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The Basics of
Organizational Coaching
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C H A P T E R 1

The History and Context
of Coaching

EVERY DAY IN EVERY COMPANY, people are being hired, promoted,
or moved from one position to another. Every day in every com-
pany, people need development as part of their ongoing pro-
fessional growth. Every day in every company, people look to
training as one of the most effective ways to give people skills
and tools in organizations. But training is only one way to bridge
developmental gaps.

The acquisition, development, and retention of good people are
recognized by many fine organizations as obvious competitive
advantages. Coaching has emerged as a powerful discipline that
organizations are leveraging in various ways to build and retain
their people. Coaching is a relative newcomer to organizations.
As recently as the late 1980s, coaching was focused primarily on
individual athletics and team sports. Coaching as an application
to help individuals achieve better results in areas other than
sports emerged from several sources simultaneously:

� Ontological philosophy, which questions the very nature of
being.

� Organizational, cognitive, behavioral, and “positive” psy-
chology, which examine the questions of how people function
in groups, how people learn and change, and what makes
people feel happy or satisfied.
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4 THE BASICS OF ORGANIZATIONAL COACHING

� Theater performance, which might be defined as the ability
to project a fabricated reality, and which implies the mastery
of the art of “presence.”

� Business consulting paradigms, which teach managers and
leaders the mechanics of successful business.

� Social anthropology, which examines how different cultures
define success and how leaders are chosen.

� Even neuroscience, which, in the context, studies how brain
structure and chemistry affect a person’s ability to change
and grow.1

Ultimately, the disciplines that add to the vast store of knowl-
edge that helps coaches be effective all share the same root: the
way in which humans develop, relate to others, and grow and
change in order to better achieve their goals.

Today, at least half of the Fortune 1000 organizations are pro-
viding coaching for their employees in one form or another. In a
survey of members of the Institute for Executive Development,
59 percent of respondents said that the budget for coaching in
their organizations would increase by more than 10 percent an-
nually moving forward, despite only 7 percent stating they have
a formal process to measure and calculate the return on invest-
ment (ROI) of the coaching.

An article in the London Times2 revealed that British cabinet
ministers and other civil servants across several governmental
departments are receiving coaching at taxpayers’ expense. The
coaching is helping government leaders analyze complex issues,
think more creatively, and manage life/work balance more ef-
fectively. Of course, considerable hue and cry have been heard
from the opposing party about the practice, which has been a
source of mockery and derision among a public that is largely
misinformed about what coaching really is.

Great debate continues to swirl among professional coaches
from all different backgrounds about what coaching really is
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The History and Context of Coaching 5

and how it should be done. The resulting confusion has made it
extraordinarily difficult for human resources (HR) and organiza-
tional development (OD) professionals and managers in organi-
zations to define coaching, to find a reasonably simple coaching
model, and to implement the use of coaching in their organiza-
tions with any confidence. Most organizations are too bottom-
line-focused to allow for trial and error.

Coaching in Organizations is designed to share what we’ve
learned as coaching practitioners working with professionals in
organizations to deploy coaching easily, effectively, and, most
importantly, with impact. The book is not intended to serve as
a comprehensive overview of all coaching done by all coaches
in all organizations everywhere. Nor is it intended to be a com-
pendium of all empirical research done on coaching. Rather, it is
an account of what we’ve learned working as coaching practi-
tioners in organizations. It is written for HR, OD, and leadership
development professionals who are tasked with introducing,
managing, or measuring the effect of coaching in organizations.

A DEFINITION OF COACHING

We receive three to five calls a week from friends of friends and
colleagues of friends, who ask: “I need to provide coaching to the
sales force. Where do I start?” “I have been asked to centralize
all the coaching that’s going on in the organization and make
sure it is consistent. Do you have some guidelines?” “Our board
of directors wants to know how we know that the investment in
coaching is paying off. I have some ideas, but I wonder what you
guys are doing.”

The best place to begin to answer those questions is to de-
fine the term coaching, for confusion in this regard abounds. If
one were to ask 10 separate coaching professionals for their def-
initions, at least 10 answers would result. Table 1.1 contains a
number of variations.
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6 THE BASICS OF ORGANIZATIONAL COACHING

Table 1.1
Various Definitions of Coaching

A person who trains or directs athletes or
athletic teams; a person who gives
instruction, as in singing or acting; a private
tutor employed to prepare a student for an
examination.

The American
Heritage Dictionary

Helping successful leaders achieve positive,
lasting change in behavior: for themselves,
their people and their teams

Marshall Goldsmith3

An informed dialogue whose purpose is the
facilitation of new skills, possibilities, and
insights in the interest of individual leading
and organizational advancement.

Terry Bacon and
Kevin Spear4

A comprehensive communication process in
which the coach provides performance
feedback to the coachee. Topics include
broad, work relations dimensions of
performance (personal, interpersonal or
technical) that affect the coach’s ability and
willingness to contribute to meaningful
personal and organizational goals.

Thomas Crane5

A collaborative solution-focused,
results-oriented, and systematic process in
which the coach facilitates the enhancement
of work performance, life experience,
self-directed learning, and personal growth of
the coach.

Anthony M. Grant6

Unlocking a person’s potential to maximize his
or her own performance.

John Whitmore7

The art of facilitating the unleashing of people’s
potential to reach meaningful, important
objectives.

Phillipe Rosinski8
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In spite of the confusion, however, a few characteristics of the
term seem to occur across the board:

Coaching:

� Is generally a one-to-one relationship.
� Usually involves development (of skills, awareness) and/or

improved performance.
� Often involves gathering and sharing of feedback for the

person being coached.
� Depends primarily on supportive rather than directive com-

munication from the coach.

More specifically, for the purpose of this book, the following
definition will be used. It has been honed by coaching practition-
ers in various organizational settings over a period of about five
years.

Coaching is a deliberate process using focused conversations to
create an environment for individual growth, purposeful action,
and sustained improvement.9

This definition is broad enough to enable multiple uses but
narrow enough to identify the key components of a successful
coaching relationship.

Many people think all they need to do to coach is to have great
listening skills. Certainly, listening well is a key competency of
a good coach; however, it is only one of many. Good coaching
is not a random set of activities; rather, it involves using the
same mechanics for every kind of conversation (performance,
goal setting, career development, leadership, vision, strategy),
because a number of solid mechanics work well consistently.

All coaching is a dialogue of some sort, whether it happens
over email, voice mail, or face to face—in synchronous time or
over a period of time. The coach is responsible for creating an
environment in which the person being coached will learn, grow,
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act, perform, and behave differently in some way that will sig-
nificantly enhance that individual’s success at reaching personal
long- and short-term goals. How the coach creates this environ-
ment is radically different for each client and is at the root of the
mystery that surrounds the process of coaching.

In addition to the aforementioned mechanics, there is also an
art to achieving this with every client, day after day, year after
year. Finally, coaching is a service. Successful coaches are will-
ing and able to show up and be fully present with each client,
stay free of their own agendas, and modulate their own per-
sonalities and needs. Mediocre coaches are those who remain
attached to their own opinions and feel the need to be right or
even useful.

NOTE

Coaching competencies will be addressed in detail in Chapter 10.

WHY COACHING NOW?

The advent of coaching as a professional service to employees in
organizations is the result of the confluence of several trends:

� Advent of the “lean, mean machine.” Public companies are scru-
tinized routinely for waste. Poor performance is no longer tol-
erated; gone are the days the “likeable fixtures,” or popular
employees, are kept around out of sympathy. High perfor-
mance is no longer an option, and organizations will invest
in coaching support for people who add enough value.

� No time for training. Do you remember three- to five-day train-
ing events? Unless it relates to legal compliance for account-
ing or HR practices, time for training is being cut to the bone.
Even so-called soft skills are being learned using online mod-
ules and virtual classrooms that don’t require people to leave
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the office. The cost is simply too high for employees to be
away too long from their voice mail, email, and meetings.

Coaching is the perfect vehicle for precise, just-in-time
learning. It takes much less time and can be scheduled at
the employee’s discretion. Coaching is also an excellent way
to capitalize on whatever training has been done, as people
who are coached posttraining are vastly more likely to apply
their knowledge and adopt new behaviors than those who
aren’t.10

� The vanished middle manager. A new term has emerged from
this trend: the working manager. This means that employees
are responsible for providing adequate amounts of informa-
tion, accountability, direction, support, and all the HR com-
pliance record-keeping for large numbers of people while
also doing a full-time “individual contributor’s job.” This
trend is prevalent in most organizations. Coaches can pro-
vide what some managers can’t or won’t—specific skills im-
provement, sustained focus, a safe place for deep personal
reflection, and sometimes much-needed empathy and atten-
tion. Coaches are filling in the space left open by inexperi-
enced or overloaded managers.

� Increased pace of business. The speed at which business is con-
ducted today has accelerated and continues to do so. The
prediction in the 1970s that new technologies would help
get work done more efficiently and leave people with more
leisure time is, now, laughable. All these technologies have
done is to enable one person to do the work of several. And, as
the pace of work increases, so does the pace of change. Thus,
the need for people to be able to manage their inner lives
and adapt to change is critical. Coaches can offer perspective
and help employees structure their time and prioritize their
activities more effectively.

� “Turbo leader” development. Related to the speed of business
is the time it takes for young talent to rise to leadership
positions—usually long before they have had time to reflect
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on and synthesize their own experiences. Coaches can help
with targeted work in the crucial areas of vision, purpose,
and “knowledge and use of self.”11

� The “me generation.” Young people in organizations feel that
they are special and unique. They respond favorably to a
service that is tailored specifically for them. In addition, in
exchange for working 24/7, younger workers expect to be
developed; many see it as a right. Employees regard coaching
as a perk and an acknowledgment that they are valuable
enough for the investment.

COACH TRAINING PROGRAMS

How can one tell if a coach has been well trained? Simple! Sit in
on the first three minutes of a coaching session with that coach.
Companies that hire coaches to deliver services are in unanimous
agreement: Consultants and psychologists who serve as coaches,
thinking that their current levels of experience and knowledge
will serve with no additional coach training, are finding it harder
and harder to get by. Not even business experience, advanced
degrees, and a deep knowledge of psychology and counseling
are enough to prepare one for the rigors of coaching in organi-
zations. The demand for real results is simply too strong, and
coaches must know exactly what they are doing at all times.
Coach training is not optional.

Two phenomenal resources list coach training programs,
with accompanying details about philosophical foundations and
methodologies. The combination of these two sources will pro-
vide you an exhaustive overview.

� The Peer Resource Network website (www.peer.ca/
coachingschools.html) is devoted to serving a vast network
of coaches and other helping professionals. It contains a stag-
gering amount of information. At the time of this writing, 225
coach training programs were listed.
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� The International Coach Federation (www.coachfederation.
org/ICF/For+Current+Members/Coach+Training/For+
Prospective+Students/ACTP) lists more than 40 accredited
coach training programs. The accreditation criteria are
rigorous, indicating that these programs have existed for
some time and have demonstrated clear standards. The site
also lists programs that offer accredited training hours.

COACHING ASSOCIATIONS

Googling the term coaching organization yields more than
6,500,000 matches. Over the past five years, coaching organi-
zations have cropped up like mushrooms after a rainstorm, and
it has become increasingly difficult to know where to pay atten-
tion. We recommend the following three, on the basis of their
longevity, leadership stability, and support services: the Inter-
national Coach Federation (ICF), the Professional Coaches and
Mentors Association (PCMA), and the Worldwide Association
for Business Coaches (WABC).

These organizations offer information, resources, an informed
and active community, and, in some cases, accreditation and
credentials. Following is a brief description of these top coaching
organizations.

THE ICF

In 1993, when the International Coach Federation formed, the
general public did not yet have access to the Internet; and, cer-
tainly, “google” was not yet in existence, much less used as a verb.
The ICF (www.coachfederation.org) was founded by Thomas
Leonard. Formed as a forward-thinking, open, and inclusive or-
ganization, its purpose was to answer the call from practicing
coaches who realized they needed an association to serve as a
source of community, information, standards, and ethics for the
profession. Several other professional organizations came into
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12 THE BASICS OF ORGANIZATIONAL COACHING

being around the same time. Some folded together, and others
continue individually to this day.

Today, the ICF is the world’s largest professional association
for coaches. As part of its scope of services, it:

� Establishes standards and ethics for coaches.
� Accredits coach training schools with clear criteria.
� Certifies coaches at three levels: Associate Certified Coach,

Professional Certified Coach, and Master Certified Coach.
� Offers annual international coaching conferences, annual ex-

ecutive coaching summits, and annual research symposiums.
� Provides structure and support for a worldwide network of

chapters designed to support coaches with community and
continuing education.

Although some coaches argue that there is no standardization12

in the coaching profession, the credentialing, ethics, and stan-
dards established by the ICF are rigorous and reliable for basic
coaching skills. True, coaching for the development of managers,
leaders, and executives has yet to be strictly codified. In fact, the
efforts of the ICF to accredit coach training organizations and
create standards for coaches recognized by a credential have
generated criticism that the organization has become exclusive,
despite its original vision of openness. Only time will tell whether
the ICF will weather the storm that is sure to break over licens-
ing, credentialing, and legal implications for coaches. Still, each
year, a higher percentage of organizations are requesting that the
coaches staffed on their projects be ICF-certified.

THE PCMA

Established in the early 1990s, the Professional Coaches and Men-
tors Association (www.pcmaonline.com) has a similar mission
to, but with a broader audience base than, the ICF because it
includes both coaches and mentoring professionals. The PCMA
retains its original mission of openness and inclusiveness. Based
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in California, the organization has chapters primarily in that state
and hosts an annual conference there as well.

THE WABC

The Worldwide Association for Business Coaches (www
.wabccoaches.com/index.htm), founded in 1997, focuses strictly
on the business coaching niche and has the distinction of be-
ing the only international association dedicated solely to serving
the business coaching industry. Interestingly, it is also one of
the few for-profit associations for coaches, and has a fairly new
charismatic leader, Wendy Johnson. This group offers confer-
ences worldwide and is currently working on accreditation for
training programs.

As organizations are becoming more aware of the benefits of
coaching, they are seeking well-trained, professional coaches to
work within their walls. Many are already asking about ICF
accreditation and are committed to working with coaches who
are equipped as proficient organizational coaches.
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