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Abstract 
 

Executive coaching has risen in popularity because of increased demand and need at 

the workplace. The empirical data and theoretical frameworks on the topic of executive 

coaching is limited, however it has been getting increased attention in the literature. As most 

prior research has investigated executive coaching from the coach’s perspective, the aim of this 

research was to provide information from the executive’s point of view. In this research, 

executives’ motives for seeking out coaching and how executives benefitted from the process 

was examined. A brief review of the literature and conceptual framework was provided as well. 

The findings from this qualitative study revealed that executives tend to seek out coaching 

because of the need for a dialogue, stress and imbalance at work, and the need for performance 

improvement. Coaching resulted in overall positive benefits for the executives who gained 

focus and control, self-awareness, greater self-esteem and believe in own capabilities. Finally, 

the findings were interpreted in comparison with the existing literature, and future 

recommendations.  

 

Keywords: coaching; executive coaching; motivation; self-awareness; performance 
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Útdráttur 
 

Stjórnendamarkþjálfun hefur orðið sífellt vinsælli og gæti það stafað útaf aukinni þörf 

og eftirspurn eftir þjálfun stjórnenda á vinnustöðum. Ekki hefur verið fjallað mikið um 

stjórnendamarkþjálfun í fræðilegum heimildum þó svo það sé að aukast, og hefur því 

stjórnendamarkþjálfun þróast hraðar sem starfsemi heldur en fræðilegt hugtak í bókmenntum 

og rannsóknum. Flestar fyrri rannsóknir skoða stjórnendamarkþjálfun út frá sjónarhorni 

markþjálfans en þessi rannsókn tók sjónarhorn stjórnandans sjálfs. Markmiðið með þessari 

rannsókn var að skoða hvaða ástæður lágu að baki þess að stjórnendur sóttu sér markþjálfunar 

og hvernig markþjálfun gagnaðist þeim. Gerð var einnig grein fyrir því hvernig 

stjórnendamarþjálfun birtist í fræðilegum heimildum og helstu hugtökum. Niðurstöðurnar úr 

rannsókninni sem gerð var með eigindlegum rannsóknaraðferðum leiddu í ljós að stjórnendur 

fóru í markþjálfun vegna þess að þeir höfðu; þörf fyrir samtalið, upplifðu stress og ójafnvægi 

í vinnunni, og höfðu þörf til að bæta frammistöðu sína. Markþjálfun hafði jákvæð áhrif á alla 

stjórnendurna, en áhrifin voru betri fókus og yfirsýn, aukið sjálfstraust, sjálfsvitund og trú á 

eigin getu. Rannsókninni lauk með túlkun á niðurstöðum og samanburði við fyrri rannsóknir 

og fræðilegar heimildir, og tillögum að hugsanlegum rannsóknum. 

 

Lykilatriði: markþjálfun; stjórnendamarkþjálfun; hvati; sjálfsvitund; frammistaða. 
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1.  Introduction 
 

Executive Coaching has become increasingly popular in recent years (Kombarakaran, 

Baker, Yang & Fernandes, 2008). Research on the effectiveness of coaching showed that 96% 

of organizations saw improvement in performance of individuals after using coaching (De 

Meuse, Dai & Lee, 2009). Success stories of coaching have spread and the need for managers 

in today’s business world to be competent and well performing is great. A possible reason for 

coaching being so popular is because the process provides the executives with the tools they 

are missing, the expertise that they need, it takes an objective point of view and it can be 

integrated into the everyday work routine of the executive (Kombarakaran et al., 2008).  

With rising popularity, executive coaching has gained attention in the literature, 

although, the empirical data and academic research on the topic is limited (Kampa-Kokesch & 

Anderson, 2001). Still, Grant (2014) states that the academic research on executive coaching 

has been growing over some time now. Because of an increased demand for coaching services, 

the practice of executive coaching has moved ahead of the empirical evidence and academic 

literature being published about the subject. Many authors have put forth their definitions of 

executive coaching, however it is still not clearly defined (Joo, 2005). Concerns have also been 

raised about the standardization of executive coaching and if those who deliver the service are 

qualified to do so (Kampa-Kokesch & Anderson, 2001). The ICF, or the International Coaching 

Federation, is the largest organization of professionally trained coaches in the world. The ICF 

offers the only accredited program in the world and the coaches who achieve credentials 

through ICF have demonstrated understanding of coaching competences, skills and are 

dedicated to help their clients (International Coaching Federation, n.d). 

Executive coaching has specific emphasis and it differs from other types of coaching. 

Executive coaching is a personal one-on-one interaction between an executive and a coach. 

The main purpose is to facilitate learning, development, growth and change for the executive. 

Sometimes the organization can become the third party in the coaching relationship. Coaches 

can either be internal, working for the executive’s organization, or external, and they provide 

the executives with objective perspectives and feedback (Sherman & Freas, 2004). The 

feedback from a coach is important, whereas it can help executives increase self-awareness, 

self-esteem and communication skills, that can result in improved performance and 

productivity (Sherman & Freas, 2004). Feedback is said to have good effect on executives’ 

motivation, goal-setting and goal striving. Self-efficacy does also play a role since it is 

individuals believe in themselves and their capabilities to achieve goals. Therefore, a clear and 
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supportive feedback from a coach can be crucial for positive results and successful coaching 

(Gregory, Beck and Carr, 2011). Those who are most likely to experience successful coaching 

are those who are motivated to learn and change (Wasylyshyn, 2003). 

 

1.1 Research Statement & Outline 
 

The purpose of this research is to find out why people in top management position seek 

coaching and how coaching has benefitted them at work and in their everyday life. The 

researcher hopes that this study will contribute to the existing literature that will be briefly 

addressed later. The empirical data on why executives feel the need to seek out coaching and 

how coaching has benefitted them is limited. Few studies, that will be introduced in the 

literature review below, have examined this topic. Most research has been conducted from the 

coach’s view, and only few have looked at this from the executive’s perspective. This research 

views things from the executive’s point of view, with data collected from interviews with eight 

executives and high-level managers in Iceland.  

 

The research will try to answer these following questions: 

 

➢ What are the reasons why executives seek out coaching?  

➢ How has coaching benefitted executives?  

 

The first chapter is the review of the literature were the aim is to show how executive 

coaching has emerged over the years in the literature. The chapter will provide a brief overview 

of executive coaching, the purpose of executive coaching, the coaching process and other 

developmental activities, motivation and motivational theories. Some evidence of successful 

coaching will be presented, as well as considerations for future research. Thereafter, the 

research methodology will be introduced. Qualitative approach will be described, the data 

collection and analysis. Before moving on to the results, main themes and categories that 

appeared from the data will be presented. The results will reveal the main themes and valuable 

information that emerged from the data obtained from the interviews. Following will be a 

discussion on the results, where the researcher interprets the findings in relation to existing 

literature. Finally, there will be a short summary of the study and answers to the research 

questions. 
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2.  Literature Review 
 

The objective of this chapter is to introduce the concept of executive coaching and what 

empirical research there is about coaching and executive coaching in particular. The chapter 

will explain the purpose of executive coaching and how the coaching process is carried out. 

Furthermore, executive coaching will be compared to other similar activities and distinction 

will be made on internal and external coaching. Emphasis will be placed on motivation, goal-

setting and self-efficacy, and how these concepts are linked with executive coaching and play 

a role in delivering successful executive coaching experience. The chapter will end by 

discussing what consist of being successful coaching and some directions of future research 

will be described. 

 

2.1 Executive Coaching 
 

According to Kampa-Kokesch & Anderson (2001) and Kilburg (1996) there has not 

been done much empirical research on executive coaching, and as stated by Grant (2001) the 

theoretical framework is deficient. From Kilburg’s (1996) review on the literature of executive 

coaching, he found that the literature can be divided into three parts. First, research studies that 

usually are in the form of graduate dissertations. Second, articles focusing on coaching 

methods, applications or techniques. And third, efforts to change or expand manager’s role to 

add coaching activities. Kilburg (1996), also argues that the research studies, the empirical data 

that exists, is not the largest part of the executive coaching literature. Most literature on 

executive coaching is in the form of articles on how managers can include coaching to their 

role and empower their employees.  

Sherman & Freas (2004) present an explanation to the lack of empirical research and 

reliable data on executive coaching. They say the lack of research is because how relatively 

new activity executive coaching is, since it wasn’t until 1980‘s that companies started using 

executive coaching (Sherman & Freas, 2004). Witherspoon & White (1996) stated that in the 

1500s, the word coach first appeared in English language. According to Kampa- Kokesch & 

Anderson (2001) the first use of the term, executive coaching, is not clear, however Tobias 

(1996) said that it was in the late 1980’s that the term was first used in the business world. 

Since then, executive coaching has rapidly become very popular and that is the reason why the 

research and theory is behind the practice of coaching. Although the practice becomes 

increasingly more established, the term executive coaching is still not clearly defined (Joo, 

2005). Majority of the research available on executive coaching consists of case studies that 
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are either based on observations or interviews from the coach’s view and are more likely 

written by those who are practicing rather than researchers (Joo, 2005). According to Joo 

(2005), another thing that is limiting to the existing literature is that many of the studies are not 

generalizable or applicable do to small sample sizes and lack of information on methods used. 

Although, executive coaching has become popular and is widely used to enhance performance 

of executives, empirical data on; why it is done, what happens in coaching and its effectiveness 

is limited (Joo, 2005). As the time passes, the literature on the subject grows, but there may 

still be years until executive coaching will be all mapped out (Grant, 2014).  

Many organizations today have recognized the need for the right competences of 

executives. Some organizations have come up with ways to build valuable relationships with 

their top people, where they focus on growth, development and effectiveness of the people and 

how to align it with organizational goals. To be able to achieve this they have used coaches. 

Limited research is available on what counts as a qualified coach or what coaching approach 

is better than other. Not all coaches are certified and the barriers to entry the coaching field are 

none. Also, the methods used to measure return on investment of coaching are uncertain 

(Sherman & Freas, 2004). 

ICF, or the International Coaching Federation, is the largest organization of 

professionally trained coaches in the world. The organization’s mission is to advance coaching 

as a profession globally. ICF is committed to its core values that are integrity, excellence, 

collaboration and respect. ICF’s coaching program is the only recognized accredited program 

in the world. Coaches who achieve credentials through ICF have demonstrated understanding 

of coaching competences, have mastered coaching skills and are committed and dedicated to 

coaching clients (International Coaching Federation, n. d).  

The 2017 ICF Global Consumer Awareness Study was conducted by the ICF. The 

study’s objective was to do an extensive survey on global awareness of coaching. It took place 

in 30 countries with approximately 900 responses in each. The results indicated that 

respondents were aware or somewhat aware of coaching as a profession. Respondents were 

confused when they were shown definitions of coaching and other similar professions e.g. 

mentoring, training, consulting. Thirty percent of respondents said the ICF definition of 

coaching best described the profession, although 26% selected the definition of mentoring as 

the best descriptive definition of coaching (International Coaching Federation, 2017). 

Even though the academic literature on executive coaching is limited, the history and 

empirical data on the general topic of coaching is broad. Majority of the literature on coaching 

to begin with focused on athletics and performance in sports. Nowadays, more empirical data 
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can be found on coaching in other settings, such as in management and organizations. Though, 

little has been written on executive coaching it hasn’t stopped authors from introducing and 

publishing their ideas and approaches (Kilburg, 1996). In business, management, sports and 

teaching, coaching is known for being a positive and powerful tool for performance and 

leadership development (Witherspoon & White, 1996).  

Today, the literature describes executive coaching as an activity to help executives 

enhance their performance, improve skills and competences, and to solve problems in a 

relatively short time (Hall, Otazo, & Hollenbeck, 1999). In coaching, executives are made 

aware of their own performance and behaviour. With interactive learning and feedback from 

the coach, executives can increase their self-awareness. Executives get help from the coach to 

modify behaviour, create new perspectives and set goals. Coaching can focus on different 

areas; it can be a method to enhance skills and knowledge, to solve problems, change wrong 

behaviour or to help with adjusting with new role or more responsibility (Kombarakaran et al., 

2008).  

Executive coaching is only one of many types of coaching. It is necessary to distinguish 

executive coaching from other types of coaching to know what is being dealt with and what 

approaches to use. Another reason why it is important to define the concept is because it 

resembles to other developmental activities, including mentoring and therapy, that will be 

discussed later. Since all types of coaching have gained popularity and grown lately, it is crucial 

to distinguish between them (Ennis, Goodman, Hodgetts, Hunt, Mansfield, Otto, Stern, Vitti, 

& Yohanda, 2015). Other types of coaching are for example; career coaching, team coaching, 

leadership coaching and life coaching. Executive coaching is a specific practice though it 

includes some coaching approaches and tactics used in other types of coaching, like 

performance, leadership style, career and personal issues. Unlike other types of coaching, 

executive coaching consists of a relationship between an executive, a coach, and the 

organization, and the executive’s goals for the coaching engagement are linked to the overall 

strategic goals of the organization (Ennis et al., 2015).  

Distinction should be made between executive coaching and a manager as a coach. The 

manager as a coach refers to the manager who takes the role of a coach, usually to motivate 

and develop the employees in an organization. Executive coaching is where an executive is 

coached by a professionally trained coach who is either external or internal to the executive’s 

organization (Joo, 2005).  
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Popper and Lipshitz (1992) presented an approach to coaching that consisted of two 

parts; improving performance at the skill level and create a relationship that enables the coach 

to strengthen his client’s psychological development. The first component refers to transfer of 

knowledge, whereas the latter one focuses on empowering the client and increase his self-

efficacy. Self-efficacy is an individual’s belief in own abilities to be able to do certain things 

in a specific domain. According to Popper and Lipshitz (1992), self-efficacy is the main 

psychological factor in coaching. Executive coaching helps executives learn and to make the 

most of the coaching process. It is about assisting executives to enhance their capabilities by 

growing, learning and changing. Coaches can be assigned to executives to help them improve 

skills and performance, correct mistakes or help them prepare for a career move or a higher 

position. Coaching is a continuous process and not just a one-time thing. Coaching focuses on 

the individual and is more personal than other types of learning (Witherspoon & White, 1996).  

Grant (2014) presented the psychological mechanisms of executive coaching. The 

theoretical frameworks of executive coaching include a wide range of theories that range from 

cognitive to psychodynamic, and result-based theories. Despite this wide range of theoretical 

frameworks, executive coaching has a set of shared principles which lay the foundation. The 

principles are collaboration, self-awareness, responsibility, commitment, accountability, action 

planning and action. The coach and the coachee form a relationship where they work together 

in collaboration, discuss and design the goals and what actions need to be made to attain the 

goals (Grant, 2014). 

The reason for rising popularity of executive coaching is because of increased demand 

and needs at the workplace, and in the corporate world. Not so long ago, employees were not 

seen as assets to companies (Sherman & Freas, 2004). However, with time, globalization, 

technology, and more demand for service than ever before, companies have started to see 

people as valuable resources (Sherman & Freas, 2004). Another reason for the rising popularity 

of coaching might be because the coaching process has an objective point of view and it 

provides the executive with the needed knowledge and competences (Kombarakaran et al., 

2008).  

Since the global economy is changing rapidly, it requires executives to constantly grow 

and develop. Executive leadership is valuable for organizations and its operations, as well as 

to effectively manage the people that work there. The increased use for coaching is because 

executives and organizations now recognize the need to enhance performance and skills, and 

support development. Increased demand for coaching has resulted in more literature being 

published recently, however, increased demand brings concerns to the definition of executive 
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coaching, standardization and coaching guidelines (Kampa-Kokesch & Anderson, 2001). One 

way of looking at this sudden increase in coaching is that executives and managers now have 

to start managing in a more participative way. The management style has changed, and the old 

way of command and control is not effective anymore. Also, many executives are focusing on 

improving their interpersonal skills, since the expectations for high quality customer service 

has increased. People today have also much higher expectations of being empowered 

(Feldman, 2001). 

 

2.1.1 Definitions 

 

As been said above, executive coaching is not clearly defined, and the definitions are 

many and have slightly different emphasis. Here below are few illustrative definitions of the 

concept.  

Executive coaching has been defined as a practical activity, with one-on-one learning, 

where the focus is on goal attainment and behavioural change (Hall et al., 1999). Kilburg 

(2000) argues that executive coaching should be defined as the helping relationship between a 

client and a consultant, where the consultant helps the client achieve identified goals and to 

improve performance, and there is a formal, defined coaching agreement in place. The 

International Coaching Federation defines coaching as a relationship between a coach and a 

client, who engage in a thought-provoking and inspirational process, where the client is 

encouraged to maximize his professional and personal potential (International Coaching 

Federation, 2017). 

According to Ennis et al., (2015) in the Executive Coaching Handbook, executive 

coaching is defined as following: 

Executive coaching is a one-on-one individualized process to benefit the leader 

and his/her organization. Working with goals defined by both the leader and the 

organization, a qualified and trusted coach uses various coaching methods and 

feedback data to develop the leader’s capacity for current and future leadership. This 

coaching is guided by a coaching partnership to achieve maximum impact and the 

highest level of learning. (Ennis et al., 2015, p. 8) 

Bozer, Sarros & Santora (2013) define executive coaching as one-on-one relationship 

between a coachee and a professional coach, where the aim is to contribute to the coachee’s 

and organizational success by improving behavior through increased self-awareness and 

learning.  
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As proposed by Witherspoon & White (1996), executive coaching is a learning process 

that is personal and confidential. The process is organized and ongoing over a period of time, 

where the goal is to bring about an effective action, enhance personal growth and performance. 

Kombarakaran et al., (2008), claim that executive coaching should be defined as an interactive 

and a short-term process between a coach and an executive where the aim is to encourage new 

behaviour, increase leadership effectiveness and self-awareness. The process provides the 

executive with valuable tools and skills for the workplace through support and feedback. 

Peterson’s (1996) definition of the concept is that executive coaching is a process that equips 

executives with the needed knowledge and tools to become more effective and offer 

opportunities for development. Kampa-Kokesch & Anderson (2001) present coaching as a 

systematic feedback intervention, where the purpose is to improve self-awareness, personal 

effectiveness and work-related skills.  

The definitions above agree on that executive coaching is a process or an interactive 

activity where they main goal is to enhance the effectiveness of the executive. Some of the 

definitions mention that executive coaching can influence organizational success and enhance 

work related skills. Others are more individually oriented and focus on learning and self-

awareness. Only few definitions mention that a coaching agreement is in place or that the 

coaching relationship is confidential and is built on trust. From the above-mentioned 

definitions, the ICF definition of coaching will be used in this thesis as the primary definition 

for the concept. The ICF definition was thought to be best suited since it describes the coaching 

process as thought-provoking and inspirational and puts emphasis on maximizing, not only 

professional potential, but also the personal potential of individuals.  

 

2.2 Purpose of Executive Coaching 
 

Organizations turn to executive coaching when they find themselves not having the 

tools, they need to help their executives develop and succeed. Executives often find it difficult 

to reach someone who can ask them questions and give an advice, because individuals close to 

the executive can have a hard time fronting them regarding their behaviour and performance. 

Therefore, using an external coach can bring about a great value to executives, and give them 

something they were not able to gain before. The purpose of executive coaching is exactly, to 

provide executives with these questions and tools that they are missing. The coach provides 

the executive with feedback on his behaviour and what effect it has on people inside and outside 

the workplace. From the feedback, executives can become more self-aware, gain self-esteem 
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and enhance their communication skills. These improvements can bring good morale, increase 

profits and productivity (Kampa-Kokesch & Anderson, 2001). 

In their study, Evers, Brouwers & Tomic (2006) listed four objectives of coaching that 

have been identified to show how important it is to improve skills and develop new ones. The 

first objective is to enhance consciousness of executives, so they gain a better understanding 

of their own behavior and to raise awareness of their own strengths and weaknesses. The 

second objective is to improve both quality and quantity of accomplishments. The third one is 

to assist executives to reach their full potential and be able to maximize performance and 

acquire new perspectives and deeper understanding of others. The last objective is to achieve 

the transformation that results in changed behavior and attitudes for the executive (Evers, 

Brouwers & Tomic, 2006). 

Coaching does not only help people on how to deal with issues or problems at work. It 

can also be a great way of enhancing strengths, figuring out how to stay competitive and how 

to make the most out of your career. It is therefore an effective way for executives to improve 

their competitive edge. Executive coaching can be used to fix some deficiencies in current 

performance of managers and to further develop skills. It is sometimes used to prepare them 

for career advancement or changes at work (Feldman, 2001). 

By participating in coaching, executives can build awareness and enhance skills that 

are important when engaging and developing people. Some key elements of coaching are active 

listening and clarification of purpose and motivation. By practicing and experiencing these 

skills, executives gain a real sense of them in action (Korn Ferry Institute, 2015). 

Sherman & Freas (2004) declare that the purpose of executive coaching is to facilitate 

learning, development and behavioral change in the executive that also benefits and brings 

positive results for the executive’s organization. For coaching to be successful, the personal 

benefits need to be present in addition to the business results.  

 

2.2.1 Why Does it Work? 

 

The answer to why executive coaching works lies in the essence of coaching itself 

(Sherman & Freas, 2004). It works because it helps people to become more conscious and self-

aware. Coaching is tailored to each individual and it’s personal. Coaching can be an effective 

way to make people pause for a moment and reflect on themselves. It gives people a chance to 

notice their actions and be aware of their own behavior. Instead of responding automatically to 

events, coaching can make people consider their choices. Besides becoming more self-aware, 

with active learning, coaching enhances communication and various important skills. Coaching 
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can help executives in many ways, including; modifying behavior, reducing stress, setting 

goals and aligning them with organizational goals, succession planning, facilitating training 

and development and support with change. It all depends on what the coachee wants to work 

on. Coaching that benefits the whole organization and can help bring about a cultural change, 

is the most valuable form of coaching (Sherman & Freas, 2004). 

Executive coaching gives executives the chance to address issues that are going on in 

their daily business life, and in many cases these issues are the ones that are unattended or the 

ones that the executive is having trouble with. In the coaching sessions, executives can choose 

the topic discussed each time. The focus is usually on these unattended issues or other current 

challenges. It can be lonely at the top and many executives don’t have anyone to discuss daily 

matters to. It can also be difficult to trust someone at the executive level for work problems or 

personal issues. Therefore, it can be good to turn to a coach, to receive feedback on 

performance and get help on how to deal with issues. Coaching processes are not life-long. 

They are rather short-term, action based and goal- and result oriented (Hall et al., 1999).  

In a research on coaching effectiveness, De Meuse et al., (2009), presented that one 

study indicated that 96% of organizations saw improvement in performance of individuals after 

using coaching. Almost as many saw results in management effectiveness and leadership. 

Satisfaction and productivity are factors that are most often improved by coaching (Korn Ferry 

Institute, 2015). 

 

2.2.2 Who Should Seek Coaching?  

 

For executive coaching to be useful, executives must be willing to participate and 

accept. Before engaging in the process, organizations and executives should analyze the 

situation and what expectations they have. The aim is not to change the coachee’s personality 

or values, however its purpose is to improve various aspects of the coachee’s performance. 

Generally, most executive coaching focuses on changing behavior that hinder the executive 

from maximizing his potential. Coaching is not likely to improve people who are not good at 

receiving feedback or are resistant to change. The executive who engages in coaching needs to 

be aware of the environment and to be able to assess his own behavior and his impact on others. 

It is also important that the organization supports the executive in the process and that his goals 

and the desired change in behavior is aligned with the goals of the organization (Judge & 

Cowell, 1997). 

Researchers often agree that the group that should seek out coaching is senior managers 

who need to enhance their interpersonal skills. Few issues that might indicate the need for 
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coaching are; arrogance, anger, poor conflict management skills, narrow minded thinking and 

restricted behavior, disregard to organizational norms and unleashed potential (Feldman, 

2001). 

Despite the limited empirical data on executive coaching, here are few findings from 

studies and surveys on executive coaching and the reasons for coaching. 

Wasylyshyn (2003) presented in her study on executives who had been coached, that 

most executives engaged in coaching because they wanted to make behavioral changes for 

future career success. Personal behavioral change was the change that most executives were 

focusing on. Other popular focus areas were enhancing leadership effectiveness and fostering 

stronger relationships. Minority of executives was focusing on personal development and 

work-life balance. 

The results from the 2017 ICF Global Consumer Awareness Study revealed that 31% 

of respondents had participated in coaching. When asked why they engaged in coaching (see 

figure 1), the answer with the highest response rate was to optimize individual or team 

performance. The second most common reason for coaching was to improve communication 

skills and the third most common answer was to increase productivity. Men were more likely 

than women to seek out coaching to improve business management strategies, and women were 

more likely to seek out coaching to enhance self-esteem. Those respondents who were aware 

of coaching but had no experience of it, answered most often that they were not in that place 

in their life were coaching would be important. Another common answer for not considering 

coaching was that they could not afford it, or they didn’t need it. From that we can see that it 

is critical for coaching practitioners to present the possible values and benefits that coaching 

can provide for everyone, both professionally and in personal life (International Coaching 

Federation, 2017). 
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Figure 1: Reasons for Participation in Coaching (International Coaching Federation, 2017). 

 

According to a survey done by the Korn Ferry Institute (2015), 200 certified coaches were 

asked about the challenges that executives are being coached on most often (see figure 2 

below). The responses indicated that interpersonal skills, listening, empathy and influence 

ranked highest or second highest for all levels of managers. Self-awareness and communication 

skills were ranked third or fourth for business unit leaders or middle managers. However, self-

awareness was the highest ranked coaching topic for senior leaders and communication was 

ranked number five.  
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Figure 2: Frequent Coaching Topics (Korn Ferry Institute, 2015). 

 

2.2.3 Executive Coaching and Related Activities 

 

Executive coaching resembles few other developmental activities, both in practice and 

in theory (Feldman, 2001). However, it is important to make a distinction between these 

activities and here below is a short summary of how coaching differs from five activities; 

mentoring, training, counseling, consulting and psychological therapy. 

Coaching vs Mentoring: Mentoring is usually an informal relationship between 

colleagues from the same work department. Most often the senior colleague, the one with the 

experience, mentors the junior colleague, or the one with less experience or knowledge about 

the job (Feldman, 2001). The mentor provides guidance, knowledge and transfer of skills to 

the junior, so called mentee (Maltbia, Marsick & Ghosh, 2014). They meet up frequently and 

the relationship can last up to few years. Coaching differs from mentoring in that wat that 

coaching is a short-term relationship that usually lasts few months. The coach is usually 

external to the organization and the coach and the coachee meet up on a regular basis for 

structured sessions (Feldman, 2001), where the focus is on the coachee and how to enhance his 

performance through improved self-awareness and learning. Coaching also includes systematic 

approaches, action planning, and more systematic tools than mentoring (Joo, 2005). 
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Coaching vs Training: Training aims to prepare trainees to do well on a certain task. 

Training is designed to communicate special competencies to the trainee in a pre-determined 

process. Trainees usually have to adapt themselves to the training process and its structure. 

Training is therefore not flexible, and it is a more rigid process than coaching. Unlike training, 

coaching lets the coachee set the agenda for the coaching sessions and choose what goals 

should be reached (Grant, 2001). 

Coaching vs Counseling: Counseling is like an intervention to help managers evaluate 

their strengths and weaknesses and to help them realize what their preferences and interests 

are. The focus is outward looking from the organization, job alternatives are considered and 

how the manager can reposition to be more appealing. Coaching is different from counseling 

because coaching puts emphasis on improving strengths and weaknesses to better perform the 

current job. Coaching helps managers modify work related behavior and enhance valuable 

skills. Coaching is typically more about how to better position yourself within the organization 

rater that to others (Feldman, 2001). 

Coaching vs Consulting: Consulting focuses on business problems and provides clients 

with the needed information to solve the problems, often with a new strategy, structure or 

methods. The consultant is a functional expert who gives advice, evaluates situations and then 

assists the client in figuring out solutions to the problems. Coaching is different from consulting 

because the coach doesn’t do the work, give advice or solve problems. The coach helps the 

client in formulating his own action plan and goals and gives feedback (Maltbia et al., 2014).  

Coaching vs Therapy: Therapy is about helping clients with figuring out underlying 

problems. The problems are often from the past, deep rooted and emotional, and therapists are 

especially trained to work with that sort of problems. Therapy can sometimes last for a long 

period of time. Coaching however focuses on modifying observable behavior to improve work 

performance and is more concentrated on the future. Coaches are not trained to deal with deep 

emotional problems (Feldman, 2001). 

 

2.2.4 Executive Coaching and Performance 

 

Coaching has become popular as an intervention for performance improvement, where 

coaches help individuals to set goals and make the right actions towards the goals. Coaching 

for performance can be used in a broader sense than just for performance improvement. It can 

be used to analyze performance gaps and be a motivational intervention for future performance 

improvements (Cassidy & Medsker, 2009).  
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Executive’s performance usually refers to the competencies and characteristics that are 

needed for the current job. Coaching for performance can be used to correct performance and 

the coaching process can last from few months and up to a year (Witherspoon & White, 1998). 

When executives feel the need to improve performance, become more effective at work, correct 

behavior or fix some performance issues, they might seek out coaching for performance. When 

coaching for performance, the primary focus is on the current job. It can be used to help 

executives improve their skills or learn new ones, change behavior or correct mistakes by 

addressing wrong attitudes or motivational problems. It can also be used to set new goals or 

clarify current ones. That can be important because sometimes the expectations about 

performance and behavior are not clear, especially when taking on new or added responsibility, 

or if organizational goals change. Coaching for performance can therefore help executives who 

are confused, to see things more clearly and reach consensus, and figure out what is needed to 

improve performance and what possible outcomes will be (Witherspoon & White, 1996).  

As a performance intervention, coaches might encourage goal setting, which is a known 

technique to improve performance. The coachee works towards the goals by doing some 

activities at work that facilitate learning. By practicing this, the coachee eventually overcomes 

some barriers that have hindered his performance in the past, and the learning is transferred 

into improved behavior (Jones, Woods & Guillaume, 2015). As a performance coach, the coach 

helps the executive to assess and improve his performance, provides the executive with 

feedback on what is good and what needs improvement, and therefore helps with the overall 

effectiveness of the executive (Witherspoon & White, 1996). 

 

2.2.5 Executive Coaching and Development 

 

Today, many organizations have started to use coaching as a proactive developmental 

tool, to drive innovation and increase sustainable growth. This approach, to use coaching as a 

developmental tool is in accordance with systematic and transformational change in corporate 

settings (Bozer et al., 2013). Development of executives is a broad term and refers to 

characteristics and competencies that contribute to potential job or a position in the future and 

can include substantial growth. Coaching for development usually lasts longer than a year 

(Witherspoon & White, 1998). It involves more time than other forms of coaching because it 

can take time to obtain clarity and consensus and recognize possible long-term changes. Before 

career advancement, executives need to prepare by enhancing their leadership skills and focus 

on future developmental needs (Witherspoon & White, 1996).  
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When coaching for development, the aim is to prepare the executive for possible career 

move or a new role in the future. In the coaching sessions, the focus is on strengthening the 

competencies needed for future success. Possible topics that the executive and the coach might 

work on are; assess current skills and competencies, improve effectiveness, discuss 

performance expectations, prioritize needs and plan further development (Witherspoon & 

White, 1998). Developmental goals are not supposed to be pursued separately, rather alongside 

other more short-term goals. There are many incentives associated with development other 

than rewards and acknowledgement. These incentives involve career advancement, self-

fulfillment and improved performance (Gregory et al., 2011).  

Sometimes when coaching for development, it can be difficult to find a common 

ground, reach a shared agreement or set clear goals. It may be because of uncertainty in the 

future or because more people might be involved in the developmental planning of the 

executive. This form of coaching is common in organizations that have well designed 

succession plans and competency models. Coaching for development can be an intense and 

analytical process and it tends to be threatening to some executives (Witherspoon & White, 

1996). Coachees need to believe that that they can change what needs changing for 

development to take place (Gregory et al., 2011). 

 

 

2.3 The Coaching Process 
 

Most researchers agree on three elements of executive coaching. The following 

elements are that it is a one-on-one conversation about issues that are usually work related, 

feedback is provided on the executive’s strengths and weaknesses, and the goal is to improve 

the executive’s effectiveness in some way (Feldman, 2001). The coaching process, that usually 

lasts few months, is highly personal and consists of regular one-on-one sessions (Sherman & 

Freas, 2004). The typical coaching process usually begins with a contract and a brief 

assessment, followed by regular coaching sessions. The sessions can be weekly or biweekly, 

but also once a month or every other month (Judge & Cowell, 1997). Coaching sessions are 

tailored to the coachee’s needs, depending on what the coachee wants to work on (Feldman, 

2001). The coach’s role is to evaluate the progress, provide feedback and keep the coachee on 

the right path. The coachee’s role is to do the work. It is his responsibility to make things 

happen and act (Grant, 2014).  

In the sessions, the coachee comes up with a plan, acts on it and reports back to the 

coach in the next session and receives feedback. Frequent sessions allow the executives to 
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exercise what they learned and get feedback on their actions shortly after (Judge & Cowell, 

1997). Action planning is the process of making a systematic way of achieving the goals. Goal-

setting is a big part of the coaching process, however it is not enough, and action plans need to 

be made and acted upon. Action plans must be realistic, and the coach assists in facilitating the 

coachee’s ability to make such plans (Grant, 2001). 

In a formal coaching practice, the executive coach and the executive make a formal 

contract together with the executive’s organization, to work together in a partnership to achieve 

goals, identify business results and learning objectives of the executive. The contract should 

state everything that is agreed upon in the beginning; the rules, time, goals, expectations, 

measures of success (Stern, 2004) and who is accountable (Sherman & Freas, 2004). The 

contract generally includes multiple coaching sessions. Multiple sessions bring economic 

benefits to coaches and benefit the executive who must show commitment to the process. 

Multiple and regular sessions have shown to be more effective than sessions that are conducted 

on “as needed” basis. Executives tend to be busy and time management is important, so 

deciding on series of sessions shows commitment and desire towards changing behavior and 

improving performance. Coaching sessions are open-ended with relaxed and non-judgmental 

atmosphere (Judge & Cowell, 1997).  

Executive coaching is driven by its coaching objectives and the preferences and needs 

of the executive and the participating organization (Stern, 2004). In the beginning, the coach 

and the coachee might meet up couple of times to discuss the process and to contract. It is 

crucial to build trust between the coach and the coachee and to set realistic expectations on 

how the relationship will be (Feldman, 2001). 

According to Witherspoon and White (1996), the coaching process has four steps. First 

is the commitment, where the executive and the coach meet several times to discuss the 

contract, goals, confidentiality, desired results and to build trust. The second step is assessment 

and it includes setting goals, identify errors in behavior and make an action plan to work on. 

The third step is action, and in that step the executive enhances his competencies, commitment 

and confidence to be able to make the needed changes. The fourth and the last step is 

continuous improvement, and it focuses on ensuring that the executive achieves the expected 

outcome, by monitoring and sustaining the changes made. 

Kilburg (1996) did however group executive coaching sessions into five components. 

The first component is developing the coaching agreement. The second one is forming a 

coaching relationship. The third component is creating and managing the executive’s 

expectations of success. The fourth one is the action part, where the executive can transfer the 
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learning to the job and personal life, and the coach helps identifying problems, uses techniques 

and gives feedback. The last component is the evaluation. Then the coach and the executive 

assess the process, the success and failures and what the executive has accomplished.  

Coaching often involves three parties; a coach, a coachee and organization. The 

organization usually covers the coaching expense. The three parties form a triangular 

relationship and all those involved need to agree on identified goals, that both contribute to 

their own interest and are mutually beneficial (Sherman & Freas, 2004). In the end of the 

coaching process, the coachee might wish to continue to meet up with the coach periodically. 

That can be effective to assess the progress, do small adjustments, or to reinforce changes that 

have been made if needed (Feldman, 2001). 

 

2.3.1 The Coach 

 

Coaches facilitate professional development (Kombarakaran et al., 2008). According 

to Hall et al., (1999), some qualities of coaches can help drive success for the client. These 

qualities are commitment to the client’s success, integrity, reflecting and caring. Character and 

insight are important qualifications for coaches, as well as their coaching experience and 

educational background. Few other important characteristics of coaches are confidence and 

high developmental level. Coaches are more confident in their practice when they have 

coaching knowledge and credibility (Joo, 2005). Coaches should always have the relevant 

training and experience to be able to work professionally and to use the right techniques and 

methods when they apply. It can be a constant challenge for coaches to figure out the 

appropriate techniques from a variety of different ones (Kilburg, 1996).  

Effective coaches assist the coachees in reaching identified goals. Coaches also help 

coachees transfer learning and knowledge and strengthening skills that are needed for future 

development. Good coaches support independence of coachees. Coaches are sometimes able 

to dig up hidden truths by being curious and asking the right questions. Discovering hidden 

truths can be critical for the coaching progress because it can give answers and important 

information (Sherman & Freas, 2004). It can be a challenge for coachees to apply what they 

have learned in coaching to the job and it is the coach’s role to follow a strategy to facilitate 

that this will happen. The coach has few responsibilities when it comes to this (Peterson, 1996). 

First, the coach needs to be a talent agent and help the coachees find ways and opportunities to 

apply their new skills and learn to use them. Second, coaches help the coachees to follow their 

routine and stick to their action and developmental plans. They help the coachees stay 

motivated and persistent when times get tough. Third, coaches support coachees through risk 
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taking and not to fear or give up. The last responsibility is to break the habit cycle of the 

coachees by helping them identify what old habits should be replaced by new ones and more 

effective behavior and skills. Also, coaches help coachees set realistic goals where they can 

use their newly acquired skills and to reflect on their behavior to encourage continuous learning 

(Peterson, 1996). 

In this time of complexity and fast-moving business environment, experienced coaches 

provide a great support to executives. It is not only the role of the executive to be aware of 

changes and uncertainty, coaches must adapt to the changes and the evolution of business. 

Coaches need to be able to provide coaching with technology to locations all over the world, 

update and expand their toolkit and methods to be able to coach effectively, not only executives 

but also teams and systems. Coaches need to prepare themselves for uncertainty, be able to 

move forward in difficult situations and help their coachees to achieve inspirational thinking 

and continuous development (Korn Ferry Institute, 2015). For coaches to better support leaders 

in today’s business, respondents from the Korn Ferry Institute’s (2015) survey, suggested that 

coaches could focus on gaining more understanding and experience of the global business and 

culture. Respondents also said that they needed to sharpen their fundamental coaching 

competencies.  

 

2.3.2 The Coachee 

 

Before using coaching, clients and coaches need to be sure that the executive really 

wants to be coached. The executive must be ready and willing to make an effort in the process 

to grow and change. Only when the executive is ready to experience this development, the 

transformative effect of coaching can occur. The characteristics of the coachee can both have 

direct and indirect relationship with few aspects of the coaching process e.g. motivation, levels 

of learning, transfer of learning and performance (Joo, 2005).  

Personality and motivational factors are important characteristics of coachees. 

Proactivity is a personality factor and proactive individuals are those who take initiative and 

action, seek opportunities and are persistent in bringing about change. The proactivity of a 

coachee can positively affect the coaching relationship, responsiveness to feedback and the 

overall outcome of the process (Joo, 2005). One important motivation factor is goal-

orientation. Goal-orientation is crucial since it affects how much effort a coachee puts into the 

process. Goal-orientation can be divided into two groups; learning-orientation and 

performance-orientation. Coachees who are learning-oriented are more open to feedback and 

will achieve more positive results than those who are performance-oriented. Performance-
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oriented individuals are eager to demonstrate their competences and receiving evaluations on 

their performance from others (Joo, 2005). 

A successful learning tool according to coachees is when they need to try out a plan or 

suggestions from the coach and then report back on it. Another interesting thing is that the 

process of reaching the goal can be just as valuable for the coachee as the point when the goals 

are reached (Hall et al., 1999).  

As mentioned before, the action planning is a part of the coaching process. A coachee 

is said to have an implementational mindset when he or she is ready to act on the plan. Then, 

the coachee is determined and focused on success. Coachees perceive themselves as positive 

and in control of their actions. However, generally before coachees reach this mindset, they are 

said to have deliberative mindset, which is characterized as being careful, considering options 

and weighing pros and cons. When coachees mindset shifts, from deliberative to 

implementational, the action planning is successful. This is a very important step. Coachees 

with implementation mindset tend to have high levels of self-regulation, self-efficacy and goal-

attainment (Grant, 2001). 

It can vary how much coachees gain from their coaching experience. Most often the 

minimum one gains is some knowledge or a better understanding of one self. There might have 

been some behavioral experiment and attempts to work through problems or resistance. 

Sometimes the coachee can improve in areas such as family, relationships and job-satisfaction. 

The coach can play a big role in helping the coachee achieve the desired results (Kilburg, 1996). 

One thing that coachees have found helpful and a valuable part of the process, is that coaching 

has forced them to reflect on their own performance. It is underestimated how valuable it is to 

stop regularly and reflect on yourself for a moment, and coaching has helped coachees see the 

value in that (Kilburg, 1996).  

 

2.3.3 The Organization 

 

The organization should evaluate carefully who is ready and well suited for coaching 

and identify potential results that coaching can bring. It is important that those who are 

candidates for executive coaching are motivated, committed and want it. Coachees should 

know that their effort is appreciated and valued, and they have full support of the organization. 

Having support from the organization can have positive results for everyone involved and 

enhance the coaching benefits (Sherman & Freas, 2004). Executives are more open and 

accepting of coaching when the organization supports it. When coaching is connected to 



Why do Executives Seek out a Coach? 

 

- 21 - 

 

business imperatives and has the support of top-management, executives are more likely to 

show interest and attention (Joo, 2005). 

When the people in the organization manage to align their goals and interest, it can 

bring great value to the whole organization. The benefits outweigh the challenges and 

uncertainties that coaching can cause, and the organization can benefit from the qualities of its 

human capital (Sherman & Freas, 2004). 

Organizations have tried to use ROI, return on investment, to calculate or measure the 

coaching effectiveness and outcomes. ROI is used to measure the tangible value a certain 

activity has on an organization. There is a continuous debate on whether and how ROI can be 

used to measure coaching effectiveness and what financial benefits it has (Grover & Furnham, 

2016). It is understandable that organizations would like to find out the tangible value of 

coaching since it is a costly intervention. The reason for why it is difficult to measure the ROI 

of coaching in an organizational context, and why the results are not accurate, is because 

coaching is a personal activity and it differs from one person to another. Each coaching session 

is different and customized to each client. Coaches are also different from one another and use 

various methods and techniques. Therefore, it can be useful and even more valuable, to measure 

the effectiveness of coaching in the organizational setting by focusing on the employee benefits 

instead of financial returns. Organizations can examine what effects coaching has on employee 

engagement, retention, job-satisfaction and well-being (Grover & Furnham, 2016).  

 

2.3.4 Internal and external coach 

 

Organizations can choose to use internal coaching or external coaching. Internal 

coaching is usually done by a coach who is already working within the organization. That 

person could be working in HR and could have the role of a coach alongside other tasks. 

Internal coaches are less likely than external coaches to be professionally trained or hold a 

coaching certificate (Smith, 2017). External coaching is done by a coach who is hired from 

outside the organization. An external coach’s role is to coach an executive, team or an 

employee. Since the coach is an outsider, he doesn’t have knowledge about the organization 

and its culture (Hall et al., 1999). 

Having an internal coach is seen as a valuable approach because they have knowledge 

about the organization, it’s history, culture and politics. Internal coaches are more available 

than external ones and easier to reach. Internal coaches can over time build a trusting 

relationship with employees. However, since internal coaches are part of the company, 

employees often have a hard time trusting them. The reason for a lack of trust is because 
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employees are afraid of that the internal coach might pass on information to HR or top 

management. It can therefore be a conflict of interest for coaches, to both serve the organization 

and their employees, with data acquired from both sides (Hall et al., 1999). 

Employees often feel more safe working with an external coach, knowing that the coach 

is not a part of the business. Therefore, they can form a more trusting relationship than 

employees who have an internal coach. Employees feel more relaxed in sharing because of the 

confidentiality provided and knowing that the information will not be passed on to anyone. 

Coaching is an intimate experience and trust is vital. Trust is likely the most complicated issue 

that coaches face, no matter whether they are internal or external coaches (Hall et al., 1999).  

In a research conducted by Wasylyshyn (2003), executives who had been coached 

where asked about the pros and cons of having an internal coach and an external coach. There 

was a 100% positive response towards the use of external coaching and a high negative 

response, 76%, due to the lack of knowledge of the company on behalf of the external coaches. 

Trust and confidentiality were ranked highest in the preferences for external coaches. Other 

negative aspects that emerged towards external coaches were cost and accessibility. About 70% 

of the respondents positively favored internal coaches. There was a notably high negative 

response, 79%, towards potential conflict of interest for internal coaches, lack of trust and 

confidentiality. Respondents also favored the cost and accessibility of internal coaches.  

A key driver for choosing an internal coach is their knowledge of the company. Internal 

coaching can be effective when dealing with immediate conflict management or when 

improving skills, and to be able to support employees when needed. It could be an advantage 

for an organization to hire an external coach for some time and familiarize the coach with the 

company and its culture. The coach could then build relationship with the executives and the 

HR staff while remaining objective and be able to coach effectively (Wasylyshyn, 2003). 

 

2.4 Motivation 
 

This chapter introduces the concept of motivation, intrinsic motivation and self-

efficacy. As been mentioned previously, motivation is a key element of coaching (Korn Ferry 

Institute, 2015). Motivational factors are important characteristics of coachees, and goal setting 

is an example of one of those factors (Joo, 2005). The objective of this chapter is to present 

these motivational concepts and two motivation theories related to goal setting, feedback and 

commitment. The aim is to see how valuable part motivation plays in executive coaching.  

 



Why do Executives Seek out a Coach? 

 

- 23 - 

 

2.4.1 Motivation 

 

According to Ryan & Deci (2000), motivation concerns everything that has to do with 

people’s intention and activation. The reason why motivation is so important is because it 

produces, it gets people to act. Motivation is valuable and matters truly to individuals whose 

role is to activate others. There are various factors that influence people to act. People can be 

motivated because of an external pressure or because of an activity that is important to them. 

Motivation can be generated from a strong commitment to an activity or even because of fear 

or a bribe. Motivation can therefore be intrinsic or extrinsic. People who are intrinsically 

motivated, whose motivation is authentic, tend to be more self-confident and passioned than 

those whose actions are extrinsically motivated. This results in better performance and 

wellbeing for those with internal, self-authored motivation, even though both might be equally 

competent and engaged to a certain act (Ryan & Deci, 2000).  

 

2.4.2 Intrinsic Motivation 

 

Intrinsic motivation is the internal tendency to explore, to learn and to test one’s 

capabilities. It makes an individual curious, interested and willing to learn, whereas it is crucial 

for cognitive and social development of people (Ryan & Deci, 2000).  

Although, people are enriched with these tendencies, research has shown that intrinsic 

motivation needs support and enhancement to sustain, and reliable and supportive conditions 

for not being disturbed. With the right maintenance and circumstances that facilitate intrinsic 

motivational tendencies, intrinsic motivation will prosper. Intrinsic motivation is likely the best 

phenomenon to display the positive abilities of people (Ryan & Deci, 2000).  

External events can facilitate intrinsic motivation. These events, no matter if they are 

in the form of reward or a feedback, can contribute to the feeling of competence. Apart from 

the feeling of competence or self-efficacy, people need self-determined behavior to be 

intrinsically motivated. Positive feedback on performance has been shown to boost intrinsic 

motivation of individuals and negative feedback on performance has been shown to reduce it. 

Intangible events, like threats and pressure of deadlines can also reduce intrinsic motivation, 

although autonomy, chances for self-guidance, improvement and expression, can increase it. 

Satisfaction and the need for independence is connected to intrinsic motivation. Activities must 

be intrinsically interesting for people to be intrinsically motivating for them (Ryan & Deci, 

2000). 
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2.4.3 Motivation Theories 

 

Throughout the century, hundreds of theories on motivation have been presented. These 

theories are various, though most focus on behavior, needs and cognitive abilities. The way 

people think of motivation has changed over the years and the theories accordingly (Landy & 

Conte, 2017, p. 300). Older motivational theories suggested that behavior was involuntary and 

responses automatic. Motivational thinking changed in the 1960’s and modern theories 

appeared that view the individual as more active, someone with intentional actions and 

voluntarily responses and one who collects and analyzes information. (Landy & Conte, 2017, 

p. 301). The reason for changed motivational thinking and development of theories is because 

of continuous and thorough research (Landy & Conte, 2017, p. 302). 

However, both the old, classic approaches to motivation and the modern ones agree on 

that motivation is linked to performance. The more effort a person puts in, results in greater 

performance and productivity (Landy & Conte, 2017, p. 303). Characteristics have also come 

to play a part in motivational research in recent years (Landy & Conte, 2017, p. 305). Classic 

approaches to motivation include theories like Maslow´s need theory, Reinforcement theory, 

Vroom’s VIE theory and Equity theory (Landy & Conte, 2017, p. 306). 

In this literature review the focus will be on the modern approaches to work motivation. 

The two theories that will be introduced are Goal-setting theory and Control theory.  

 

2.4.4 Goal setting theory 

 

Goal-Setting theory has developed from decades of research (Locke & Latham, 2002). 

The theory suggests that between a high, clearly stated goal and a task performance, is a linear 

positive relationship (Locke & Latham, 2007). According to Locke, Shaw, Saari, and Latham 

(1981), a goal is something that an individual wants to achieve, the purpose of an action. 

Research has shown that clear-cut and challenging goals can improve performance of 

individuals to greater extent than of those with easy or unclear goals (Locke & Latham, 1990).  

Goals are likely to influence performance when commitment to them is high. When 

individuals set valuable goals and believe that they can achieve them, goal attainment tends to 

be high. Research has shown that when goals were assigned to people, it resulted in the same 

level of performance and goal commitment as when people set their own goals or were involved 

in making them (Locke & Latham, 1990). However, assigned goals can be very effective. Since 

usually assigned by someone with authority, the goals can boost self-confidence and motivate 

individuals to improve their competences and skills (Locke & Latham, 1990).  
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Goal setting has little effect on performance if no feedback is given. Individuals need 

to receive regular feedback to track their performance. Feedback is the knowledge of one’s 

results. For feedback to effect performance, goals need to be set and be clear. The result from 

the feedback can be used to determine if performance is acceptable or if any actions need to be 

taken. The actions could be in to form of changed behavior or adjusted goal. (Locke & Latham, 

1990).  

In the process of executive coaching, feedback from the coach needs to be clear, 

specific and provided regularly. Coaches should carefully plan how they deliver feedback, so 

it will encourage motivation and behavioral change (Gregory et al., 2011). This brings us to 

control theory. 

 

2.4.5 Control theory 

 

Control theory is based on the connection of feedback, goal commitment and 

performance. The theory suggests that an individual compares the feedback to the goal and 

then regulates the behavior to minimize the difference. If there are discrepancies between the 

goal and the performance, it can be reduced by increasing the effort or changing the goal by 

lowering it or even abandoning it. These discrepancies can vary depending on the context and 

people involved (Gregory et al., 2011). 

This cycle of receiving feedback on performance, comparing it with the goal and 

changing the output by regulating behavior, has been called a control loop or a feedback loop. 

Human behavior is complicated, and it can vary how individuals regulate their behavior. The 

control loop gives us understanding on how this complex behavior is regulated. Control theory 

provides a good framework on what part feedback and goals play in executive coaching. The 

main purpose of executive coaching is to assist coachees to achieve the result they strive for 

by helping them learn how to better monitor and regulate their behavior. 

Individuals may lack self-regulatory abilities in the workplace and that can affect their 

goal achievement. Executive coaching can also help individuals improve their self-regulatory 

skills and avoid failures, for example procrastination (Gregory et al., 2011).  

 

2.4.6 Self-Efficacy 

 

Another concept that is very crucial and plays a big part in goal setting and goal 

achievement of individuals, is self-efficacy (Locke &Latham, 2002). Bandura defined self-

efficacy as following: “Perceived self-efficacy refers to the beliefs in one’s capabilities to 

organize and execute the courses of action required to produce given attainments” (Bandura, 
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1997, p.3). Evidence support that self-efficacy is an important part of successful performance 

(Bandura, 1997) and it can be a beneficial way to predict, gain deeper understanding and 

develop great leadership (Anderson, Krajewski, Goffin & Jackson, 2008). Self-efficacy is 

connected to the skills and the capabilities of an individual and what that person can do with 

it. It refers to how an individual can use those, unique capabilities in certain situations that 

result in a successful performance (Bandura, 1997). 

Self-efficacy supports goal commitment and can affect performance through personal 

goals (Locke & Latham, 1990). Further, Bandura (1994) beliefs that self-efficacy supports 

motivation in the form of what kind of goals are set, the effort spent on goals, how long people 

strive to achieve their goals when times get hard, and how they respond to failures. 

Self-efficacy also influences how individuals respond to feedback (Locke & Latham, 

1990). For self-regulation to be effective, feedback is necessary. Coachees who have received 

little or unclear feedback in the past may have ambiguous image of where they stand. Some 

individuals might have so high confidence in their capabilities that they would think executive 

coaching was needless. Under these circumstances, self-efficacy can have negative effect on 

performance. Coaches can then help coachees understand the right form of self-efficacy and to 

become more self-aware. Accurate feedback is therefore crucial for performance and effort 

towards goal striving (Gregory et al., 2011).  

 

2.5 Successful Coaching 
 

Through cognitive and behavioral mechanisms, executive coaching can be effective in 

several ways. First, by having a trusting relationship with the coach can help the coachee relieve 

stress and look at problems or issues from other viewpoints. Second, setting goals that are 

valuable and personal, and working systematically to reach them can increase self-efficacy and 

wellbeing. Third, participation in the coaching process and support with difficulties along the 

way can help build individual’s resilience and self-regulation. Thus, effective coaching can 

result in increased job satisfaction for coachees, greater self-efficacy and to help them better 

cope with stressors at the workplace (Grant, 2014). 

Indicators of successful coaching, from a research done by Wasylyshyn (2003), were 

increased understanding and self-awareness, sustained behavioral change and more effective 

leadership. The most positive coaching results are the ones from executives who are truly 

motivated to change and learn. 
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As mention before, the 2017 ICF Global Consumer Awareness Study, revealed that 

most respondents engaged in coaching to optimize performance, improve communication skills 

and enhance performance. However, when the respondents were asked about the outcome of 

the coaching process (see figure 3), the most common answer was that coaching improved 

communication skills. The second most common response was that coaching had increased 

self-esteem, and the third was that coaching had increased productivity (International Coaching 

Federation, 2017). 

 

 

Figure 3: Outcomes of Coaching (International Coaching Federation, 2017). 

 

 

Majority of the consumers were somewhat or very satisfied with their coaching 

experience and were likely or extremely likely to recommend coaching to others. The results 

also indicated that respondents, both those who had coaching experience and not, felt it was 

important or very important that the coach had credentials. Most respondents who had been 

coached by a certified coach, 94%, were somewhat or very satisfied with their coaching 

experience (International Coaching Federation, 2017). 

Coaching can be an expensive developmental tool. However, investment in coaching is 

an investment in human capital and it can be beneficial (Feldman, 2001). In some cases, 

organizations have already invested a lot in high-level managers and instead of replacing them 

for someone new, it can be more effective to coach the current executives, and as a result keep 

on to the already acquired human capital. It can be more cost-efficient than recruiting new 

external talent, though, this is not always the case (Feldman, 2001). 

Judge & Cowell (1997) note that executive coaching needs to be properly executed to 

be a true and valuable experience. Coaches should be chosen carefully, and all expectations 
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should be addressed before the coaching begins. Studies have shown that in the everyday 

challenges and problems of managers today, lies a great, hidden learning potential. Those 

executives who are self-aware and take time to reflect on the activities happening are in a better 

position to learn effectively. It can be a real challenge for executives to work wisely, not harder, 

in a resourceful and time-efficient manner (Judge & Cowell, 1997). 

 

 

2.6 Future of Coaching Research 
 

As stated in the beginning of this chapter, the empirical data on executive coaching, as 

a distinct type of coaching, is not much (Kampa-Kokesch & Anderson, 2001). However, the 

literature is growing (Grant, 2014) and executive coaching has gained more attention in the 

literature. Recently, there has been more demand for increased standardization of executive 

coaching services and more research on its effectiveness (Kampa-Kokesch & Anderson, 2001).  

Future research that would focus on the coaching process, from the beginning and to 

the end, could provide more theoretical understanding on the development of executives, the 

whole feedback process and how behavioural changes occur. Most research and case studies 

that exist view things from the coach’s perspective and therefore, it is a chance for future 

research to view things from the executive’s perspective, that would be a great addition to the 

knowledge of executive coaching. Another interesting perspective would be to look at both 

sides, the coach and the executive in a coaching relationship, and gather data from both parties. 

This kind of analysis could provide deeper understanding about the coaching relationship (Joo, 

2005).  

Regarding future research of executive coaching, it is crucial to develop terms and 

definitions that are commonly agreed-upon and used in practice. For further development in 

the field, it is necessary to have expertise in research and practice models to build on (Kilburg, 

2016). Feldman & Lankau (2005) suggested few directions that would be important and 

interesting to focus on in future research. One direction would be to analyse the difference 

between coaches who are hired by organizations to coach executives and those who are hired 

by the executive. This could be interesting to look at since coaches hired by the executive could 

be serving various roles and the coaches who are hired by organizations could be so because 

of special purpose or professional knowledge. Another research could concentrate on 

identifying what it is that makes some executives more receptive to coaching and others less. 

One direction for future research would be to understand why some coaching relationships fail. 

It could be interesting to find out if it is due to the process itself and if it is derailing the career 



Why do Executives Seek out a Coach? 

 

- 29 - 

 

advancement of executive, or if it is the executive that is contributing to negative outcomes. 

Other fruitful area for research would be to look at the organizational support for coaching and 

how it influences executives (Feldman & Lankau, 2005).  

A whole lot of research areas need further examination in the field of executive 

coaching, and future research will help develop deeper understanding and knowledge, and a 

better expertise in the field. This research was conducted to provide a better understanding on 

why executives and managers seek out coaches, and it takes the executive’s perspective. Since 

there are not many studies that examine reasons for coaching and benefits from this point of 

view, the researcher hopes to be able to provide a better understanding on why executives seek 

coaching and what they can possibly gain from the process.  
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3.  Methodology 
 

The objective of this chapter is to provide an insight into the research process and what 

methods were used to conduct the study. The chosen methodology will be described and the 

reason for choosing qualitative approach. Furthermore, the research procedure will be 

explained in detail and how data was collected and analyzed. The process of finding 

participants for the study is presented and how data from the interviews was analyzed and 

themes and codes where identified. Limitations and ethical considerations that might have 

affected the research will also be acknowledged. 

 

3.1 Purpose of the Research and Research Questions 
 

As stated in the introduction, the purpose of the research is to find out why people in 

top management position seek coaching and how coaching has benefitted them at work and in 

everyday life. Hopefully this study will contribute to the existing literature that has been briefly 

addressed. The empirical data on why executives feel the need to seek out coaching and how 

coaching has benefitted them is limited. Few studies, as mentioned in the literature review 

above, have examined this topic, however not many have looked at this from the perspective 

of the executive, rather from the coach’s viewpoint. This research views things from the 

executive’s point of view, from data collected from eight executives and high-level managers 

in Iceland. The research questions that this study will try to answer are following: 

 

➢ What are the reasons why executives seek out coaching?  

➢ How has coaching benefitted executives?  

 

 

3.2 Qualitative Research 
 

The research took a qualitative research approach. The reason for choosing qualitative 

approach was because it enables the researcher to get more information and deeper 

understanding about the subject, and truly get to know the perspective of participants (Bryman 

& Bell, 2015). This method was chosen because it was thought to yield the best results and 

would help answer the research questions put forth. 

In qualitative research the aim is to gain a deeper understanding about a certain 

phenomenon by exploring a research problem that more knowledge about is need. The review 
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of the literature gives us information about the phenomenon, but to acquire the knowledge 

needed, further information about the problem is required and therefore data is gathered from 

research participants. The literature of the phenomenon provides direction; however, it will not 

answer the research questions put forth. Qualitative research therefore relies on the 

perspectives of participants and how we can best learn from them. The data comes from 

gathering text that comes from the words of generally a small number of individuals, that 

contain the participants views of the research phenomenon. The qualitative data is analyzed 

from a database of text that obtains descriptions of the research phenomenon. From these 

descriptions, several themes can emerge that can be interrelated, and these themes of 

information present the findings. The researcher then interprets the meaning of the results and 

discusses how they relate to the existing literature (Creswell, 2014).  

Qualitative research offers flexibility and has limited structure compared to quantitative 

research. It can however be hard to generalize the findings from qualitative research, especially 

when the sample size is small, and when using data that is gathered from qualitative interviews, 

containing the perspective and experiences of individuals (Bryman & Bell, 2015). 

 

3.2.1 Sampling Method 

 

Sample is a group from the target population that the researcher aims to learn more 

about and hopes be able to generalize about to the target population (Creswell, 2014). In this 

study the target population was executives or middle level managers who had been coached. 

In qualitative research the most common sampling method is some type of purposive 

sampling. In this research, participants were selected with purposive sampling. That means that 

participants were selected based on a specific criterion that could help answer the research 

questions. This is known before the research is conducted and does not change during the 

process (Bryman & Bell, 2015). The reason for choosing purposive sampling is because all 

participants needed to be managers with coaching experience to be able to provide relevant 

information to the research. Some form of snowball sampling was also used to find participants. 

Snowball sampling is a sampling method were participants are asked to identify possible 

candidates to become a part of the sample for the research (Creswell, 2014). The researcher 

contacted few executive coaches and asked if they could identify possible participants for the 

study. The coaches asked their clients if they would be willing to participate and from that the 

researcher received five out of eight participants. Although, snowball sampling is when 

participants identify other participants to become a sample, in this case, coaches who knew 

possible candidates with relevant information and experience where asked to identify 
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participants, because they knew their information could help the researcher answer the research 

questions. 

 

3.2.2 Semi-Structured Interviews 

 

Data for the research was collected with semi- structured interviews. Semi-structured 

interviews have some structure but also allow for flexibility (Bryman & Bell, 2015). In the 

interviews the researcher had an interview guide with a list of questions to ask. All participants 

were asked the same questions from the list, although some were asked more questions that 

were not on the list, so the researcher could follow up on what the interviewee said and to gain 

a better understanding of the subject. This offers flexibility and room for the interviewee to 

express his thoughts. In qualitative interviewing, participants are encouraged to speak their 

minds and the researcher should use the chance to ask if there is anything they want to no more 

about (Bryman & Bell, 2015). The questions were open-ended, so the interviewee could 

express his thoughts unconstrained and it allows the interviewee to have options when 

responding. The interviews were all one-on-one interviews, where the researcher interviewed 

one participant at a time and recorded the interview. Interviews have the advantage of getting 

detailed information that is often personal, however it has the disadvantage of the information 

being filtered because the researcher’s view can have an effect since, he is the one who analyses 

and interprets the findings (Creswell, 2014). 

 

3.3 Research Procedure 
 

Figure 4 shows the research procedure. The figure is based on a flow diagram from 

Gable (1994). The procedure was sequential, and some steps overlapped. After deciding on a 

topic, research questions were put forth about the research problem that the researcher wanted 

to find answers to. Next, the literature about the topic was reviewed and at the same time 

participants for the research were identified and methods defined. Before the data collection, 

interview guide and questions were made and tested. After collecting the data, interviews were 

transcribed and analyzed. Finally, the findings from the data were interpret and the research 

questions answered.  
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Figure 4: The Research Procedure (Gable, 1994). 

 

3.3.1 Data Collection 

 

Data was collected with semi-structured interviews. All participants needed to be 

executives or high-level managers who had been coached by an internal or external coach. The 

researcher soon realized that is was hard to find enough participants that would qualify unless 

receiving help with identifying what executives or managers had been coached. The researcher 

sent an email to HR departments of various organizations to find out if they had the right 

candidates. Few participants where approached in that way. The researcher also contacted few 

coaches who were willing to ask some of their clients if they were interested in participating in 

the study. That approach turned out to be very helpful. The researcher had prepared an 

introduction letter were the researcher was introduced and the aim of the study was presented 

as well as some ethical guidelines concerning confidentiality. This letter was used when the 

researcher contacted organizations and for the coaches to forward to their clients.  

The managers who answered and were interested in participating, were positive towards 

the study. No one expressed any concerns or showed hesitation for the interview or for it being 

recorded. All participants agreed to have the interview recorded and understood that the 

researcher would protect their anonymity. After getting their consent to participate, the 

researcher contacted each participant and jointly decided on a suitable time for the interview. 

Correspondence with the participants was through email. All interviews where scheduled 

during the day time and in all cases except two they took place at the participant’s workplace. 
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The other two took place at a hotel and a coffee house. The interviews were all held on their 

scheduled time, except one that needed to be rescheduled.  

Before the data was collected, an interview guide, or an interview protocol was made. 

Interview guide contains questions for participants that need answers, and during the data 

collection, some of these questions can change and others can emerge (Creswell, 2014). The 

interview guide was tested with a pilot guide on a few colleagues before the actual interviews 

were conducted. The pilot guide proofed that few questions should be excluded, others needed 

modification and few more questions were added. Gradually the interview guide became well-

structured and had all the questions listed that covered the topics of interest and the ones that 

could help with answering the research questions. The interview guide was structured, but not 

too structured, the questions seemed to have a good flow and were open-ended. At the same 

time as the pilot guide, the audio recorders, researcher’s iPhone and computer, were tested. The 

researcher used the interview guide in all interviews and it turned out to be very helpful. 

Gathering of empirical data took place from 4th – 25th of October. A total of eight semi 

structured interviews were conducted. All the interviews took place in the capital area of 

Reykjavík. The length of the interviews arranged from 20-45 minutes. The interviews where 

all one-on-one, face to face meetings between the researcher and the participant. Researcher’s 

phone and computer were used to record the interviews. Prior to the recording of the interview, 

the researcher had the consent of the interviewee to record the interview and use the data 

gathered using full confidentiality. The interviews were all conducted in Icelandic. The reason 

for that is because Icelandic is the first language of the researcher and all participants, and the 

researcher thought that the participants might be more relaxed and comfortable in sharing their 

experience if they could express themselves in Icelandic.  

Interviewees were keen on talking after the recorders had been switched off. Few times the 

interviewee did reveal important information in the very end and the researcher asked for a 

permission to turn the recorder back on to tape the last piece.  
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3.3.2 Participants 

 

As mentioned previously, the participants in the study were eight. Of the eight 

participants there were four men and four women. All had coaching experience, with either an 

internal coach, external coach or both. Two of the participants were working for government-

owned corporations and the rest for private organizations. The length of each participant’s 

coaching experience varied, and the experience ranged from 6 months to 6 years. All 

participants were in a top management position and had many years of management 

experience. All participants are listed in table 1 below. 

 

Participant Position Gender 

Government- 

owned/Private 

Organization 

Internal/External 

Coaching 

A Deputy CEO Woman Gov.-owned External & Internal 

B Vice President Woman Gov.-owned Internal 

C Director of Marketing and BD. Man Private Internal 

D Director of Marketing Woman Private External 

E Senior Director Shared Services Man Private External 

F Director of Marketing & Sales Man Private External 

G CEO Woman Private External 

H Director of Marketing & Sales Man Private External 

 

Table 1: Participants 

 

3.3.3 Data Analysis  

 

After collecting the data, the interviews were transcribed. Each interview was 

transcribed immediately after it took place. The interviews were not analyzed until all 

interviews had been conducted and transcribed. However, when interviews are analyzed during 

the data collection in qualitative research, the researcher has the opportunity to further explore 

major ideas, stories and information in proceeding interviews to fill in a gap if there is one 

(Creswell, 2014).  

When analyzing qualitative data, the researcher reads through the data several times 

and each time more understanding is reached. Codes, themes and subcategories are identified 

when the researcher starts analyzing the data. Coding is a process where the data is narrowed, 

put into segments and labeled accordingly. This process is to help figure out what the text 

entails and to make broad themes out of codes that collapse or interrelate. The data can have 
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many codes that can be narrowed down to a few themes. Themes are therefore collections of 

codes that are related and together they form an important idea from the data or a key element. 

In qualitative research the researcher puts his mark on the results and interprets the findings in 

his own way, every researcher will have his own understanding and provide his own personal 

perspective to the results (Creswell, 2014).  

The data was analyzed by hand. The researcher read the transcripts several times and 

used color coding when analyzing the data and dividing it into parts. The reason for analyzing 

it by hand was because the database was small, and the researcher wanted to have a hands-on 

feel for the data. From the analysis four themes emerged, and each theme was formed by three 

or four categories, and each category consisted of related codes that explained a similar 

concept. It was challenging to analyze the data, however after reading the transcripts several 

times and after few rounds of coding the researcher had identified all themes. Two themes were 

expected, reasons and benefits, and therefore the researcher could identify them first. The latter 

two themes were harder to identify, and they emerged from groups of related codes that were 

either connected to expectations and experience of coaching, or realizations from coaching. 

Figure 5 below shows each theme and categories that emerged from the data analysis. 

 

 

 

Figure 5: The Four Major Themes and Subsequent Categories. 
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3.4 Ethical Considerations 
 

Ethical issues can arise when conducting qualitative research. Generally, in qualitative 

research, the researcher is looking for deep information about some phenomenon that often 

involves participants sharing private knowledge or perspectives. It is therefore crucial to 

explain to participants the purpose of the research, how data will be handled and to inform 

participants about anonymity (Creswell, 2014).  

Before conducting the interviews, it was important to make sure that all participants 

knew that participating in the study was voluntary. Everyone was informed about the purpose 

of the research when they were asked to participate and again before the interview was 

conducted. They were also informed of confidentiality of data and anonymity. Participants 

names were never used, they were not identified by name or company in the study. To 

distinguish between participants, a random letter from A-H was assigned to each participant 

and used when the data was analyzed and when presenting the findings.  

 

 

3.5 Limitations 
 

There were few limitations to the study. The sample was small, and data was only 

collected from eight individuals. This limits the variety of information and perspectives that 

could influence the results of the research. Therefore, it is not possible to generalize the findings 

to the population. Another reason for possible limitation is that coaching is a highly 

confidential process were trust and confidentiality are key factors and therefore, participants 

might not have revealed everything when they were asked about their experience in the 

interview, even though they knew that all data would be confidential. Also, the researcher 

might be biased due to a personal interest in the subject and being trained to become a certified 

coach.  
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4.  Results 
 

In this chapter the findings of the research will be presented. Four main themes emerged 

from the data analysis, each consisting of few conceptual categories. The four main themes 

are; reasons for coaching, expectations and coaching experience, benefits, and realizations. 

Each theme provides descriptions and multiple perspective from participants on the matter. 

The objective is to gain a better understanding about the topic from participants experience and 

perspective. Within each theme, several quotes will be given to provide a better understanding 

and sense for the content. The findings from these four themes will give a comprehensive 

answer to the research questions that were put forth in the beginning. The first two themes will 

provide findings that will come to answer the first research questions and the latter two will 

provide findings to answer the second research question.  

 

4.1 Reasons for Coaching 
 

The first theme to be introduced are the reasons for coaching. In the interviews the 

participants were asked why they participated in coaching. For most participants there were 

more than one reason for coaching, so the theme consists of four categories that each explains 

in more details what the reasons entail. The four categories that were identified are following: 

The need for a dialogue, stress and imbalance, the need for improvement, and coaching as an 

organization’s suggestion. Majority of participants did seek out coaching because they were 

intrinsically motivated to do so and had a great need for a help from a coach.  

 

4.1.1 The Need for a Dialogue 

 

One reason that six out of eight participants mentioned is that they felt the need to have 

a dialogue with someone. The participants who are all in high positions felt that they often 

didn’t have anyone to have discussion with about work-related matters. 

“There was no place for me to have discussions, I needed someone to have a 

dialogue with…” (Participant H).  

They either could not have the conversations needed with their subordinates or their 

boss. The participants mentioned that their boss was often not available or didn’t have enough 

knowledge about their work to discuss it. The participants explained that they didn’t feel lonely 

though, only alone when dealing with some tasks at work.  
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“My boss is in a whole other area and he does not have much knowledge of 

what I am doing, so he cannot help me a lot… so sometimes I feel alone with 

certain tasks. Some communication just has to take place and I felt that it was 

lacking. I need to be able to discuss strategy, what things I can do better or what 

I can improve” (Participant E). 

The reason for wanting to have a dialogue wasn’t even always to receive help, mostly 

it was to be able to discuss things out loud. They all talked about how good it is to tell someone 

what it is that they are thinking, explain what they want to do, and receive feedback on it.  

“I really needed to sit down with someone on the same level as me and have a 

discussion. That is what I needed. I needed to be able to say what I had to say 

and receive feedback on what I was doing right and wrong, and what I could 

do better” (Participant F). 

Few mentioned that the person who would have this dialogue with them didn’t even 

need to have the knowledge of the issues discussed, only to be able to listen, ask questions and 

give them time to reflect on themselves. Therefore, seeking coaching is their way of having 

this discussion with someone who is there to listen when they need. 

“It helps me to say things out loud, explain my thoughts and to see things more 

clearly. When you start discussing things out loud and not always in your 

head…” (Participant G). 

 

4.1.2 Stress and Imbalance 

 

Another reason for participants seeking out coaching was because of lack of balance 

and too much stress at work. They describe the situation before coaching as being chaotic and 

them feeling cornered, lost, insecure, all over the place, on the edge or unmotivated. They were 

all aware of their situation and wanted to change it with the assistance from someone who could 

help them regain prior strength, motivation and increase their wellbeing. One participant 

explained the following: 

“In my case it was both insecurity and not a very clear vision. I realized that I 

needed some help with this, I had been under a lot of stress, both at work and 

me personally. The stress made me less focused and alert […] I knew I needed 

some help, it would make me feel better” (Participant G). 
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Five out of eight participants mentioned that the need for coaching was so strong that 

if they wouldn’t get some help with sorting out their life, gaining focus and clarity, it would 

lead to them ending in a very bad place. As on participant said: 

“I initially began to see a coach because I felt a lot of stress. I felt like I didn’t, 

… I’m not going to say that I didn’t have everything under control, because that 

is not true, however I did have to many things on my plate, and I felt 

overwhelmed. I thought to myself, if I don’t do anything about it, I might end 

somehow… in a bad place. So basically, I started seeking coaching to prevent 

myself from experiencing more stress” (Participant A). 

Two participants who originally didn’t seek out coaching because of an intrinsic 

motivation or a need, said that they had been curious to try out the process. Although, soon 

after beginning, they realized that they had need for it. As soon as they started the process, 

seeing a coach regularly, they found that they had lacked support all along. 

“Mostly because I was curious…but also, … I was going through a really hard 

time. I was not in a balanced state at that time […] So that was kind of the 

reason… I thought that this would be good for me, because I was all broken…” 

(Participant D). 

 

4.1.3 The Need for Improvement 

 

Apart from stress and imbalance, participants were also looking for someone to help 

them become better, both as individuals and managers. Participants mentioned that they wanted 

to become stronger and develop themselves as managers. Many of them described the lack of 

focus and how important it is for them to gain focus to do better. Another area that many 

participants wanted to strengthen was their self-confidence. They mentioned that stress, 

overload at work, lack of communication, and little time for themselves had negative effect on 

their self-esteem. One participant described this as following: 

“What happened to me… I kind of worked..., I crashed, and then everything fell 

apart, including the self-esteem of course. You need help to regain the strength” 

(Participant, G). 

Goal setting was mentioned and how it could help to improve performance and help 

them stay motivated through the process, by having something to work for. Help from a coach 
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was appreciated in enhancing skills, and few participants mentioned that the reason for 

coaching was to improve strengths and weaknesses. 

“…coaching was an opportunity for me to strengthen the attributes that were 

already strong and to nurture those who were weak, and to have a chance to 

become better” (Participant C).  

Few participants admitted having participated in coaching for the work sake 

only. The primary purpose was to be successful at the job and improve themselves as 

managers. While into the process, they realized that their whole performance as 

managers is of course linked and dependent on their own personal performance and 

state of being, so the focus also shifted towards personal guidance, goal setting and 

improvement.  

“I wanted to become a better manager, and nonetheless a better individual. I 

started focusing on me as a professional, but then we were also focusing on me 

as a person and setting personal goals. Because that is also a part of the puzzle” 

(Participant F). 

 

4.1.4 Coaching as an Organization’s Suggestion 

 

Three participants were initially offered by their organization to see a coach. When they 

were asked why, or if they had an intrinsic need for coaching, one said no, another said that the 

need for coaching was realized after the process had begun, and the third said that there had 

been a need for coaching before. 

“My organization started offering coaching to managers, for those who wanted, 

and I decided to try it out. That was the reason” (Participant B). 

All participants who were offered to be coached were open to it and willing to 

participate. For two of those participants, coaching was offered by the organization to facilitate 

success on a special project at work.  

“The organization offered it to me. There is this program, that supports 

managers who are taking on new responsibilities, and they wanted it to be a 

success […] and they offered me a coach for support. I thought it was very 

positive […] So, I was offered it and I gladly accepted” (Participant E). 

In two of these cases where coaching was offered by the organization, it was 

internal coaching. The participants who participated in internal coaching mentioned 
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that the coach was accessible and easy to reach if they were going through something 

or needed to see a coach more often than usual. Coaching offered by the organization, 

having had a need for it or not, all participants were positive, curious, and grateful for 

the opportunity to have met with a coach.  

 

4.2 Expectations and Coaching Experience 
 

The second theme describes participants expectations and experience. Participants were 

asked to report on what expectations they had before they began their coaching process and to 

share what knowledge they had about coaching before. They were also asked to explain what 

surprised them the most and to describe their overall coaching experience. In the analysis, this 

theme emerged from three conceptual categories. The categories are following: Clarity and 

self-reflection, the coachee does the work, and personal and flexible process. 

 

4.2.1 Clarity and Self-Reflection 

 

Like the reasons mentioned above, many participants were seeking coaching because 

they were busy with work and it felt too much to handle. Participants expectation were to gain 

clarity, a better overview of what they had to do, and then everything would not feel so 

overwhelming.  

“I wanted to be able to gain more clarity and control, to become more 

organized and focused at work. As a manager and an employee, I just wanted 

to feel better” (Participant A). 

With all this stress going on, the participants barely had time for themselves, which 

they said had resulted in them becoming insecure and lacking self-esteem and awareness. The 

participants expected coaching to help them gain clarity to figure out how to get things in order 

and have time to stop for a second every now and then and reflect on their own thoughts, speech 

and action. This is how one participant explained this: 

“I wanted to become stronger, and maybe to get a new perspective on myself, 

and to be able to reflect on me […] It was somehow like therapy… or you know, 

you are kind of criticizing yourself, reflecting on your thoughts and actions… I 

found it was good to pause for a second, reflect on what I was doing, and ask 

myself why am I doing this and that…” (Participant D). 
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Few participants mentioned that they found coaching relate to therapy in some 

ways, although they also found coaching to be focused on themselves and how they 

could improve themselves as individuals. 

4.2.2 The Coachee Does the Work 

 

All participant had some knowledge about what coaching was before participating in 

it. Few had experienced something similar or participated in group coaching or workshops with 

similar intent. They mentioned that other courses or workshops that they tried before seeing a 

coach were interesting but not always what they were looking for. Some had been searching 

for help through various ways before trying coaching. What surprised participants the most 

when they first started was how coaching worked. Many of the participants didn’t know how 

big role oneself plays in coaching and it is the one who is being coached who does the work. 

One participant described it like: 

 “The thing that surprises you is that you have to come up with the solutions 

yourself… you are guided on with questions and then suddenly you have just 

found the solution” (Participant A). 

Most participants were fascinated on how the open-ended questions the coach asked 

could help them answer their own questions and facilitate thinking and self-reflection. It 

surprised them how they could just reflect on themselves, create a plan or strategy, using their 

own capabilities and come up with a solution and act on it.  

“I had imagined that the coaching sessions would be somewhat like a therapy. 

However, the coach is just listening and guiding you on, so basically you are 

just learning to use your own tools” (Participant C). 

“The process surprised me… you look inside and focus on yourself. Imagine 

making a strategy for yourself… that was my situation… I framed what I was 

going to do” (Participant F).  

The participants realized that if they were willing and committed, they managed to 

improve their behavior and skills and sort out what they wanted to do. They found that by keep 

asking themselves questions, and answering them out loud, helped them start seeing things 

from a new perspective. If they wanted to see results it was themselves that were to be held 

accountable.  
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“I didn’t know what I was going into... I decided to be open and honest and give 

my everything to the process… It really helped me succeed in short time” 

(Participant C). 

 

4.2.3 Personal and Flexible Process 

 

The participants also agreed on experiencing the coaching process as a personal and 

flexible process. The topics covered in the coaching sessions were usually personal, even 

though they were work related. Each participant had different coaching experience because of 

one’s personal focus. The participants mentioned that they were in control in the process and 

could decide on what to cover in each session and if there were any specific issues that they 

wanted to focus on each time. If they were working on a specific task, needed to make an 

important decision or handle a difficult situation at work, they could practice and prepare in 

their coaching sessions, how they would manage it, what they would ask, how they would react 

and so on. One participant stated when describing his experience: 

“It was very flexible, this is not just about one particular matter you are dealing 

with, you decide what you want to focus on each time… the freedom surprised 

me. It is me that controls the process. The coach only asked me open questions… 

It was obvious that he wanted me to achieve something during this dialogue” 

(Participant E). 

 

4.3 Benefits 
 

The third theme is the benefits of coaching. Participants were asked about the benefits 

of coaching and how coaching had affected them, their professional- and personal lives. This 

theme emerged from four conceptual categories: Focus and control at work, improved self, the 

effect of time management and planning, and valuable tool for managers. All participants 

reported that coaching had benefitted them, and they were all extremely positive towards 

coaching. The benefits that were identified were various, although most participants mentioned 

many of the same benefits and agreed on that they were the most important.  
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4.3.1 Focus and Control at Work 

 

For most participants, gaining focus and control at work was a huge reason for seeking 

out coaching. The way they learned to manage stress and organize workload has given them 

the opportunity to be more focused during work hours. Participants agreed that having work 

under control and putting their mind to the current task they were working on did bring about 

a valuable benefit.  

“One thing that was useful are the techniques that we have been using, to calm 

the mind, and stay focused. Focus, or a strong focus is a very valuable attribute 

today, to be able to be effective at work… And for me, it is all about gaining 

control, there are so many distractions from the external environment” 

(Participant C). 

“The focus that I gained is useful… and there is much more clarity in everything 

that I’m doing… It is important to have a clear vision to know where you are 

going” (Participant E). 

Participants also found that along with the focus and control, so many other benefits 

came along. They said it reduced stress, it increased organizing skills, planning and time 

management, which will be explained better in upcoming categories.  

 

 

4.3.2 Improved Self 

 

Common answer when asked about the benefits of coaching was that participants had 

improved themselves in many ways. Participants were aware of increased self-esteem and they 

had more believe in themselves and their capabilities.  

“You gain self-esteem and believe in own capabilities. I’m a stronger person 

after this experience. People can be afraid to criticize and reflect on themselves, 

but coaching gives you tools to be open minded when looking at yourself” 

(Participant D). 

Few participants mentioned that before, when they were busy with work and their stress 

level was high, they didn’t really have faith or self believe to deal with certain tasks or doubted 

their own knowledge to some extent. They gladly expressed that coaching had helped them 

gain more confidence and to have more believe in themselves. 
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“The most valuable thing is to be aware of how big role self-confidence plays, 

in important decisions and all…” (Participant C). 

It was obvious that they were relieved to have learned to reflect on themselves and look 

at their own thoughts and actions and ask themselves questions. Most participants mentioned 

this somehow, and how they were more aware today and had believe in themselves to do 

whatever they were doubting before.  

“It helped me… it was like putting on a pair of googles and taking a look at 

yourself, reflect, think, and ask questions” (Participant D). 

“I’ve sort of gotten reassurance, or… I didn’t get reassurance from no one 

except from myself, but this has strengthened my self-esteem” (Participant H). 

 

4.3.3 The Effect of Time Management and Planning 

 

Many of the participants originally participated in coaching because they were 

overwhelmed with work and felt stressful. What they wanted to get out of coaching was to feel 

better and be in more control of their work and life, have more time for themselves and be more 

self-aware. When asked about the benefits, most of them could state that they had managed to 

sort this out. They were now in a better state, felt better, and the stress was less because they 

had managed to plan and organize their work and time more effectively. They mentioned that 

in coaching they had learned to plan their week, organize their schedule, prioritize and delegate. 

Now, they were both able to be focused and work effectively when they had to, and at the same 

time they managed to make free time for themselves. The time for themselves included few 

minutes every day at work to pause and reflect for a second, but also to have more quality time 

outside of work.  

“The most valuable thing for me is… pretty cliché to admit it, is to enjoy, to be 

able to enjoy life a bit more…. I was in that place where there was just too much 

stress. And now I can stop for a moment. I’m not in over my head anymore” 

(Participant F). 

This resulted in them feeling less stressful, knowing that they would finish everything 

on time and get home from work at reasonable hour. This again made the participants feel 

better, which resulted in increased self-esteem for many of them.  
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4.3.4 Valuable Tools for Managers 

 

All participants agreed that coaching had been beneficial for them as a manager. They 

felt that they were more confident, calm and motivated. Many of them said that the tools and 

techniques used by the coach in the sessions were valuable to them, because they were now 

more aware of what listening and asking good questions can do.  

“Since I’ve more focus now, I can give people more attention, I’ve time to 

communicate better. I used to be glued to my computer and never had time to 

look up or listen to anyone. Now, as a manager, I’ve more time, because I 

organize my work and make plans […] I’ve learned so many new techniques to 

use, and I think I’m much calmer now” (Participant F). 

Participants said that instead of always taking on all the responsibilities, they were now 

more comfortable with delegating tasks. They started asking their subordinates questions and 

giving them the opportunity to come up with solutions and make decisions, instead of always 

doing everything themselves, which used to cause a lot of stress for many of the participants. 

This has made their work simpler. They had realized how good it is to have discussion, so they 

try to spend more time communicating with others and listening. Participants also mentioned 

feeling more understanding and flexible. 

“This has helped me as a manager. I’ve always been the type that ends up taking 

on all the responsibilities and try to finish everything myself, but not anymore… 

Coaching has helped me with this because now I’m always asking people 

questions back and then I’m can somehow let others tackle the things that I 

would normally have done myself. Instead I let others figure it out themselves 

or help them with it. It is a way for me to motivate others to make decisions and 

feel comfortable taking on more responsibility” (Participant D). 

Few participants mentioned that coaching had also helped them dealing with 

complicated issues or difficult situations. Instead of becoming stressed or waiting to handle it, 

they would ask themselves questions on how they would deal with these situations, like they 

had practiced in the coaching sessions. Participants also found that coaching had helped them 

develop as managers, set goals and be motivated. As one participant described his experience: 
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“I learned to set goals, take notes, plan…This also changes you as a manager. 

It supports you in helping and motivating others. Also, this dialogue with the 

coach, to ask questions repeatedly. You learn these things and you pick it up 

and start using it in your communications […] As a result, I think this has 

developed me as a manager in many ways and made me a better one” 

(Participant D). 

 

 

4.4 Realizations 
 

The last theme describes participants realizations towards few coaching related matters. 

In the interviews the participants mentioned few things that they had become aware of since 

they began their coaching process. These things were grouped into three categories that are 

following: The importance of intrinsic motivation and connection, organizational support and 

awareness of coaching, and motivation for continuous coaching.  

 

4.4.1 The Importance of Intrinsic Motivation and Connection 

 

Participants were satisfied with the coaching process, because they saw results and felt 

better. Most participants said that it was important to be intrinsically motivated to seek 

coaching and to be willing and open to the process for it to be beneficial. They said that those 

who are motivated to improve themselves in any area are likely to see results and experience 

success from coaching. As one participant said: 

“It is important that the need comes from yourself. That you feel the urge to 

succeed and you are starting a journey that you decided for yourself” 

(Participant F). 

Few participants mentioned that the connection between the coach and the coachee is 

crucial. If there is a connection, everything comes more naturally, and you feel like you are 

talking to someone on the same level and there is trust involved. The process is personal and 

often the discussion is on private matters, so having that connection is very important. Few 

participants mentioned having met with few coaches briefly to find the one that they felt 

comfortable with. Most participants had always had the same coach, and few had changed 

once.  
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“I had an external coach. I initially talked to three coaches, had a meeting with 

each, and then from the chemistry, and the connection at the meetings, I chose 

the one that I found the best connection with” (Participant E). 

 

4.4.2 Organizational Support and Awareness of Coaching 

 

The reason for few participants seeking coaching was because their organization 

suggested that it would be a valuable approach. The participants might not have been coached 

if it wasn’t for the organization’s support. Even though the original purpose was to help the 

managers to be successful at work or handling a specific task, coaching offered more to the 

participants. The focus in the coaching sessions wasn’t only on the work, it was also directed 

towards the manager and his personal motivation and goals. Only one participant had 

participated in coaching without the support of an organization. The others who had the 

support, although it was not a suggestion by the organization, did seek coaching because of a 

personal need. Three participants had been coached by an internal coach, that either was 

working inside the organization, or was hired for a period to coach internally. The rest had been 

coached by an external coach which the participants had found by themselves and still received 

a support from their organization to pay for the sessions.  

“Yes… still it is kind of funny, because…I think that people in the organization 

and other managers don’t really know what coaching is about. They ask me why 

I do it and what it is that I’m getting out of it. Sometimes they ask me if I’m 

going to a therapist. I guess they might be a bit afraid of this whole idea […] 

On the other hand, the organization is paying for this. That is a step towards it. 

They wouldn’t do it if they thought it was a total nonsense” (Participant H). 

The participants agreed that there are still people that have no idea of what coaching is 

or what benefits it brings. Few though it was becoming more popular and more common among 

managers to seek coaching. All participants had recommended coaching to other colleagues 

and friends.  

 “I’ve recommended this. In my organization, if you ask for something like 

coaching, or similar activity, you receive positive response and support, 

especially if it has positive influence on the job” (Participant F). 
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4.4.3 Motivation for Continuous Coaching 

 

The positive benefits have the participants motivated to seek continuous coaching. All 

participants mentioned that they were either still in coaching or they wanted to participate in 

coaching again. One participant realized during the interview that, when he started talking 

about his coaching experience, that he still had the need to be coached.  

“Just from talking to you now, I feel that I need to… it would be good to do this 

again” (Participant E). 

All participants saw that coaching had good influence on them and they were aware of 

the benefits. Those who were still in coaching, no matter if they had been for almost a year or 

even few years, said that they had seen progress, but they still had a long way to go. When one 

participant was asked if he was satisfied with his coaching process and what the plan was, his 

answer was: 

“Yes, yes, yes, yes. Totally. It is hard to say, but if I think about the big picture, 

then I’m still in the journey, you need to ask me again in five years and see 

where I’m at. I’m definitely going to keep this on for the next few years. From 

the short-term view, this has 100% paid off” (Participant C). 

Those participants who were not in coaching anymore, still had the idea in the back of 

their mind. They said that they would most likely seek coaching again. As soon as they would 

feel the need, or if something at work would come up and coaching could help them cope with 

it, they would schedule a session.  
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5.  Discussion 
 

The objective of this chapter is to interpret the findings to the existing literature. The 

researcher will discuss the findings and what the findings reveal and how it answers the 

research questions. 

The first theme in the findings presented the participant’s reasons for seeking out 

coaching. The researcher was trying to gain knowledge of why executives or middle managers 

participated in coaching, if it was their decision and if it was based on a need or intrinsic 

motivation, or if coaching was suggested by their employer. The researcher wanted to see if 

the reasons were somehow similar since all participants were in top position and had substantial 

managerial experience.  

As the findings revealed, the main reasons for coaching were that participants needed 

to have a dialogue with someone about work and there was no one that they could seek advice 

to or talk to. They were under a lot of stress, felt insecure and not in balance. Also, participants 

wanted to improve their performance in many areas. For few participants the reason was 

initially that their organization suggested coaching for them. According to the coaching 

literature, all these reasons are common. The purpose of executive coaching is to help 

executives find the tools they are missing and providing them with what they need, which is 

usually to help them gain more understanding and self-awareness and learn to use their own 

capabilities to reach their full potential. All the participants mentioned that they wanted to see 

a coach to have a dialogue. Their boss was either not around, busy or didn’t have the knowledge 

needed to give advice. The participants felt alone with their work, not being able to discuss it, 

and that also led to the next reason for coaching; stress and insecurity.  

The lack of communication caused stress, imbalance and insecurity. Most participants 

mentioned feeling stressed and overwhelmed with work. Many of them even went so far as to 

describing their situation as almost falling off the edge or as a dark place. The literature says 

that executives tend to seek coaching to have a dialog with someone that can give them 

feedback on their performance. Positive feedback from someone on the same level as you, 

causes the self-esteem of the one receiving it to increase. As the participants mentioned being 

insecure, more self-esteem should make them more secure and confident, and to have believe 

in the work they are doing.  

The participants did seek help of a coach to improve their performance, they wanted to 

enhance their skills, strengths and weaknesses. Coaching is a known activity to help individuals 

and executives to perform better, reach their goals, gain focus and be motivated. That is exactly 
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what the participants were hoping to do, they wanted to improve themselves and their 

performance but were unable to because of stress and unclarity. The participants were aware 

that they needed help to do so and were intrinsically motivated to do it. The literature says that 

intrinsic motivation is necessary to facilitate cognitive and social development, and support 

and positive feedback from a coach can increase the motivation. 

The participants whose organization suggested coaching were all open to the process 

and willing to participate. They might not have had an internal need for it that they were aware 

of when they began, however they all mentioned that when they had started their process, there 

were many areas that they wanted to work on. The initial focus was to facilitate success at 

work, however coaching is a personal process and as stated in the literature, to achieve business 

results from coaching the personal benefits need to be present. One participant was rather 

hesitant when asked about the coaching experience. To begin with the participant didn’t want 

to share much at all, only that there was no special reason for seeking out coaching, it was just 

offered to him. He explained that it was only to assist with a project at work but there was no 

personal motive. When the interview went on, the interviewee started expressing himself more 

and said that even though he was offered to participate in coaching, he did have the need for a 

dialogue and wanted to improve his performance and organizing skills, and gain focus. 

Overall the participants were eager to tell the researcher why they participated in 

coaching and it was clear that it really meant a lot to many of them. The researcher saw that 

for some participants, seeking out coaching was a valuable decision from the way they 

described their prior emotional state and situation.  

The second theme described the expectations and coaching experience of participants. 

The expectations are based on the reasons that made participants want to participate in 

coaching. Since many participants were suffering from stress or felt that they didn’t have things 

under control, they were expecting to gain clarity and better overview. The stress was caused 

of workload, little time and chaos. Few of them mentioned wanting to feel better and that would 

happen if they could get things in order, minimize stress and make more time for themselves.  

Since the coaching process is about making the coachee find the answer and come up 

with a solution, it was a good way to help the participants in figuring out what they needed to 

do and to gain a better understanding of themselves. They mentioned in the interviews that 

saying things out loud helped them deciding what it was that they wanted to do and to reflect 

on what they were thinking. Pausing for a moment and reflecting on oneself, increases self-

awareness. Also, according to the survey made by the Korn Ferry Institute in 2015 and was 

mentioned in more details in the literature review, the most common coaching topic of 
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executive was self-awareness. The participants realized that by reflecting they could look at 

themselves from a different perspective and see things more clearly. In coaching, the coach 

asks open-ended questions so the coachee must answer more than a yes or a no and think about 

the answer. The participants realized that when they were asked all the questions, they could 

take what was in their head and reflect on it, ask themselves what they were doing, what they 

wanted and how they were going to do it. They realized that the reflection, goal-setting, self-

understanding and learning was all done by themselves from the questions that the coach asked. 

Coaching is personal and a flexible process where the coachee is the one that chooses 

the topic to work with and is the one who is responsible for making the coaching successful. 

The participants described the process in that way, and it took few by surprise how big role 

they played in the process. They found it interesting that it was all about themselves and both 

the process and their progress was in their control.  

All the participants were satisfied with their experience and said that their expectations 

were met. Those who didn’t have much knowledge about the process before, where surprised 

about the techniques used and even those who did have some knowledge about coaching were 

surprised how much they were in charge.  

The third theme represented participant’s perceived benefits of coaching. As the 

participants had hoped, all of them mentioned to have gained more focus and control at work. 

They found coaching had helped them become more self-aware by reflecting on themselves 

regularly. The stress that many of them were experiencing before was not there anymore 

because they had learned to minimize it. Few participants described to the researcher how the 

coach had helped them organize their work, make plans for every week, to group similar things 

together, prioritize and make time for themselves. By grouping similar things together, they 

could work more effectively, and some had also marked a special time in their calendar where 

they could focus on their own tasks. With better planning and organizing skills, the workweek 

was not in chaos anymore, the stress was decreased, there became time for themselves, more 

communication with coworkers and more quality time with family. Their mind could rest and 

not think about work or the next day’s meetings. Therefore, focus and control, planning and 

time management, resulted in overall wellbeing of participants. They described how they felt 

better, were more aware of themselves, had more self-esteem and believe in own capabilities.  

All participants mentioned that they had improved as a manager. They had all picked 

up on the questions techniques the coach had used on them and started asking themselves, their 

subordinates and colleagues, more questions. Their personal improvement seemed to have 

contributed in them becoming better managers. They had gained more time and therefore they 
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could communicate more with others, listen and ask. Participants agreed that coaching was a 

great tool for every manager.  

Coaching brought positive benefits to everyone. It resulted in greater self-efficacy for 

them as their self believe increased and they learned to use their capabilities and awareness to 

improve performance and achieve their goals. All participants were aware of their positive 

improvements, in performance, development and overall wellbeing. 

The fourth theme focused on participants realizations from their coaching experience. 

Most participants mentioned that those who seek coaching because they are motivated to 

improve themselves, will benefit from the process. Some mentioned that hopefully more 

managers will become aware of coaching as a performance and developmental tool. From what 

they said, most had put a real effort in motivating others to seek out coaching or at least inform 

them about the process and potential benefits. Some even said that they managed to make some 

individuals realize or admit that they wanted to try coaching or become curious and willing to 

check it out. The literature says that it is necessary to be willing to participate in the process, 

to be open to changes and new learning. If someone is pressured into coaching, it is less likely 

that changes or improvements will occur.  

All participants in this study did benefit from the process and were satisfied with their 

experience, even those who initially didn’t seek coaching because they felt they needed to. The 

participants whose organization suggested coaching for, were however curious and willing to 

participate and open for possible changes to their performance and behavior. Support from 

organization does play a role, since usually coaching managers and executive is work related. 

The process is expensive and to have financial support from the organization can be crucial for 

many individuals. Apart from the financial support, organizational support can also help 

facilitate coaching success for the executive because personal improvements will likely 

influence success at work and increase goal attainment and job satisfaction. According to the 

participants, the job satisfaction increased with coaching, they felt better and were more 

motivated, and all participants except one did say that their organization had supported their 

coaching process.  

Coaching can go on for a long time, even though the literature says that it usually lasts 

for a few months and up to a year. Some of the participants had been in coaching for many 

years now, either continuously or on and off, and they found that their journey was still going 

on. Coaching therefore, doesn’t have to end after having succeeded in the area that needed 

improvement. It can go on for a long time, and since people are always taking on new 

responsibilities, tasks, problems, or wanting to improve in new areas, having a coach could 
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probably always be beneficial. At least knowing how coaching works, and that you can seek 

coaching again when you feel the need to is good. In this study, those who participated in 

coaching because of their organization, continued it because they liked it, and some are still in 

coaching on their own behalf and have recommended it to others.  

From the findings, we can see that participants usually mentioned more than one reason 

for why they participated in coaching. It seems like the reasons have a chain effect on each 

other, and the same can be said about the benefits. One reason or a benefit seems to cause the 

next one to occur. Most participants needed to have a dialogue with someone to talk about 

work and their performance and receive feedback on it. The reason for that is because they 

didn’t have anyone to talk to at work and it caused stress, imbalance and insecurity. The 

workload caused the executives to be stressed, unorganized and feeling chaotic. Due to that 

they had little time for themselves or quality time outside of work, and it caused self-doubts, 

low self-esteem and lack of believe in own skills and capabilities. The same goes for the 

benefits. Most participants described the same or similar benefits, and it seemed to start with a 

better understanding of one self, increased awareness and self-esteem. More organized work 

and the ability to reflect on one self and ask questions, caused the executives to be more in 

control, focused, relaxed and with more free time on their hands. That led to them becoming 

better managers who were able to listen, communicate, ask questions and have more time for 

others. 

 

5.1 Recommendations 
 

This study was conducted to view things from the executive’s perspective. For future 

research, I would recommend conducting a research that would examine the coaching process 

from both perspectives, the coach’s and the executive’s, in the same coaching relationship. It 

would be interesting to see if they perceive things differently, the reasons for coaching, 

expectations, experience, the process and sessions, and benefits. Another recommendation 

would be to investigate the coaching relationship and the connection between a coach and a 

coachee. 
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6.  Conclusion 
 

As the findings revealed, all the participants experienced successful coaching process with 

positive benefits. The findings were in accordance with a lot that has been written in the 

coaching literature. However deeper understanding was gained on why executive feel the need 

to seek coaching, how the coaching process is experienced and what are the common benefits 

of executive coaching.  

The aim was to find the answers to the research questions that were placed in the 

beginning about the reasons why executives seek out coaching and what benefits they gain 

from coaching. As the findings presented, the executives did seek out coaching for a few 

reasons. The reason that was mentioned most often was the need to have a dialogue with 

someone on the same level and to receive feedback. Another reason was that the executives 

were stressed, in imbalance, insecure and overwhelmed with work. The executives also wanted 

to improve their managerial performance. Most participants were eager to seek the help of a 

coach and had the expectations of being able to become focused, organized and more self-

aware. 

All admitted having had positive and successful coaching process were the benefits 

were in accordance with their expectations. The executives did get the chance to have a 

dialogue, say things out loud and reflect on themselves. It resulted in them becoming more 

self-aware, with greater self-esteem and believe in own capabilities. The benefits also resulted 

in gained focus, control and more organized workweek. The positive benefits made the 

executives feel better and more relaxed, with free time for themselves and more quality time 

with family. It all came down on them becoming better managers, focused and with more time 

to listen to others, think and ask questions. It also made the executives motivated to continue 

their coaching process or want to participate in coaching again soon. It is obvious that the 

questions, support, motivation and feedback from the coach and the positive mindset of the 

executives, did help the executives experience successful coaching, be motivated to change 

and improve, and gain positive benefits. 

Although the findings were consistent between participants and in accordance with the 

existing literature, the results cannot be generalized to the population because the sample was 

small. However, the findings did reveal positive evidence for the executives and managers, and 

overall satisfaction with the coaching experience. Hopefully, executives and organizations will 

become more aware of coaching and its benefits. That would also set the ground for future 

research to be conducted and for more literature to be written on the topic. 
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