or negative assets; it is rather a search for positive
assets and potential (Moen and Federici, 2012:115). One important principle that distinguishes
coaching from other targeted interventions is that in coaching individual has the capability to find
solutions to his or her problems through increased awareness. The coach is a facilitator whose aim
is to help the coachee to increase this awareness. (Moen and Federici, 2012:114) Therefore, active
listening is essential in successful coaching process as the attention to the coachee’s world. The
other essential component of the process is asking the right questions which is followed by the deep
listening. By using powerful questioning and active listening the coachee will become more aware
of the focused case and increase his or her ability to take responsibility in his or her learning. (Moen
and Federici, 2012:114-115).

A number of authors have suggested that coaching relationships are essentially a prerequisite for
coaching. In their study Gregory and Levy (2012) examined the commonly held notion that the
relationship is a critical prerequisite for effective coaching. Selection and matching of coaches with
coachees is considered an essential factor in the ultimate success of the coaching relationship
(Wycherley and Cox, 2008:39)
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The issue of how best to measure the impact of coaching has exercised researchers for a very long
time. (Grant 2012: 75). Although a monetary appraisal of the financial viability of coaching
engagements is an essential part of the natural due diligence that organisations should conduct, a
myopic focus on financial issues runs the risk of client organisations being blinded to the very real
potential of coaching to create a broad range of positive humanistic outcomes. With coaching being
able to deliver a such rich array of potential human benefits, financial ROI is indeed a poor and
impoverished measure of coaching success. (Grant 2012: 82)

Coaching and other targeted interventions

The aim of this part of literature review was to compare coaching with other targeted interventions
to identify distinctive features of coaching, and distinguish coaching from similar activities such as
mentoring, consulting, mediation, counselling, therapy, training and teaching (Fig. 2).

Figure 2. Targeted interventions
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The literature comparative analysis determines that there are more differences than similarities
between targeted interventions. Each intervention has its own purpose, and is delivered by experts
with different qualifications and under different relationships with the individual.

Coaching and mentoring are concerned with achievements in the present and future. However,
coaching helps a person change in the way they wish and is typically applied to specific present-
moment work-related issues (Peltier 2010). Mentoring is mostly about the assistance, giving advice
and providing role model from the side of a senior colleague. Therefore, in spite of the unity of
purpose, coaching and mentoring are delivered in different ways.

Mediation is a process in which the participants, with the support of the mediator, identify issues,
develop options, consider alternatives and make decisions about future actions and outcomes. In
this case, the philosophy of mediation is rather close to coaching; however, mediation assists in
managing the process of dispute and conflict resolution, but coaching helps a person develop in a
more effective way. Therefore, both coaching and mediation have rather close philosophy, but
different aims.

Coaching, like consultancy, is mostly focused on work-related or business problems; however,
coaching does so in a way that allows employees to develop those skills themselves, while
consultancy provides expertise and solves business problems, or develops a business as a whole,
and deals mostly with the overall organization or specific parts of it and not individuals within it,
hence, coaching and consultancy have different focus on implementation.

Teaching and training deal with passing and getting knowledge, teachers and trainers are experts in
this process. In this case, there is a great difference between training, teaching and coaching. In
coaching the client, not the coach, is an expert and has the answer. The role of the coach is to
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provide support to enhance the skills and inspires the client to maximize his/her personal and
professional potential.

The difference between coaching and counselling and therapy is that coaching is focused on the
mental growth, while counselling and therapy deal with clients’ remedial problems and mental
health. Opposite to counselling that deals with a client who feels uncomfortable, or dissatisfied
with their life, and therapy that deals with the client who seeks relief from psychological or physical
symptoms, coaching is seen as a benefit for high achievers, key people and those with great
potential.

In business context, coaching has more common features with mentoring, mediation and
consultancy. At the same time, these interventions are not interchangeable (Fig. 3).

Figure 3. The implementation of targeted interventions in organisation.
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The reasons for the implementation of coaching in organisation

There are a number of factors that make coaching favourable intervention in organisations (Jarvis,
2004). (See Table 2) Organizations are constantly seeking ways to adapt themselves to changes in a
business environment and better prepare for the future. The key characteristics of the environment
are volatility, uncertainty, complexity, and ambiguity. The key to success in this world is
continuous and effective learning on both an individual and organizational level. The increased
complexity of work today demands the ability to learn and adapt quickly among all levels of an
organization Traditional learning and development methods do not ensure the desired change. To
better compete in a new environment, there is a need for the different types of training and lifelong
learning. The employees have become more responsible for their development and growth, they
need advice and support. The individual approach that characterizes coaching makes it a favourable
intervention for organizations to effectively maximize development among its employees. Coaching
promotes desirable and sustainable change for the benefits of both individual and organisation (Cox,
Bachkirova and Clutterbuck 2011: 1)

Table 2. Factors that affect the implementation of coaching in organisations.

Factors Reasons for implementation
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A rapidly evolving business environment.

Coaching has become popular in helping
individuals adjust to major changes in the
workplace.

The features of modern organisations. Flatter
organisational structures, broader management
roles and lower job security often results in
particularly newly promoted individuals,
having to progress and develop quickly in
terms of skills and responsibility

Coaching can support these individuals in
achieving these changes.

Employee demand for different types of
training.

Coaching, with its focus on work issues and
improving job performance, fits in well with
this.

The need
development.

and
for

for
The

lifelong  learning

growing need

Coaching has the adaptability to support
different learning styles so may be able to

organisations and individuals to change and | support more employees than traditional
keep changing in order to keep up with a fast- | training methods.

paced, turbulent world market.

The need for targeted, individualised, just-in- | Coaching offers a flexible, responsive

time development.

approach to development, which can be

delivered individually,

and ‘just-in-time’ to address deficiencies in
current performance or to strengthen under-
developed skills.

The financial costs of the poor performance of
senior managers/executives.

Coaching provides organisations with an
opportunity to undertake pre-emptive and
proactive interventions to

improve their performance

Improving the decision-making of senior
employees.

A coach can be used to provide a ‘safe and
objective haven’ to discuss issues and give
support. This can be valuable when the return
on improvement in skill level and decision-
making is considered.

Individual responsibility for development.
There is an increasing trend for individuals to
take greater responsibility for their personal
and professional development. If individuals
are to take responsibility, they need support
and advice.

Coaching can help individuals identify
development needs, plan development
activities and support personal problem-
solving.

Support for other learning and development
activities.

Coaching is a valuable way of providing
ongoing support for personal development
plans.

A popular development mechanism. People

Participants get direct one-to-one assistance
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enjoy participating in coaching. and attention; it can fit in with their own
timeframes and schedules; and there is the
potential to see quick results if they are
dedicated.

(Adapted based on Jarvis, 2004)

Future scenarios of coaching

Coaching in organisations has been a popular for more than 20 years, and its popularity is
constantly growing not only in the UK, North America, parts of Europe and Australia, but
throughout most other parts of the world (Hawkins, Smith 2013). However, in spite of this growth,
Hawkins argues that coaching industry needs a big shaking up and coaching needs a new paradigm.
Hawkins and Smith (2013) consider three possible scenarios for the future of coaching: Scenario
One: Plateau and decline; Scenario Two: A benefit for privileged; Scenario Three: Coaching finds a
new phase of development (Fig.4).

Figure 4. Three possible future scenarios of coaching.

Coaching becomes a key part of all
organisational change endeavours.

Three possible future
: : Favourable scenario
scenarios of coaching ﬁ F
Scenario Three: Coaching finds a new phase of
development
Coaching becomes more strongly linked, not only to manager and leader
but and Senior leaders

recognize that coaching is an essential aspect of building organisational
renewal and transformation.

Scenario One: Plateau and decline

Coaching fails to demonstrate its value beyond individual
development and is seen as a luxury that can be cut.

Intemal coaches are under pressure to make their services
spread further, in shorter time, without the requisite support
infrastructure.

Scenario Two: A benefit for privileged

Cuts of coaching expenditure but coaching that remains becoming
highly targeted on senior leaders and hand-picked future talent.
The richer companies can still afford coaching

An increasing expectation that all managers have some

basic coaching skills and ability in how they lead, manage
There will be continued growth in fast growing

and develop their own people.
«economies such as China, India and Brazil.

Adapted based on Hawkins, Smith, 2013

Under Scenario One, all managers will have some basic coaching skills and can play the role of
internal coaches to manage and develop employees. But the internal coaches will have to work
without the requisite support infrastructure. Coaching fails to demonstrate its value beyond
individual development and is seen as a luxury that can be cut. Under Scenario Two, coaching will
be considered as a highly targeted privileged intervention for senior people and talented employees.
Only richer companies can afford coaching. Under Scenario Three, coaching will become a key
point of all organisational change. Coaching will become more strongly linked to organisational
level and become an essential aspect of organisational renewal and transformation.

It is obvious that Scenario Three is favourable for future coaching development. Under this
scenario coaching becomes the collective partnership solution for many different organisational
needs. To achieve Scenario Three Hawkins and Smith (2013) outline the needs for
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1. individual coaching: to focus on outcome objectives to improve both individual, team and
organisational performance and deliver value to stakeholders;

2. team coaching: to be systematic to support the development of high-performing teams and
effective collective leadership;

3. external and internal coaching: to develop the sustaining mechanisms of integration to build
coaching into the fabric of the organisation.
4. Coaching in Latvia

The online research has been conducted to investigate the current state of coaching in Latvia with
special emphasis on the use of coaching for organisational purposes. Coaching in Latvia is
delivered by professional organisations as well as other organisations focused on learning and
development. The results of the analysis are presented in the consolidated table (Table 3).

Table 3. Implementation of coaching in Latvia

Coaching Organisations ICF Latvia

Baltic Coaching Centre (BCC)

Riga Coaching School

Other organisations that | SIA Eiro Personals

provide coaching Mind Storm

Success LAB

Organization Development Academy

Projects Pilot project Career mentoring and coaching, 2010

JOSEFIN - Joint SME Finance for Innovation, 2010 - 2012

Programs International accredited professional business coaching training
program ” Leader as a Coach”

Events Coaching Week

Masterclasses

Seminars

Coaching is still a very new professional field in Latvia. One of the first publications in which
coaching was mentioned as a business tool was the article in the newspaper “Dienas Bizness” in
May 2004 called “The modern work education of a team”. More regular publications about
coaching were observed starting 2008 / 2009. In the end of 2008 Latvia became ICF member.

The analysis reveals that external coaching for organisations is mostly focused on the development
of a new style of leadership as well as on the support to entrepreneurs to implement their new ideas.
International accredited professional business coaching training program ‘“Leader as a Coach” is
created for leaders, managers and HR specialists. The aim of the program is to facilitate developing
basic skills of people management in coaching style. A special annual event such as Coaching
Week has been running for the last few years. Different events such as lectures, workshops, master
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classes, coaching sessions and activities of the Coach Club take place in Riga and other regions of
Latvia. Coaching is viewed from different aspects — as means of achieving one’s individual goals,
business targets, implement change management, etc. During Coaching Week 2013 the masterclass
"Line Managers as Coaches" by Professor Bob Garvey was held. The interest in coaching among
organisations is growing. This proves by the increasing number of leaders and managers
participating in different coaching events. However, in spite of this growing interest, information on
coaching is not widely spread and the concept of coaching is not fully understood. As a result,
coaching is confused with other targeted interventions such as mentoring or consulting. It is mostly
expected to receive concrete advice or recommendations from coaching.

5. Questionnaire for experts in Coaching

The aim of the questionnaire was to find out the opinion of the experts about implementation,
benefits and challenges of coaching in organisations to develop conceptual model taking into
consideration regional peculiarities.

A list of potential participants was complied through the direct contacts in the coaching community
of Latvia and Lithuania. As a result, six experts from Latvia and Lithuania were selected for
experts’ opinion questionnaire.

A questionnaire comprises 24 questions distributed in seven parts. The following types of questions
were used: Likert type Scale, ranking, open ended questions.

Section 1. Professional Background and Experience. The aim of this section is to collect data about
experts’ background and their opinion about the support of their practice by professional
associations.

Section 2. Client profile. The aim of this part is to determine the profile of the organisations that use
coaching services. The following factors: industry and company, size, that shape an organization’s
use of coaching, were taken into consideration.

Section 3. Professional Practice. The aim of this section is to collect data about the purpose of
coaching engagement and the level of effectiveness that coaching has had on the business skills and
processes.

Section 4. Coaching Process. This section aims to determine the distinctive features of coaching and
key elements of coaching process. The Section contains Likert 5 point agree/disagree scale, Likert 7
point importance scale and open ended text follow up question.

Section 5. Measuring coaching results. The aim of this section is to find out the experts’ opinion
about the level of importance of measuring the results in coaching as well as the methods that they
use in their practice.

Section 6. Benefits and challenges of coaching. This Section focuses on coaching benefits and
challenges for organisations.

The Questionnaire finalizes with open ended final text question.

The results

All experts are certified external executive coaches. They all graduated from accredited coach
training programs and have experience in delivering coaching in different industries, i.e. Banking
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and Financial Service, Information Technology, Manufacturing and Production, Retail and
Wholesale, Education, and in companies of different size, from under 50 employees to 1000 or
more employees. 3 coaches have been practicing coaching for more than 6 years

As a key purpose for coaching engagement in organisation most experts indicated learning and
development to increase individual worker skill levels and increase individual worker skill levels.
The next two top purposes are performance management to improve business performance and
leadership development to facilitate a transition to senior roles.

There was difference in experts’ responds on who receives coaching and who needs coaching in
organisation. The experts agreed the executives receive coaching most and they should be at the top
of the list of those who need coaching. The majority of experts indicate the next two target groups
that receive coaching are high potential employees and middle management. However, they
consider that the next two positions in a list who needs coaching should be teams and high potential
employees.

Focused on the key characteristics of coaching, the vast majority of experts highlighted that
coaching is used to develop high-potential performers, 2/3 agreed that coaching helps a person
change in the way they wish and 60 % of experts consider that coaching is concerned mainly with
achievements in the present and the future.

The experts were asked to rate the factors that affect coaching process. The top three factors are as
follows: (1) Building and sustaining trust; (2) Commitment and support from all stakeholders; (3)
Powerful questions. It is worthy to notice that the factors Constructive and real-time feedback (8)
and Post-coaching developmental plan (9) are at the bottom of the list.

The next set of questions proves the insufficient experts’ attention to the measurement of the results.
Only 30 % of experts consider that measuring the outcomes in coaching is essential and 1/3 of
experts always measure the results in their practice. The top progress reporting forms by experts’
opinion are mostly focused on achievements on individual level, such as coachee self-assessment
(1); surveys related to behaviour change(2); feedback from coachee (3).

Comparing with literature review findings, experts mentioned the similar benefits from coaching:
use of people, skills and resources (1); improve business performance (2); enhance relationships and
teamwork between staff at different levels (3). However, the challenges mentioned by experts: lack
of support from top management (1); executives do not have time to participate (2); lack of
knowledge about coaching among employees (3), are more typical for Latvia than for coaching as a
whole.

The findings of all steps of the research, i.e. literature review, analysis of situation in Latvia and
experts questionnaire have been consolidated in SWOT analysis (Fig. 5).
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Figure 5. SWOT Analysis
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The analysis reveals internal strengths and weaknesses of coaching as a targeted intervention
implemented in organisations as well as opportunities and threats from external environment that
can affect the effective implementation of coaching in organisations in Latvia.

6. Conclusion

Coaching is the topic which is discussed from different perspective; there is no unified approach to
the definition of this field of study.

The definitions of Institute of Coaching, McLean/Harvard Medical School and Oxford Brookes
University Coaching and Mentoring Society, are accepted as working definitions of coaching for
the present research.

Among other targeted interventions, coaching is positioned as beneficial, self-development, deals
with the client’s mental growth, work-related intervention. The client, not the coach, is an expert
and has the answer in coaching.

For successful future development coaching needs to become a key point of all organisational
change and be more strongly linked to organisational level.

In Latvia there is potential to develop and implement new coaching programs focused on
organisations. However, in spite of the growing interest to coaching among organisations,
information on coaching is not widely spread and the concept of coaching is not fully understood in
Latvia. As a result, coaching is confused with other targeted interventions such as mentoring or
consulting. It is mostly expected to receive concrete advice or recommendations from coaching.

By experts’ opinion, coaching in organisations is mostly used for executives for learning and
development to develop high-potential performers. At the same time, experts underestimate the
importance of measuring the results of coaching.
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SWOT analysis consolidates all stages of the research and presents the foundation for the
development of the conceptual model of coaching taking into consideration regional peculiarities.
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