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2.3 Coaching leadership theory Although much has been written about coaching, relatively little
of it addresses what a CLS entails (Cox et al., 2010). In addition, research is lacking about the
outcomes of a CLS (Cox et al., 2010). Nonetheless, CLS is included as an important part of several
established leadership theories (Bass and Avolio, 1994; Blanchard, 2007). For example, Meyers
(2012) argues that CLS helps employees develop personally and with a long-term perspective.
The leader supports and challenges colleagues, with the intent of helping them achieve
individual development 4 goals. Consequently, a CLS is most effective when managers want to
help their employees build lasting personal strengths. In contrast, Benincasa (2012) argues that
a CLS has almost no effect when employees are not open to feedback or are not willing to learn.
According to Hall et al. (1999), leaders who receive coaching are more likely to be goal and
relationship oriented and provide more guidance than managers who do not receive coaching.
Moreover, they have more interest in learning, improved self-awareness and a higher degree of
personal development. These traits can result in more effective management (Kampa and
White, 2002). Ellinger et al. (2003) also find a correlation between managers’ coaching
behaviours and job satisfaction and job performance. They discover improved knowledge
sharing among employees when managers make use of coaching (Ellinger et al., 2003). This
observation is reinforced by Park et al. (2008), who find a correlation of CLS with organizational
learning, employee personal learning and turnover intention. Henson (2013) further
demonstrates that a CLS builds confidence, promotes individual competence and contributes to
developing a strong commitment to common goals. Furthermore, leaders develop and improve
their own leadership effectiveness. For example, managers use self-coaching to find solutions to
their own problems. The result is more confidence and more self-control among managers who
practice CLS. Another effect is that these leaders seem to cope better with stress (Henson,
2013). Although managers may have a clear intention to use coaching, it is easy to fail. A key
reason is that managers spend too little time with their employees (Cox et al. 2010). Another
common cause is a lack of communication and information about the goal and purpose—for
example, about the expected effects of coaching. Moreover, managers often lack the time and
skills needed to make full use of a CLS (Goleman, 1998). To succeed with a CLS, the managers
must have a “coaching mind-set” and have faith that they can fulfil the coaching leader role.
They must also have specific skills and abilities to carry it out (Ellinger and Bostrom, 2002; Hunt
and Weintraub, 2002). According to Ellinger and Bostrom (2002), leaders who succeed with a
CLS have empathy for and trust in others, less need for control and directing, a desire to help
others develop, openness to feedback and personalized learning and a belief that most people
want to learn. They also have confidence that this outcomes can be achieved through
incremental learning, not through a “sink or swim” strategy. These thoughts and attitudes form
the basis of a coaching mind-set (Hunt and Weintraub, 2002). There is a clear distinction
between a CLS and management: CLS involves helping employees grow and develop;
management is about telling people what to do (Ellinger and Bostrom, 2002). Management
therefore implies deciding, telling, coordinating and control, whereas CLS involves listening,
helping, supporting, developing, removing obstacles and empowerment. Because situations
differ and require varied leadership styles, Hunt and Weintraub (2002) argue that managers



should switch between CLS and management. Cox et al. (2010) find that leaders who succeed
believe they have the skills and experience necessary to coach their employees. They perceive
self-efficacy and the right skills to establish trust and build good relations with their employees.
Most important, these leaders really care about their employees and truly want to help them
succeed. They emphasize learning as a key element of coaching. Learning is most effective when
it is integrated as part of the work; employees receive feedback and are encouraged to learn by
themselves (Hicks, 2014). However, Cox et al. (2010) caution that employees must have the
necessary capability to learn, be willing to learn, receive relevant information and understand
why they need to learn.



