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ABSTRACT 

 

Coaching becomes of considerable importance where organizations need to rely on 

the ability of their leaders to better understand the attitudes and subsequent 

manifested behaviours of their employees. In a climate and a context of constant 

change, operating in a VUCA1 world, coaching has become a modality which help 

employees shape the desired behaviours and guide them to flex their thinking to 

generate their own possibilities. Therefore, the use of coaching as a learning and 

development activity continues to rise in the 21st century workplace. The purpose of 

the present study was to assess the perceived effectiveness of coaching. 94 

employees from a selected pharmaceutical organization in the Western Cape Province 

took part in the study. The study employed a quantitative research design.  

 

94 employees from a pharmaceutical organization took part in the study. Convenience 

sampling was used to select the employees due to the nature of their jobs. Data was 

collected using a self-developed instrument with 10 items. Example items were: (1) 

My day-to-day leadership style has improved as a result of adopting a coaching 

approach; (2) My listening and questioning techniques have improved since adopting 

a coaching approach. Item and dimensional analyses were conducted using the SPSS 

software to determine the reliability of the self-developed instrument. The instrument 

was found to be reliable and uni-dimensional. Frequencies were calculated for the 

different responses given by the employees to determine the efficacy of coaching. The 

frequencies were based on their level of agreement to the statements in the 

questionnaire. 

 

 

The results indicated that the participants agreed with the 10 statements. The following 

statements were used: (1) My day-to-day leadership style has improved as a result of 

adopting a coaching approach; (2) My listening and questioning techniques have 

improved since adopting a coaching approach; (3) Adopting a coaching approach 

helped in my department and business supporting team members to navigate changes 

in the department or business; (4) The coaching circles are instrumental in developing 

 
1 VUCA stands for Volatility, Uncertainty, Complexity, and Ambiguity 
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resilience & change in my team members; (5) A coaching approach enhances the 

quality of performance and development conversations; (6) Adopting a coaching 

approach has facilitated the personal development of my team members; (7) Using 

Coaching has helped to shift the company culture to be more participative and 

empowering for all individuals (embedding a coaching culture within the Company); 

(8) In my department coaching has impacted positively on performance; (9) Using 

Coaching has helped to shift the company culture to be more participative and 

empowering for all individuals (embedding a coaching culture within the Company); 

(10) Coaching is an important capability for the organization. The practical implications 

of the findings, limitations of the study as well as the direction for future studies were 

provided. 
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CHAPTER ONE 
INTRODUCTION, RESEARCH INITIATING QUESTION AND RESEARCH 

OBJECTIVE 
 

1.1 INTRODUCTION AND BACKGROUND OF THE STUDY 

 
The use of coaching as a learning and development activity continues to rise in the 

21st century workplace (Athanasopoulou & Dopson, 2018; Bozer & Jones, 2018; 

Wang, Lai, Xu & McDowall, 2021). Forbes (2018) assert that the popularity of coaching 

surpasses that of general consultancy. A survey conducted by the International 

Coaching Federation (ICF) indicates that the number of coaches in the workplace has 

increased by 33 per cent globally while the use of coaching by managers increased 

by 50 per cent since 2015. In 1999, the number of coaches registered as members of 

the ICF were 1200 and the number increased to 47500 globally (Losch, Traut-

Mattausch, Mühlberger and Jonas (2016). In South Africa, two main bodies that 

regulate the practice of coaching exist. These are the Coaches and Mentors of South 

Africa (COMENSA) and the International Coach Federation (ICF). According to 

Terblanche, Jock and Ungerer (2019), these two organisations have a membership of 

1200 and 389 members respectively. 

 

Generally, coaching is a collaborative and facilitative approach in which the coach and 

coachee set goals and plans that are meant to empower the coachee with the self-

assertive skills to resolve their own growth and developmental challenges (Grant & 

Stober, 2006; Grant, 2013b). Deiorio (2022, p. 2) described coaching as follows:  
Coaches work with coachees to articulate and affirm a coachee's personal vision, values, 

meaning, or purpose. They help coachees improve self-awareness and evaluate 

strengths, skills, and performance via review of objective assessments. Coaches help 

coachees identify opportunities for change and development, create and evolve plans and 

goals, and provide accountability. Finally, coaches create a partnership of trust and 

respect, building an “alliance” with a coachee. 

 

Due to the nature of coaching as indicated in the definition provided above, links have 

been made between coaching and positive psychology as they are both linked to the 

Human Potential Movement of the 1960s popularised by Carl Rogers. In order to 

respond to the many challenges that confront leaders, organizations must assist their 
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leaders to develop their personal and professional strengths. Leading in an 

unpredictable world with so many unintended consequences such as the aftermath of 

the Covid 19 pandemic, not only presents a challenging environment for leaders and 

executive development programs but also requires a much-needed range of new 

competencies and coaching is a core competency to survive in the 21s century as a 

leader. Coaching has arguably become one of the most powerful methods for 

developing leadership capability while focusing on the positives – the strength of the 

coachee. The development of leaders and leadership involves more than just the 

development of knowledge and must become an integral part of the organizational 

culture so as to also develop know-how and soft skills. Accordingly, programs have 

been created that are based on collaborative learning and the contextualization of the 

various issues demanding resolution, all with a view to developing leadership capable 

of surpassing the limitations of current management methods.  

 

While the literature on leadership and coaching is increasing (Athanasopoulou & 

Dopson, 2018; Bozer & Jones, 2018; Deiorio, 2022; Forbes, 2018; Grant & Stober, 

2006; Grant, 2013b; Wang, Lai, Xu & McDowall, 2021), no study was found on the 

perceived effectiveness of coaching in the South African context. It is therefore 

essential to understand the perceived effectiveness of coaching and the impact it has 

on employee work performance as it helps to shed some light on the power of coaching 

as a leadership language to help shift employees and in so doing improve business 

performance. The overarching research question guiding the study is therefore: “How 

is embedding a coaching culture perceived by the employees in a selected 

pharmaceutical organisation?” 

 
1.2 RESEARCH QUESTIONS 

The main goal of this research study is to explore how embedding a coaching 

culture is perceived by the employees in a selected pharmaceutical organisation.  

The sub-questions are: 

 

 What is the perceived effect of coaching on the leader’s leadership 

style? 

 What is the perceived effect of coaching on my listening and 
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questioning techniques? 

 What is the perceived effect of adopting a coaching approach in my 

department and business supporting team members? 

 What is the perceived effect of coaching circles in developing resilience 

in my team members 

 What is the perceived effect of the coaching approach on the quality of 

performance and development 

 What is the perceived effect of the coaching approach on the personal 

development of my team members 

 What is the perceived effect of using a coaching approach has on the 

contribution of members in our team meetings 

 What is the perceived effect of coaching on the performance of my 

department? 

 What is the effect of coaching on helping to shift the company culture 

to be more participative and empowering for all individuals? 

 

1.3 RESEARCH OBJECTIVES 

 
The study aims to answer the question, how does the modality of coaching 

influence and impact core people process in organisations, the study was 

conducted in a pharmaceutical industry and ls benchmarked against a leading 

tobacco organisation in the fast consumer goods industry. In order to answer this 

question, it is necessary to explain clarify the coaching approach, the coaching 

model used in the organisations and the subsequent impact study to measure 

the impact of coaching on the following leadership dimensions: 

 

 To determine the perceived effect of coaching on the leader’s 

leadership style 

 To determine the perceived effect of coaching on my listening and 

questioning techniques 

 To determine the perceived effect of adopting a coaching approach in 

my department and business supporting team members 

 To determine the perceived effect of coaching circles in developing 

resilience in my team members 
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 To determine the perceived effect of the coaching approach on the 

quality of performance and development 

 To determine the perceived effect of the coaching approach on the 

personal development of my team members 

 To determine the perceived effect of using a coaching approach has 

on the contribution of members in our team meetings 

 To determine the perceived effect of coaching on the performance of 

my department 

 To determine the effect of coaching on helping to shift the company 

culture to be more participative and empowering for all individuals 

 

1.4 SIGNIFICANCE OF THE STUDY 

 

First, few studies have been reported on coaching in South Africa. Although there are 

white papers and practitioner reports that imply potential benefits of managerial 

coaching, not many empirical studies have been reported in which these arguments 

are examined more closely. This study has the potential to provide empirical support 

to the proposed advantages and disadvantages of coaching in organizations.  

 

Although coaching has earned popularity in industries during recent years, this study 

may provide a clearer picture of coaching practices in organizations. Findings may not 

only assist managers to understand how their behaviours impact on employee 

behaviours, attitudes, and perceptions, but also identify and focus on specific coaching 

behaviours to maximize their management and leadership effectiveness. 

 

1.5 STRUCTURE OF THE THESIS 
 

Chapter One provides the introduction and background of the present study, outlining 

the argument describing and motivating the research, culminating in the formation of 

the initiating research questions and objectives. The Chapters following Chapter One 

are briefly outlined below: 

 
Chapter Two: Chapter Two provides an in-depth discussion of the coaching. It 

discusses the definition of coaching, its benefits, differences between coaching and 
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mentoring as well as the different theories of coaching amongst other coaching 

concepts. 

 
Chapter Three: In this Chapter, emphasis is placed on population and sampling 

techniques, the research design, research methods, and the research methodology 

applied in this research study. The chapter also discusses the ethical considerations 

which were observed in the study. 

 
Chapter Four: In this Chapter, the research results are presented. The questionnaire 

results are summarised using visual pie charts and tables.  

 
Chapter Five: This Chapter discusses the results presented in the previous Chapter. 

This chapter also discusses links the results with existing literature as well the practical 

implications of the findings and directions for future studies mainly hinged on the 

limitations of the current study.   
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CHAPTER TWO 
LITERATURE REVIEW 

 
 

2.1 INTRODUCTION 
 

Coaching has become a leadership “buzzword” and the use of coaching in companies 

is still rising sharply. According to a 2020 survey by the International Coaching 

Federation (ICF), there has been a 33 per cent growth in coaching practitioners 

globally and a 50 percent increase in managers using coaching skills since 2015. 

Coaching is no longer seen as simply a remedial tool or perk for a few top managers, 

but it is recognized as a key contributor to an organization’s success and growth 

(International Coaching Federation (ICF), 2020) 

 

According to the International Coaching Federation (ICF) (2020), to respond to the 

many challenges that confront leaders, organizations must assist their leaders to 

develop their personal and professional strengths. Leading in an unpredictable world 

with so many unintended consequences due to the Covid 19 pandemic, not only 

presents a challenging environment for leaders and executive development programs 

but also requires a much-needed range of new competencies and coaching is a core 

competency to survive in the 21s century as a leader. Coaching has arguably become 

one of the most powerful methods for developing leadership capability. The 

development of leaders and leadership involves more than just the development of 

knowledge and must become an integral part of the organizational culture to also 

develop know-how and soft skills. Accordingly, programs have been created that are 

based on collaborative learning and the contextualization of the various issues 

demanding resolution, all with a view to developing leadership capable of surpassing 

the limitations of current management methods.   
 

Leaders are those individuals with the ability to inspire their employees’ in committing 

towards a collective organizational vision and set of goals, through challenge and 

development. It involves the empowering of employees, holding individualized 

consideration and showing support for the ideas of their followers (Krafft, Engelbrecht 

& Theron, 2004). Leadership has continued to receive much attention in recent times 
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due to strong correlations with long-term high performance (Bass & Riggio, 2006).  It 

is one of the required ingredients for building sustainable businesses. Building a 

sustainable business requires a great number of capabilities. Other capabilities are 

concepts such as innovation, supply chain excellence, product quality, etc.  Amongst 

these, coaching is a key enabler. Managing the talent of the business requires 

exceptional skills in terms of developing people to meet the ever-changing demands 

placed on them and the organization.  Employees across all levels must understand 

that change is a given and that their ability to appreciate that the future demands ever 

new and different capabilities, was a critical mindset to have. 

 

2.2 COACHING DEFINITIONS 
 

It is important to define coaching in relation to the coaching approach and the specific 

coaching models used to support the various coaching definitions. When you have a 

clear understanding of what the authors say about coaching, it provides perspective 

and insight on the models used and how the definitions support the coaching models. 

Many of the definitions highlighted by the authors refers to a modern leadership 

language of coaches supporting employees to discover their own possibilities to 

challenges coaches therefore support employees when they are stuck and the coach 

helps to flex the individuals thinking to find their own solutions. It is a role of guiding 

and walking with a person to get to where that person wants to be, and all the 

definitions speak to that kind of approach to coaching. The models are also very 

aligned to flexing the person's structure of interpretation to find their own possible 

solutions to their challenges and the definitions are in support of unlocking a person's 

potential to maximize the performance. It is a process of helping them to learn rather 

than teaching them and raising the levels of awareness and responsibility. Coaching 

is seen as a one-on-one development intervention supported by the organization and 

provided by a colleague of those coached to ensure individual and professional 

growth.  All the definitions below lead to a model or an approach which will guide the 

coachee once again to discover and to define the own solutions 
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 Table 2.1 shows several definitions clarifying coaching and the emphasis of coaching 

as a leadership language to support people with challenges and turn it into 

opportunities. This paragraph starts with the famous quotes on coaching below: 

 “Unlocking a person’s potential to maximise their own performance.  It is helping 

them to learn rather than teaching them” Timothy Gallwey 

 “Raising levels of awareness and responsibility” John Whitmore. 
 “A one-on-one developmental intervention supported by the organisation and 

provided by a colleague of those coached who is trusted to shape and deliver 

a “programme “yielding individual professional growth.” (Frisch, 2001) 
 “I cannot teach anybody anything. I can only make them think.” Socrates, 470-

399BC 
 “Coaching is a collaborative, solution-focused, results-orientated and 

systematic process in which the coach facilitates, self-directed learning and 

personal growth of individuals from normal (i.e. non-clinical) populations.” 

Anthony Grant 
 “If you hire people just because they can do job, they’ll work for your money. 

But if you hire people who believe what you believe, they’ll works for you with 

blood, sweat and tears. “ Simon Sinek 

 You cannot teach a man anything... ...you can only help him discover it within 

himself.” Galileo Galilei 
 “Education is the most powerful weapon which you can use to change the 

world” Nelson Mandela 

 

Al Hilali et al. (2020) provided a comprehensive outline of the definitions of the concept 

of coaching provided by numerous scholars. These are indicated in table 2.1. 

 

Table 2.1 

Definitions of coaching 

Definitions Authors Remarks 
Coach–Meaning 
“instructor/trainer” is c.1830 
Oxford University slang for a 
tutor who “carries” a student 
through an exam; the strong 
sense is 1861. The verb is from 

Oxford University 
1849 

The first appeal of the word 
Coach in the history 
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the 1610s, “to convey in a 
coach;” meaning “to prepare 
(someone) for an exam” is from 
1849 
Establish basic training 
disciplines during this phase. 
From the 1900s, there was a 
significant difference in how 
managers used scientific 
theories in managerial 
performance in response to the 
Industrial Revolution In 1910, a 
remarkable scientific and 
classical administrative 
perspective began to emerge. 
The famous hawthorn studies 
were developed in the 1920s, 
and business theories and 
practices began to adopt 
theories and psychological 
models to manage 

The 1900s through 1920s The period for technological 
advances and the scientific 
perspective was at its 
peak at this time a clear 
difference in how managers 
use scientific theories in 
managerial performance to 
respond to an industrial 
revolution that indeed 
requires specialization. 
Initiation of the human 
movements 

Coaching refers to the 
managerial activity of creating, 
by communication only, the 
climate, environment, and 
context that empower 
individuals and teams to 
generate results. 

Evered and Selman 
(1989) 

Sports Coaching was 
introduced to the 
management Field By 1950th 

Coaching is a process that 
enables learning and 
development to occur and 
performance to improve. 

Parsloe (1995) *Detailed description of the 
principles of training, 
guidance, necessary skills, and 
appropriate training methods. 
* How to establish a person's 
professional competence 
through a 
series of simple self-
evaluations. 
* Put learning theories into 
practice 

Coaching is, exclusively, a 
process focusing on 
enhanced performance. 

Burdett (1998) Identify the word (enhance) 
within the definition of 
coaching 

A coach is a person who 
facilitates experiential learning 
that results in future-oriented 
abilities and who is trained and 
devoted to guiding others into 

Hudson (1999) Identify the trainer and assign 
some of his duties 
academically 
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increased competence, 
commitment, and confidence. 
[Coaching] is a collaborative, 
individualized relationship 
between an executive and a 
coach, the aims of which are to 
bring about sustained 
behavioral change and to 
transform the quality of the 
executive’s working and 
personal life. 

Zeus and Skiffington 
(2000) 

The relationship, and the 
sustainability benefit of the 
coaching 

[Coaching] is a robust process 
that supports people in 
releasing their real potential and 
in making changes in their lives. 

Richardson (2004) The process for real optional 
and change 

Professional coaching is a 
theoretically grounded, 
systematic, goal-directed 
process designed to facilitate 
sustained change and foster the 
on-going self-directed learning 
and personal growth of the 
coachee and is aimed at skills 
development, performance 
enhancement, and personal 
development. 

Grant and Cavanagh 
(2004) 

Professional coaching and 
sustainable change 
Summarizes education, 
growth, development, and 
change 

Professional coaching is an 
ongoing professional 
relationship that helps people 
produce extraordinary results in 
their lives, careers, businesses, 
or organizations. It deepens 
learning to improve 
performance and enhance the 
quality of life. 

International Coach 
Federation (2007) 

Appearing of global, and 
federal organizations for 
coaching 

 

Adapted from: Al Hilali, K.S., Al Mughairi, B.M., Kian, M.W., Karim, A.M., (2020). 

Coaching and Mentoring Concepts and Practices in Development of 

Competencies: A Theoretical Perspective. International Journal of Academic 

Research in Accounting, Finance and Management Sciences, 10 (1), 41-54 

 

2.3 PURPOSE OF COACHING 

According to British Tobacco South Africa (BATSA) (2016), the following is what 

coaching aims to do for the organisation …    
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1. Every employee will be energised and enabled to deliver their piece of the 

strategy. 

2. People working at the right levels, resources used efficiently, and decisions made 

effectively.  

3. Building a sustainable internal pipeline at all levels is everyone’s business. 

Benchmarked internal practices attract high calibre recruits from outside. 

4. The environment of trust and respect inspiring people’s creativity, problem 

solving and innovation. 

5. Coaching as a common language and practice - providing the ‘glue’ for all key 

people processes and activities and bringing them to life. 

6. A dialogue culture where listening, questioning, feedback and storytelling are 

part of the daily routine. 

7. External studies indicate that a coaching culture can contribute to improvements 

in bottom line results by up to 30%  

 

2.4 KEY CONCEPTS OF COACHING  
 

Fournies (2016) identified that coaching as a process for improving problematic work 

performance. In support of the above Evered  and Selman  (2014) had earlier on stated 

that coaching is a communication-focused managerial activity to empower individuals 

and teams to produce results. Hargrove (2021) argued that coaching is about 

interacting with coachees, or employee recipients of coaching, to help them learn. 

Perterson and Hicks (2017) referred to coaching as the regular, continuous process 

of equipping employees to develop themselves more effective. A study by Ellinger 

(2019) conceptualized it as specific managerial actions and behaviours that enable 

employees to learn and improve performance. In the context of this study, coaching is 

referred to as a helping relationship with behavioural techniques to support coachees 

to achieve a mutually identified set of goals to improve their professional performance 

and personal satisfaction and, consequently, the effectiveness of their organization. 

 

2.4.1 Teamwork and team coaching 
Teamwork is defined as the interdependent components of performance needed to 

effectively coordinate the performance of multiple individuals (Bohn, 2020). Good 
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teamwork entails the existence of high-quality interactions within the team and is 

described as necessary for quality innovation and the success of innovative projects 

(Hoegl & Gemuenden, 2018). Team coaching is a direct interaction with the team to 

help members coordinate and execute tasks by appropriately using their collective 

resources for teamwork (Bohn, 2020). This may include individual or group coaching 

sessions, focused on the team (Hackman,  2020). Team coaching can be conducted 

internally or as an external counselling or training service.  

 

2.4.2 Motivation for Coaching 
Organizations use coaching for a wide range of developmental purposes. They apply 

coaching for performance improvement, employee career development, management 

and leadership development, strategy development, and organization change 

(Ellinger, 2019). In most cases, one of the main reasons for using coaching is because 

organizations can customize a systematic intervention with specific behavioural 

objectives for individuals or teams in daily organization contexts (Hargrove, 2021). 

 

Coaching appears to attract organizational members by providing a more flexible 

schedule for learning and development rather than traditional classroom training 

intervention does. Also, coaching may allow employees to get support from 

experienced managers for learning a new job or role, to solve difficult work problems 

with advice of subject expert managers, and to further organization effectiveness as a 

learning organization (Fournies, 2016). In addition, organizations employ professional 

consultants of executive coaches from outside to develop significant individuals, 

executive team building, succession management, and strategic planning (Hall, 2018). 

Increasing calls for coaching in organizations show that coaching is becoming a 

primary focus of employee, management and leadership, and organization 

development efforts. 
 

2.4.3 Classification of Coaching 
Counselling, mentoring, and coaching are terms which are often used 

interchangeably. Executive coaching is also frequently used in place of managerial 

coaching without differentiation. However, several researchers and practitioners 

distinguished one from the other (Hackman, 2020; Hargrove, 2021). Similarities and 

differences of these developmental interventions are addressed below. 
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2.4.3.1  Coaching and counselling.  
Coaching is distinguished from counselling in that coaching aims at developmental 

outcomes, while counselling purposes more remedial outcomes (Hall, 2018). Although 

both interventions intend to increase self-awareness through a systematic reflection 

and often occur in a one-to-one conversation situation, coaching focuses on the 

present and the future of employees or coachees and takes an alternative 

collaborative relationship while counselling focuses more on the past of employees or 

counselees and takes a traditional expert-client relationship (Ellinger, 2019). Coaching 

is more structured and task- and behaviour-oriented than counselling and increasingly 

regarded as one of the critical components for successful employee performance 

organisations. The provided text outlines key distinctions between coaching and 

counselling, drawing on sources by Hall (2018) and Ellinger (2019). The main points 

are: 

 

Table 2.2 

Differences between coaching and counselling 

Feature  Coaching Counselling 

Primary Aim Developmental outcomes Remedial outcomes 

Focus Present and future of coachees Past of counselees 

Structure More structured, task- and behaviour-
oriented 

Less structured 

Relationship Collaborative relationship Traditional expert-client 
relationship 

 

Both approaches aim to increase self-awareness through systematic reflection in a 

one-on-one setting, but coaching is specifically highlighted as a critical component for 

successful employee performance in modern organizations.  

 

2.4.3.2 Coaching and mentoring 
Like coaching, mentoring is a one-to-one developmental relationship (Kram, 2015). 

Kram (2015) further states that, coaching however occurs in a short-term period, 

usually less than one year while mentoring is a long-term process. In some cases, 

mentoring may be an enduring, personal relationship through the lifespan. A coach 
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can be process oriented rather than content oriented and typically be found as a 

manager within employee or coachee team or division (Passmore, 2017). On the other 

hand, a mentor is more a content expert, who has spent years in a specific area either 

in or outside of the employees’ organization thus, can pass knowledge, skills, and 

experiences (Kram, 2015). Mentoring aims to provide career and psychosocial 

supports. But coaching targets to produce immediate performance improvement by 

helping individuals and teams develop through feedback immediacy. Coaching and 

mentoring are both one-to-one developmental relationships, but they differ 

significantly in duration, focus, approach, and the expert role of the guide (see Table 

2.3).  

 

Table 2.3 

Differences between coaching and mentoring 

 

Aspect  Mentoring Coaching 
Duration Long-term, potentially spanning 

years or a lifespan. 
Short-term, usually less than one year or for a 
specific, time-bounded engagement. 

Focus/Goal Broad and holistic, centred on 
overall personal and career 
development and growth. 

Narrow and performance-oriented, targeting 
immediate improvement of specific skills or 
resolution of particular issues. 

Relationship Informal, often evolving into a 
personal relationship based on 
mutual trust and rapport. 

Formal and structured, usually involving a 
contract with scheduled sessions and specific 
objectives. 

Expertise Mentor is a content expert with vast 
experience in the specific field or 
organization. 

Coach is a process expert, skilled in facilitating 
self-discovery and learning, and does not need 
direct experience in the coachee's specific 
occupational role. 

Direction Mentee-driven, with the mentee 
often setting the agenda and the 
mentor providing guidance and 
wisdom. 

Coach-driven in structure, using a Socratic-
based dialogue (open questions) to help the 
coachee find their own answers and build self-
awareness. 

Support 
Type 

Provides career and psychosocial 
support (friendship, counselling). 

Provides performance improvement support 
through immediate, structured feedback. 

Initiation Often initiated organically or 
through formal programs, with a 
focus on the individual's needs. 

Often initiated by an organization or manager 
with specific performance outcomes in mind. 

Adapted from  
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Stokes, P., Fatien Diochon, P., & Otter, K. (2021). "Two sides of the same coin?" 

Coaching and mentoring and the agentic role of context. Annals of the New 

York Academy of Sciences, 1483(1), 142-152. doi: 10.1111/nyas.14316.  

 
Both coaching and mentoring are valuable development approaches that rely on one-

to-one conversations and core communication skills such as listening and questioning 

to enhance an individual's skills, knowledge, and performance. The key is to match 

the approach to the specific developmental need.  

 

2.4.3.3 Managerial coaching and executive coaching.  
Coaching practice can be found as either a part of the managers’ responsibility in 

organizations or an independent job for professional consultants (Ellinger, 2019). 

These two appear to be termed as managerial coaching and executive coaching, 

respectively. Most of all, there are differences in populations who receive and provide 

coaching between the two (Passmore, 2017). Managerial coaching is offered to lower 

and middle level employees while executive coaching tends to be provided to senior 

and executive level employees in organizations. Managerial coaches are traditionally 

from within the organization and executive coaches usually come from external 

consulting firms. Organizations use executive coaching to utilize a specialized learning 

and training service, bring in an experienced subject matter expert, and protect the 

confidentiality of senior and executive level employees in their organization (Fournies, 

2016). For the proposed study, the researcher focuses on managerial coaching in 

organizations. 
 

2.5 COACHING BENCHMARKS 

Many success stories and benchmark organisations highlighted how coaching has 

benefited their respective organisations and how the culture has shifted to a more 

empowering culture where employees feel supported, energized and engaged due to 

coaching. Below are some examples of leading organisations and their experience 

with introducing coaching as a leadership language. 

 

Jack Welch realized that to put General Electric into the No 1 place in the market he 

would need to set an example for everyone. Using direct discussion and feedback with 

everyone he came across, he helped all employees face the tough issues in the 
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company. By establishing the General Electric College and holding discussion groups 

with every attendee, Welch put into practice his well espoused concept that candour 

in discussions was necessary. Welch did not duck tough issues; he confronted them 

and challenged his staff to do the same. 
 

Embedding coaching into the culture of a global sportswear manufacturer and supplier 

was made easier once this was integrated with the Performance Management 

Process.  Every employee has six key objectives, one of which is linked to team 

objectives, which are to be achieved through: coaching others, sharing knowledge or 

developing another’s skills. Every quarter managers review the objectives with 

employees and seek feedback from team members about the effectiveness of the 

coaching.  If coaching has not taken place, employees have part of their pay/bonus 

withheld.    

 
The senior team at one of the world’s largest energy companies operates a monthly 

‘in the shoes of…’ scheme whereby each senior manager spends a day with another 

function.  The day is focused on understanding their issues, providing and receiving 

coaching which in turn leads to increased knowledge of operational aspects of the role 

and the opportunity to help remove obstacles and resolve issues directly.  This process 

not only speeds up decision making and implementation but also enables all involved 

in the process to take the learning from one situation and apply it to other situations.   
 

At BP, safety is paramount. The company does not just talk about it, they practice it 

and everyone coaches everyone else on getting better. As an example, in their HR 

teams employees are encouraged at every major meeting to give an example of where 

they have improved their safety practice. This includes what happens in all aspects of 

their lives, for example with their driving practice outside as well as during working 

hours. Discussions are held about each person’s contribution and ideas are regularly 

shared. The improvement initiatives and coaching practice have helped HR staff to 

feel better about their work and themselves, achieving high levels of safety in and out 

of work. As a result, in 2003 for example, the departmental Employee Satisfaction 

Index rose from 69% to 76% and BP has adopted the coaching approach as standard 

in safety improvement. 
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Several pharmaceutical organisations operate a scheme whereby investment is ring-

fenced for senior leaders to engage with an external coaching service.  A set number 

of hours are allocated per year, and the senior team are encouraged to use these 

regularly in any way they wish including benchmarking with other organisations. The 

benefits of this scheme have been extended not only to the senior leaders but also to 

their teams, using a process of leapfrogging which opens the channels of 

communication throughout the organisation, breaks down hierarchical barriers and 

creates an environment of trust. 

 

Senior leaders at Virgin Holidays believe that to create and sustain a genuine coaching 

culture, coaching needs to start at the top of the organisation and be constantly 

nurtured rather than imposed.  People are encouraged to take time out of their busy 

schedules to put aside for coaching; and the senior team does not take any chances 

that this is not done - they regularly check with people how they spend their time and 

recognise and reward the right behaviours. 

 

2.6 COACHING APPROACHES 

2.6.1 Integral Coaching 
The integral approach consists of different levels of depth and “complexity”. In general, 

coaching aims to assist others to master certain challenges in people’s lives, be it at 

work or in their private life. In a working context, coaching aims to develop 

competencies in individuals for them to deliver on their tasks, achieve goals and 

objectives and to fulfil their roles more effectively. 

 

As illustrated in Figure 2.1, coaching can focus on the immediate challenge a person 

is facing, develop a competence that requires more time to master or on challenges 

that require deep and fundamental changes. The first form of coaching is referred to 

as spontaneous coaching or Type 1 coaching. It focuses on challenges that need less 

time to address and is of a less challenging nature. Level 2 is where the Coach builds 

competence over several sessions and level 3 is longer conversations for fundamental 

change. 
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Figure 2.1 

Matching the type of competence required with the challenge 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Craig O Flaherty, Centre for Coaching, 2010 

 

2.6.1.1 The three conversations in integral coaching 
The coaching conversation is three different conversations woven together in a single 

conversation.  The important thing as a coach is to spend the right amount of time in 

each conversation before moving on.  Also, to know in which conversation you are.  

Although it seems like a linear process, it is actually a cyclical one, with the 

conversation going backwards and forwards between the conversations. 

 

2.6.1.1.1 Conversation for Relationship 
1) Building mutual trust and respect 

2) Understanding the person in their context 

3) Clarifying what they want to do 

4) Understanding what they have tried already 

5) Re-aligning their expectations 

6) Exploring barriers and obstacles 
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2.6.1.1.2 Conversation for Possibility 
1) Working with them to generate new perspectives or ways of seeing the situation 

2) Pushing them to think outside of the box 

3) Generating multiple possibilities 

 

2.6.1.1.3 Conversation for Action 
1) Turning possibilities into action 

2) Securing commitment to next steps 

3) Enrolling them in way forward 

4) Clarifying what could go wrong 

 

2.6.2 Flow of the integral approach 
 

Figure 2.2 

Flow of the integral approach 

 

 

 

 

 

 

 

 

 

2.6.2.1 Phase 1: Conversation for understanding 
During this phase of a coaching conversation, the coach establishes the way in which 

the coachee sees the problem/challenge/issue. This could range from a work-related 

issue of simple complexity to a personal issue with a great deal of complexity. During 

an hour discussion this phase may last 20 minutes. 

 

2.6.2.2 Phase 2: Conversation for possibilities 
During this phase the coach works with the coachee to discover the challenge by using 

a specific set of questions, introducing distinctions, using models or any form of 
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exploration to “see” the challenge from a different angle. New lenses are introduced 

to discover new options, different alternatives, etc. This lasts for 20 – 30 minutes. 

 

2.6.2.3 Phase 3: Conversation for action 
During this phase, action steps are reviewed. 

 

2.6.3 Seven stage coaching process 
The emphasis of the following 7 stage model is reflected as an innate desire to help 

others develop. The stages in this coaching approach include: 

1. Identify the need 

2. Identify coaching opportunities 

3. Encourage the individual to do the task/job 

4. Ask for input 

5. Give constructive feedback 

6. Agree on action steps 

7. Agree on follow up 

 

2.6.4 Neuroscience & coaching 
Neuroscience is the study of the brain and the nervous system and how these systems 

function physiologically to transform sensory stimuli into output, actions and/or 

reactions. Coaching is another transformative process of guiding and enabling change 

within a coachee for positive outcomes. Coupling these two provides a deep impact 

emphasis of self-awareness about how one’s brain is wired to process information, 

learn and create habits while simultaneously using that awareness to dismantle self-

limiting beliefs, doubts, anxieties, narrow perspectives and biases. This enables a new 

road map to be created that will form positive habits, thoughts, perspectives and 

actions.  Thus, neuroscience-based coaching can redirect your brain to minimize (and 

eventually negate) the pathways that block your potential by forming fresh and 

productive ones that override it — thereby creating lasting, beneficial impact. 2020 will 

go down in history as being one of the toughest years we have faced, a major pattern 

break (to borrow NLP terminology) from our routines and expectations of life due to 

Covid19 challenges. As we have started to pick up the pieces, embrace new normality 

and possibly position ourselves for doing and being better, here are seven ways in 
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which adding neuroscience-based coaching into your annual resolution could be the 

edge you need to stand out from others.  Your brain is unique, so are you. When we 

pitch ourselves for that next job, next role or new opportunity, we are often asked what 

makes us different or what makes us stand out from others. In other words, your 

unique value proposition. In all the years I have interviewed candidates, not one of 

them has answered that it is their brain. But guess what, it is true. Your brain makes 

you a unique individual. Yes, physiologically we all have the same brain components, 

but functionally, we are as different and unique as our thumbprints. Neuroscience 

coaching can help you understand exactly how unique your brain is. Given that your 

brain controls your decisions, how you react and your sensory outputs — to name a 

few — why would you not want to find levers that can be used to develop your brain 

to its full fitness and potential?  

 

The above approaches to coaching are very similar to the different stages followed to 

arrive at similar outcomes. Below are two coaching models superimposed on top of 

each other to illustrate that the stages are identical i.e. connect, assess, refresh and 

enact into the process followed with both the integral and the GROW models. 
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Figure 2.3 

Coaching approaches 

 

 

 

 

 

 

 

 

 

 

Adapted from Craig O Flaherty, Centre for Coaching, BAT, 2010 

2.7 COACHING MODELS ALIGNED TO DEFINITIONS AND APPROACHES 

2.7.1 GROW Model 
Although many models of coaching are used and most of the models have the same 

aim to support the coachee to be better. The GROW model is one of the models used 

in many organisations and in my research the pharmaceutical company also used the 

GROW model to introduce coaching as a leadership language into the organisation. 

The next section will provide deeper insights into the GROW model i.e. how does it 

work and the benefits for organisations. 

 

The GROW model refers to: 

• Goal: The overall purpose of the coaching and the specific goal for the coaching 

session  
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• Reality: Establish what the current real picture is by inviting self-assessment; 

Giving feedback; Challenging assumptions/misconceptions; and discarding 

irrelevant history. 

• Options: Explore the full range of options; Invite suggestions from the other 
person; Offer suggestions carefully; Identify role models 

• Wrap-up: Make choices; Commit to action; Identify specific steps and define 
timing; Agree support.  Note that at this point the coaching relationship will 

terminate. 

Sources: Grant & Greene, 2004; Landberg, 1997; Spence 7 Grant, 2007; Whitmore, 

1992 

The above outline by Sources: Grant & Greene, 2004; Landberg, 1997; Spence & 

Grant, 2007; Whitmore, 1992 translate into 3 steps; 

1. Raise awareness – GOAL & REALITY 

2. Generate responsibility - OPTIONS 

3. Develop self-motivation – WRAP UP 

The GROW model is probably one of the most known in the UK. It could be considered 

a route to navigate through which, at the same time, works as a guide for finding 

ourselves when we get lost. 

One of the best ways to get better at nondirective coaching is to try conversing using 

the GROW model, devised in the 1980s by Sir John Whitmore and others. GROW 

involves four action steps, the first letters of which give the model its name. It’s easy 

to grasp conceptually, but it is harder to practice than you might imagine, because it 

requires training yourself to think in new ways about what your role and value are as 

a leader. 

2.7.2 The four action steps of the GROW model are: 

Goal. 

When you begin discussing a topic with someone you are coaching, establish exactly 

what he wants to accomplish right now. Not what his goals are for the project or his 

job or his role in the organization, but what he hopes to get out of this particular 
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exchange. People do not do this organically in most conversations, and they often 

need help with it.  

Reality. 

With the goal of your conversation established, ask questions rooted in what, when, 

where, and who, each of which forces people to come down out of the clouds and 

focus on specific facts. This makes the conversation real and constructive. You’ll 

notice that we did not include why. That is because asking why demands that people 

explore reasons and motivations rather than facts. In doing that, it can carry overtones 

of judgment or trigger attempts at self-justification, both of which can be 

counterproductive. 

This step is critical because it stops people from overlooking pertinent variables and 

leaping to conclusions. The coach’s job here is just to raise the right questions and 

then get out of the way. 

 Options. 

When people come to you for coaching, they often feel stuck. “There’s nothing I can 

do,” they might tell you. Or “I have only one real option.” Or “I’m torn between A and 

B.” 

At this point your task is to help them think more broadly and more deeply. To broaden 

the conversation, sometimes it’s enough to ask something as simple as “If you had a 

magic wand, what would you do?” You’d be surprised how freeing many people find 

that question to be—and how quickly they then start thinking in fresh, productive ways. 

Once they’ve broadened their perspective and discovered new options, your job is to 

prompt them to deepen their thinking, perhaps by encouraging them to explore the 

upside, the downside, and the risks of each option. 

Will. 

This step also does not usually happen organically in conversations, so again most 

people will need help with it. The step has two parts, each involving a different sense 

of the word will. 
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In the first part you ask, “What will you do?” This encourages the person you’re 

coaching to review the specific action plan that has emerged from your conversation. 

If the conversation has gone well, she’ll have a clear sense of what that plan is. If she 

doesn’t, you’ll need to cycle back through the earlier steps of the GROW process and 

help her define how she’ll attack the problem. 

Example GROW questions from Coaching for Performance, 5th Edition 

(c) 2017 The Estate of Sir John Whitmore and Performance Consultants International 

 

The model below designed in 2014 in BAT to illustrate the actions, the flow and 
a summary of each action step. 

 

Figure 2.4 

The BATSA grow model 

 

Example GROW questions from Coaching for Performance, 5th Edition 

(c) 2017 The Estate of Sir John Whitmore and Performance Consultants International 
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2.7.3 The GROW model and proposed questions for each action of the GROW model 
Goal: 
Every session needs to have a goal and should be as specific as possible.  

Some of the coaching questions could be as follows: 
• What do you want to achieve? 

• What is important to you right now? 

• What would you like to get from the next 30 minutes? 

• What areas do you want to work on? 

• Describe your perfect world. 

• What do you want to achieve because of this session? 

• What will make you feel this time has been well spent? 

•  Is it an achievable goal? And how are we going to do it? 

In addition, good coaches always make sure that we formulated the right goals 

following the principles of SMART: 
S - Specific 

M- Measurable 

A-  Attainable 

R-  Realistic 

T - Time-Bound and Tangible 

 

Reality: 
Reality is as simple as it seems. We cannot deny that pure objectivity is very difficult 

to achieve but indispensable if we want to look forward. Knowing which is our start 

point means that we consider all surrounding aspects to fully understand our situation.  

Some of the coaching questions could be as follows: 
• Where are you now in relation to your goal? 

• On a scale of 1 -10 where are you? 

• What has contributed to your success so far? 

• What skills/knowledge/attributes do you have? 

• What progress have you made so far? 

• What is working well right now? 

• What is required of you? 
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Options: 
When we are in currently reality you can explore our options to reach our goals. A very 

interesting technique is the Brainstorming which lets you know possibilities we never 

thought about before. 

 
Some of the coaching questions could be as follows: 

1) What are your options? 

2) How have you tacked this/ a similar situation before? 

3) What could you do differently? 

4) Who do you know who has encountered a similar situation? 

5) Give me 5 options 

6) If anything was possible, what would you do? 

7) What else? 

Wrap up, way forward: 
Knowing the reality and options we are able to get our goals but this is not enough. 

Some of the coaching questions could be as follows: 
1) Which options work best for you? 

2) What one small step are you going to take now? 

3) What actions will you take? 

4) When are you going to start? 

5) Who will help you? 

6) How will you know you have been successful 

7) How will you ensure that you do it? 

8) On a scale of 1 -10 how committed /motivated are you to doing it? 

 

2.8 COACHING CIRCLES 

The pharmaceutical company where the research was conducted also introduced 

coaching circles to ensure the coaching language is kept alive in the organisation. The 

next section describes what coaching circles are and how it works. 

 

2.8.1 What is coaching circles? 
Coaching circles aim to bring together the most diverse group of people (style, 

function, experience, challenges they face). One criterion that is helpful in forming 

https://uwcscholar.uwc.ac.za/home



28 
  

groups is to ensure that the level of complexity of their work is comparable. Although 

in the company used most of the coaching circles consist of people from the same 

team, it is possible to form a circle with people from different departments or even 

functions. According to Greening (2024), a coaching circle provides: 

1. a safe space for individuals to consider difficult challenges and uncover 

possibilities for addressing them in concrete ways; 

2. opportunities for people to reflect and learn from their experiences in ways that 

empower them and their organisation to take effective actions; 

3. participants with the opportunity to gain first-hand experience in coaching their 

peers in ways that open new possibilities for action, reflection and learning.  

2.8.1.1 Additional advantages of coaching circles 
2.8.1.1.1 For Individuals 

1. Safe Space & Peer Support: Circles create a confidential environment where 

participants can openly share real-life challenges and experiences without fear 

of judgment. 

2. Diverse Perspectives & Collective Wisdom: Members benefit from the "hive 

mind" of the group, gaining fresh insights and innovative solutions from peers 

with different backgrounds, departments, or levels of experience. 

3. Enhanced Skills: Participants naturally improve soft skills such as active 

listening, asking powerful questions, providing constructive feedback, and 

conflict resolution by practicing them within the circle. 

4. Increased Confidence & Self-Awareness: Through self-reflection and peer 

feedback, individuals develop greater self-awareness, improve self-efficacy, 

and build confidence in their abilities and leadership skills. 

5. Accountability & Goal Achievement: Sharing goals and action plans with the 

group creates a built-in accountability mechanism, motivating participants to 

follow through on their commitments and stay on track. 

6. Stronger Relationships & Networking: The process facilitates building strong, 

supportive relationships and professional networks that often extend beyond 

the sessions, reducing feelings of isolation.  
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2.8.1.1.2 For Organizations 
1. Cost-Effective Development: Coaching circles are a cost-effective way to 

provide extensive development opportunities to a larger number of employees 

compared to traditional one-on-one coaching. 

2. Culture of Continuous Learning: By embedding this methodology, companies 

foster a culture of continuous, self-directed learning and growth. 

3. Improved Communication & Collaboration: Better interpersonal skills and 

cross-functional knowledge transfer translate into improved teamwork and 

cooperation across the organization. 

4. Talent Management & Retention: The demonstrated organizational 

commitment to employee development, along with improved job satisfaction 

and engagement, can lead to increased employee retention and loyalty. 

5. Scalable Solutions: The model is highly versatile and can be used for various 

initiatives, such as onboarding new managers, supporting diversity and 

inclusion programs, and accelerating the implementation of new business 

priorities. 

 

Table 2.4 

One-on-One Coaching vs. Coaching Circles 
 

Feature  One-on-One Coaching Coaching Circles 

Focus Highly personalized; centres solely on 
the individual's unique challenges, 
goals, and growth. 

Centres on a shared topic or general skill 
development, using a set curriculum or 
group-defined goals. 

Participants A private, confidential 
relationship between one coach and 
one client. 

A small group of peers (typically 6-8 
members) and one coach-facilitator. 

Learning 
Source 

Primarily through introspection and 
direct, tailored feedback and 
questioning from the coach. 

Learning comes from the coach's 
insights, shared experiences, diverse 
perspectives of peers, and mutual 
support. 

Vulnerability Allows for deeper, more "closed-door" 
vulnerability to explore profound 
personal or complex issues. 

Encourages vulnerability within the group 
but is generally less deep than one-on-
one due to the public setting. 
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Pace & 
Flexibility 

Highly flexible; the pace and agenda 
can be adjusted to the client's 
immediate needs and schedule. 

More structured; sessions are typically 
time-bound (e.g., 6 weekly sessions) and 
follow a predetermined rhythm and 
curriculum. 

Cost More expensive due to the exclusive, 
personalized nature of the service. 

More cost-effective as the expense is 
shared among multiple participants. 

Accountability Direct accountability to the coach 
through dedicated check-ins and action 
planning. 

Accountability is shared among peers and 
the coach, fostering a sense of 
community support. 

 
Adapted from Greening (2024). https://buildingmomentum.info/group-coaching-vs-

one-on-one-coaching-which-is-best-for-you/ 

 
2.9 ICF Definition of Group Coaching 

• According to International Coaching Federation, group coaching is a collaborative, 
thought-provoking and creative process that inspires a group of individuals toward a 

common goal or outcome. 

• Group coaching is different from individual coaching in that it focuses on the collective 

learning and growth of the group rather than the individual needs and goals of 

individual participants. 

• Group coaching can be done in different ways and can have different formats, such 

as face-to-face meetings, virtual meetings, or a combination of both. 

• It can be done in different settings too, including corporate coaching, leadership 

development, greater personal growth, and wellness coaching. 

• Group coaching session is a very powerful and effective approach to coaching 

supporting individuals in achieving their goals while also building a sense of 

community among group members. 

Bijan Kholghi is a certified life coach with the Milton Erickson Institute Heidelberg 

(Germany). He helps clients and couples reach breakthroughs in their lives by 

changing subconscious patterns. His solution-oriented approach is based on 

Systemic- and Hypnotherapy 

 
2.10 Self-sustaining coaching circles 

Bridging the gap from facilitated coaching circles to self-sustaining coaching circles, 

circle members need to identify a coaching circle custodian per circle. The coaching 
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circle custodian will take responsibility for scheduling of coaching circles every six to 

eight weeks. The role can be rotated over time, or the custodian can arrange for the 

scheduling through the department’s PA. Managing a self-sustained coaching circle 

could mean different approaches as guided by the unique situation of a circle. For 

example, a circle may decide to appoint one of the circle members to act as “facilitator” 

and may (or not) be excused from tabling a topic for discussion. In such a case the 

“facilitator” guides the groups in terms of time, questioning, etc. This role is then rotated 

at the next circle meeting. It may also be the case that the whole circle plays the role 

of ‘facilitator” and supports each other as the circle meeting carries on. 

 

2.10.1 For individuals the benefits are: 
 creating a powerful bond with other trusted managers over extended periods of 

time. 

 making sense of their dilemmas and challenges and exploring effective actions 

to address them. 

 accelerating the development of key leadership skills and qualities while in 

action; and 

 gaining first-hand experience in coaching their peers. 

 

2.10.2 The organisation benefits from: 
 getting better solutions by harvesting the collective knowledge and skills of 

people. 

 sharing knowledge and practices across the organisation. 

 having leaders with coaching skills being capable of developing and 

retaining talent; and 

 developing communication and networks across traditional organisational 

boundaries 

 
2.11 HOW DOES COACHING WORK? 

Coaching is a relationship (of a certain kind) versus a role (not a right to simply being 

someone’s boss), which aims at balancing individual and organisational goals. It aims 

to work with an individual to understand the barriers and obstacles to effective 

outcomes and the coach works with the individual to identify new possibilities that the 

person is empowered to explore, implement and learn from in tackling the challenges 
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that face them. The steps in the coaching process include articulating the current 

reality, identifying the future and then work on the steps required in between to get 

there. Whilst coachees address both a short term and a long-term view. Short term in 

the sense of helping clients reach their goals. Long term in the sense that the clients 

will have challenges often and must be left competent to deal with these.  
 

2.11.1 Coaching and setting goals 
There are several other factors related to the coaching session itself that impact on 

the goal selection process and act as moderator variables. This include the coachee’s 

ability to set effective goals, facilitate and action planning, and the coachee’s ability to 

maximize goal congruency and goal alignment whilst also facilitating the coachee’s 

goal focused self-regulation. It is also important when setting goals between the coach 

and the coachee that it should also involve the inputs and the insights of the coachee, 

so it becomes a process of co-creation. The success of the above is also dependent 

on the coachee’s ability to bring perceived value to the coaching session and develop 

a strong working alliance with a coachee (Gray, 2007). All the theoretical knowledge 

in the world about goal theory is of no importance unless the coach can put this theory 

into practice, managing the goal striving process, whilst holding the coachee 

accountable and being solution focused and outcome focused. 

 

2.11.2 The process of coaching  
The integrative model of coach facilitated goal attainment, this model was researched 

by Grant (2012) and the model helps to provide understanding of how an integrated 

model of goal focused coaching works. It all it starts with the perceived need for 

coaching and then the process of goal selection which includes the coaches 

understanding and engagement, suitability of the coaching agreement and the degree 

of goal selection autonomy. This leads to the goal choice which is then followed by the 

action plans and then the goal attainment process which include implementation 

intentions and daily actions. This then leads to goal attainment which is measured by 

changes in well-being that's creates preparedness for future challenges and end goals 

satisfaction.  
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This model clearly speaks to the GROW model and although it is it is related to goal 

focused coaching it clearly aligns with what is the goal of the coaching then discussing 

and flexing the coachees’ reality in terms of what is really going on unpacking what 

the real issues are and the challenges are and after the reality has been established 

from the coachee the coach then moves over to options then speaks to goal choices 

the action plans what are the possibilities to address the challenge and turn the 

challenge into opportunities. Following the conversation in terms of the goal focus 

coaching approach after options and opportunities and possibilities have been 

explored and have been unpacked, the coach then follows a process of what success 

would look like and in the wrap up what would be the next steps in terms of goal 

attainment, what will be different for the person , how will it impact the person with the 

coachee was how did the coachee move from a current reality and a current narrative 

to a better way of being, a new narrative and new reality and how does the practices 

that the coachee and the coach co-created helps the coach to step into the new 

narrative so that the goal satisfaction process takes place. 

 

The key part of this journey is to establish the three critical elements of any journey 

process – the starting point, the destination and the path between these two.   

Do not underestimate the investment to be made in simply building a relationship and 

starting to lay the foundations for mutual respect, trust and freedom of expression 

The three coaching journey elements are: 

• Where are you starting FROM – how is the coachee’s positioned currently 

and what are the current levels of competency? 

• Where are you going TO – what is the end state, destination or outcomes they 

would like to achieve in their focus? 

• HOW will you get there – what are the barriers that need to be overcome and 

the competencies that need to be built and developed in getting there? 

 

1. Current Reality 

• Current status, the challenge, issue or the threat 

• Current competencies described in behavioural terms 
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• Level of commitment to defined outcomes 

2. Intended Outcomes 

• Desired outcomes 

• Competency profile desired – described in behavioral terms 

3. The Path 

• Barriers to achieving outcomes identified and overcome 

• Competencies needing enhancement and building gain focus 

 

Key outcomes: 

• Relationship on way to being established 

• Purpose and outcomes of coaching defined 

• Process parameters defined 

• Their level of commitment assessed 

• Outcomes realism established 

 

The challenge of leadership, it implies there are four levels of leadership, and the first 

level is the acquiring of the skill and the behaviours change. The second level is it 

focuses on how the coachee can be better where they are at i.e. if it is performance 

the focus on the level of performance or the focus on the behaviour and how the 

behaviour needs to change to suit and to adapt to the new situation. Then the 

development is the third level, and this is where it must create a change that has to go 

beyond what it was. It is getting the coachee from a lodged position to a dislodged 

position and so it goes beyond for example the role that the person is in, the 

performance, the behaviour it had to change and then take place and so. With 

coaching the fourth level would then be where transformation has taken place and it 

is important that when we coach that there is a transition and there's a major transition 

that takes place from a stuck position to an unstuck place. 
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2.11.3 The premise for coaching 
Figure 2.5 

 

 

 

 

 

 

 

In the previous section, mention was made about the key elements with the critical 

elements in the journey in the process of coaching which included three key steps, the 

current reality, the intended outcomes and the path that you take to get to your key to 

the key outcomes. Combined with this model that anchors the premise for coaching, 

and the source is the new ventures coaching research company in Canada which is 

which is strongly affiliated with the international coaching federation (ICF).  
 

2.11.4 General guiding principles of coaching 
The key principles applicable to coaching include, a common goal, motivation - always 

enhance or maintain self-esteem, clear communication channels, encourage 

individuals to find their own solutions, joint decision-making listen and respond with 

empathy and regular meetings – review and constructive feedback. 

 
ICF Coaching Principles 
 
The International Coaching Federation (ICF) has created a set of coaching principles 

that help guide professional coaches in their everyday practice. These principles are 

based on ethical standards and best practices in coaching, and their goal is to promote 

integrity, accountability, and excellence in coaching. The International Coaching 

Federation coaching principles are about effective coaching, and they provide a 

framework for coaches to deliver high-quality coaching services to their clients. Here 
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are the 10 International Coaching Federation Coaching Principles to ensure ethical 

practice: 

1) Professional conduct 

2) Client-centred approach 

3) Coaching presence 

4) Active listening 

5) Powerful questioning 

6) Direct communication 

7) Creating awareness 

8) Designing actions 

9) Planning and goal setting 

10) Managing progress and accountability 

 

Other coaching guiding principles include: 
1) Distinguishing and understanding the factors that impact on the individual’s 

performance. 

2) Understanding the dynamics of behaviour strengths and development areas. 

3) Understanding the principles of inner-directed behaviour and taking personal 

accountability / responsibility for personal growth.   

4) Being able to identify the factors impacting on performance. 

5) Being able to identify and accept the key behaviour areas and personal traits 

restricting personal growth / utilisation of potential. 

6) Being able to transfer the skills to the workplace and formulating objectives to 

measure development, utilisation of potential and performance improvement. 

7) Applying the principle of inner-directed behaviour and taking personal 

accountability / responsibility for personal growth / development.   

8) To understand how to coach to strengthen specific behaviour dimensions requiring 

development.   

9) To be able to apply diagnostic skill to assess the symptoms and root causal factors 

impacting on behaviour competencies, rate of development and performance. 

10) To be able to provide specific coaching to strengthen specific behaviour 

competencies requiring development. Ability to give and receive open feedback. 

11) To be able to link behaviour development interventions to performance 

improvements. 
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12) Practical tips and tools. Example: Manager saying to team member “ You are not 

making impact during discussions and presentations”, but team member has no 

idea how to rectify the problem area. 

 

2.11.5 The guiding principles for a good coach would include: 
1) Coachee has the answers and resources themselves. 

2) Coach’s job is to facilitate self-discovery. 

3) Coach only provides input when coachee lacks insight or experience to contribute 

ideas. 

4) The coachee should do most of the talking.  

5) Coach is not a technical expert or a “guru”. 

 

2.12 THE ROLES IN THE COACHING RELATIONSHIP  

As in any other relationship, we assume certain responsibilities.  When it comes to 

coaching, the same principle applies. In a one-on-one coaching relationship, there are 

two roles, the coach and the coachee.  Each person assumes certain responsibilities 

and must understand these for the relationship to work effectively. 

 

2.12.1 Role of the coach 
Once a person agrees to act as coach to another, the following responsibilities come 

with the package, namely: 

1) to set aside time to assist the coachee with his or her challenge 

2) to be present – in other words, to pay full attention and dedicate focus to the 

coachee 

3) to build trust by delivering promises and commitment, i.e. if a date is set, honour 

it 

4) be open minded.  Do not force your ideas or opinions onto the coachee and 

5) to remain authentic by means of objective support. 

 

Distinguishing between the traditional view and today’s view of a coach 
“It is a wise person who learns from the experience of others, a fool who learns only 

from their own.” – Anonymous 

 

https://uwcscholar.uwc.ac.za/home



38 
  

Table 2.5  

Distinguishing between the traditional view and today’s view of a coach 

 

Traditional view Today’s view 

• A person of authority in the 

organisation, often older 

• Responsible for fixing poor 

performers 

• An experienced manager who 

gave direction or who told the 

person being coached what to do 

• They decided what was 

important 

• They did not have to be 

assessed by anyone 

• They did not expect to learn from 

the coachee 

• They did not risk much in their 

role 

• “People” skills were not critical 

• Anyone can be a coach – 

managers, peers and direct 

reports 

• Today’s coach is focused on 

building up the best in the 

coachee and does so by 

positively supporting them 

• Use the art of story telling and 

conversation to discover, with the 

coachee, what might be a goal to 

plan for 

• Coach learns as much or more 

from the coaching exercises as 

the coachee 

• Ability of the coach to build a 

relationship with the coachee is 

critical for success 

• They use feedback 90% of the 

time to help the coachee think 

about what happened during the 

coaching conversation 

 

Coaching Conversations through the Eyes of a Coach 

The following pages describe the role of the coach in the coaching situation, and how 

they should apply the GROW model to make the maximum benefit from the coaching 

session. Establish the GOALS of the coaching conversation, including how you will 
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work together: build rapport, demonstrate willingness to help, agree on scope and 

specific coaching objectives, make it relevant – link personal goals to business goals. 

To direct your thinking, please consider the detailed questions below and answer them 

briefly by writing thoughts for each question. 

 • How will I build rapport and demonstrate a willingness to help? 

• What are the objectives of this session?  

• How can I get the coachee to think differently/creatively about their goals? 
 

• How can I help the coachee to be more successful? 
 

Assess REALITY of the situation: Encourage self-assessment, share feedback and 

specific examples, acknowledge strengths and development needs, and challenge 

assumptions. 

 • How can I encourage the person to assess his or her 
own contribution? 

• What are my and their assumptions looking at the 
issues? 

• What is their attitude behind the statements? 
• Have I given feedback on the area that really needs 

addressing?  
• Have I given a really effective example to describe the 

situation in this case, or could I use an interesting 
story? 

 

Partner with the person being coached to develop and discuss a range of OPTIONS: 
Explore possibilities, think through the consequences of action and inaction, offer 

suggestions (keep to a minimum), and make sure clear choices are made. This is 

more of a collaborative process where the coachee and coach explore the possibilities 

of the solutions or directions for development. (Coachee should be encouraged to do 

most of the analytical thinking, prompted by the coach.) 
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 • Have we explored all of the possibilities by using techniques such 

as brainstorming to see where that takes us?  

• What would happen if we did nothing? 

• What is the most unusual thing that could be done here and what 

ideas does that give us? 

• What would be impossible but if it could be done, would solve all 

the challenges? 

• What is the best that could happen? What is the worst that could 

happen? 

• What is most likely to happen? 

• Who will be affected? 

• What relevant experience do I have to help stimulate the 

coachee’s thinking? 

WRAP UP by agreeing what will be done. Identify obstacles and commit to action: 

Check motivation and commitment, work through possible obstacles, outline action 

steps and time frames. 

 Test to see if the coachee really intends to carry out the actions 

identified by taking a sudden change in direction and suggesting that 

the coachee won’t follow through. Strong reactions to these 

suggestions will indicate motivation is present.  

• Are there any resources that are missing?  

• Is there anyone who would have reason to oppose this action? 

• Is there a time constraint? 

• Are there any other issues or projects within British American 

Tobacco that might stop or help the coachee doing this? 

• What support can I provide to the coachee moving forwards? 

2.12.2 Role of the coachee 

Coachees need to ensure that they utilize the opportunity in full and discuss real 

challenges and issues.  The conversation is not an opportunity to sit and chat about 

things in general, it must serve a purpose.  To this end, coaches have the following 

responsibilities, namely: 
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• come prepared – have your challenge clear in your own mind 

• be open to explore opportunities as discovered during the conversation 

• deliver on the actions you agree to during the conversation and 

• respect the relationship, meet your agreed appointments. 

View of a Coachee  

“There is no such thing as a natural-born pilot. Whatever my aptitudes or talents, 

becoming a proficient pilot was hard work, really a lifetime’s learning experience. The 

best pilots fly more than the others: that’s why they are the best.”                      – Chuck 

Yeager (Pilot) 

Table 2.6 

View of a Coachee  

Traditional view Today’s view 

• A person lower down in the 

organisation 

• Someone not performing 

properly 

• An employee who needed 

direction from their manager or 

an expert 

• The coachee was directed and 

the coach determined the content 

of the discussion and goals 

• The coachee learnt by being 

given theory and instructions on 

how to do the task/job properly 

with minute detail on how to do it 

• Can be anyone in the 

organisation, junior managers, 

senior managers etc. They can 

be coached by people at a lower 

organisational level 

• Anyone who wants to excel at 

what they do 

• Normally, the coachee 

determines what they wish to 

achieve 

• They are responsible for setting 

and meeting their own deadlines 

• They give feedback to the coach 

on the coach’s performance 

• The coachee learns by 

experimentation and by dialogue, 

not just by example 
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Coaching Conversations through the Eyes of a Coachee 

The following pages describe the role of the coachee in the coaching situation, and 

how you should apply the GROW model to make the maximum benefit from the 

coaching session. 

Establish your GOALS and what you want from the coaching conversation, including 

how you will work together: build rapport and demonstrate willingness to fully engage 

in the process. Agree on scope and specific coaching objectives; be clear about the 

link between personal goals and business goals. 

To direct your thinking, please consider the detailed questions below and answer 

them briefly by writing thoughts for each question. 

 • How will I build rapport and demonstrate willingness to 

be helped?  

• What are my objectives and what do I want to get out 

of this session?  

• Can I see the links between my personal goals and the 

company objectives?  

 

Assess the REALITY of the situation: Put effort into self-assessment, share feedback 

and use specific examples. Acknowledge strengths and be sure about your 

development needs. Make an effort to understand your assumptions. 

• Have I asked the coach for feedback on the issue that’s really important, even if 

it’s uncomfortable for me? 

• Have I given feedback on the area that really concerns me?  

• Have I given a really effective example to describe the situation in this case, or 

could I use an interesting story? 

• What are the strengths that I have relating to this matter and did I make the most 

of them?  

• Did I fully apply my strengths? Did I try to stretch myself?  

• Did I share my developmental need?  

• Did I have the courage to explore it even though it was uncomfortable for me? 
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Partner with your coach to develop and discuss a range of OPTIONS: Explore 

possibilities, think through the consequences of action and inaction, offer suggestions, 

and make sure clear choices are made. This is more of a collaborative process where 

the coachee and coach explore the possibilities of the solutions or directions for 

development. (You should do most of the analytical thinking, prompted by the coach 

if necessary.) 

 • Have we explored all of the possibilities by using techniques such as 

brainstorming to see where that takes us?  

• What would happen if we did nothing? 

• What is the most unusual thing that could be done here and what ideas does 

that give us? 

• What would be impossible but if it could be done, would solve all the 

challenges? 

• What is the best that could happen? What is the worst that could happen? 

• What is most likely to happen? 

• Who will be affected? 

 

WRAP UP by agreeing what will be done. Identify obstacles and commit to action: 

Check motivation and commitment, work through possible obstacles, outline action 

steps and time frames. 

 • Examine honestly whether you intend to carry out this action or whether 

there are reasons you may not  

• Are there any resources that are missing? 
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• Is there anyone who would have reason to oppose this action? 

• Is there a time constraint? 

• Are there any other issues or projects within British American Tobacco that 

might stop or help you doing this? 

• How committed do you feel? 

 

Expectations of how the process unfold. 

ENCOURAGE INDIVIDUALS TO FIND THEIR OWN SOLUTIONS 

Ask for help in solving the Problem/Addressing the Issue 

 What does it mean to ask for help in solving the problem? 

We let the coachee take ownership of the problem (an adult learning principle) 

 

 How to facilitate this process? 

- Use probing techniques to get participation 

- Ask open-ended questions (What, why, when, how) to help identify causes 

and discuss possible solutions. 

 

 What are the benefits? 

- Helps to build self-esteem as the individual feel they are involved in 

decisions and contribute to departmental/institutional success 

- Letting the individual solve their own problems creates commitment 

and ownership because they share responsibility to find a solution 

- Finding own solutions stimulates thinking and creativity 

Advice: Ask for help in solving the problem/addressing the issue 

1. Give background to the situation i.e. events leading up to it 

2. State the problem/issue clearly, stating what is wrong and the effect it is 

having on the work 

3. Ask the individual for knowledge about the problem/issue- Not the solution. 

Show interest in what you’re told and thank them for the information. 
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4. Check with the individual that you both know when, where, with whom, how 

often, and how big the problem is- if you don’t know, get more information 

even if you must stop your discussion to find out. 

5. Discuss and agree on the likely cause/s of the problem 

6. Ask for all possible solutions and add your ideas: Synergise and stimulate 

thinking 

7. Agree on the most likely solution, what action steps and follow-up to be taken 

and by whom. 

8. Thank the individual.   

What, in your view, are the key challenges to coaching being carried out 
effectively by Leaders? 

• Coaching skills deficit 

• An understanding of what coaching really is 

• A holistic picture of coaching 

• Emotional maturity of managers 

• Practical tips and “tools” which can be used by managers. 
 

Why is coaching so important to the success of your function/area? 

• People need support and feedback to bring out their best 

• Enhance quality of outputs and personal growth – individual and organisation 

• Critical for ensuring leadership pipeline passages 

• Coaching fosters a culture of trust, empowerment, alignment and help 
individuals to achieve congruence between personal life and work 

 

2.12.3 How to choose a Coach 
There are two basic rules for hiring a coach. First, make sure that the coachee is ready 

and willing to be coached. Second, allow the coach to choose whom he or she wants 

to work with regardless of who in the organization initiated the engagement. The 

survey data support this emphatically: Willingness and good chemistry were by far the 

most frequently cited ingredients of a successful coaching relationship. Beyond that, 

respondents had strong and sometimes divergent opinions about what matters most 

in hiring a coach. The surveyed coaches agreed for the most part that companies need 
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to look for someone who had experience coaching in a similar situation but had not 

necessarily worked in that setting. Organizations should also consider whether the 

coach has a clear methodology. According to the survey data, different coaches value 

different methodologies. Some coaches begin with 360ﾟ feedback, for example, while 

others rely more on psychological feedback and in-depth interviews. From an 

organization's perspective, methodology is good way to winnow the pile. If a 

prospective coach can't tell you exactly what methodology he/she uses - what it does 

and what comes what outcomes can you expect - show him/her the door. Top business 

coaches clear about what they don't do as about what they can deliver. For example, 

a good coach will be able to tell you upfront whether she is willing to serve as a 

sounding board on strategic matters. Significantly coaches were evenly split on the 

importance of certification. Although several respondents said that the field is folded 

with charlatans, many of them lack confidence that certification on its own is reliable. 

Part of the problem is the number of different certificates. In the UK alone about 50 

organizations issue certificates; buyers are understandably confused about which 

ones are credible. Currently, there is a move from self-certification by training 

businesses and toward accreditation - whereby reliable international bodies subject 

providers subject providers to a rigorous audit and accredit only those that meet tough 

standards. What should be the focus of that accreditation? One of the most 

unexpected findings of the survey is that coaches (even some of the psychologists in 

the survey) do not place high value on a background as a psychologist; they ranked it 

second from the bottom on a list of possible credentials. That is surprising; some of 

the organizations I have worked with will hire only psychologists as coaches. It may 

be that most of the survey respondents see little connection between formal training 

as a psychologist and business insight- which, in my experience as a trainer of 

coaches, is the most important factor in successful coaching. Although experience and 

clear methodologies are important, the best credential is a satisfied customer. A full 

50% of the coaches in the survey indicated that businesses select them based on 

personal references. So, before you sign on the dotted line with the coach, make sure 

you talk to a few people she has coached before. 
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2. 13 CORE COACHING SKILLS  

Coaching Skills  
Four Core Coaching Skills, key skills for coaching, which are covered in detail over the 

following pages. A summary of the of the full coaching skills will be covered in the next 

section and the first skill that will be covered will be listening and listening from a 

coaching perspective there's the difference between active and competitive listening 

and then also in the coaching conversation knowing when to keep quiet empathic and 

balanced attention and showing interest and understanding. The second skill would 

be feedback within a coaching context providing objective, balanced, timely and 

constructive feedback from a coach, giving and seeking honest feedback on a regular 

basis, praising, and recognizing. The third technique and most probably the most 

important technique, is the questioning technique and this is the technique that's 

mostly used during the conversations and helping people to see for themselves not 

telling them asking open, close thought-provoking questions which encourage 

deflection and summarize to check understanding. The fourth skill include storytelling, 

and this is where the coach translate would translate experiences into an into easily 

remembered in a powerful form, helping organize thoughts and provoke meaning 

providing examples and illustrations that help coachees picture how change can be 

made with success can look like and in storytelling coaches also use what we call 

practices, so the coach offers a practice to the coachee. 

 

2.13.1 Listening  
If we look at the skill listening again within a coaching context there are two very 

important aspects of listening and the most important aspect is for the coach in the 

coaching conversation to listen actively and what is meant by listening actively is that 

you listen with your head, listen with your heart and you listen with your body. And that 

is described as when as in that conversation when you listen with your head you listen 

with attention and understanding, when you listen with your heart you listen with 

empathy the person's challenge is important and you feel what the person needs in 

terms of wanting to have some form of solution and so you are there for the person so 

you connect by listening with your heart. The last you listen with your entire body, and 

this means that you are present you are attentive you are not distractive distracted.  

You are in the space of coaching this individual and you are there because the 

person's challenge will change it's important and so you are there for the person. The 
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opposite of active listening is competitive listening and in a coaching conversation it is 

not about the coach it is about the coach the coach came to you with a challenge and 

so from a coach's perspective it's not to interrupt the person and that is when we listen 

competitively we interrupt to you use the word yes but a lot and so in a coaching 

conversation though the active listening technique is recommended versus the 

competitive listening technique. Effective coaches spend more time listening than 

talking. To listen effectively you should: 

• Resist distractions 

• Suspend judgement and avoid assumptions 

• Know when to keep quiet 

• Identify the other’s feelings and the facts 

• Acknowledge feelings  

• Summarise facts (paraphrase, confirm) 

• Show that you are listening (body language, eye contact) 

• Remember what the other person says 

• Show interest and understanding 

• Use a tone of voice that conveys empathy 

2.13.2 listening and responding with empathy 
 What does it mean to listen and respond with empathy? Understand both 

content and feelings 

 How can we listen and respond with empathy? 

- Show we listen to understand 

- Label the coachee’s feelings to show we understand e.g. restate (summarise) 

the context and content of what the person said. 

 What are the benefits? - Open two-way communication because you “care why” 

- Has a positive effect on interpersonal relations and team building as ideas are 

discussed in a learning environment 

- Your knowledge and understanding of the situation improves as all information 

is shared. 

 

ADVICE: Listen and Respond with Empathy 

1. Believe the best in others 

2. Show you care and are open to be influenced 
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3. Seek to understand then to be understood 

4. Active Listening 

- Work at listening: keep eye contact, control facial expression & 

maintain positive energy 

- Resist distractions e.g. telephone 

- Don’t judge people before they have stated their case 

- Control your action and reaction 

- Don’t respond before you have listened 

5. Apply equitable standards  

2.13.3 Questioning Technique 
The important thing is not to stop questioning.” Albert Einstein 

Inquiry, the ability to ask useful questions or powerful questions to stimulate another 

person's thinking and to help elicit from that person new behaviour's actions solutions 

or goals. This includes the information gathering process and curiosity and questions 

would include what topics you will include in the report and curiosity what will finishing 

the report mean to you. The second question how much exercise you need each week, 

that is information gathering question and curiosity what would being fit look like for 

you. 

According to Greene and Grant (2003), there are three broad types of questions which 

are most useful in the coaching environment: closed, open, and thought-provoking 

questions.  

The purpose of Questioning 

• The role of questions is to help you as the coach understand what is going on 

• Questions help the coachee to gain distance, perspective and clarity around 

the challenge they are exploring 

• Questions must be sourced in a desire to give the coachee access to their 

problem in a way that’s new 

• Questions need to generate new possibilities 
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Table 2.7 

Types of coaching questions 

Closed Questions 

 

Open Questions 

 

Thought Provoking 

Questions 

• Can be answered with 

yes, no, or a similarly 

short response 

• Used to obtain or 

confirm facts 

• Begin with: when, do, 

can, how many, who, 

is, are, would, should, 

could, or will 

 

• Used to elicit more 

information 

• Begin with: who, what, 

how, where, or why 

 

• A special kind of open-

ended question 

• Used to encourage 

others to evaluate or 

analyse, speculate, or 

express feelings 

• Begin with: what, if, 

suppose, or how 

 

 

“I keep six honest serving men. They taught me all I knew. 

Their names are what and why and when and how and where and who.” 

Rudyard Kipling 

• Questions that work start with: What? How? When? Who? & Where? The shorter 

questions work best – don’t explain or expand unless they ask you to 

• Not WHY?  Triggers justification and defensiveness on the part of the coachee 

 

Not good questions to ask 

The answer to such questions is “Yes”, “No” or “Maybe”, which shuts down possibilities 

and means another question has to be asked. Example, Do you? Have you? Will you? 

Can you? Can’t you? Should you? Must you? 

• Questions that have solutions built in (‘Have you thought of …?) 

•    
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2.13.4 Receiving Feedback 
Real experts seek out constructive even painful feedback. They are also skilled at 

understanding when and if a coach's advice doesn't work for them. Similarly, famous 

paint sometimes attempts to reproduce the paintings of other masters and drive them 

to higher levels of performance. The best coaches also identify aspects of your 

performance that will need to be improved at your next level of skill. If a coach pushes 

you too fast or too hard you will only be frustrated and may even be tempted to give up 

trying to improve at all. Relying on a coach has its limits however statistics show that 

radiologists correctly diagnosed breast cancer from x-rays about 70% of the time. 

Typically, young radiologists learn the skill of interpreting x-rays by working alongside 

an expert. So, it is hardly surprising that the success rate has stuck at 70% for a long 

time. Imagine how much better radiology might get if radiologist practice instead of 

making diagnostic judgments using a crazy x-ray in a library of old verified cases where 

they could immediately determine the accuracy. We are seeing these kinds of 

techniques used more often in training. There is an emerging market in elaborative 

simulations that can give professionals especially in medicine and aviation a safe way 

to deliberately practice with appropriate feedback. So, what happens when you become 

an Olympic gold medallist or international chess monster or a CEO. Ideally as you 

expect this increased your coach will have helped you become increasingly 

independent. So that you can set your own development plans and actions like good 

parents we encourage their children to leave their nest, good coaches help the students 

learn how to rely on an inner coach. Self-coaching can be done in any field. Expert 

surgeons for example are not concerned with the patient's post-operative status alone; 

they will study any anticipated events that anyone can apply these methods on the job. 

Asking for feedback helps you become a better coachee and a better coach. 

• Both parties will gain much from being open to objective feedback. The coach’s 

openness to receiving feedback especially helps to sustain trust and rapport and to 

build a constructive two-way relationship. 

• Feedback from both coach and coachee, helps ensure that their individual styles, 

preferences, needs and perceptions are accommodated. 

• Demonstrating willingness to change encourages the same in others.  

• If necessary, ask probing questions to make the feedback more specific and useful. 
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Guidelines for Receiving Feedback: 

• Welcome feedback 

• Actively seek feedback 

• Be prepared to listen to everyone 

• Be open and honest to change 

• Choose the right time and place 

r examples 
 

2.13.5 Story Telling  
Coaches use stories in many ways:  to inspire, motivate, challenge and teach.  Stories 

and anecdotes can enrich a coaching conversation. These may be about our personal 

experiences inside or outside work, others we’ve worked with, famous people, 

characters from British American Tobacco’s rich history, previous leaders of the 

company and what inspired them, significant events and successes. 

• Stories help make a point and provide meaning to it – they are memorable 

• Stories provide examples and illustrations that help others picture how 

change can be made or what success can look like 

• Stories use emotions, which are the primary driving force in our lives. Any 

change will be possible and successful when the positive power of emotions 

is used 

• You need to position the story and explain why you are using it in this context. 

For example, “I am going to tell you about my previous Manager because he 

had a similar experience to you” 

 

2.13.6 Establishing Rapport 
To really make coaching work, both coach and coachee need to pay attention to 

creating the right environment.  

The key ingredients to make this happen include trust, commitment, challenge & two-

way learning 
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“The only thing worse than a coach or CEO who doesn’t care about his people is one 

who pretends to care.  People can spot a phoney every time.”  – Jimmy Johnson, US 
football coach 
 

2.13.6.1 Trust  
Trust is the critical element in any relationship if deeper levels of exploration are to be 

made. A trusting coaching relationship is when the coach is available, approachable 

and supportive. There is a display of mutual respect between coach and coachee and 

diverse ideas and being flexible are accepted. Another success indicator is when an 

environment of trust and honest is created and an open & non-judgmental atmosphere 

is created. Elements of trust that should be present in the relationship include, fairness, 

respectful, supportive, dependable, predictable, genuine & unselfish. 

 

2.13.6.2 Commitment 
Commitment is when coaching is treated as a priority and ongoing. There is 

continuous responsibility and time are dedicated for coaching. Most important is that 

the coach shows commitment to the development of the coaches. 

The coach should consider the following quetsions when commiting to the process 

• Do you treat coaching as a priority?  How much time do you set aside for it?  

• Do you have people’s development on your agenda? What evidence do you 

have for this? 

• What evidence would other people have to prove that you treat development 

as a priority? 

 

 

2.13.6.3 Challenge 
Be courageous and challenge the conventional. Balance the need to confront with the 

need to support and request feedback on your performance as a coach. The coach 

should consider the following questions: 

• Are you willing to challenge the conventional? 
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• Can you challenge whilst retaining the trust & rapport in the coaching 

relationship? 

• Are you willing to receive feedback and challenge on your own coaching 

performance? New perspective whilst giving inspiration to try out new things 

 

2.13.6.4 Two-way Learning 
The coach and coachee learn from each other and there must be a willingness to 

share experiences, challenge and take risks. Allow the opportunity to learn from 

mistakes. Questions to be considered by both parties are: 

1. Are you willing to learn from each other and receive feedback on your 

performance? 

2. Are you open to suggestions to improve? 

3. Are you providing inspiration to the coachee and encouraging them to try new 

things? 

 

2.14 BENEFITS OF COACHING 

2.14.1 Benefits of a coaching programme: Employee 
• Establish and take action towards achieving goals. 

• Become more self-reliant. 

• Contribute and communicate more effectively with others. 

• Improves job satisfaction, relationships, teamwork and productivity. 

• Improves communication, networking and problem solving. 

• Personal to the individual coachee. 

• Builds a positive relationship with the coachee. 

• Supports continuous development. 
 

2.14.2 Benefits of a coaching programme: Organisation 
• Could increase employee retention.  

• More encouraged, supported, satisfied and motivated individuals with 
increased work performance to reach their potential, and in-turn resulting in a 

high-performance culture.  
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• Assist in sharing of practices and knowledge.  

• Helps people realise full potential. 

• Helps create a great place to work. 

• Development of leadership pipeline from within 

• Maximises individual, team and business performance. 

You may have achieved your best, but the bar will have been raised. Sustaining the 

coaching culture and building on what has been started, so that old habits don’t creep 

back, is essential.    

How do you know that the coaching is starting to have an impact… 

• Everybody seeks and welcomes feedback. 

• Coaching flows in all directions – peers, team members, manager 

• There is no overlap in roles – work is effectively distributed from the top to 

the bottom of the organisation to deliver the strategy. 

• All relevant people are involved in decision making, and change moves 

faster. 

• Leaders are positive role models for coaching. 

• Every leader at every level is a coach. 

• Colleagues – at all levels – engage in powerful conversations. 

• Coaching is seen as an opportunity rather than a remedy for no-hopers. 

• People look inside the organisation for the next job. 

• Teams are energised, passionate, collaboration is easier. 

• Both coaches and coachees initiate and enjoy coaching dialogues 

• People are rewarded for delivering results as much as for coaching and 
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developing others. 

• Coaching is ‘the’ way of learning. 

 

2.15 CONCLUSION 

This chapter provided an overview of the research literature on Coaching, to answer 

the research question. The above has provided a body of evidence around the 

coaching variable and the impact it has on employee behaviour. Successful executives 

must increasingly supplement their industry and functional expertise with a general 

capacity for learning—and they must develop that capacity in the people they 

supervise. No longer can managers simply command and control. Nor will they 

succeed by rewarding team members mainly for executing flawlessly on things they 

already know how to do. Instead, with full institutional support, they need to reinvent 

themselves as coaches whose job it is to draw energy, creativity, and learning out of 

the people with whom they work. 
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CHAPTER THREE 

RESEARCH METHODOLOGY 

 

3.1 INTRODUCTION 

The literature review chapter provided some theoretical underpinnings of the coaching 

domain. The present chapter provides an outline of the research methodology that has 

been identified for use in the quest to under the research questions in the study.  The 

research methodology chapter is very important as it provides the objective scientific 

steps taken to answer the question.  In this study the research design, research 

approach and metatheoretical approach guiding the study is provided (Saunders, 

Lewis & Thornhill, 2012).   The information regarding the study population as well as 

the sample and the strategy used for drawing the participants is provided. Additionally, 

the data collection procedure is explained as well as the data collection tool used and 

ethical considerations observed ensuring data collection as also provided. 

Furthermore, the data analysis techniques employed in the study are also provided in 

the chapter. This chapter is important in that it provides the objective techniques that 

can be followed should a researcher wants to replicate the study. 

 
 
3.1. RESEARCH DESIGN 

A research design provides a context for the gathering and analysis of data hence the 

choice of research design reflects decisions about the significance attached to various 

dimensions of the research process (Bryman et al., 2014). The quantitative research 

design was used to achieve the research objective. The quantitative research design 

provides a well-defined framework that aids the investigator in collecting, measuring 

and analysing the information to answer their questions (Dannels, 2018). This is 

because the quantitative research design emphasizes the quantification in the 

collection and analysis of data; (2) it involves a deductive approach with regards to the 

relationship between theory and practice; (3) it views social reality as an external and 

objective reality (Bryman et al., 2022). The quantitative research design possesses 

several advantages, including repeatability across contexts and time, suitability for 

large-sample quantitative analysis, and support for formal hypothesis testing. 

Examples of this design are the experimental, correlational or survey research 
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design (Bhandari, 2020). The quantitative research design follows the positivist 

approach. Positivism supports quantitative hypothesis using the hypothetic-deductive 

approach, which establishes functional links between the independent and dependent 

variables (Bryman et al., 2021). According to Bryman et al. (2022, p. 19), positivism is 

an epistemological position that argues for the use of natural science methods to study 

social reality and beyond.”  

 

3.2. PARTICIPANTS 

A non-probability sampling strategy was used in the study. The study was conducted 

using employees in a pharmaceutical organization based in Western Cape Province. 

94 participants who participated in a coaching staff development exercise a month 

before were targeted. 

3.2.1. Population 
The research population is the entire group of individuals, items, or data points that 

share a common characteristic and are of interest to a researcher for a study (Bryman 

et al., 2022). According to Bryman et al. (2014), population can be regarded as the 

universe of units such as people, nations, cities, regions and even firms from which 

the sample is to be selected. It is the complete set of subjects from which a sample is 

drawn to obtain data and draw conclusions. It is important to clearly define the 

population, as it affects how generalisable the findings are, ensures the study’s 

validity, and determines the overall significance of the results (team, 2025). This 

study’s population comprises all the pharmaceutical employees in the selected 

organisation. The population in this study was made up of 150 employees. 

 

3.2.2. Sample 
A sample comprises the elements of the population that were considered for inclusion 

in the study. A sample can be viewed as a sub-set of measurements drawn from a 

population in which researchers are interested (De Vos, Strydom, Delport, & Fouche, 

2002). Analysing a well-chosen sample enables researchers to make valid inferences 

about the broader population while managing time and resource constraints. The 

sample is the segment or subset of the population which is selected for research 

purposes. Sampling occurs when the researcher is interested in knowing the 
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behaviour or attitudes of a group of people on any subject (Bryman et al., 2014). 94 

participants took part in the study. The researcher used convenience sampling. 

 

3.2.3. Sampling technique 
There are two main types of sampling methods: probability sampling and non-

probability sampling. Probability sampling involves random selection, giving every 

member of the population an equal chance of inclusion, which improves 

generalisability. In contrast, non-probability sampling does not rely on random 

selection but instead targets individuals with specific characteristics or experiences 

relevant to the research objectives. While probability sampling may enhance 

generalizability, it is less suitable for this study’s aim, as random selection might 

overlook participants with the specific work-related experiences necessary for 

understanding the relationships among the key variables. 

Non-probability sampling consists of three types of sampling strategy, however, in this 

study the researcher used convenience sampling (Bryman et al. 2014). Convenience 

sampling is the process of collecting data from the population that is close and easily 

available to the researcher, and it allows the researcher to get responses in a cost-

effective way even though it is criticized for being bias (Rahi, 2017). 
 

3.3. DATA COLLECTION PROCEDURE 

The data collection procedure for this study was carefully structured to ensure both 

reliability and validity. An instrument developed for use in this study was distributed to 

the coachees at a selected pharmaceutical organization. This was achieved using 

convenience sampling as most of the participants were managers and were not easily 

accessible. Permission to distribute the survey obtained from the relevant human 

resource department after permission was granted by the University of the Western 

Cape HSSREC to proceed with the data collection. The data collection included 

physically visiting the premises. The participants who had recently (a month before) 

took part in a coaching staff development session were targeted. The participants 

completed the information sheet and informed consent forms explaining the study’s 

purpose, procedures, and ethical considerations as well as ensuring that participants 

know that participation is entirely voluntary, and respondents will be assured of 

anonymity and confidentiality. The participants were given 3 days to complete the 

https://uwcscholar.uwc.ac.za/home



60 
  

questionnaires which were then put in a postbox that was created for the purpose of 

the study. 

3.4. DATA COLLECTION METHODS 

The study applied quantitative research method, and the researcher used a 

questionnaire as a data collection method.  

 

3.5. RESEARCH INSTRUMENTS USED 
A self-developed questionnaire was used and distributed to the pharmaceutical 

company employees with structured questions relating to the different items on the 

efficacy of coaching. The participants were expected to indicate their agreement with 

the statements. The questionnaire consisted of two parts. The first part requested for 

biographical information from each respondent; the second part comprised the items 

that were self-developed by the researcher. A five-point Likert scale was used. The 

Likert scale ranged from strongly disagree to strongly agree. Example items are: “My 

day-to-day leadership style has improved as a result of adopting a coaching 

approach”; “My listening and questioning techniques have improved since adopting a 

coaching approach” and “the coaching circles are instrumental in developing resilience 

& change in my team members.” 

 

3.6. DATA ANALYSIS TECHNIQUES 

The data analysis plan is thorough and appropriate for exploring the specified 

relationships. The data analysis employed the robust capabilities of the Statistical 

Package for the Social Sciences (SPSS), version 29. This widely recognized software 

tool is essential for managing, analyzing, and interpreting the large datasets generated 

in social science research. By utilizing SPSS, researchers can conduct the necessary 

descriptive, correlational, and inferential analyses to provide a clear understanding of 

the participants’ perceptions of the effectiveness of coaching. 

 

The data analysis commenced with rigorous data screening and cleaning to assure 

accuracy and completeness. This critical preparatory phase involves systematically 

checking for missing data points, identifying outliers, and resolving inconsistencies. 

Furthermore, the reliability of the self-developed coaching perceptions instrument was 
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performed followed by a check for uni-dimensionality. The descriptive frequencies 

were computed for each of the items on the questionnaire to determine the level of 

agreement. The strongly disagree and disagree percentages were combined to form 

one composite score labelled “disagree” while the strongly agree and agree 

percentages formed the “agree” score.   

 

3.7. ETHICAL CONSIDERATIONS 

The consideration of ethical behaviour is very important in research hence the 

following ethical aspects were considered in the present study:  

 Informed consent: purpose of research to be explained and participants to 

agree to participate.  

 Confidentiality and anonymity: ensuring that information provided will be treated 

as strictly confidential and private.  

 Sensitivity: personal or seemingly intrusive information should not be asked.  

 Voluntary participation: no one should be forced to respond to the survey.  
 

3.7.1 Informed Consent 
Informed consent is a foundational ethical requirement in research, ensuring that all 

participants fully comprehend the nature of the study before agreeing to take part. This 

process requires potential participants to voluntarily consent, with the ongoing 

understanding that they retain the right to withdraw at any point without penalty (Manti 

& Licari, 2018). Informed consent was sought before conducting the study. Participants 

had to tick on the first page of the questionnaire to indicate their willingness to 

participate in the study. 

 

3.7.2 Confidentiality and Anonymity 
The protection of research participants hinges on understanding two distinct ethical 

concepts: confidentiality and anonymity. Confidentiality establishes a crucial 

relationship of trust and privacy between the researcher and the participant, where 

personal data is collected but kept secure from unauthorized sharing (Murrell, 1993). 

In contrast, anonymity ensures that the individuals taking part in a study remain 

completely unknown, even to the investigator themselves (Westfall, 2016). A 

significant challenge arises when a researcher's professional obligations conflict with 

the promise of absolute privacy, as the duty to report findings may mean data cannot 
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be entirely withheld (Wiles, Crow, Heath, & Charles, 2006). In these instances, true 

confidentiality might be unattainable. However, researchers can still implement robust 

methods to protect privacy by ensuring they do not disclose any information that could 

lead to the identification of a participant. Ultimately, the application of both 

confidentiality and anonymity serves the shared goal of safeguarding the participants’ 

privacy during a study (Hoft, 2021). This commitment is a legal necessity in South 

Africa, where all participants' information must be protected and managed according 

to the strict requirements of the Protection of Personal Information Act (POPI Act No. 

4 of 2013). 

 

3.7.3 Voluntary Participation 
The process for involving subjects in this study prioritizes ethical guidelines and 

participant autonomy throughout the entire research period. At the initial point of 

contact and consent, each participant was given the right to either accept or decline 

the invitation to participate. If they choose to join the study, participants were fully 

informed that they are able to withdraw their consent at any stage—this includes 

before the study officially begins, at any time during data collection, and were informed 

that they may even rejoin the study within the information collection period, should 

they act on their own free will to do so (Nosenzo & Tufano, 2017). The study design 

ensured that the participants will not face any negative effects or repercussions 

because of withdrawing.  

 

3.7.4  Ethical Approval 
The investigator received clearance before proceeding with the study from the Ethical 

Committee. The investigator completed and submitted the required ethical clearance 

documents to register with the Human Social Sciences Research Ethics Committee 

(HSSREC).  

 

3.7.5 Respect for the dignity, moral, and legal rights of people  
This principle of respect for the dignity, moral, and legal rights of people requires that 

each subject be allowed to exercise freedom of choice regarding their participation in 

the study and their right to withdraw at any point (Hudson, 1980). This commitment to 

fairness includes protecting individuals who might not have the capacity to fully 

comprehend their rights, thereby shielding them from making uninformed decisions. 
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Additionally, the paramount concern in all research involving human subjects must be 

the maintenance of privacy, confidentiality, dignity, and safety for all participants. At its 

core, every individual involved in a study should be treated equally and fairly, ensuring 

that ethical and equitable practices are consistently applied (Lindwall & Lohne, 2020). 

 

3.7.6 Justice 
Treating all research participants fairly and with dignity is a cornerstone of ethical 

practice, fostering an environment of equality and trust essential for valid scientific 

inquiry. This commitment means that every individual should receive the same 

opportunities and exposure during the study, effectively alleviating unfairness and 

potential feelings of insecurity. To ensure the results are robust and representative, the 

study population reflected the diversity of the broader population being examined 

(Kahn, Mastroianni, & Sugarman, 2018). Furthermore, the integrity of the research 

relied on investigators maintaining consistent, objective observations and judgments 

across all groups to prevent bias, shortfalls, or gaps in the final data analysis. 
 

3.7.7 Non-maleficence and beneficence 
The principle of non-maleficence posits a primary obligation to "do no harm," serving 

as a fundamental safeguard to ensure that researchers mitigate all preventable risks—

be they physical, psychological, or social—that participants might face during the 

current study. Complementing this is the principle of beneficence, which requires 

researchers not merely to avoid injury, but actively to seek the well-being of those 

involved. This means structuring a study to maximize potential benefits, either directly 

for the individuals participating or through the greater good of advancing scientific 

knowledge, ensuring that the potential gains of the research outweigh the necessary 

burdens. Beneficence was in the form of the knowledge gained from the efficacy of 

coaching as part of the employees’ staff development. No harm was foreseen in the 

present study. 
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CHAPTER FOUR 

PRESENTATION OF THE RESULTS 

 

4.1 INTRODUCTION 

The main objective of the current chapter is to present the results of the data that was 

analysed. It starts by presenting the results pertaining to the demographic profile of 

the sample. This is followed by a discussion of the psychometric properties of the scale 

developed for use in the present study. The results pertaining to the specific objectives 

of the study are subsequently presented. 

  

4.2 QUANTITATIVE DATA 

In the present study data was collected using a self-developed questionnaire designed 

to measure participants’ coaching experiences and perceptions. The participants were 

expected to indicate their agreement with the statements relating to coaching using a 

Likert scale ranging from strongly disagree, disagree, neutral, agree to strongly agree. 

The questionnaire was pre-tested before its final use for data collection. The 

questionnaire consisted of two parts. The first part required some biographical 

information from each respondent; the second part comprised the items that were self-

developed by the researcher.  

 
4.2.1. Respondents’ biographical information 
Presenting respondents' age, gender, race, and highest qualification obtained using 

pie charts is a common method for displaying demographic or biographical data in 

research reports. Each pie chart represents the proportional distribution of 

respondents within a single category 
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Figure 4.1: Gender 

 

Figure 4.1 presents the gender distribution of the participants in the study. 73 percent 

of the participants were women while 27 percent were men. 

 
Figure 4.2: Race 

 

In terms of the race distribution most of the respondents were Coloured constituting 

44% followed by 32 percent being black; 14 percent being white and 10 percent being 

Indian.   
 

27%

73%

Gender distribution

Male

Female

32%

44%

14%

10%

RACE DISTRIBUTION

Black Coloured White Indian
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Figure 4.3: Age grouping 

With regards to the age distribution of the sample, most of the participants fell in the 

26-35 years of age group; 23 percent were in the 36-45 age group; 17 percent were 

in the 18-25 years age group; 15 percent were in the 46-55 years age group; 5 percent 

were in the 56-65 years age group while 1 percent was above the 66 years category.  
 

 
Figure 4.4: Highest qualification obtained 

 

In terms of educational background 22 percent had Honours degrees and 

postgraduate diplomas’ 27 percent had BTech/Advanced Diplomas; 15 percent had 
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three-year diploma; 14 percent had master’s degrees; 6 percent had Doctoral 

degrees; 5 percent had National Senior certificate while 2 percent indicated other 

qualifications. 

 
4.3 THE RELIABILITY OF THE SELF-DEVELOPED COACHING PERCEPTIONS 

SCALE 

A Cronbach Alpha coefficient of α = 0.956 was obtained for the self-developed 

coaching perceptions scale. The self-developed coaching perceptions scale therefore 

met the acceptable internal consistency coefficient critical cutoff value of .70 (Nunnally, 

1967). The corrected item-total correlation indicated that the items all correlated 

satisfactorily above .30 with the total score (Pallant, 2020). The inter-item correlation 

values are ranging from .491 to .811. Cohen (1988) recommended that when 

interpreting the strength of the relationships (r) among variables the following 

guidelines can be used: values of r between .10 to .29 are regarded as small; between 

r =.30 and .49 (medium) and  between .50 and 1.0 (large) (Pallant, 2020). This 

suggests a medium to large relationship among the items (Pallant, 2020).This is 

depicted in Table 4.1. 

 

Table 4.1 

The reliability analysis output for the self-developed coaching perceptions scale 

 
Reliability Statistics 

Cronbach's 
Alpha 

Cronbach's 
Alpha Based 

on 
Standardize

d Items 

N of 
Items 

.956 .956 10 

 
Item-Total Statistics 

 Scale Mean 
if Item 

Deleted 

Scale 
Variance if 

Item Deleted 

Corrected 
Item-Total 
Correlation 

Squared 
Multiple 

Correlation 

Cronbach's 
Alpha if Item 

Deleted 
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c1 50,27 106,235 ,803 ,686 ,952 

c2 49,77 108,619 ,743 ,623 ,954 

C3 50,56 104,502 ,779 ,743 ,953 

C4 50,31 104,424 ,858 ,796 ,950 

C5 49,72 108,600 ,763 ,653 ,953 

C6 50,24 105,532 ,835 ,738 ,951 

C7 50,06 102,888 ,846 ,769 ,950 

C8 49,95 105,228 ,825 ,765 ,951 

C9 50,27 105,567 ,820 ,736 ,951 

c10 50,44 105,955 ,800 ,689 ,952 

 
 c1 c2 C3 C4 C5 C6 C7 C8 C9 c10 

c1 1,000 ,655 ,689 ,777 ,639 ,730 ,669 ,643 ,648 ,685 

c2 ,655 1,000 ,515 ,647 ,660 ,616 ,708 ,682 ,622 ,606 

C3 ,689 ,515 1,000 ,811 ,607 ,784 ,682 ,599 ,659 ,666 

C4 ,777 ,647 ,811 1,000 ,693 ,763 ,740 ,707 ,703 ,709 

C5 ,639 ,660 ,607 ,693 1,000 ,645 ,646 ,642 ,605 ,603 

C6 ,730 ,616 ,784 ,763 ,645 1,000 ,720 ,687 ,691 ,725 

C7 ,669 ,708 ,682 ,740 ,646 ,720 1,000 ,810 ,778 ,680 

C8 ,643 ,682 ,599 ,707 ,642 ,687 ,810 1,000 ,760 ,660 

C9 ,648 ,622 ,659 ,703 ,605 ,691 ,778 ,760 1,000 ,769 

c10 ,576 ,546 ,491 ,554 ,691 ,567 ,597 ,696 ,588 ,580 

 

 

4.4 THE DIMENSIONALITY ANALYSIS OUTPUT FOR THE SELF-DEVELOPED 

COACHING PERCEPTIONS SCALE 

 
Exploratory factor analysis shows that the self-developed coaching perceptions scale 

is factor analyzable as indicated by KMO index and the Bartlett’s test of sphericity 

values of .937 and 2147.636 (df = 55; p=0.001) respectively. According to Kaiser (as 
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cited in Field, 2005), these values are satisfactory and indicate the factor analyzability 

of the correlation matrix of the self-developed coaching perceptions scale. The self-

developed coaching perceptions scale was found to be uni-dimensional. Only one 

factor with an eigenvalue greater than 1 was obtained and this factor accounted for 

69.77% of the variance. The factor loadings were all above .50. The results are shown 

in Table 4.2. 

 

 
Table 4.2 

The KMO and Bartlett’s Test and total variance explained for the self-developed 

coaching perceptions scale 

 
KMO and Bartlett's Test 

Kaiser-Meyer-Olkin Measure of Sampling 
Adequacy. 

.937 

Bartlett's Test of 
Sphericity 

Approx. Chi-Square 2147.636 

df 55 

Sig. <.001 

 
Total Variance Explained 

Facto
r 

Initial Eigenvalues 
Extraction Sums of Squared 

Loadings 

Total 
% of 

Variance 
Cumulative 

% Total 
% of 

Variance 
Cumulative 

% 
1 7,675 69,769 69,769 7,351 66,824 66,824 
2 ,716 6,507 76,276    
3 ,525 4,769 81,045    
4 ,468 4,257 85,302    
5 ,365 3,322 88,624    
6 ,309 2,810 91,433    
7 ,256 2,331 93,764    
8 ,202 1,834 95,599    
9 ,186 1,692 97,291    
10 ,169 1,537 98,828    

Extraction Method: Principal Axis Factoring. 
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Factor Matrixa 

 
Factor 

1 
c1 ,823 
c2 ,761 
C3 ,798 
C4 ,878 
C5 ,782 
C6 ,853 
C7 ,867 
C8 ,845 
C9 ,839 
c10 ,820 
Extraction 
Method: 
Principal Axis 
Factoring. 
a. 1 factors 
extracted. 7 
iterations 
required. 

 

 

4.5 PARTICIPANTS’ RESPONSES TO THE PERCEPTIONS OF COACHING SCALE 

STATEMENTS 

The self-developed perceptions of coaching scale consist of 10 items which were rated 

using a 5-point Likert scale ranging from strongly disagree, disagree, neutral, agree to 

strongly agree. Table 4.3 shows how participants responded to the statements.  
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Table 4.3 

The participants’ responses to the coaching survey questions 

 STATEMENT  Disagree 

% 

Neutral 

% 

Agree 

% 
1. My day-to-day leadership style has 

improved as a result of adopting a 
coaching approach 

5.32 18.1 76.6 

2. My listening and questioning 
techniques have improved since 
adopting a coaching approach 
 

3.3 13.8 82.9 

3. Adopting a coaching approach 
helped in my department and 
business supporting team members 
to navigate changes in the 
department or business 

3.3 16 80.7 

4. The coaching circles are instrumental 
in developing resilience & change in 
my team members 
 

8.5 17 74.5 

5. A coaching approach enhances the 
quality of performance and 
development conversations 

3.3 14.9 81.8 

6. Adopting a coaching approach has 
facilitated the personal development 
of my team members 
 

3.3 26.6 70.1 

7. Using Coaching has helped to shift 
the company culture to be more 
participative and empowering for all 
individuals (embedding a coaching 
culture within the Company) 

5.32 31.9 62.78 

8. In my department coaching has 
impacted positively on performance 

6.38 31.9 61.72 

9. Using Coaching has helped to shift 
the company culture to be more 
participative and empowering for all 
individuals (embedding a coaching 
culture within the Company) 

6.38 38.3 55.32 

10. Coaching is an important capability 
for the organisation 

1.1 8.51 90.39 
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1. My day-to-day leadership style has improved as a result of adopting a 
coaching approach 
 

76.6 percent of the participants agreed with the statement “My day-to-day leadership 

style has improved as a result of adopting a coaching approach.” 5.32 percent 

disagreed with the statement while 18.1 percent were neutral (see Table 4.1). 

 

2. My listening and questioning techniques have improved since adopting a 
coaching approach 
82.9 percent of the participants agreed with the statement “My listening and 

questioning techniques have improved since adopting a coaching approach.” 3.3 

percent disagreed with the statement while 13.8 percent were neutral (see Table 4.1). 

 

3. Adopting a coaching approach helped in my department and business 
supporting team members to navigate changes in the department or business 
80.7 percent of the participants agreed with the statement “Adopting a coaching 

approach helped in my department and business supporting team members to 

navigate changes in the department or business.” 3.3 percent disagreed with the 

statement while 16 percent were neutral (see Table 4.1). 
 

4. The coaching circles are instrumental in developing resilience & change in 
my team members 
 

74.5 percent of the participants agreed with the statement “The coaching circles are 

instrumental in developing resilience & change in my team members.” 8.5 percent 

disagreed with the statement while 17 percent were neutral (see Table 4.1). 
 

5. A coaching approach enhances the quality of performance and development 
conversations  
81.8 percent of the participants agreed with the statement “A coaching approach 

enhances the quality of performance and development conversations.” 3.3 percent 

disagreed with the statement while 14.9 percent were neutral (see Table 4.1). 
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6. Adopting a coaching approach has facilitated the personal development of 
my team members 
70.1 percent of the participants agreed with the statement “Adopting a coaching 

approach has facilitated the personal development of my team members.” 3.3 percent 

disagreed with the statement while 26.6 percent were neutral (see Table 4.1). 

 

7. Using Coaching has helped to shift the company culture to be more 
participative and empowering for all individuals (embedding a coaching culture 
within the Company) 
62.78 percent of the participants agreed with the statement “Using Coaching has 

helped to shift the company culture to be more participative and empowering for all 

individuals (embedding a coaching culture within the Company).” 5.32 percent 

disagreed with the statement while 31.9 percent were neutral (see Table 4.1). 

 

8. In my department coaching has impacted positively on performance 
61.72 percent of the participants agreed with the statement “In my department 

coaching has impacted positively on performance.” 6.38 percent disagreed with the 

statement while 31.9 percent were neutral (see Table 4.1). 

 

9. Using Coaching has helped to shift the company culture to be more 
participative and empowering for all individuals (embedding a coaching culture 
within the Company) 
55.32 percent of the participants agreed with the statement “Using Coaching has 

helped to shift the company culture to be more participative and empowering for all 

individuals (embedding a coaching culture within the Company)” 6.38 percent 

disagreed with the statement while 38.3 percent were neutral (see Table 4.1). 

 

10. Coaching is an important capability for the organisation 
90.39 percent of the participants agreed with the statement “Coaching is an important 

capability for the organisation)” 1.1 percent disagreed with the statement while 8.51 

percent were neutral (see Table 4.1). 
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4.6 CONCLUSION 

This chapter presented the research results. The quantitative data was displayed 

through pie charts followed by brief descriptions. The psychometric properties of the 

self-developed coaching perceptions scale were presented. This included item 

analysis conducted to determine the reliability of the scale as well as inter-item 

correlations. The scale was also assessed for uni-dimensionality. The scale was found 

to be reliable and uni-dimensional. In terms of the participants’ perceptions of of the 

efficacy of coaching, the participants agreed with most of the statements in the scale. 
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CHAPTER FIVE 

DISCUSSION OF RESEARCH RESULTS, CONCLUSIONS, LIMITATIONS AND 
RECOMMENDATIONS FOR FUTURE RESEARCH 

 

 

5.1 INTRODUCTION 

The preceding chapters of the present study concentrated on the introduction of the 

research problem that guided the thesis. The literature on coaching and mentoring 

was provided in chapter two. The analysis of the literature presented in Chapter Two. 

The research methodology was presented in chapter three. The results were 

presented in Chapter Four of the current study. These results are now being discussed 

in the current Chapter. The main objective of the present study was to explore how 

embedding a coaching culture, influences perceptions of Leaders towards driving 

them to become better leaders and to support others in the organisation. The specific 

objectives of the present study are: 

 To determine the perceived effect of coaching on the leader’s 

leadership style 

 To determine the perceived effect of coaching on my listening and 

questioning techniques 

 To determine the perceived effect of adopting a coaching approach in 

my department and business supporting team members 

 To determine the perceived effect of coaching circles in developing 

resilience in my team members 

 To determine the perceived effect of the coaching approach on the 

quality of performance and development 

 To determine the perceived effect of the coaching approach on the 

personal development of my team members 

 To determine the perceived effect of using a coaching approach has 

on the contribution of members in our team meetings 

 To determine the perceived effect of coaching on the performance of 

my department 

 To determine the effect of coaching on helping to shift the company 

culture to be more participative and empowering for all individuals 
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5.2 DISCUSSION OF RESULTS IN RELATION TO THE OBJECTIVES 

Objective 1: To determine the perceived effect of coaching on the leader’s leadership 

style 

 

76.6 percent of the participants agreed with the statement “My day-to-day leadership 

style has improved as a result of adopting a coaching approach.” 5.32 percent 

disagreed with the statement while 18.1 percent were neutral (see Table 4.1). This 

finding is consistent with the findings in a study by Colgate (2025) in which the author 

reported that coaching has a significant positive effect on leadership style, primarily by 

enhancing emotional intelligence, self-efficacy, and a shift towards more 

developmental, transformational, and change-oriented behaviours. Leaders who 

receive coaching are more likely to adopt a coaching leadership style (CLS) 

themselves, moving away from command-and-control methods. This style 

emphasizes: (1) Mentorship and support: Guiding and inspiring team members rather 

than just directing them; (2) Inquiry-based leadership: asking questions and helping 

employees find their own solutions; (3) Feedback and goal setting: providing 

constructive, regular feedback and helping employees set clear goals; and building 

trust: Fostering open communication and psychological safety within teams.  

 

 

Objective 2: To determine the perceived effect of coaching on my listening and 

questioning techniques 

 

82.9 percent of the participants agreed with the statement “My listening and 

questioning techniques have improved since adopting a coaching approach.” 3.3 

percent disagreed with the statement while 13.8 percent were neutral (see Table 4.1). 

These results are consistent with the findings by Mbokota and Myres (2024) as well 

as Kassar (2020) and Dippenaar (2017) who reported that coaching has a significant 

positive impact on perceived listening skills, primarily as a component of broader 

emotional and social intelligence competencies or as an outcome of dedicated 

listening skills training. This effect is often linked to enhanced self-awareness, 

improved interpersonal relationships, and a safe environment for communication. 

These are expanded below: 
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• Improved Interpersonal Skills: Coaching interventions, particularly long-term 

and goal-focused ones, have been shown to significantly improve overall 

interpersonal skills, a category that encompasses listening abilities. 

• Enhanced Self-Awareness: Active listening by coaches facilitates the 

coachee's self-awareness, which is considered a foundational step for further 

learning and behavioural change. The perceived high-quality listening of a 

coach makes clients feel heard, leading to a deeper sense of connection and 

self-insight, which can drive attitude and behaviour change. 

• Active Listening as a Core Competency: Active listening is consistently 

identified as a crucial coach competency that contributes significantly to 

coaching effectiveness and positive client outcomes. 

• Perceived vs. Measured Impact: The perceived effect is high, with individuals 

reporting feeling more heard and valued after coaching. This perception is vital 

for building trust and rapport, which are essential for the coaching relationship 

to succeed 

 

Objective 3: To determine the perceived effect of adopting a coaching approach in 

my department and business supporting team members 

 

80.7 percent of the participants agreed with the statement “Adopting a coaching 

approach helped in my department and business supporting team members to 

navigate changes in the department or business.” 3.3 percent disagreed with the 

statement while 16 percent were neutral (see Table 4.1). This is line with the findings 

reported by Colgate (2025). According to Colgate (2025), adopting a coaching 

approach in your department and business is perceived as a highly effective strategy, 

leading to significant positive effects on both team members and overall business 

outcomes, including improved performance, enhanced employee engagement, and a 

more positive organizational culture. Colgate (2025) gives the following explanation 

for this outcome:  

• Improved Performance and Productivity: Research consistently links 

coaching to significant improvements in individual and organizational 

performance, productivity, and sales results. 

• Increased Employee Engagement and Retention: Organizations with strong 

coaching cultures experience higher employee engagement and lower turnover 
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rates, as employees feel valued and supported in their development. 

• Fostering a Culture of Innovation and Learning: A coaching approach 

creates a psychologically safe environment where employees feel comfortable 

sharing ideas, taking risks, and learning from mistakes, which fuels creativity 

and innovation. 

• Stronger Leadership Pipeline: Embedding coaching skills into management 

training helps develop current and future leaders, equipping them with essential 

competencies like delegation, conflict resolution, and strategic thinking. 

• Positive Return on Investment (ROI): Many companies (86% in one study) 

report a strong return on their investment in coaching programs, through 

improved productivity and reduced recruitment costs. 

 

Objective 4: To determine the perceived effect of coaching circles in developing 

resilience in my team members 

 

74.5 percent of the participants agreed with the statement “The coaching circles are 

instrumental in developing resilience & change in my team members.” 8.5 percent 

disagreed with the statement while 17 percent were neutral (see Table 4.1). This is in 

line with Beauchamp (2024)’s report that coaching circles are perceived as 

highly effective in developing resilience in team members, primarily by creating a 

supportive, confidential environment that fosters self-awareness, problem-solving 

skills, and a strong peer support network.  

 

• Enhanced Support Network: The peer-to-peer nature of coaching circles 

creates a unique and robust support system where team members can share 

challenges without fear of judgment. This shared experience reduces feelings 

of isolation and strengthens team bonds and empathy, contributing to collective 

resilience. 

• Improved Problem-Solving and Coping Skills: Participants learn to 

approach problems in a structured, non-linear way by leveraging the diverse 

perspectives of their peers. This practice of working through real-life scenarios 

within the circle helps individuals develop better coping mechanisms and 

creative solutions for future challenges. 

• Increased Self-Awareness and Confidence: The reflective process inherent 

https://uwcscholar.uwc.ac.za/home



79 
  

in coaching circles, often guided by powerful questioning, allows team members 

to gain insight into their own thought patterns, emotional responses, and 

strengths. This guided introspection boosts self-confidence and self-efficacy, 

crucial components of resilience. 

• Development of a Growth Mindset: The coaching process encourages team 

members to view setbacks and challenges as opportunities for learning and 

growth rather than insurmountable obstacles. This shift in perspective is a key 

factor in building long-term adaptability. 

• Accountability and Goal Attainment: By sharing goals and action plans 

within the group, members feel a sense of responsibility to follow through. 

Regular check-ins and feedback from peers help keep everyone on track and 

motivated to achieve their objectives, which reinforces resilient behaviours. 

• Cost-Effective Development: Compared to traditional one-on-one coaching, 

peer coaching circles are a cost-effective way to provide development 

opportunities to a larger number of employees while still delivering significant 

impact. 

 

Objective 5: To determine the perceived effect of the coaching approach on the 

quality of performance and development 

 

81.8 percent of the participants agreed with the statement “A coaching approach 

enhances the quality of performance and development conversations.” 3.3 percent 

disagreed with the statement while 14.9 percent were neutral (see Table 4.1). This 

finding is consistent with the findings by Adeogun (2018) on a Nigerian sample of 

university academic staff. The study concluded that coaching and mentoring influence 

employees' job performance positively among academic staff in academic institutions 

and recommended that provision of good work-environment for coaching and 

mentoring of academic staff should be provided by university management. 

 

 

Objective 6: To determine the perceived effect of the coaching approach on the 

personal development of my team members 
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70.1 percent of the participants agreed with the statement “Adopting a coaching 

approach has facilitated the personal development of my team members.” 3.3 percent 

disagreed with the statement while 26.6 percent were neutral (see Table 4.1). This 

finding is consistent with the results reported by Mbokota and Reid (2022, p. 1) on a 

South African sample of academic employees. The results indicate that “participants’ 

leadership effectiveness had changed significantly employee development enhanced 

sense of direction, self-awareness, self-confidence and relationship with their 

authentic self. It also appeared to facilitate the development of social competence, 

evidenced in participants’ enhanced understanding of, and relations with, others, as 

well as their ability to empower others. This was made possible by affording 

participants a psychologically safe place in which learning and growth could take place 

and by providing them with external inputs and feedback.” 

 

 

Objective 7: To determine the perceived effect of using a coaching approach has on 

the contribution of members in our team meetings 

 

62.78 percent of the participants agreed with the statement “To determine the 

perceived effect of using a coaching approach has on the contribution of members in 

our team meetings).” 5.32 percent disagreed with the statement while 31.9 percent 

were neutral (see Table 4.1). A coaching approach in team meetings is perceived to 

have a significantly positive effect on the contribution of members, primarily by 

fostering a sense of psychological safety, increasing engagement, and improving 

communication and problem-solving skills. This shift from a "command-and-control" 

style to one of mentorship and guidance encourages members to participate more 

actively and express diverse ideas. This is consistent with the systematic review on 

the benefits of coaching report by Colgate (2025).  

 

 

Objective 8: To determine the perceived effect of coaching on the performance of my 

department 

 

61.72 percent of the participants agreed with the statement “In my department 

coaching has impacted positively on performance.” 6.38 percent disagreed with the 
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statement while 31.9 percent were neutral (see Table 4.1). This is consistent with the 

existing literature on the benefits of coaching on performance. 

 

• Improved Individual Performance: Coaching helps employees identify 

strengths and weaknesses, set clear goals, and develop action plans to achieve 

them, leading to enhanced performance and productivity. 

• Enhanced Skills and Competencies: It is particularly effective in developing 

specific skills, with studies showing strong results in skill-related outcomes and 

leadership development. 

• Increased Employee Engagement and Motivation: When employees feel 

valued and supported in their growth, their job satisfaction and commitment 

increase, which translates into higher engagement and motivation. 

• Better Communication and Collaboration: Coaching fosters a culture of 

open communication and trust, which is essential for effective teamwork and 

problem-solving within the department. 

• Stronger Accountability: By helping employees take ownership of their 

development and commitments, coaching creates a sense of personal 

accountability for their progress and contributions to team goals. 

• Increased Adaptability and Innovation: A coaching culture encourages a 

growth mindset, helping teams to be more resilient, adapt to changes, and 

generate innovative ideas and solutions. 

• Positive Organizational Culture: The "ripple effect" of coaching behaviours 

(e.g., active listening, supportive feedback) from leaders to team members 

contributes to a more positive and psychologically safe work environment 

 

 

Objective 9: To determine the effect of coaching on helping to shift the company 

culture to be more participative and empowering for all individuals 
 

55.32 percent of the participants agreed with the statement “To determine the effect 

of coaching on helping to shift the company culture to be more participative and 

empowering for all individuals. 6.38 percent disagreed with the statement while 38.3 

percent were neutral (see Table 4.1). According to Bergstrom (2019), coaching has a 

profound effect on shifting company culture by directly fostering a participative and 
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empowering environment for all individuals. This transformation occurs by equipping 

leaders with coaching skills, promoting open communication, building trust, and 

encouraging employees to take ownership of their development and decisions. 
 

• Empowered Decision-Making: Coaching shifts the leader's role from a 

director to a facilitator, encouraging employees to solve their own problems and 

make decisions. This builds self-reliance and reduces dependency on 

management, which is a core tenet of an empowering culture. 

• Increased Participation and Voice: A coaching culture thrives on open 

dialogue and active listening, where employees feel safe to express their ideas, 

opinions, and concerns without fear of negative consequences (psychological 

safety). This encourages "constructive voice behaviour," a key element of a 

participative workplace. 

• Enhanced Communication and Collaboration: Coaching hones 

communication skills, such as active listening and providing constructive 

feedback, which strengthens interpersonal relationships and teamwork across 

departments. 

• Cultivation of a Growth Mindset: Coaching instills a mindset of continuous 

learning and personal development. When the organization demonstrates a 

commitment to employee growth, it motivates individuals to seek new skills and 

adapt to change, fostering an agile and innovative culture. 

• Building Trust and Accountability: The supportive nature of coaching, 

combined with clear goal setting and accountability measures, helps build trust 

between employees and management. Employees are more committed to 

actions they have helped define themselves. 

• Stronger Leadership: Leaders trained in coaching skills develop higher 

emotional intelligence and self-awareness, allowing them to better manage 

conflict, inspire their teams, and model the desired participatory behaviours 
 

Objective 10: Coaching is an important capability for the organisation 

 

90.39 percent of the participants agreed with the statement “Coaching is an important 

capability for the organisation)” 1.1 percent disagreed with the statement while 8.51 
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percent were neutral (see Table 4.1). This is consistent with the literature on coaching 

(Adeogun, 2018; Colgate, 2025; Mbokota & Reid, 2022). Coaching is a critical 

capability for an organisation because it drives improved performance, talent 

retention, leadership development, and fosters a culture of continuous learning and 

innovation. By empowering employees and leaders, coaching directly contributes to 

adaptability and sustainable growth in a rapidly evolving business landscape. 
 

• Improved Individual and Organisational Performance: Coaching helps 

individuals set and achieve goals, leading to enhanced performance in their 

specific roles and for their teams. Studies show that over 70% of people who 

receive coaching benefit from improved work performance. 

• Enhanced Employee Engagement and Morale: Employees who feel invested 

in and supported through coaching programs report higher levels of 

engagement and job satisfaction, which helps boost morale and commitment 

to the organisation's goals. 

• Talent Retention and Succession Planning: Investing in employee 

development through coaching demonstrates an organisational commitment to 

career progression, which can significantly improve retention rates among high-

potential staff. Coaching also plays a crucial role in preparing future leaders, 

creating a pipeline of talent for key roles. 

• Leadership Development: Coaching broadens leaders' skills, helping them 

move from traditional "command-and-control" management toward more 

collaborative, empowering, and strategic leadership styles. 

• Fostering a Culture of Innovation and Adaptability: A coaching approach 

promotes psychological safety, open communication, and a growth mindset, 

encouraging employees to think creatively, take calculated risks, and solve 

problems independently. This enhances the organisation's overall ability to 

innovate and respond to change effectively. 

• Better Communication and Collaboration: Coaching skills, such as active 

listening and constructive feedback, improve communication within and 

between teams, leading to better collaboration and stronger working 

relationships. 
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• Increased Self-Reliance and Accountability: The non-directive nature of 

coaching empowers individuals to take responsibility and accountability for their 

actions and commitments, fostering greater self-reliance.  
 

5.3 PRACTICAL IMPLICATIONS OF THE STUDY 

 

From the level of agreement on the perceptions of the items on coaching discussed in 

this chapter it shows that coaching provides significant practical contributions 

by facilitating personal and professional growth, which in turn drives concrete, 

measurable outcomes for individuals and their organizations. It goes beyond 

traditional training by promoting self-directed learning and fundamental shifts in 

thinking and behaviour. It also helps with the following: 

 
• Goal Attainment and Planning: Coaching helps individuals set clear, 

actionable, and measurable (SMART) goals and develop the plans to achieve 

them. 

• Enhanced Performance and Productivity: By focusing on individual 

development and skill-building, coaching leads to improved job performance, 

increased productivity, and better business results. 

• Skill Development: Coaching develops both technical (job-specific) and soft 

skills (communication, problem-solving, emotional intelligence, critical thinking) 

that are essential for success in a modern work environment. 

• Increased Self-Awareness and Confidence: Through a reflective process, 

individuals gain a deeper understanding of their strengths, weaknesses, values, 

and assumptions, which builds self-esteem and confidence in their abilities. 

• Improved Leadership Effectiveness: For managers and executives, 

coaching broadens leadership repertoires, encouraging a shift from command-

and-control to more collaborative and empowering styles, which fosters better 

team cohesion and a positive workplace culture. 
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• Adaptability and Resilience: Coaching helps individuals manage change 

effectively, navigate uncertainty, and develop the resilience needed to 

persevere through challenges and setbacks. 

• Problem-Solving and Decision-Making: Rather than providing direct 

answers, a coach uses powerful questioning techniques to guide clients to 

explore options, challenge their own thinking, and discover their own solutions 

to complex problems. 

• Employee Engagement and Retention: Investing in coaching demonstrates 

an organization's commitment to its employees' development, which improves 

job satisfaction, increases engagement, and helps retain high-potential talent. 

• Supportive Learning Environment: Coaching provides a confidential and 

non-judgmental space where individuals feel safe to discuss concerns, explore 

new ideas, and take risks without fear of negative repercussions.  

 
The practical value of coaching lies in its ability to facilitate profound personal and 

professional learning and behaviour change that is both sustainable and measurable, 

benefiting not just the individual but the entire organization. 
 

5.4 LIMITATIONS OF THE STUDY 

 

The study's use of a purely quantitative research design had significant limitations. By 

relying exclusively on numbers and pre-coded, structured questionnaires with Likert 

scales, the methodology lacked the flexibility needed to capture the nuances of human 

behaviour. This approach prevented the researcher from obtaining in-depth, 

qualitative explanations or exploring the participants' "lived experiences." The author 

argues that reducing complex behaviours to numerical terms alone oversimplifies 

reality. Therefore, it is recommended that future research employ a mixed-methods 

design, which integrates both quantitative and qualitative approaches, to gain a more 

comprehensive and insightful understanding of the subject matter. 

 

The use of the questionnaire in quantitative research is affected by the problem of 

social desirability. This is a major concern where participants provide answers based 
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on what they perceive as socially acceptable behaviour, rather than their genuine 

beliefs or actions. This tendency skews results away from the truth. The second 

problem relates to measurement error and incomplete data. This occurs when 

respondents misunderstand questions, they may provide random answers or omit the 

item altogether. This results in "missing data" problems and introduces significant 

measurement error into the dataset. Another limitation relates to Restricted 

Expression. The closed-ended nature of most quantitative questionnaires limits 

participants’ ability to elaborate on their experiences or provide context-specific 

feedback. This structural rigidity can prevent researchers from capturing the full 

spectrum of the participants' viewpoints. 

 

The use of a cross-section design or collection of data at a single point in time does 

not take into consideration the change of ideas that are because of maturational 

effects. It also does not allow for the establishment of causality (cause-and-effect) 

among the variables. This can be resolved by using longitudinal research designs. 

This can be achieved through testing for structural equivalence of structural models. 

Structural invariance refers to the equivalence of the relationships among the latent 

variables themselves across different groups or over time. It addresses whether the 

theoretical model linking the underlying constructs operates the same way in different 

populations (Dimitrov, 2010). 

 

Cross-sectional research, which collects data at a single point in time, faces two major 

limitations: 

1. It cannot establish causality (cause-and-effect) among variables because it 

doesn't account for the temporal order of events. 

2. It fails to differentiate between true maturational changes within individuals 

and cohort effects (differences between age groups due to historical context). 

These issues can be resolved by implementing longitudinal research designs, which 

track the same subjects over time. This approach allows researchers to test for 

the structural equivalence of models. 

 

5.5 SUGGESTIONS FOR FUTURE STUDIES 

Future studies should use the mixed research design to gain more insights into the 

efficacy of coaching. There are other subjective experiences encountered by the 
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participants that were not captured due to the structural rigidity of the quantitative 

research design. 

 

It would also assist organisations if future studies could develop models to identify and 

explicate how the individual and organisational factors combine to influence coaching 

effectiveness using structural equation modelling. This would help organisations in 

coming up with interventions to influence coaching effectiveness and organisational 

performance. 

 

5.6 CONCLUSION 

In the study the participants generally agreed with all the statements created to tap on 

their perceptions on coaching. The following statements were used: (1) My day-to-day 

leadership style has improved as a result of adopting a coaching approach; (2) My 

listening and questioning techniques have improved since adopting a coaching 

approach; (3) Adopting a coaching approach helped in my department and business 

supporting team members to navigate changes in the department or business; (4) The 

coaching circles are instrumental in developing resilience & change in my team 

members; (5) A coaching approach enhances the quality of performance and 

development conversations; (6) Adopting a coaching approach has facilitated the 

personal development of my team members; (7) Using Coaching has helped to shift 

the company culture to be more participative and empowering for all individuals 

(embedding a coaching culture within the Company); (8) In my department coaching 

has impacted positively on performance; (9) Using Coaching has helped to shift the 

company culture to be more participative and empowering for all individuals 

(embedding a coaching culture within the Company); (10) Coaching is an important 

capability for the organisation. These statements were aligned to the sub-research 

questions and research objectives that guided the study. The participants agreed with 

all the statements thereby confirming the efficacy and importance of coaching. The 

practical implications of the findings and limitations of the study were discussed in this 

chapter. 
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