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THE ASSESSMENT OF COACHING BY TRADE MANAGERS

Birknerova Z., Benkova E.*

Abstract: Coaching is one of the tools for the development of trade managers and the
discovery of their hidden potential. It is atool for seeking satisfaction, motivation, and
effectiveness. The paper aims to identify the attributes of coaching assessment by trade
managers. Its partial aim is to verify a new AC-BEC methodology — the assessment of
coaching from the point of view of behaviour, emotions, and cognitions, three factors that
were extracted in the research. The given methodology was created for the purpose of
extending the range of possibilities for identifying the factors of coaching assessment by
trade managers. The results show that managers operating in trade are willing to try new
things, they want to develop personally and be more effective and in coaching, it is
necessary to monitor and evaluate all attributes individually. It is not possible to look at this
process as a whole.
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Introduction

We live in the times that require extra standard work performance from us, we
need to know to cope with changes (Horvathova, 2011), adapt to scientific
progress, communicate and spend time effectively and to harmonize our work and
privacy. Trade management is not an exception, with the demands on individuals
constantly increasing. High responsibility, flexibility, communication skills, and
stress resistance are expected from managers. Communication skills are principal
for all managers and they can be considered to be essential managerial skills
(Stefko et al., 2015), since obtaining relevant information belongs to the everyday
managers’ practice. The development of soft skills is needed to achieve a
competitive advantage (Crosbie, 2005; Hunt and Baruch, 2003) and organisations
should act entrepreneurially (Kot, Meyer and Broniszewska 2016). Continuous
development of knowledge and skills is inevitable to for the efficient performance
at a workplace (Téth, Juhasz and Kalman, 2020). In this context, the role of trade
management is to create such working conditions for all that will help them to meet
the demands placed on them.
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One way to create appropriate working environment is to use coaching as a tool for
the development and personal growth considering the individual characteristics and
needs of an individual. A person-centred approach is essential professional care, as
in therapy and coaching, counselling, teaching and many other helping professions
(Stara and Peterson, 2017). Coaching is based on the fact that every healthy person
has the potential to exceed his/her current performance. The advantage of coaching
is not only the effective advancement and achievement of goals but also a change
in the way of thinking about routine standards. Through coaching, people become
more self-reliant, more self-confident, and more creative in dealing with various
issues, situations, and problems. Coaching is a tool that enables to change and
influence what we really can change and to make changes really happen, we have
to start by ourselves.

Literature review on Coaching

One of the main ways to help people exploit their potential is the development of
human capital using coaching. Greene and Grant (2003) claim that coaching
improves communication among employees, improves performance and decreases
fluctuation. Therefore, it is appropriate for managers to know how to coach since
coaching brings advantages to employees leading to the advantages for the whole
organization. The best trade managers are those who share their experience.
Managers must forget their supervision and instead of it, by asking open questions
and encouraging the members of their teams, they should help the members to
overcome their common experiences (Thorne and Pellant, 2007; Grobler and De
Bruyn, 2018; Maciejewski et al., 2019; Ismail et al., 2020). When managers ask
questions, they listen and learn and they get an answer to the question of what is
necessary to change in order to achieve success. Successful people become great
leaders when they learn to shift their attention from themselves to others
(Goldsmith, et al., 2012).

Gallwey (2001) defines coaching as a tool for releasing a potential allowing the
persons being coached to maximize their performance. This performance is a result
of two factors: potential and interferences that prevent the full use of this potential.
Gallwey (2004) claims that coaching itself does not teach us anything, it rather
helps how to learn and release a potential of people and thereby increases their
performance. Haberleitner et al. (2009) report that coaching means developing the
potential of all workers according to their current level of development with a goal
to optimize their performance while considering their objectives, interests, and
needs. Coaching brings a specific approach to engaging a weaker worker or
helping someone who has not enough experience to do the job well. A coach must
distinguish between full utilization and overload. Full work utilization brings
benefits. Failure is often the only way to success. It involves unblocking potential,
developing, and formulating tasks and goals, exchanging mutual expectations, and
providing reciprocal feedback. Suchy and Nahlovsky (2007) add that coaching can
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release not only our existing potential but also develop it. Coaching brings results
based on a supportive relationship between a coach and the coached one and the
style of communication used by the coach. The coached persons acquire facts not
from the coach but themselves inside (Whitmore, 2009). Abbott et al. (2010) claim
that attention must be paid to selecting the area that coaching will include in
creating unigue goals, strategies, and possible steps.

Coaching is a process enabling people to find and implement solutions that are the
most suitable for themselves personally. This is done through a dialogue that helps
the coached persons to see new perspectives, to achieve greater clarity in their
ideas, emotions, deeds, situations, and the people around them (Wilson, 2007).
Downey (2003) defines coaching as art, practical inspiration, energization,
facilitation, performance, learning, and development.

The research project presented in this paper is based on theoretical knowledge
(Abbott et al., 2010; Downey, 2003; Gallwey, 2001; Whitmore, 2009; Wilson,
2007).

Methodology — the research of identifying coaching attributes

The goal of the paper is to identify the attributes of coaching assessment by trade
managers. Its partial aim is to verify a new AC-BEC methodology — the assessment
of coaching from the point of view of behaviour, emotions, and cognitions. This
methodology was created and verified with the purpose to extend the range of
possibilities for identifying the factors of coaching assessment by the managers
operating in trade.

The methodology consists of 23 statements related to the assessment of coaching
attributes applied in trade. Each statement contains responses at a 6-point scale.
These 6 possibilities reflect the degree of identification and agreement with a
statement (definitely no; no; rather no than yes; 4 rather yes than no; 5 yes;
definitely yes). The following statement is presented as an example: “Coaching
enabled me to try new or different ways of doing things at work”. When searching
and evaluating different connections and differences of the assessment of coaching
and its attributes, the lowest value 1 says that a coached person does not agree with
the given statement and opposite to that, the value 6 expresses the maximum
agreement possible. The research sample consisted of 298 trade managers, out of
which 175 managers had meetings with a coaching approach and 123 managers
without a coaching approach. The research sample included 185 women and 113
men aged from 20 to 58 years. Their average age was 31,2 years (the standard
deviation was 5,2).

The acquired data were processed in the statistical programme SPSS 22. Based on
the results of the KMO test (0.951) and the Bartlet sphericity test (5990,
significance 0.000) and using a factor analysis, the Principal Component Method
with Varimax rotation was used. Three factors of coaching assessment were
extracted and were subsequently named and defined:
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F1: BEHAVIOUR. This factor is saturated by ten items and is focused on the use
of experience from coaching. The content context is related to understanding of
one’s own responsibility for oneself and one’s own life, finding answers, thinking
about one’s own behaviour, activities, achieving a viewpoint at oneself, with a help
of getting on better with people, developing empathy, using experience from
coaching and its influence on privacy, with a change of behaviour and overcoming
oneself.

F2: EMOTIONS. This factor relates to how individuals experience coaching on
their own. It focuses on the delight from a relationship between a coach and a
coached person, whether individuals are full of expectations before coaching and
are looking forward to it, on the balance and relaxation during a coaching session
and positive mood after it. It also focuses on whether they like to work on
themselves through coaching and perceive it as a way that helps to work more
effectively. This factor is saturated with eight items.

F3: COGNITIONS. This factor is saturated with five items. These items specify the
factor from the point of view of the individuals’ willingness to try new or different
ways of doing things, developing potential, doing things more effectively,
changing the standard and routine working procedures and achieving better results
at work.

Results Presentation

The extracted factors explain 66,22% of the variance (Table 1). This percentage of
the explained variance is acceptable, therefore adding other factors that would
increase the given percentage would be inappropriate and at the same time, other
factors could not be meaningfully specified in terms of the content. In Table 1, the
extracted factors behaviour, emotions, and cognitions are described.

Table 1. Saturation of extracted factors by individual items (methodology AC-BEC)

Items in questionnaire Behaviour | Emotions | Cognitions

Coaching enabled me to try new or different

ways of doing things at work 794
Coaching helped me to develop my potential ,762
Based on coaching, |think about how things

. ,780
could be done more effectively
Thanks to coaching, | change my standard and g51
routine working procedures !
Coaching enabled me to achieve better results at 656

work
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I use experience from coaching in my personal
life, too

In coaching, | realize my own responsibility for
myself and my life

Coaching helped me to find answers to my
questions

Coaching helped me to think about my

,703

,663

,755

behaviour, activities etc. 792
Coaching enabled me to acquire my own view 893
on myself !
Coaching helps me to get along better with 842
people !
Coaching sessions also affected my privacy ,795

Coaching helped me to change my behaviour ,863
I have overcome myself by the help of coaching |,874
Coaching helped me to develop empathy ,819
| realize that coaching is a way that helps to

work more effectively 778

| enjoy the relationships between me and the 819

coach !

Coaching sessions cause the balance in me ,877

| am relaxed during coaching ,847

Before coaching, | am full of expectations ,728

| am looking forward to coaching sessions ,842

After a coaching session, | am in a good mood ,898

| like to work on myself through coaching ,814

Eigenvalue 6,301 5,282 5,957
% Variance 27,398 22,966 15,858
Cumulatively % 27,398 50,364 66,222

Source: Own processing

In terms of the content, it was possible to specify the extracted factors
unequivocally. This structure of factors is also proved by the result of the Scree
plot method used (Figure 1).
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Figure 1: Factors identified with the method of Scree plot (own processing)

It is also confirmed by high values of the coefficient of Cronbach’s Alpha showing
that the internal composition of the elements saturating the specified factor is
within the acceptability range: the value of Cronbach’s Alpha for the factor of
Behaviour is 0,940; Cronbach‘s Alpha for the factor of Emotion is 0,931,
Cronbach’s Alpha for the factor of Cognitions is 0,818.

The structure of the coaching assessment presented by us that is created by three
factors is identical with a three-part model of attitudes mentioned in the publication
of the authors Fedorko and Tutokyova (2014).

The extracted factors — behaviour, emotions and cognitions confirmed that it is
possible to classify the attributes of the assessment of coaching. The extracted
factors testify in favour of considering the existence of a certain structure of
attributes for assessing coaching by trade managers.

Differences and connections in assessing coaching attributes

Different assessment of coaching attributes by the trade managers was determined
using a nonparametric Friedman test for dependent samples, the results of which
were statistically significant. In assessing the perception of the given factors —
behaviour, emotions, and cognitions, low values indicate a low level of
identification (agreement) with a given statement, on the contrary to that, high
values represent a high level of identification. The results show that the highest
value of identification was by the factor of cognitions and the lowest degree of
agreement by the factor of behaviour. Using the Friedman test, it was found out
that trade managers want to try new things at work, they are willing to develop
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themselves, do things more effectively, achieve better results, and change the usual
standard working procedures. A coaching session arouses positive emotions by the
coached people but to a lower extent when compared to the factor of cognitions.
The lowest values, but still positive, were achieved by the factor of behaviour
reflecting whether the trade managers use coaching experience and whether they
have changed through coaching. Although the factor of behaviour shows the lowest
values, i.e. the lowest degree of agreement, it could be stated that its assessment is
still positive, but compared to other factors, at least (Table 2, Graph 1).

Table 2. Different assessment of the extracted coaching factors

Factors Median Significance
Behaviour 4,00 0,000
Emotions 4,50 0,000
Cognitions 5,40 0,000

Source: Own processing

O = N WL
L

Behaviour Emotions Cogpnitions

Figure 2: Different assessment of the extracted coaching factors (own processing)

Looking for connections in assessing coaching attributes by the trade managers,
positive correlations were found among all extracted factors. The presented finding
indicates that if the trade managers assess one coaching attribute positively, they
will have a positive approach also to the other two. If they have e.g. a positive
emotion related to coaching, their behaviour will be positive as well as the
assessment of the cognitions attribute. This claim is proved with the values given in
Table 3 containing the results of the Spearman’s correlation coefficient and the
statistical significance.
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Table 3. Intercorrelations of extracted factors

Factors Emotions Behaviour
Cognitions ,368 ,342
,000 ,000
Emotions 599"
,000

** statistical significance at the significance level 0,05

Source: Own processing

With the above-mentioned findings, the existence of connections in assessing
coaching attributes by trade managers was confirmed.

Discussion

Analysing the data obtained from a questionnaire research with the aim to identify
the attributes of coaching assessment by trade managers and its partial aim to
verify a new AC-BEC methodology — the assessment of coaching from the point of
view of behaviour, emotions, and cognitions, using mathematical-statistical
methods, the following conclusions can be further discussed.

The highest degree of agreement with a given statement by trade managers was
identified by the factor of cognitions which means that the respondents want to try
new things at work, they want to develop, do things more effectively, achieve
better results at work and change the standard work procedures. The lowest degree
of agreement was found out by the behaviour factor but still with positive values. It
was interesting to find out that if trade managers assess one coaching attribute
positively, they will assess the other two attributes also positively.

In identifying the attributes of the assessment of coaching by trade managers, we
were inspired by the views of the authors, who describe the research of cognitions,
emotions, and other phenomena that can also illuminate human behaviour and
experience. Emotions stimulate the cognitive processing of what happened
(Prokopcakova, 2010). Schwarz and Clore (2007) report that emotions affect
cognitions much more than behaviour which supports the feedback theory
according to which emotions stimulate learning and thus cognitions, too.
According to Baumeister et al. (2009), emotions can guide behavioural choices,
and therefore behaviour follows emotions.

Coaching is an appropriate managerial tool of human capital development since it
is focused on awareness and activity (Emerson and Loehr, 2008). Training and
coaching for managers should aim for complex development with emphasis to soft
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skills as an essential factor in management development (Horak, Matoskova,
2018). Coaching can be perceived through three factors that were extracted -
behaviour, emotions, and cognitions. Shaw and Linnecar (2007) believe that
coaching can have a positive influence on the success of trade as well as on the
performance of trade managers. Fleming and Taylor (2004) say that regarding the
work environment, it can help people to improve their performance. Coaching is a
key to the formation of an open and friendly organization that can appreciate the
abilities and ideas of its people and honestly tries to support the individuals.

The limitations of the research could be seen in the research sample that consisted
of trade managers only. In the future, other groups of respondents could be
included in the research, too. It could be considered in the context of intercultural
or gender differences. As part of further studies in the future, it is also suggested to
expand the issue with an analysis of the relationship between the assessment of
coaching and the typology of managers' personalities.

Conclusion

Several findings were revealed in the research. Three factors of coaching were
identified and specified — behaviour, emotions, and cognitions. These three
attributes were analysed in the context of the coaching assessment by trade
managers. The data analysis confirmed the existence of statistically significant
differences in the assessment of individual extracted factors. Trade managers
expressed the highest degree of agreement with a given statement in the factor of
cognitions. Contrarily, the lowest level of agreement was found in the assessment
of the behaviour factor. At the same time, statistically significant correlations
between the individual factors of coaching assessment were confirmed.

The results show that in coaching, it is important to monitor and evaluate all
attributes separately and it is not possible to look at this process as a whole. The
obtained results presented in the paper contribute to the theory, methodology and
application of coaching in the practice of trade managers and to the development of
human capital.
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OCENA COACHINGU PRZEZ MENEDZEROW HANDLU

Streszczenie: Coaching to jedno z narzedzi rozwoju menedzerow handlowych i
odkrywania ich ukrytego potencjatu. To narzedzie do poszukiwania satysfakcji, motywacji
i skutecznoséci. Celem artykutu jest identyfikacja atrybutdéw oceny coachingu przez
menedzeréw handlowych. Jego czg¢$ciowym celem jest weryfikacja nowej metodologii AC-
BEC - oceny coachingu z punktu widzenia zachowan, emocji i poznania, trzech czynnikow,
ktore zostaty wyodrgbnione w badaniach. Podana metodologia zostata stworzona w celu
poszerzenia wachlarza mozliwosci identyfikacji czynnikow oceny coachingu przez
handlowcow. Wyniki pokazuja, ze menedzerowie dziatajacy w handlu chetnie probuja
nowych rzeczy, chca si¢ rozwijaé osobi$cie i by¢ bardziej efektywni, aw coachingu
konieczne jest indywidualne monitorowanie i ocena wszystkich atrybutow. Nie mozna
spojrze¢ na ten proces jako catosé.

Stowa kluczowe: coaching, metodologia AC-BEC, emocje, zachowanie, poznanie
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