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Abstract. Globalization leads to a more connected world with far-
reaching impact on production arrangements, international trade, foreign
investment and economic growth. This paper deals with the application of
coaching skills of managers in a global context, which influences the style
of managerial leadership after completing their development courses.
Managers use different styles of leadership, but they give people more
space and self-realization than to manage them in a directive-based and
order-based manner. These reasons support innovation and creative
thinking of employees. The first section focuses on specific management
styles, methods of employee education and development and survey of the
literature. The case study in selected company deals with the survey, the
subsequent evaluation of the exploratory results and the expression of
proposals and recommendations. The results showed that the
implementation of coaching positively affects not only the managerial style
but also the whole company. For managers, interest in their people has
grown and a new corporate culture has emerged in many companies.
Responses of managers show that they are more likely to handle tense
situations, smaller groups, seek solutions, and give employees more space.
With the coaching approach, they are relieved of routine problems and
have more trust in subordinates.

1 Introduction

Coaching is a creative process that inspires employees to reach their maximum
potential. In leadership, it is necessary to separate implementation and decision-making
competences. This means that one person in the company devises and twenty people work
on these ideas. Problems are usually solved not at the levels at which they arose, which can
cause cost and time and can also lead to the loss of substantial data between levels.
Employees usually do only what is in their job description. In practice, there are a large
number of methods for training and developing employees and executives. These methods
are divided into aspects according to the company direction, form and number of
participants and the location of the training (Fig. 1).
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What? and Who?
Company direction

® requirement, knowledge, improvement, motivation, quality, development,
satisfaction

How? and Why?
Forms and number of training program

@ individual approach - the goal is to identify and respond to individual needs
and provide the appropriate support and program, enabling all employees to
achieve their full potential.

® group methods - different methods facilitate different kinds of employees
engagement and opportunities to learn.

Where and When?
Place of education

® methods and techniques for evaluating employee performance (on the
job):

instruction, rotation of employees, coaching, mentoring, counseling, working

meeting.

® methods to be used outside the workplace (off the job):
lectures and seminars, simulations, role-playing and games, case studies,
brainstorming, self-study.

Fig. 1. Methods for training and developing employees and executives.

According to [1], who examined the impact of training on the development and
promotion of the use of coaching skills on individual and corporate behaviour, it was found
that by training individuals in coaching skills it is possible to improve the skills needed to
work together and solve problems jointly. This training programme enabled the
development of skills and understanding such that those who agreed to contribute to the
evaluation said that they developed their abilities to listen more effectively and to ask better
questions. An in-house coaching training program can solve a variety of organizational
issues and allow progress in addressing these issues.

1.1 Manager as a coach

Most successful managers coach their subordinates so that they sometimes do not even
realize it. The manager does not make full use of coaching as an experienced coach, but
only certain elements of it. He can guide his people in different ways and must, therefore,
choose the way that will be most effective in that particular situation. It is therefore
advisable to combine coaching with other methods of leadership. He uses coaching in
situations where it makes sense. Many managers attend courses where they learn the entire
coaching process. As a coach, the manager invests his time in his staff to develop their
confidence in the performance of new tasks and engages them in the development of
strategic plans. It seeks to use those principles of coaching that contribute to the
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achievement of business goals. It is very important to build a partnership with your
subordinates.

Managerial coaching (also known as the leader-as-coach model) is becoming prevalent
as a new management paradigm to develop and empower employees and help them
increase their performance. At the same time, the composition of the workforce has
changed, with female employees reaching almost 50% of workers and around 30% of
managers. Accordingly, scholars have set out to understand if gender affects managerial
behaviours and employee responses. The goal of the study, [2] is to evaluate if significant
differences in performance should be expected when coaching female and male employees.
Managerial coaching positively affects female behavioural and result performance and male
behavioural performance, but—contrary to expectations—no significant effect was found
for coaching on male result performance. Additionally, female and male employees differ
in their self-evaluation of the focal performance constructs, with females evaluating their
contribution to performance at lower levels than their male counterparts. The results
suggest that to be an effective developmental tool, the approach taken with coaching should
take into consideration the recipient's gender and address different areas of performance.

[3] suggest that ongoing coaching from one’s manager is critical for performance
management because it facilitates the process of providing feedback, setting goals, and
monitoring progress toward those goals. As such, coaching is inextricably linked to the
feedback process and more specifically, feedback from one’s own manager. Although
feedback is commonly noted as being part of coaching [4-6], it was only recently that [7]
developed a model of feedback for the executive coaching paradigm. This model
specifically highlights the role of the coach as the feedback source and suggests the
coachee’s receptivity to feedback is a critical lynchpin in the process.

[8] define the manager-as-coach process as a ‘‘developmental activity in which an
employee works one-on-one with his or her direct manager to improve current job
performance and enhance his or her capabilities for future roles and/or challenges, the
success of which is based on the relationship between the employee and manager, as well
as the use of objective information, such as feedback, performance data, or assessments.

Currently, there is a trend in organizations to reduce reliance on once-a-year
performance appraisal and promote ongoing manager feedback and coaching [9]. The study
[10] has a number of implications for managers and organizations interested in moving in
this direction and enhancing the manager-as-coach process. Organizations can help increase
a manager’s awareness of the indicators of coaching effectiveness, coaching behaviours, the
coaching relationship, and the feedback environment.

Managerial coaching is currently seen as an effective leadership practice facilitating the
learning process of the employees for performing better and being more effective in
organizations. The study [11] used a pre-post-test approach to test the effects of the
coaching program specially designed for 23 mid-level managers having as responsibility
the supervision of production teams in a multinational organization. The major aims of the
program consisted of developing managerial coaching skills, assertive communication
skills, the motivation of subordinates. Overall, the analysis of results elicited an increase of
scores in the leadership behaviour dimensions measured by the multifactor leadership
questionnaire that are part of the managerial coaching skills. Besides, the effectiveness
perceived as an indicator of performance was significantly higher upon completion of the
coaching program. Findings suggest that coaching, as a professional development method,
has great potential to contribute to the managerial behaviours that facilitate development at
the subordinate level, as they are captured by some transformational and transactional
scales. Team reflection turned out to be a moderator and not a mediator in the relationship
between managerial coaching and team performance. Only the performance of poorly
reflective teams benefits from managerial coaching [11].
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2 Methods

The main objective of the next chapter is to compare how managers have led their
people before acquiring coaching skills and how their leadership style has changed after
acquiring these skills. To determine the results, we used a questionnaire survey, which was
completed by managers who took a course to develop coaching skills. We've used the
following research questions to try to confirm or refute based on the results:

1. We assume that the style of leadership has changed from a directive to a democratic one.
2. We assume that managers use at least 3 coaching skills after the course.

3. We assume that managers are interested in using and developing coaching skills after
the course.

The following methods were chosen for the study. Focus group as a qualitative
research method consisting of a group of people. They will meet at a specified place and at
a specific time and during this meeting, the moderator will gradually ask questions about
the topic that we have prepared in advance. Respondents respond to questions and discuss.
At these meetings, opportunities to improve the application of coaching in the workplace
after a course to develop coaching skills were discussed. Participating managers who
attended this course commented on this issue.

Furthermore, we have compiled a questionnaire, which we have filled out the
managers participating in the focus group meetings. It consisted of 8 questions, of which 3
were open, where managers wrote their views on the questions and a further 5 demographic
questions to find general information about respondents. Through this exploration probe,
we found that creating a survey makes sense. The questions are divided into three areas:

* Management style before acquiring coaching skills.

* Using coaching skills in post-course driving.

* Management style after acquiring coaching skills.

The current studies address this gap by examining the role of one coaching manager
characteristic, feedback orientation in the coaching process. In particular, we draw on
frameworks for the manager-as-coach process [11-13] and feedback processes within a
general coaching framework [7, 14] to examine the impact of manager feedback orientation
on employees’ perceptions of the coaching process including effective coaching
behaviours, development of a quality coaching relationship, and facilitation of a favourable
feedback environment. Employee motivation can work effectively only if it is based on
adequate knowledge and understanding of motivation factors and their differentiation in
relation to certain types of employees [15, 16]. We also examine the extent to which
manager feedback orientation may be related to employee feedback orientation and if this
relationship is mediated by coaching behaviours, coaching relationship, and feedback
environment. Fig. 2 depicts this theoretical model.

Coaching Behaviors

Manager i £ the Coachi Subordinate
Feedback g"la '_ty oh_t ¢ L-oaching e Feedback @
Orientation elationship Orientation

Feedback Environment

Fig. 2. Model of the role of feedback orientation in the manager-as-coach process [10].

The understanding and interpreting of voice have gained significant recognition among
practitioners and researchers in recent years [17,18]. Very interesting are the results of
research [19]. They indicate that neither coaching scale is perfectly reliable and valid.
However, given the results of the analysis, the authors recommend the Park scale for
leaders and the Ellinger scale for team members.

[20] propose that the presence of relationship conflict in even a single dyad within a
team can hinder information exchange, whereas the level of information exchange in teams
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can unlock task conflict. We argue that task and relationship conflict, due to this unfolding
process, shift from an initially significant positive relationship to a null relationship over
time. Based on related literature [20-24] such as mentoring, career success, 360-degree
feedback, and training and development, the important constructs in the process are
coaching approach, the relationship between the coach and the coachee, and the feedback
receptivity of the coachee.

3 Results

The questionnaire was completed by 15 respondents, including 10 men (66.7%) and 5
women (33.3%). The largest part of respondents is from the IT sector 3 managers (20%)
and from the field of mechanical engineering also 3 managers (20%). Other respondents
were in the insurance (6.7%), consulting (6.7%), tourism (6.7%) and telecommunications
(6.7%). In the field of education, there were 2 managers (13.3%) as well as 2 managers
(13.3%) from sports management.

Within this part of the questionnaire, respondents also answered the open question:
“What aroused your interest in coaching?”. The managers replied that they wanted to
develop in their leadership as well as in personal development, they needed to try
something new, wanted to learn what coaching could be useful for them, they wanted to use
coaching as a new problem-solving tool. They took a course to get closer to people, but also
because of the need to constantly improve and educate.

After completing the course, managers use mainly active listening, which was indicated
in the questionnaire by 14 respondents. The second most commonly used skill is to ask
important questions (11) and to rank the third in establishing proximity and trust with
employees, direct communication and planning and goal setting. Possitive changes after
after using coaching in leadership are shown in Fig. 3.

What positive changes have you experienced
after using coaching in your leadership?

easier handling of tense situations & 14
more peace of work | ——
more positive thinking
employees want to stay in the company ==
the manageris relieved of routine problems | —
sibility [ ¥

=

greater confidence in subordinates & U

employees take more resp:

employees have more freedom to

Fig. 3. Positive changes after using coaching in leadership.

To the question "What opportunities do you use them?" Most managers answered that
with colleagues at work, suppliers, home, family, annual reports of subordinates,
problematic situations in the company, solving problems with employees whenever people
are not aware of something. Out of a total of 15 respondents, 7 managers use coaching
skills 2-3 times a week in their leadership. Only 1 respondent said they rarely used
coaching skills. Out of a total of 15 respondents, 7 managers use coaching skills 2-3 times a
week in their leadership. Only 1 respondent said they rarely used coaching skills.

Most managers (9 respondents) who have completed a coaching skills development
course are interested in continuing to develop in the field. Only one respondent out of the
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total claims that they probably do not want to develop further in this area. No respondent
responded that they would certainly not develop in their coaching skills.

4 Discussion

In this section, we will discuss the above results. As already mentioned, the questions in
the questionnaire were divided into three parts.

In the first part of the questionnaire, which focused on leadership style before acquiring
coaching skills, we came to the conclusion that most respondents who participated in the
survey led their people in a directive manner. They required their employees to fulfil their
orders unconditionally. They communicated with them from top to bottom, which meant
that they were ordering them and expecting them to be fulfilled. They were motivated by
rewards and verbal appraisal or did not feel the need to reward them, and it was most
important for managers to ensure that their subordinates performed their assigned tasks
independently. Conflicts that have arisen in the workplace have been resolved through the
use of their status and powers. The reason for managers to take a coaching skills
development course was mainly the need and interest to develop in their leadership, the
desire to get closer to people, the need to try something new and wanted to learn how
coaching could be useful to them. The second part of the questionnaire focused on the use
of coaching skills in post-course management. Respondents said they mostly used active
listening and asking important questions in their leadership. They use coaching skills
especially with colleagues at work, with suppliers, at home with the family, but also mainly
in communicating with employees such as problem-solving, problematic situations and
annual subordinate evaluations. Most respondents use them 2-3 times a week. Most of them
expressed their interest in continuing to develop their coaching skills.

In the last part of the questionnaire, which included questions about leadership style
after acquiring coaching skills, all respondents stated that they had experienced the
following positive changes after completing the course and integrating coaching skills into
their leadership style. Managers have the ability to think more positively. They feel more
confident about their subordinates, easier to cope with tense situations and employees take
on more responsibility. Managers give their employees more freedom to resolve conflicts
and thus feel more at ease at work. Based on the results of the survey, we can conclude that
the development of coaching skills of managers and their application to the management
style positively influences not only managers but also employees of the company.

At the beginning of the practical part we have identified 3 exploratory areas, which
according to the previous results we evaluate as follows:

1. We assume that the style of leadership has changed from a directive to a democratic
one. According to the results of the survey, it is clear that managers were leading their
people in a more direct way before acquiring coaching skills. After completing a coaching
skills development course, there were positive changes in their leadership style, which
suggests that their leadership style has changed rather too democratic. Therefore, we can
confirm this assumption.

2. We assume that managers use at least 3 coaching skills after the course. Based on the
second part of the questionnaire, we also confirm the second assumption, because the
respondents clearly stated that they use at least 3 coaching skills 2-3 times a week.

3. We assume that managers are interested in using and developing coaching skills
after the course. We examined this assumption in the second part of the questionnaire,
where respondents were asked to comment on the question? “Are you interested in
continuing to develop your coaching skills?” The answers clearly show that most
respondents are interested in developing their coaching skills after the course. We can,
therefore, confirm the third assumption.
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5 Conclusions

Based on the results of the survey, we concluded that coaching courses are very
important for the professional as well as personal development of the manager as well
as for the successful running of the company. Therefore, it can be argued that
participation in courses designed to develop coaching skills is very beneficial. Therefore,
we would like to recommend managers in all areas of the business to attend the courses.
This will bring them many positive changes, especially regarding access to employees.
Managers will be more interested in their people, which will also generate interest from
employees. It is an investment in the development of human resources, which will be
returned several times in making work and organization more efficient. This is manifested
in the increased initiative, employee responsibility and lightening of the manager's
workload. For the organizers of these courses, we would recommend more time to devote
the work of managers with their own attitude towards the subordinates. Changing the
attitude of the manager is crucial for changing the style of management, increasing trust and
unlocking the potential and responsibility of the subordinates. In addition, we would
recommend introducing more “minute interviews” into the courses, which are of great
benefit in building a relationship with employees. These are short, often informal,
managerial interviews aimed at solving the problem or just briefing the employee.
However, they include the use of coaching skills (active listening, effective questions,
sometimes the growing process) and are a very practical and effective managerial coaching
tool. We would also like to recommend that company employees be coached by their
superiors (managers) and be open to new coaching opportunities. If employees are not
willing to be coached, coaching by the supervisor is meaningless.

This paper is an output of the science project KEGA 0432U-4/2019, VEGA 1/0755/18.
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