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Abstract. The article discusses the factors that are expected to enhance coaching interactions and reports the survey findings on the
relevance of external and internal conditions to enhance coaching interactions in organizations. A particular focus of the literature review is
to explore the factors ensuring a successful coaching interaction in organization. These characteristics are recognized as important
predictors of coaching effectiveness. A questionnaire is designed to investigate the relevance of conditions that are likely to enhance
coaching interactions in organisations. A list of conditions generally extracted from the literature review include external indirect
conditions, external direct conditions, internal conditions at the level of organisation, internal conditions at the level of groups and internal
conditions at individual (client’s) level. The external indirect conditions comprise the reference to coaching in the context of EU
documents. The external direct conditions are focused on the conditions that are expected to ensure the quality of service delivery. Internal
conditions at the level of organisation are related to the features of organisational culture. The conditions at the level of groups have
collaborative focus. Internal conditions at individual level are focused on the client. The survey was conducted from December 2014 to
August 2015. Respondents were targeted from two groups: those who provide coaching service and those who receive this service. 75
coaches and coaching clients from Latvia and Lithuania took part in the survey. The obtained data is analyzed by using SPSS and
conducting correspondence analysis to extract the most important factors. The analysis reveals the key factors under five categories that
might be important in enhancing coaching interactions in organizations. The results obtained in the study are compared with the findings of
theoretical and empirical literature review. The findings of the study are important for the further research in the field of organizational
coaching to investigate the impact of factors on coaching delivery throughout organizational life cycle. Limitations. The data obtained by
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using correspondence analysis can only be interpreted to make a general statement about the trends. The study is based on a limited
number of respondents and therefore has certain statistic limitations.
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1. Introduction
Nowadays organizational coaching has experienced a period of rapid growth. The number of organizations using
coaching is increasing considerably; coaching is placed among facilitated activities in a wide range of contexts.
There are a number of reasons to promote coaching in organizations. Coaching has a real practical impact and
provides desirable and sustainable change for the benefit of both individuals and organisations (Cox et al., 2011).
Moreover, coaching is a valuable tool that can trigger innovation capability. According to McCarthy (2014), the
main use of coaching for innovation is to “foster a climate of innovation” in organization by facilitating the
development of the innovation capability. The innovation capability is considered as the most crucial determinant
of organization performance (Mone et al., 1998; Oganisjana et al., 2017; Tvaronavičienė, 2017, Rajnoha et al.,
2017). Coaching also facilitates moving beyond innovative technologies from finding ideas and developing them
to linking innovations to the company's strategy and the markets for what they have done (Kelley et al., 2005).
The scholars raise the question about the effectiveness of coaching interactions (Audet and Couteret, 2012).
Despite the growing body of evidence-based research investigating the conditions for effective coaching
outcomes, little is known regarding the research on factors that promote coaching throughout the organization.
Identifying the determining factors that might contribute to coaching interactions is expected to enhance the
design of coaching initiatives in organization.
Considering the peculiar issues of the use of coaching in Latvia and Lithuania, the paper aims to study the
relevance of factors that are likely to enhance coaching interactions in organizations by analyzing the literature
and conducting a survey among coach practitioners and coaching clients about the level of importance of
conditions to promote coaching in organization. Building on the review of empirical research into coaching
effectiveness in organizational context, the present study is guided by the following research question:
 What factors might contribute to the enhancement of coaching interactions in organization?
The paper begins with the literature review, then the used methodology is explained, lastly, the paper presents and
discusses the survey findings.
2. Literature review
The analysis of the literature explores the key factors that influence coaching interactions from both the coach
practitioner and coaching client perspective and associated with coaching effectiveness in organizational settings.
The scholars (Bozer et al., 2013, Vidal-Salazar et al., 2012) attach importance to the effectiveness of coaching.
They consider that coaching outcomes should be translated into organizational change and sustainability.
The first stage in the present literature review is to explore the essence of coaching in the context of organization.
Coaching is generally defined as a support practice aims to enhance learning and development, often within a
context of change (Caplan, 2003; Cox et al., 2011; Cox, 2013). Behavioural change within the organisational
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change opens a number of opportunities for coaching as a tool in implementing and sustaining change (Stober,
2008). Rosinski (2011) states that coaching can add value to organizational change facilitating management
development beyond individual and team levels.
The role of coach is defined as a facilitator and catalyst (Audet and Couteret, 2012). Audet and Couteret (2012)
argue that coaching is based on a close interpersonal relationship between those who provide coaching service
(coaches) and those who consume coaching service (coaching clients). They highlighted that the relationship
plays a crucial role in the effective coaching process. However, Audet and Couteret (2012) notify that the
relationship might not be productive if the individual is not receptive to coaching and has negative perception of
facilitative interaction. Coaching is mainly concerned with management development that encourages
organisational growth and leads to sustainability (Bozer et al., 2013). The literature provides extensive evidence
regarding the positive effect gained from coaching initiatives in organization. Smither et al. (2003) examined the
effects of executive coaching. They provided the data on the positive impact of coaching on setting specific goals
and “solicit ideas for improvement”.
A particular focus of the literature review is to explore the factors ensuring a successful coaching interaction in
organization. The obtained results are summarized in Table 1.
Table 1. Conditions likely to have influence on the effectiveness of coaching
Scholars

Conditions

Bozer G., Sarros J., Santora J. (2013)

Coachee learning goal orientation
Coachee pre-training motivation
Coachee feedback receptivity

Bozer G., Sarros J., Santora J. (2014)

Coach’s academic background in psychology
Coach credibility
Coachee developmental self-efficacy

Bozer G., Sarros J., Santora J. (2013).
de Haan E., Duckworth A., Birch D., Jones C. (2013)
de Haan E., Duckworth A., Birch D., Jones C. (2013)

Personality of the client

de Haan E., Duckworth A., Birch D., Jones C. (2013)
Baron. L, Morin, L. (2009)
Baron. L, Morin, L. (2009)

Coach–coachee relationship

Rekalde I., Landeta J., Albizu E. (2015).

Coach’s ability to generate trust
Coach’s competence in communication skills,
Coachee’s responsibility for his/her own development
Coachee’s commitment to the process

Smith I., Brummel, B. (2013)

Executive involvement
Perceptions of developability
Individual development plans

Audet, J, Couteret, P (2012)

Entrepreneur’s open attitude to change
Motivation to transfer

Supervisory support

Source: constructed by the authors based on the literature review

de Haan et al. (2011) investigate the helpfulness of coaching interventions. They defined the factors that clients
perceive as truly helpful in coaching, among them the ability of coach to employ appropriate techniques; the
quality of relationship; the support system; the personality of the coach. Audet and Couteret (2012) direct their
research towards investigating of “winning conditions” to have an impact on the success of coaching initiatives.
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These conditions embody client’s positive attitude to change, receptiveness to outside help and willingness to
learn and change as well as being receptive to coaching and being open to change. The crucial role in the
establishment of relationship belongs to the coach. It is the coach’s responsibility to establish credibility and
create the atmosphere of a mutual trust. Moreover, coach needs to encourage the coachee in change process,
persuade the client to accept this change, acquire relevant knowledge and skills and, as a result, change the
behaviour (Audet and Couteret, 2012).
Bozer et al. (2013) explore under which conditions coaching is likely to be more beneficial for participants. They
emphasize the role of coachee characteristics such as learning goal orientation, pre-training motivation, feedback
receptivity, and developmental self-efficacy. These characteristics are recognized as important predictors of
coaching effectiveness. Bozer et al. (2014) highlight the importance of coach’s educational background and
credibility for improving coaching effectiveness. Rekalde et al. (2015) examined the factors from the coach and
coaching client perspective. They emphasize the importance for coach practitioners to be competent to establish
mutual trust and have communication skills.
Smith and Brummel (2013) examined the impact of executive involvement in the development process, the
influence of perceptions of competency developablity and the effects of creating a formal individual development
plan. The results of their study prove that these specific components play a significant role in coaching
interactions. Client involvement is an important prerequisite for promotion and successful implementation of
coaching. The client is often considered ready when they (1) are willing to invest time and energy in the process,
(2) do the work of development even when it becomes difficult and (3) take personal responsibility for
transferring what is learned into action for change on the job These three components of involvement are critical
to the success of an executive’s development. (Smith and Brummel, 2013). Commitment to the relationship
appears to be a major success factor and constitutes a prerequisite for coaching effectiveness (de Haan et al.,
2013; Baron and Morin, 2009).
3. Methodology
The literature review was conducted to identify a range of factors and the survey approach was used to collect the
data from coach practitioners and coaching recipients. The questionnaire was prepared to assess the relevance of a
variety of factors placed in different categories. The questionnaire was pre-tested with coach practitioners to
check and modify accordingly its content validity and terminology.
Questionnaire for coaches and coaching clients
The aim of the questionnaire is to investigate the relevance of conditions that are likely to enhance coaching
interactions in organisations.
Sampling. Coach practitioners: sample is done from a list of coaches which is prepared preliminarily and is based
on the open source database. The above mentioned sampling strategy is stipulated by the fact that coaching is not
a profession in classic sense. In a traditional sense, recognition of coaching as a profession is in a long-term
perspective. In the current state, coaching is mostly considered as a cross-disciplinary occupation (Gray, 2010)
self-regulated by professional bodies, among which the following bodies are highlighted: International Coach
Federation, European Mentoring and Coaching Council, Association for Coaching. Moreover, coaching is not the
subject of governmental accreditation and professional license. As a consequence, it is nearly impossible to
determine the total number of practitioners who provide coaching practice in Latvia and Lithuania. Therefore, for
the purpose of the present survey, it was decided to use the open databases available on websites of coaching and
training organizations in Latvia and Lithuania. Coaching recipients: sample is done from a set of people who use
coaching service or are aware about coaching and have their opinion about coaching interactions. The population
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size for this group of respondents is practically not known as long as this target group is composed of
entrepreneurs, business owners, management at all levels as well as specialists who represent any industry in
Latvia and Lithuania.
Questionnaire design. The questionnaire consists of two sections designed to gather the information to answer the
research question. The Section 1 of the questionnaire consists of closed multiple choice questions and is specially
designed for coach practitioners and coaching recipients. Coaches are asked to identify their professional position.
Taking into consideration that coaches can combine coaching practice and employment in other areas, they are
asked to select all appropriate variants. The second question is focused on the professional qualifications in
coaching. The coaches are able to select both academic qualifications, i.e. Master degree in coaching and / or
Bachelor degree in coaching, and non-academic qualifications provided by both International Coaching
Federation (ICF) and other coaching professional bodies. The third question indicates the period of professional
engagement. Thus, the created profile of the respondents gives opportunity to compare the opinion of coaches
with different professional positions, qualifications and engagement. Section 1 of the questionnaire for the
coaching clients comprises four multiple choice questions. They are focused on professional position and
engagement of the respondents. The section also contains two questions that enable to gather information about
the size of the organizations and the industries where these organizations operate.
Section 2 of the questionnaire contains closed-ended importance questions. On a rating scale of 1 to 5 with 1
being “Not important” and 5 being “Extremely important, coaches and coaching clients are asked to rate the
importance of the conditions that are likely to facilitate the promotion of coaching in organisations and thus,
enhance coaching interaction. These questions enable to better understand what holds significance to the
respondents. The respondents’ answers also enable to make comparison and find agreement in the perception of
the importance of conditions. A list of conditions is generally extracted from the literature review and includes
external indirect conditions, external direct conditions, internal conditions at the level of organisation, internal
conditions at the level of groups and internal conditions at individual (client’s) level.
Piloting and modifying the questionnaire. A pilot test was developed to examine content validity of the
questionnaire in regards to relevance of conditions and clarity of language. Content validity, as one of the most
important validation in developing new questionnaires, has become a central issue of the piloting. The
Questionnaire piloting helps find the best wording and the best balance between the amount of information
requested from individual respondents. The comments and suggestions of the experts in coaching are analyzed
and considered. After piloting, the questionnaire was reworked.
Data processing. The obtained data is analyzed by using Statistical Package for the Social Sciences (SPSS) and
conducting correspondence analysis. As an exploratory data technique, correspondent analysis aims to analyze
categories of external and internal conditions for promoting coaching in organizations and extract the most
important factors. Correspondence analysis is widely used in such areas as marketing and ecology. Some scholars
(Doey and Kurta, 2011) consider that correspondence analysis can be applied in the other research areas where
categorical variable need to be analyzed. This analysis extracts the most important data and use the graphical map
to visualize the associations among variables. However, some limitations should be taken into consideration. This
analysis interprets the strength of trends within the data. The distance between row points and column points
shows the relativities and only general statements are made about observed trends.
4. Results and discussion
Categorization of factors identified in the literature review.
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27 conditions fall under five categories. The choice of conditions is mostly guided by the findings in the literature
on organizational coaching. The factors cannot be considered as exhaustive and all-inclusive.
External indirect conditions are expected to affect indirectly the promotion of coaching in organisation. They
include:
8-1 Reference to coaching in the context of EU documents
8-2 Recommendations to integrate coaching in training programmes
8-3 Innovations in business, psychology, education, etc. that facilitate developing coaching
theory
The choice of these conditions was determined by the following.
Several high-level EU initiatives, such as Entrepreneurship 2020 Action Plan, Open Innovation 2.0 (OI2), and
Horizon 2020 as well as CoachCom2020 project draw attention to coaching. Coaching is proposed to apply
together with management training and networking to support new businesses in crucial phases of their lifecycle
and help them grow.
Innovations in business, psychology, education trigger the development of new approaches, techniques and
models in coaching. These technologies are aimed at improving the effectiveness of coaching focusing on the
reliability and sustainability of coaching outcomes. Effective coaching outcomes, which are the result of the
innovative ideas in different areas, provide a strong argument in promotion of coaching in organisations.
External direct conditions are focused on all that might be associated with coaching service from the
dissemination of good practices to the personality of coaches. The conditions were involved on the basis of
literature analysis and the suggestions that were made by the experts during the questionnaire piloting. The
following variables constitute external direct conditions:
9-1 Disseminating best practices in coaching
9-2 Establishing professional standards for coaches
9-3 Providing coaching industry research
9-4 Cooperation of coaching professional associations with other professional and
government organizations
9-5 The system of professional supervision to oversee the work of the coach
9-6 Education and continuing training for coaches
9-7 Coach’s ability to employ the skills related to the core coaching competences
9-8 Coach’s awareness of business processes
The following arguments were taken into account in selection of external direct conditions. Professionalization of
coaching is a complex and sensitive topic. It is a fact that only well-educated, skilled, credentialed coaches can
ensure the environment that will forward coaching in organisations. However, coach training programs vary
considerably, from short online courses and weekend workshops, to a three-year academic masters-level program.
Establishing professional standards for coaches will allow having clearer picture of the service provided by
coaches. Much work is done by the professional bodies to recognize coaching as a self-regulated profession.
However, some scholars (Bachkirova, 2014) suggest that coaching presently is a market-regulated practice.
It is important to develop science-based coaching practices conducting research studies in the field of coaching.
Partnership between coaching professional associations and other professional organizations and government
agencies expands consensus and supports community building and networking.
The system of professional supervision provides constructive feedback. ‘Supervision in coaching can be broadly
understood as being as a structured process for coaches designed to help coaches attend to improving the quality
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of the coaching, to grow their coaching capabilities and support themselves and their practice with the help of a
coaching supervisor’ (Grant, 2012).
The ability to employ various techniques effectively and at the right moment may be considered as one of the
components of quality. This statement was proved by the study conducted by de Haan et al. (2011). They
concluded that a broad range of techniques are deemed helpful. However, it was suggested that general factors
common to all good coaching (such as the quality of the relationship or “working alliance” between coach and
client, the support system of the client, the personality of the coach, client expectations) can predict helpfulness of
coaching, rather than specific behaviors, techniques, or models of coaching (de Haan et al., 2011).
Internal conditions are presented at three levels: organisational, group and individual respectively.
Internal conditions at the level of organisation:
10-1 Goal-oriented organisational culture
10-2 Top management support for learning and development
10-3 Motivation to learn and acquire new skills
10-4 Requiring new skills acquisition because of organisational change
10-5 The opportunity to apply the knowledge and skills acquired in the training to the job
10-6 Relationship of trust and openness among the members of organisation
Coaching can help organisations identify the mechanisms to achieve growth that is best suited to their unique
circumstances. Internal conditions at the level of organisation are related to the features of organisational culture
such as goals orientation, support orientation, learning culture, relationship of mutual trust and openness, a culture
of effective feedback. These components of culture create a favorable environment for the development of
coaching culture within the organisation.
Internal conditions at the level of groups:
11-1 High cohesion and good communication within team
11-2 Collaborative planning
11-3 Making decision in groups / teams
11-4 Employees learning and development within the groups / teams
Teams are a key structural component in most businesses today (Peters and Carr, 2013). That is why the
conditions at the level of groups are likely to have significant impact on the promotion of coaching in the groups
in particular and in organization in general. Team coaching is distinct from individual coaching because in team
coaching, the team as a whole is the client and collective performance is the goal, versus the individual focus of
one-on-one coaching (Peters and Carr, 2013). The aim of team coaching is to support team members to structure
their work and conversations to communicate well, make decisions and ensure the achievement of the optimal
result through a joint effort of the group. Team coaching can also be the integral part of team learning. Therefore,
the conditions that were selected for the questionnaire have collaborative focus.

Internal conditions at individual (client’s) level:
12-1
12-2
12-3
12-4
12-5
12-6

Client’s positive attitude to change
Being receptive to help
Client’s willingness to learn and change
Client’s feedback receptivity
Client's willingness to invest time and energy in coaching process
Client’s involvement in the coaching process
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Coaching is also rather beneficial for individuals. Changes make employees become more responsible for their
personal and professional development. They need to develop certain skills to better manage themselves by
improving their own performance through their own efforts and will (Stokes and Jolly, 2011). Internal conditions
at individual level are focused on the client. Client engagement plays significant role in the success of coaching
and extends coaching implementation in organisation.
The survey. The survey was conducted from December 2014 to August 2015. Totally 75 respondents from Latvia
and Lithuania have participated. Almost 70% of coaches who did respond to the survey reported that they have
graduated from the International Coach Federation approved or accredited coach training programs, and a little
more than 70 % of respondents positioned themselves as executive coaches. 40 % of coaches have practiced in
coaching for 3 – 5 years and 29 % of coaches have been in business for 6 – 9 years.
The obtained data are analyzed by using the Statistical Package for the Social Sciences (SPSS) and conducting
correspondence analysis. Two dimensions: number of question and score are extracted. The results are presented
in the form of a biplot.
Three types of conditions are analyzed under external indirect category (see Fig.1). These conditions may have an
indirect impact on promotion of coaching in organization. A correspondence map demonstrates that two external
indirect conditions, namely, the integration of coaching in training programmes (Q 8-2) and innovations in
business, psychology, education, etc. that facilitate developing coaching theory (Q 8-3) are perceived by the
respondents as more important conditions than reference to coaching in the context of EU documents (Q 8-1).
Thus, Q 8-2 and Q 8-3 conditions are taken into account for the further analysis.

Fig.1. A biplot displaying external indirect conditions and how they relate to the level of importance
Source: constructed by the authors

Under the external direct conditions category, the conditions referring to the provision of coaching service are
analyzed (see Fig.2). Three out of eight external direct conditions are placed at a close distance from point “5”.
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They are the following conditions: disseminating best practices in coaching (Q 9-1), education and continuing
training for coaches (Q 9-6), and coach’s ability to employ the skills related to the core coaching competences (Q
9-7). This result leads to the conclusion than they are the conditions that respondents consider important. The
literature provides the empirical support to these findings. Bozer et al. prove that coaches’ academic background
and credibility positively relate to coaching effectiveness.

Fig. 2. A biplot displaying external direct conditions and how they
relate to the level of importance
Source: constructed by the authors

Fig.3. A biplot displaying internal conditions at the level of organization
and how they relate to the level of importance
Source: constructed by the authors

Internal conditions are analyzed under three categories: organizational level, group level and individuals’ level.
Internal conditions at the level of organization are culture-oriented. The biplot demonstrates the distribution of
points (see Fig.3). The point Q 10-2 is in the nearest position to the point “5”. Therefore, the top management
support for learning and development is considered by the respondents as the most important internal condition.
This result is in the agreement with the empirical study made by Baron and Morin (2009). They argue that
supervisor support might “reinforce the perceived value of the process and encourage the coachee’s efforts to
develop.” Two more points Q 10-3 and Q 10-6 are also in close position to the point “5”. Thus, motivation to
learn and acquire new skills (Q 10-3) and the opportunity to apply the knowledge and skills acquired in the
training to the job (Q10-6) are also conditions that are perceived by the respondents as important.
Internal conditions at the level of groups have collaborative focus. The results demonstrates the condition Q 11-4
(employees learning and development within the groups / teams) is placed in the shortest distance from point “5”
(see Fig.4). Respondents consider this condition as the most important.
Internal conditions at individual level are focused on the recipient of coaching. The point Q12-6 is in the nearest
position to point “5” (see Fig.5). This result demonstrates that “client’s involvement in the coaching process” is
considered as the most important condition. The points of conditions Q 12-5 (client’s willingness to invest time
and energy in coaching process) and Q 12-3 (client’s willingness to learn and change) are closely placed to point
“5” and considered the important for respondents’ conditions.
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Fig. 4. A biplot displaying internal conditions at the level of groups
and how they relate to the level of importance
Source: constructed by the authors

Fig.5. A biplot displaying internal conditions at individual level and
how they relate to the level of importance
Source: constructed by the authors

Consolidated Table 2 presents the generalization of factors that are considered important to enhance coaching
interaction in organization.
Table 2. Factors Enhancing Coaching Interactions in Organizations
External factors of indirect effect

Innovations in the related fields of knowledge
Guidance regarding integrating coaching throughout the learning process

External factors of direct effect

Internal factors at the level of
organisation
Internal factors at the level of
groups
Internal factors at individual (client’s)
level

Benchmarking of coaching best practices
Continuing professional development for coaches
Demonstrating confidence in core coaching competencies
Support of executives
Motivation for acquiring new skills
A culture of trust and openness
A learning culture in groups
Individual’s commitment to change
Individual’s readiness to invest time and energy in coaching
Individual’s engagement in the coaching process
Source: constructed by the authors

The results of this study indicate that the factors mostly related to learning and development at different levels, i.e.
organizational, group and individual, are considered the most important. These factors are expected to play a
meaningful role in the effectiveness of coaching engagements. The findings have empirical support made by
Bozer et al. (2013), Rekalde et al. (2015), Smith and Brummel (2013).
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Conclusions
The aim of the study was to explore the relevance of the conditions that can enhance coaching interactions in
organization and constitute a prerequisite for coaching effectiveness.
The present paper provides the analysis of factors based on the literature review and survey of coach practitioners
and coaching clients. Correspondence analysis as a statistical technique provides the graphical maps that facilitate
visualization of the associations between the conditions that are expected to contribute to the effectiveness of
coaching interactions and the level of importance of these conditions as it is perceived by survey respondents.
The results of this study have practical implication. The findings of the study are important for the further
research in the field of organizational coaching to investigate the impact of factors on coaching delivery
throughout organizational life cycle.
Limitations. The data obtained by using correspondence analysis can only be interpreted to make a general
statement about the trends. The study is based on a limited number of respondents and therefore has certain
statistic limitations.
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