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CHAPTER I

Introduction and Review of the Literature

Statement of the Problem

Coaching is a rapidly growing practice that is becoming increasingly popular
among the general public. The International Coach Federation (1999) estimates that
there are about 16,000 part-time and full-time coaches worldwide, and based on a survey
conducted by the Manchester consulting firm, 45 percent of CEOs report their senior-
level professionals needing coaching services (Morris, 2000). Although coaching and
consultation type services have been offered in the past, coaching is today rapidly
becoming more and more commercialized and is currently the fastest growing field
within consulting (Eggers & Clark, 2000; Hall, Otazo & Hollenbeck, 1999). For every
day that passes an increasing number of individuals are offering their services as coaches.

Based on a review of the extant literature, coaches come from a variety of
educational backgrounds and range from high school graduates to PhD’s. However,
individuals with an academic background in Business or Psychology appear to
dominate the market. Until this day, the differences in practices and approaches
between different coaches are unclear, and the lack of empirical research leaves the
field open for speculation. Furthermore, as Kilburg (1996) states “as yet, there has
been no focused effort to describe or define this emerging area of consultation practice,
even though it has developed an initial identity known as executive coaching.” (p. 59).

There are a number of reasons as to why it is essential to establish a scientific

foundation for the differences in services provided by the wide variety of individuals



having entered the coaching profession. First of all, there is an absence of information
available for organizations to make informed choices when hiring a coach. Secondly,
there is a vast amount of money invested in coaching services. Additionally, there are
currently a lack of standards in training and quality assurance that can lead to an
unpredictable variation in the quality of coaching services, which possibly could tarnish
the credibility of the field. Lastly, “...as applied to the art and practice of management,
limited empirical data are available to support the techniques and approaches coaches
have used with business leaders.” (p. 41, Brotman, Liberi & Wasylyshyn, 1998). It is
the need for such standards that forms the motivating force for this study.

Thus, the purpose of the present study is to examine the differences in practices
and approaches between coaches with an academic background in the field of Business,
coaches with an academic background in Clinical psychology or related field, and
coaches with an academic background in Industrial-Organizational psychology or
related field.

Definition and History of Coaching

At present there are a few different definitions available to the word coaching.
According to the Dictionary.com (2002), the word “coaching” means to train or tutor.
Kilburg (2000) defines executive coaching as a helping relationship between a client who
has managerial responsibilities in an organization, and a consultant who uses different
behavioral techniques and methods in order to achieve mutually identified goals. The set
goals will improve the client’s effectiveness and personal satisfaction, and thus also
improve the effectiveness of the client’s organization. Additionally, as mentioned by

Mobley (1999), “a coaching relationship helps people work out issues and find their own



answers through the skillful use of probing questions,” (p.57). Kampa-Kokesch and
Anderson, (2001) in their comprehensive review of the coaching literature, point out the
number of different individuals and different disciplines involved in providing coaching
services as one possible reason for the difficulty in coming to an agreement on a
definition.

Before coaching was a recognized term, executives were often sent to “charm
school” where they could learn about employee relation skills or receive behavioral
counseling in order to better fit their positions (Hall et al., 1999). Coaching as a tool is
believed to first have been used by Myles Mace in 1958 for development of Executive
skills (Merrill & Marting, as cited in Eggers & Clark, 2000). In the 1970s, some
managers underwent intensive offsite training at National Training Laboratory
locations, and by the early 1980s, some companies, such as General Electric, offered
their managers personal effectiveness programs. Later in this same decade, 360°
feedback models were implemented, although follow-up guidance was not readily
available (Hall et al., 1999).

O’Hefferman (1986, cited in Judge and Cowell, 1997) believes that the first
person who used the term “executive coaching” was Dr. Dick Borough from California,
who in 1985 used the term to describe his leadership development practices. A few years
later, in 1988, Forbes magazine featured an article on the topic entitled “Sigmund Freud
Meets Henry Ford” (Machan, 1988). Coaching in many ways stems from executive
development programs, and seems to have started simultaneously on the east and the west
coasts of the United States. The mainstream adoption of executive coaching programs by

human resource consultants began around 1990 (Judge & Cowell, 1997).



There is usually a large monetary investment involved in hiring and developing
executives as well as general employees. Unfortunately, there is not always a good
match between the individual hired and the position, and thus the performance of that
particular person turns out to be below expectations. In these situations there are usually
three options available to the firm. The firm can terminate the employee, the firm can
move the individual into a less critical position, or the firm can utilize resources to
improve the person’s performance. The first two options often involve both time and the
risk of losing considerable investments already made. Thus, more corporations and
individuals are starting to consider the third option of trying to improve the individual’s
performance in order to recover or enhance the investments already made (Judge &
Cowell, 1997). Coaching programs often serve as one of many interventions
organizational consultants offer their clientele in order to improve the company’s overall
effectiveness and productivity.

Rapid Increase in Both the Supply and the Demand of Coaching Services
Changing Work Environment

There appear to be many different reasons as to why the field of coaching is
growing at such a rapid pace. One reason for the rapid growth is the change in today’s
work environment, a milieu where change is a constant factor (Hudson, 1999). Hudson
goes on to describe that individuals today do not make long term plans, but rather
struggle to follow their schedules and obligations for the current week. Furthermore,
current trends such as fast-paced technological changes, flattening of organizational

hierarchies, and the continuing shift in emphasis from production to service-oriented



industries point toward the potential benefits of coaching in organizations (Cascio,
1999; Douglas & McCauley, 1999; Judy & D’ Amico, 1999).

The improvements in technology and communications, such as the increased
use and reliance upon email and cell phones, has completely changed how individuals
work and function on an every day basis. Although technological advances have
enhanced the general work environment, the constant access to information and
interpersonal interactions is also contributing to a lifestyle where the individual always
can be reached, which in turn creates higher demands and higher expectations. At such
times, a professional coach can assist the individual in functioning more effectively in
areas such as interpersonal communication, delegation or balancing work and personal
life, to mention a few.

Major Transformation Within Coaching

Even though the field of coaching is relatively young, and in many ways
resembles the stage in which psychotherapy was 50 years ago, there has already been
one major transformation contributing to the increased demand of coaching services.
Originally, coaching was implemented to save “derailed managers.” Today, coaches
are often hired to boost the performance of an already successful individual (Judge &
Cowell, 1997). The change from coaching “derailed” clients to “rising stars” makes a
difference in how individuals view coaching services. At present it is often highly
regarded to have a personal coach (Berglas, 2002), while it was a stigmatized topic in
the past. As the stigma of psychological services decreases, the demand for such
consulting services will continue to increase (Atella & Figgatt, 1998). Additionally, the

role of the coach also appears to have changed, as described by Eggers and Clark



(2000), where “... the coach is not the expert, but instead a committed ‘thought
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partner’.” (p.67). Thus, based on these basic transformations within coaching, the
change in perception of coaching services appears to contribute to an overall increase in
the use of such services.
Broadening Target Market

Today coaching is not only offered to executives, but to a variety of other
individuals. Basically, coaching is considered a helpful process that can be applied in
different settings for a variety of engagements. A study including 1,364 coaches, (Gale,
Liljenstrand, Pardieu & Nebeker, 2002), confirmed the belief that coaches are
branching out their services to appeal to a variety of clients. Coaches were found to use
titles that explicitly spell out the coach’s main focus, ranging from Executive coach and
Business coach, to Life coach and Personal coach, which prove that individuals hire
coaches for a variety of reasons.
Perceived Effectiveness

Even though coaching is one of the fastest growing fields within consulting, little
research has been done on it. Part of the increased demand for coaching services is due
to positive reactions from companies that have implemented it. For example, as stated by
Judge and Cowell (1997), Coca-Cola and Polaroid are two companies where coaching is
used as the main executive development process, in favor of more traditional approaches.
Other companies have even substituted the coaching process for all other sorts of
executive training. For instance, a California utility company perceives coaching to be
both more effective and cost efficient than other types of programs. Consequently, they

had coaching services replace all other managerial development programs (Judge &



Cowell, 1997). However, although none of these examples actually demonstrates the
effectiveness of coaching in a scientific manner, positive testimonials appear to
significantly contribute to the increased demand of coaching services. Furthermore,
McGovern, Lindemann, Vergara, Muphy, Baker and Warrenfeltz (2001) have found
executive coaching to return 5.7 times the cost of the investment, and believe that
executive coaching will be used even more extensively as empirical research supports the
effectiveness of coaching interventions.
Low Barrier of Entry

Other reasons as to why the coaching profession is growing at such a rapid pace
are the relatively low barrier of entry into the profession and the monetary rewards
(Hellkamp, Zins, Ferguson, & Hodge, 1998) attached to it. Currently there are no
recognized standards in place that prohibit individuals from offering coaching services.
Thus, an individual’s ability to solicit coaching clients essentially serves as the only
barrier to entry (Garman, Whiston, & Zlatoper, 2000). For every day that passes there
are new web pages appearing on the Internet, where individuals offer their services as
coaches. Due to the increased use of technology and the Internet, coaches can easily
offer their services to a global customer base. Furthermore, the rapid increase in the
number of individuals who telecommute (Judy & D’ Amico, 1999) makes it acceptable to
work from a home office, which drastically decreases the overhead costs associated with
owning one’s own business. Even though the rapid increase in both the demand and
supply of coaching services can be viewed as an attractive characteristic, it does not
appear to have given the field enough time to develop and mature in a healthy fashion,

with guidelines such as recommended educational standards and best practices.



Who Provides Coaching Services?

As implied above, the lack of standardization within the field as well as the
increased demand for coaching services has contributed to a wide variety of people
with varying qualifications and educational backgrounds entering the new profession.
According to Judge and Cowell (1997) “psychologists, MBA’s, PhDs, even drama
instructors — all are pitching in to help improve the work performance of top
executives.” (p. 71). However, the same authors state that 90 percent of their sample
reported holding master degrees in either business or the social sciences. Furthermore,
data collected by Gale et al. (2002) also shows a concentration of coaches educated
within the field of business and social sciences. However 41 percent of the sample
reported their educational background being in fields other than business or the social
sciences, such as education and life sciences among others. A difference in the level of
education was also found as 31 percent of the coaches reported “bachelor” degree as
their highest level of education earned, and 8 percent reported “some college or high
school” to be their highest level of education earned. Important to point out is that
these findings are specific to the samples used in the studies, and may not be
representative of all coaches. However, these research findings point toward a lack of
educational standardization within the profession, where a wide range of individuals
have been able to enter the market and offer their services under the same occupational
title. Although coaching has existed for quite some time there is a fear that recent
influx of relatively untrained coaches could be decreasing the standardization and
quality of services, and possibly tarnish the field’s reputation. (Brotman et al., 1998;

Eggers & Clark, 2000; Filipczak, 1998; Garman et al., 2000; Harris, 1999).



As coaches possess different competencies and represent various disciplines and
backgrounds, what constitutes an ideal coach is debatable (Brotman et al., 1998).
Eggers and Clark (2000) point out that standards of training currently do not exist for
coaches in order to guarantee quality and strive for consistency in the delivery of
services. Furthermore, Brotman et al. (1998) state that it is very important for
organizations to make an informed and competent decision when hiring a coach,
especially when considering the high cost involved in such consulting services as well
as the high level of work executive coaching consists of. Principally, the field of
coaching needs standards of competency to maintain its integrity and the confidence of
the customer. Along this same line fall the coaches’ educational background, and the
question of what the perfect professional coach looks like.

As mentioned above, a few different “camps” unfold when discussing the
background of coaches. As Brotman et al. (1998) state, “we believe that psychologists
are uniquely qualified to define what is required to be an executive coach when
sustained behavior change is the desired outcome.” (p. 40). Harris (1999) on the other
hand is more specific and states that industrial-organizational (I/O) psychologists would
have much to offer when serving as a coach, and be exceptionally well trained for the
assessment and feedback phases of coaching. However, he goes on to say that I/O
psychologists are less well trained for the planning, implementation and follow-up
phases, which often are included in coaching services. Basically, as stated by Glaser
(1958), and Maddi (1997), as psychologists who provide consulting services are

educated within different sub-fields the difference in educational background makes
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each consulting psychologist offer slightly different values and approaches to their
work.

Garman et al. (2000) analyzed articles on the topic of coaching written between
1991 and 1998. The purpose was to sort out the level of importance of formal training
in psychology to coaching practices. Sixty-seven percent of the articles were composed
by editorial staff and freelance journalists while 33% were written by executive coaches
or individuals who worked for firms offering such services. Out of those 33%, 15%
reported having a background in psychology, 15% a background in business, and 70%
did not report information regarding their background. From the articles that covered
coaching, 88% presented it as a very favorable intervention. However, the articles on
coaching mentioning something about coaches being psychologists, or trained in
psychology or counseling, dropped substantially from 1993-1994 (67%) to 1997-1998
(30%). The reason for the drop was not elaborated upon. However, one reason for the
drop in percentage may be due to the rapid infiltration of individuals from other fields
than psychology. Garman et al. (2000) go on to state that when psychology was
mentioned in relation to coaching, it was portrayed as adding a “unique and different
skill base” 61 percent of the time (p. 203). Additionally, in 45% of the articles,
psychological training was found to add clear value. However, it was portrayed as
potentially favorable or unfavorable in 36% of the articles, and considered potentially
harmful in 18% of the cases.

Based on the literature it is not clear which educational background is the most
beneficial for providing coaching services. Perhaps a mix of different sub-fields of

psychology would serve as the best educational background for a coach Or, possibly
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educational training based on different subject fields, including business, would serve
as the most beneficial training curriculum. Lowman (1998) asserts that an individual
who is interested in developing his or her skills in consulting psychology, which takes
place in an applied organizational setting, would benefit from training at many different
levels and within a variety of subject fields.

How is Coaching Conducted?

At this point there are a number of different theories and models used by
individuals practicing coaching. Kilburg (1996) recognizes that coaching is one field
within consulting that is being built on methods used in organizational development,
adult education, management training, I/O psychology, consultations skills, as well as
clinical psychology. He goes on to state that “As it is currently practiced, executive
coaching appears to be an eclectic mix of concepts and methods that are being applied
by a variety of consultants who have accepted assignments to work with individual
executives.” (p. 59). Different coaches appear to use slightly different coaching models
as described by the following authors (Banning, 1997; Buzzotta, Lefton & Sherberg,
1977; Diedrich, 1996; Kiel, Rimmer, Williams & Doyle, 1996; Nowack & Wimer,
1997; Peterson, 1996; Saporito, 1996; Thach, 1998).

Following is an elaboration on a few of the examples. Diedrich (1996) of the
Hay Group describes his coaching process through a case study where the coaching
engagement was instigated by a referral from the client company’s senior executive.
The process starts off with a coaching contract signed by the coaching client’s manager,
outlining the goals and plans of the engagement. Following the contracting, the coach

assesses the coachee’s competencies with a proprietary 360-degree tool, which assists
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in understanding a client’s managerial style, and more specifically the individual’s
effect on the organizational climate, and their social and unconscious motives driving
their behavior. The initial assessment was further supplemented with the FIRO-B, the
Strength Deployment Inventory, and a Picture story exercise, as well as an in-depth
interview. The coaching client’s manager and senior vice president were also
interviewed. Diedrich saw the client for 2-hour coaching sessions; 16 times during the
first year, 8 times during the second year, and 6 times during the last year. The initial
meetings were spent reviewing the data collected through the assessment tools and the
interviews. Following, the client’s character, his impact on other coworkers, and other
dominant themes were defined and discussed. Throughout the coaching engagement,
additional 360-degree data was collected to document the client’s positive
improvements, and the developmental plan was continually updated and shared with
the client’s manager. Reading material such as books and articles were provided by the
coach and later discussed with the client.

Saporito, senior Vice President with RHR International (1996), describes a four-
stage Business-linked executive development model that he uses when providing
executive coaching services. The first stage is referred to as setting the foundation
during which a Profile of success is created based on the challenges facing the
organization, the particular factors necessary for the individual to succeed as well as the
personal qualities necessary based on the organizational context. The information
needed to create the success profile is extracted from discussions and interviews with

individuals affected by the executive’s success.
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The second stage of the process is referred to as Assessment of the individual.
During this phase interviews are conducted to create a picture of the individual’s
managerial style, his or her view of current challenges, and how the individual aligns
with the requirements mapped out in the Profile of success. Further information is
extracted from 360-degree surveys and interviews with the coachee’s boss, coworkers
and subordinates. The information gathered in this stage sets the foundation for the
Personal Development Guide, which describes the individual and his or her key
developmental issues. This information also serves as feedback during the actual
coaching intervention.

The third stage, referred to as Developmental planning, consists of providing
feedback to the coachee based on the data collected and the coach’s insight to the
situation. The Leadership development plan, consisting of strengths, developmental
needs, experiences, and the tailored type of coaching required to assist the coachee, is
usually created in collaboration with the coachee and their supervisor to ensure
ownership in the process. Implementation is the fourth stage of the process, serving as
a continuation of what has already taken place, during which the coach starts to work
closely with the coachee. The intervention is based on the data gathered throughout the
previous steps, guiding both the coach and the coachee (Saporito, 1996). Even though
the literature and previous examples describe slightly different approaches to coaching,
it is possible to extract a general model that seems to capture the essence of what a
coach does.

A general model seems to consist of a few different steps. The first step focuses

on setting the foundation, defining the context and establishing the contract. Next, the
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individual to be coached is assessed. Often times this process is conducted through the
use of'a 360° assessment, and other assessment tools, such as FIRO-B, Myers-Briggs
Type Indicator, the NEO-PIR, the 16PF, the CPI, and the Adjective Checklist. Based
on this information, the strategy of the coaching engagement is planned. Following, the
actual coaching implementation commences according to plan. In some cases there is a
final follow-up stage, where the situation is re-evaluated and plans are made to either
continue or end the engagement, or basic follow-up consultation is provided regarding
the initial coaching engagement.

While such a general model sounds credible, it is safe to say that a cookie-cutter
approach does not necessarily translate into effective coaching. Also, the examples of
models used in coaching mainly seem to describe the process in terms of assessing the
areas of importance, rather than explaining what coaches actually do during the
“implementation” stage. As understandable, there may be a number of skills necessary
when attempting to provide coaching services.

Similarly to the characteristics of effective therapists covered in the
psychotherapy literature, a number of authors have voiced their opinions about
competencies and qualities of a coach (Brotman et al., 1998; Evered & Selman, 1989;
King & Eaton, 1999; Mobley, 1999; Orth, Wilkinson & Benfari, 1987; Phillips, 1998;
Zbar, 1999). First of all, a coach needs to be accessible and approachable (Brotman, et
al., 1998; Zbar, 1999). This concept includes behaviors such as warmth, generosity,
acceptance, patience, sensitivity, and the ability to build rapport. The coach needs to
structure a partnership and a caring relationship (Evered & Selman, 1989). Speaking

and listening skills, and the balance between the two, is another necessary competency
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that is among the most recognized and also one quality that deserves further in-depth
research (Evered & Selman; Mobley, 1999; Phillips, 1998)

It is important for a coach to be comfortable around top management, to speak
the language that leaders speak and to understand how they think. Furthermore, the
coach needs to be politically savvy and know how to relate to a variety of individuals
within an organization, since he or she will work with a number of individuals, such as
the coachees’ coworkers, subordinates and executives. When coaching others, the
individual should display genuine care about the person and be able to demonstrate true
empathy. Creativity, flexibility and adaptability are other core competencies necessary
in order to formulate unique ideas and be able to view problems and issues from a new
perspective (Brotman et al., 1998). The coach must also be committed to making
progress and producing results in order to meet the set expectations (Brotman et al.;
Evered & Selman, 1989). Individuals need to be able to be honest with the coach,
making it possible for the coach to present material in a direct and truthful fashion. At
the same time, the coach should be sensitive and open to the coachee’s responsiveness
(Brotman et al.; Evered & Selman; Phillips, 1998). Intelligence is another important
competence as a coach, as complex concepts and ideas are dealt with on a daily basis.
Self-knowledge is another key trait. It allows the coach to understand his or her own
strengths and weaknesses, limits and opportunities, which is necessary to maneuver
situations in a healthy way and not take on responsibilities outside of one’s area of
expertise (Brotman et al.). However, these “soft skills” are not easily measured without

closely observing a coaching relationship for an extensive period of time.
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Besides the necessity of a well proven coaching model and the competent use of
soft skills, Tobias (1996) states, “coaching is individually tailored to the person and the
current issue or problem, as opposed to the ‘one-size-fits-all’ menu provided by many
seminars.” (p. 87). This is one statement that appears difficult to argue. However, the
essence of the question at hand is not if the coach tailors his or her services depending
on the situation, but more importantly, do significant differences in practices and
approaches exist between coaches?

The Fundamental Nature of Coaching Styles

Even though two coaching engagements are never the same, it is fair to assume
that a coaching session is based upon the particular coach’s style of providing coaching
services, no matter who the client is. What the coach’s style is based upon, however, is
not clear at this point, but one possible explanation might be rooted in the type of
services the coach is attempting to provide.

Types of Coaching

Throughout the literature coaches and researchers define coaching slightly
different and a number of titles are used for these types of services. Since different
titles are used as well as engagements taking different directions and focuses, a variety
of different types of coaching exist, as introduced in the coaching literature (Douglas &
McCauley, 1999; Hudson, 1999; Peterson, 1996; Thach and Heinselman, 1999;
Witherspoon & White, 1996). Even though different types of coaching appear to
resemble different approaches and models used when providing services, as described

above, the literature tends to separate the two.
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Peterson, Vice President at Personnel Decisions International (1996), who offers
services to individuals involved in business and industry describes three different types
of coaching offered by the firm. The first type of coaching is referred to as Targeted
coaching and consists of minimal assessment such as interview, 360-degree survey and
a discussion with the sponsor of the client’s organization. Targeted coaching is focused
on one or two skill areas, such as team leadership or communication, for example. The
coachee is motivated and well aware of the objective of the intervention. The coach
and the client meet for 4 or 5 half-day sessions during 3 to 4 months. The
organizational sponsors are somewhat involved, and this sort of intervention only
requires minimal follow-up on part of the coach.

Another type of coaching used by Personnel Decisions International is Intensive
coaching, which requires in-depth assessment of the client’s psychological and
cognitive abilities, work simulations, interviews and 360-degree survey (Peterson,
1996). This type of coaching is used with clients who need assistance in behavioral
changes and role changes. In these situations the need for change is obvious but the
actual objectives of the engagement may not be spelled out. The client may, or may not
be motivated to change. During Intensive coaching the coach and the coachee meet for
5 to 6 full-day sessions during a 6 to 9 month period. The organizational sponsors are
involved through ongoing, in-depth consultation. The coach follows up within 3 to 6
months in order to make sure that the behavioral changes are sustained.

The third type of coaching offered by Personnel Decisions International is
Executive coaching (Peterson, 1996). Under this type of coaching the assessment of

the individual depends upon the needs of the coachee. The focus on the intervention is
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on the challenges that face the coachee, and often involves discussions regarding
options and effective implications. The coachee often has a clear goal he or she wants
to obtain as a result of the intervention. The session takes place in the form of 1-2 hour
meetings, either as needed or according to a schedule. The coachee is usually the one
who communicates the progress to the organizational sponsors. With Executive
coaching, follow-up and ongoing consultation is in response to the coachee’s request.

Thach and Heinselman (1999) describe a few other coaching types, tailored to
fit the needs of the client. Feedback coaching (Thach & Heinselman, 1999) is based on
a format where the coach provides the coachee with feedback and helps create a
developmental plan focused on specific areas. This coaching engagement can be
conducted over the phone or face-to-face, and usually lasts from 1 to 6 months. The
coaching activity is based on information gathered through a 360-degree assessment
tool, which also forms the foundation of the engagement.

In-depth developmental coaching (Thach & Heinselman, 1999) consists of an
engagement lasting up to 12 months. The intervention is based on an extensive data
gathering using 360-degree tools, Myers-Briggs, and Firo-B, as well as interviews with
staff, peers, managers and in some cases even family members. The coach and the
coachee collaboratively create a developmental plan, which is shared with the
coachee’s manager. The coach meets with the client for 2 to 4 hours, at least once a
month. Shadowing is common throughout this engagement, during which the coach
provides immediate feedback.

Content coaching (Thach & Heinselman, 1999), or Coaching for skills

(Witherspoon & White, 1996), which appears to resemble Targeted coaching, consists



19

of'a coach providing specific knowledge and guidance to the coachee in a specific skill
area, such as marketing or finance, for example. This type of engagement has clear and
specific goals; the client agrees on the purpose and need of the intervention and
believes that it is possible to learn such skills. Experts often provide this sort of
coaching in certain cases through external seminars. However, considering time
limitations often facing executives, one-on-one coaching can be a better alternative.
Alternative sources, such as books, can also be used to assist the client.

In addition to the categories mentioned, Personal and Life coaching are types of
approaches where the coach appears to focus more on the coachee’s personal life, rather
than on the individual’s performance in relation to an organization. Personal and Life
coaching seem to focus on a number of intra-personal issues such as life transitions,
divorce, individual goal setting, and individual improvement within a number of different
areas, which may appear to be more appropriately handled by a licensed psychologist.
Although this type of coaching is widespread and provided by a variety of individuals, it
lacks professional research and literature.

Since Personal and Life type coaching mainly focus on the individual independent
from their job and professional context, the individual requesting the service hires the
coach rather than an organization. Ifthe coachee pays-out-of pocket for the services, it is
very likely that these services are less expensive than coaching services offered to
organizations, which in general have larger budgets devoted to employee development.
Furthermore, if these services are less expensive it is also likely that this type of coaching
is less competitive, which in turn leads to a pool of coaches whom on average have

different experiences than coaches hired by organizations. For example, it is likely that a
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coach hired by an organization, coaching Executive level individuals, often times have
previous experience serving as a senior level professional within an organization. On the
other hand, coaches hired by the individual receiving coaching often times have not held
executive level positions within companies, but rather hold experiences based on other
engagements.

Besides the supposedly more structured types of coaching, Olivero, Bane and
Kopelman (1997) show that a variety of coaching approaches exist, such as the
psychoanalytic perspective, which mainly focuses on relieving personal problems, and
the more directive approach which is grounded in goal setting theory, feedback and
problem solving. In addition to offering different “types” of coaching alternatives,
coaches also tend to use a variety of titles when offering their services (Gale et al.,
2002), which indirectly illustrates a particular approach.

Kampa-Kokesch and Anderson (2001) in their comprehensive review of the
literature report the difficulty in distinguishing one type of coaching from another. An
example of this would be that Executive coaching also is offered to professionals other
than executives. Thus, even though one would assume that the name of a particular type
of coaching would govern the parameters of the service provided, as well as the type of
coachee involved in the engagement, that may not be the case. The statement by Kampa-
Kokesch and Anderson, and the lack of quantitative research on the different types of
coaching, point out the confusion and misuse of “names” and “titles” within this rapidly
emerging field. In other words, the distinction between different types of coaching is at
this point not clear, and based on opinions, narratives and a non-scientific understanding

of the field rather than empirically derived information.
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As reviewed above, it seems feasible that a coach would categorize his or her
coaching style according to the type of service he or she is attempting to provide, just as
one would assume that services provided by a coach using the title Executive coach
differ from the services offered by a coach using the title Life coach. However, nothing
keeps a coach from practicing within a number of different settings, alternating titles
and their services in a fashion that fits the specific engagement at hand. Thus, the type
of coaching an individual is attempting to provide does not necessarily serve as a good
predictor of coaching practices.

As many slightly different models and approaches exist within coaching one can
make the case that the field parallels that of psychotherapy. Within psychotherapy
there is Cognitive Behavioral Therapy, Psychoanalytic theory, and Existential theory, to
mention a few, and psychologists frequently tailor their services to their clients’ needs.
However, besides the conscious tailoring of services, it is very likely that the therapist’s
training, which influenced the individual during his or her extensive period spent in
school, significantly impacts the individual’s approach to practicing. Consequently,
another explanation that may serve as the basis for a coach’s style and model of
practice is the type of training that the coach has received.

Coach Training Programs

Today a number of coaching programs exist. Most of the programs are based in
the United States. However, due to technical advances, the training can in many cases
be accessed anywhere in the world through the Internet and teleconferencing. The
International Coach Federation (ICF Credentialing, 2003) offers credentialing programs

at different levels such as Associate certified coach, Professional certified coach, and
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Master certified coach. A number of other organizations, associations and institutes
also offer similar training programs such as the Academy for Coach Training, Coach 21
Company, Coach for Life, The Hudson Institute of Santa Barbara, Coach University,
and the Institute for Professional Empowerment Coaching, which also are accredited by
the International Coach Federation (ICF Accredited Coach Training Programs, 2003).

Coach University offers one training program that originally started in 1992 by
Thomas Leonard, an ex-financial planner. Coach University is today the largest coach
training company in the world where individuals are taught how to coach other people.
This coach training program, like many others, reaches individuals throughout the
world through technological advances such as the Internet and teleconferencing
(Wilson, 2002).

Even though the International Coach Federation certifies certain coach training
programs, no single standard of training currently exists to regulate the overall
consistency and quality of the services provided by coaches, as pointed out by Eggers
and Clark (2000). Furthermore, since no specific coaching certification or licensure is
required for an individual to practice coaching, a large number of coaches decide not to
enroll in the coaching programs currently offered. It may also be the case that coaches
with extensive educational backgrounds do not need a coach certification to attract
clients, as their overall education and experience provide sufficient credibility and
knowledge. Thus, the enrollment and completion of a coach training programs does not

appear to serve as a good indicator of coaching practices.
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Academic Background

Academic background is another type of training that is likely to influence a
coach’s practice. When an individual is engaged in studies for an extended period of
time, such as 4-9 years, which is the amount of time it takes to earn anything from a
bachelor degree to a doctoral level degree, it is reasonable to assume that the person is
influenced and shaped significantly. Academic background is also a variable that stays
constant from one coaching engagement to another. Although types of coaching and
professional titles used, as well as specific coach training programs, are likely to
influence coaching practices, these variables are not as stable and easily measured as an
individual’s academic background.

As stated earlier and supported by literature, coaches embody diverse
educational backgrounds, ranging from high school graduates to PhD’s within a
multitude of fields. However, individuals with an educational background in Business
or Psychology appear to dominate the market.

Individuals from a variety of sub-fields within psychology are providing
consulting services, where coaching has become an increasingly important tool. The
main reason for such a shift is the onset of managed care, which makes it financially
unattractive for many psychologists to continue providing insurance-based
psychotherapy services (Maddi, 1997; Atella & Figgatt, 1998). Garman, Zlatoper and
Whiston (1998) point out that since the increasing attraction to the area of consulting is
largely motivated by financial incentives, rather than solely based on consulting skills
and interest, the need to develop educational and preparatory guidelines is vital.

Furthermore, as a large number of clinical psychologists shift their focus to
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organizational consulting services, it is important to explore concrete differences, not
only between coaches with a business education and psychologists in general, but also
between clinical and I/O psychologists (Maddi, 1997).

The Value of Psychology Programs. The skills necessary to coach have been
explored by a number of researchers and are reviewed above. However, in the research
article by Garman et al. (1998), “Graduate training and consulting psychology: A
content analysis of doctoral-level programs,” the authors explore how graduate
programs prepare students to become consulting psychologists. Consulting psychology
practice was defined through an occupational analysis and found to be made up of the
following occupational tasks: test construction, individual and organizational
assessment, research and evaluation, individual and group process consultation,
education and training, employee selection and appraisal, general problem solving,
organizational development, diversity, ethics and consulting skills (Robinson Kurpius,
Fuqua, Gibson, Kurpius, and Froehle, 1995, as cited in Garman et al.). The 52 doctoral
programs reviewed in the study clustered into: Individual-focused programs, such as
clinical and counseling psychology; Education-focused programs, such as educational
and school psychology; and Business-focused programs, such as industrial-
organizational psychology (I/O), organizational behavior, human resources, and applied
social psychology programs.

Clinical and counseling psychology programs grouped under the Individual-
focused programs. Both clinical Ph.D. and Psy.D. programs were found to have a
strong focus on individual assessment and processes. However, clinical Ph.D.

programs differed from clinical Psy.D. programs in that they require extensive skills in
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research design, statistics and test construction. Nevertheless, both programs require
extensive supervised work experience.

Furthermore, clinically trained psychologists tend to focus the majority of their
efforts on the client’s personal development, where the individual always serves as the
client, rather than the organization (Maddi, 1997). Even though an individual focus
may be a valuable approach, advocating too strongly on the individual’s behalf during
consulting and never fully promoting the organizational needs can become a problem as
organizational excellence is undermined. However, Maddi goes on to state, “Their help
will not be limited to mere coaching about how to behave but will add to that fostering
the manager’s insight into the true nature of the problem.” (p.213).

Even though it is important to focus on the individual when providing services
in an organizational setting, it is also important to have adequate understanding of all
the relevant pieces, such as the corporate culture, the company’s strategic objective, the
context in which the individual will be expected to succeed, and the human element
(Somerville, 1998). The same author continues to explain that psychologists with a
clinical background, practicing within corporations, often pathologize during the time
of assessment, which in and of itself can be damaging to both the individual and the
organization.

The extensive study by Garman et al., (1998) found that the drawback of the
clinically oriented programs was the lack of training in organizational level diagnosis,
such as organizational assessment, training, selection, appraisal, organizational
development, and managerial issues. The lack of education in these areas could be

attended to by courses in I/O psychology and business management (Garman et al.).
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Harry Levinson, a psychoanalytically oriented clinician who mainly serves as a
corporate psychologist, who by many clients is considered a “wise old man” (p. 115),
emphasizes the importance for coaches to understand organizations and the business
world (Levinson, 1996). Furthermore, Levinson states that it is important for coaches
to avoid becoming too psychotherapeutically involved, as time constraints do not allow
for such a thorough process. As Atella and Figgatt (1998) illustrate, an executive
coaching consultation with a CEO, conducted by a clinical or counseling psychologist,
can be in-depth and meaningful. However, due to a particular organizational context,
such an approach may be inappropriate.

The study by Garman et al., (1998) also investigated counseling psychology
programs, which can be found both within the field of education and the field of
psychology. Most counseling programs were found to focus on both individual and
group level interventions. Research and evaluation were also part of the curricula. The
skills gaps resemble those found in clinical programs, see above.

Educational psychology and school psychology grouped under Educational-
focused programs. Educational psychology programs were found to cover many skills
and tasks related to consulting psychology, as well as research and problem
conceptualization at many levels, including individuals and systems. Individual and
group processes, as well as organizational assessments were not extensively covered.

School psychology programs were found to focus on multiple levels of analysis,
including both individuals and groups, and effective consultation methods. The

programs were also found to provide knowledge and training on individual assessment.
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However, these programs lacked focus on the organizational level, such as
organizational development and assessment (Garman et al., 1998).

I/0O, organizational behavior, human resource, and applied social psychology
programs clustered under the Business-focused programs in the study conducted by
Garman et al. (1998). In the study, I/O programs rated as the most appropriate program
for an individual interested in serving as a consulting psychologist, as they cover test
construction, employee selection, appraisal, research and evaluation. Additionally, one
study attempting to understand consultation training offered in graduate psychology
programs (Hellkamp, Zins, Ferguson, & Hodge, 1998) reached a similar conclusion;
that the curriculum and training opportunities in I/O programs, as well as school
psychology programs, were better designed to prepare an individual for consultation
than clinical and counseling psychology 