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Abstract

This study aimed to identify and explain the intervening factors affecting the implementation of coaching
leadership with an emphasis on developing the professional competencies of employees in the branches
of Kosar Insurance Company in Iran. This applied qualitative study was conducted using grounded theory
based on Strauss and Corbin’s systematic approach. The study population comprised academic experts
in Mazandaran Province who held the academic rank of associate professor or higher, had more than 10
years of teaching experience, and possessed expertise in human resource management, organizational
behavior, leadership, or competency development. Participants were recruited through purposive and
snowball sampling, and data saturation was achieved after conducting interviews with 14 experts. Data
were collected through in-depth semi-structured interviews lasting approximately 60-90 minutes. The
interview transcripts were analyzed through open, axial, and selective coding. Member checking, peer
review, external auditing, and inter-coder agreement were employed to enhance the credibility and
dependability of the findings. The thematic relationships among the identified categories were also
examined using MAXQDA 2022. The analysis identified five axial categories of intervening factors: senior
management support, human resistance, employees’ professional maturity, financial resources, and the
functional nature of intervening factors. Practical senior management support, reflected in the modification
of evaluation and reward systems, formal organizational endorsement, and allocation of sufficient time for
coaching activities, emerged as the most important facilitator. Resistance among middle managers and
experienced employees, particularly because of their reliance on directive leadership styles and concerns
about losing authority, was identified as a major implementation barrier. Employees’ psychological
readiness, professional maturity, and understanding of the benefits of coaching substantially affected their
acceptance of the model. Financial resources were also required for coach training, incentive systems,
and technological infrastructures for monitoring coaching progress. The findings further demonstrated that
these factors operate interactively and synergistically, meaning that weakness in one factor may
undermine the influence of the others and disrupt the entire implementation process. The successful
implementation of coaching leadership in Kosar Insurance branches requires genuine senior management
commitment, systematic management of human resistance, enhancement of employees’ professional
maturity, and adequate financial and educational infrastructures to support sustainable professional
competency development.

Keywords: Coaching Leadership, Professional Competencies, Intervening Factors, Senior Management
Support, Human Resistance, Kosar Insurance Company.
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Extended Abstract

Introduction

Rapid technological developments, intensifying competition, changing customer expectations, and
increasing organizational complexity have made the continuous development of employees’
professional competencies a strategic requirement for service organizations. In the insurance
industry, employees are expected to possess not only technical knowledge of insurance products,
risk assessment, regulations, and claims procedures, but also communication, negotiation, problem-
solving, ethical judgment, customer orientation, and adaptive learning capabilities. Professional
competency therefore represents an integrated combination of knowledge, skills, attitudes, cognitive
abilities, and behavioral capacities that enables employees to perform their occupational roles
effectively in changing work environments (Mohammadi, 2025). This issue is particularly important
in insurance companies because the quality of employees’ interactions with policyholders directly
affects customer trust, service quality, organizational reputation, and competitive performance. The
development of customer-oriented insurance sales further requires employees to understand clients’
needs, provide appropriate solutions, and maintain sustainable professional relationships (Mannix
et al., 2023).
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Traditional leadership approaches characterized by centralized decision-making, hierarchical
control, direct supervision, and command-based communication are often insufficient for developing
employees who must act independently, learn continuously, and respond creatively to complex
customer needs. Leadership influences employees’ attitudes, motivation, interpersonal relations,
and performance and therefore plays a central role in shaping the organizational conditions required
for competency development (Doroudi & Ramek, 2022). Effective organizational communication,
constructive feedback, information exchange, and reciprocal interaction between managers and
employees are also essential for professional learning and behavioral development (Rezaeian &
Otarkhani, 2022). Within this context, coaching leadership has emerged as a developmental and
human-centered leadership approach that shifts the manager’s role from directing and controlling
employees to facilitating learning, supporting reflection, and enabling individual growth.

Coaching leaders use active listening, developmental questioning, constructive feedback, goal
setting, and supportive communication to help employees recognize their strengths, examine their
performance, and develop solutions to professional challenges (Mazaheri, 2024). Rather than
providing predetermined answers, coaching leaders encourage employees to assume responsibility
for their learning and decisions. At the group level, leadership coaching can facilitate collective
reflection, strengthen alignment between individual and organizational goals, and improve team
learning and performance (Balazs, 2023). A growing body of research has shown that coaching
leadership is associated with employee motivation, organizational commitment, learning, well-being,
and performance (Cruz & Kim, 2023). Coaching leadership can strengthen employee commitment
when it is accompanied by organizational self-esteem and a learning-goal orientation (Tang et al.,
2024), and it may link the use of individual strengths with team-level strength utilization in the
workplace (Mikela et al., 2024).

The developmental effects of coaching leadership are also explained through self-regulation and
self-reflection. Employees who can define goals, monitor their behavior, evaluate progress, and
adjust their strategies are more likely to benefit from workplace coaching (Miihlberger et al., 2025).
Self-reflection helps individuals analyze professional experiences, recognize weaknesses, and
transform experience into learning (Greif, 2026). Evidence from education has similarly shown that
mentoring and coaching enhance teachers’ professional development and student engagement
(Geletu, 2026), while peer coaching and clinical supervision can improve professional competency
in blended learning environments (Likia et al., 2026). A meta-analysis also indicated that observation,
continuous feedback, and professional support are important mechanisms through which coaching
improves learning outcomes (Schachter et al., 2025). Similar effects have been reported for academic
self-efficacy and achievement motivation (Elali & Nazari, 2025), the transition from lecturer-centered
teaching to facilitative learning (Eslami & Sheikh, 2025), and faculty development in medical
education (Babazadeh et al., 2023).

Coaching has also demonstrated value in financial decision-making, health behavior, professional
fellowship programs, online career development, and sport. It can improve decision-making and
emotional control in high-pressure occupational settings (Borjalilou et al., 2025), promote health-
related behaviors (Antonacci et al., 2026), and strengthen professional knowledge, confidence, and
skills in fellowship programs (Vossler et al., 2026). Online career coaching may enhance personal
resources, interpersonal relations, self-efficacy, and occupational well-being (Zammitti et al., 2026).
In sport, perceived coaching competency has been linked to the satisfaction of psychological needs
and athlete motivation (Pulido et al., 2026), while coaching behavior can influence performance
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through the coach-athlete relationship and psychological fatigue (Liu et al., 2025). These findings
suggest that coaching can be adapted to diverse professional contexts.

Nevertheless, coaching interventions do not always succeed. Failure may result from limited
readiness, unclear expectations, insufficient trust, weak organizational support, incompatible
evaluation systems, or resistance among managers and employees (Kruger & Terblanche, 2025).
Organizational culture can facilitate or obstruct coaching because it reflects the interaction among
leadership behavior, employee attitudes, psychological characteristics, and institutional structures
(Hashemi et al., 2025). Senior management support, professional maturity, financial resources, and
resistance to change may therefore alter the relationship between coaching leadership and
professional competency development. Although coaching leadership has been widely studied in
education, health, sport, and general business contexts, limited attention has been given to the
intervening conditions that influence its implementation in the Iranian insurance industry.
Accordingly, the present study aimed to identify and explain the intervening factors affecting the
implementation of coaching leadership with a professional competency development approach in
the branches of Kosar Insurance Company in Iran.

Methods and Materials

This applied qualitative study was conducted using grounded theory based on the systematic
approach of Strauss and Corbin. The qualitative design was selected because the phenomenon
under investigation had received limited empirical attention in the organizational context of the
Iranian insurance industry and required an in-depth exploration of participants’ professional
interpretations and experiences. The study population consisted of academic experts in Mazandaran
Province who possessed relevant expertise in human resource management, organizational
behavior, leadership, and professional competency development. Eligibility criteria included holding
the academic rank of associate professor or higher, having at least 10 years of teaching or
managerial experience, and demonstrating scholarly or professional familiarity with the study
variables.

Participants were selected through purposive sampling and snowball sampling. Sampling continued
until theoretical saturation was reached, resulting in the participation of 14 experts. Data were
collected through in-depth semi-structured interviews. The interview guide was developed in
accordance with the six dimensions of the grounded theory paradigm, including causal conditions,
the central phenomenon, contextual conditions, intervening conditions, strategies, and
consequences. Each interview lasted approximately 60 to 90 minutes. Before the interviews, the
purpose of the research was explained to participants, informed consent was obtained, and
permission was requested for audio recording. The recorded interviews were transcribed verbatim.
Data were analyzed through open, axial, and selective coding. During open coding, significant
statements and initial concepts were extracted from the interview transcripts, generating more than
110 primary codes. During axial coding, conceptually related codes were compared and grouped
into broader categories. Selective coding was then used to organize the categories around the core
concept of intervening factors. MAXQDA 2022 was used to facilitate data management, thematic
organization, and the analysis of relationships among categories. Credibility and dependability were
enhanced through member checking, peer review, external auditing, theoretical saturation, and inter-
coder agreement. Agreement between the two coders was calculated at 87%, indicating an
acceptable level of coding consistency.

Findings
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The analysis identified five main axial categories representing the intervening factors affecting the
implementation of coaching leadership: senior management support, human resistance, employees’
professional maturity, financial resources, and the functional nature of intervening factors. These
categories were positioned between the causal conditions and the implementation strategies in the
paradigmatic model and were found to strengthen, weaken, accelerate, or obstruct the
implementation process.

Senior management support emerged as one of the most influential factors. Participants emphasized
that this support should extend beyond verbal endorsement and include formal approval, resource
allocation, modification of performance evaluation systems, provision of organizational time for
coaching sessions, redesign of administrative processes, and recognition of developmental
behaviors. In the absence of genuine senior management commitment, managers at the branch
level were perceived as lacking the authority and institutional support needed to implement coaching
practices consistently.

Human resistance was identified as a major barrier, particularly among middle managers and
experienced employees. Middle managers who had worked for many years within directive and
command-based systems often perceived the coaching role as a threat to their authority,
professional identity, and control over employees. This resistance could appear openly through
disagreement or indirectly through delay, superficial participation, and the transformation of coaching
sessions into formal but ineffective activities. Experienced employees sometimes demonstrated
passive resistance because they believed that their professional experience reduced the need to
learn new approaches.

Employees’ professional maturity was identified as a foundational factor influencing their readiness
to participate in coaching. Professional maturity included psychological readiness, openness to
feedback, willingness to learn, self-awareness, responsibility for development, and recognition of the
value of coaching. Participants stated that experienced employees could become agents of
organizational change when they understood the benefits of coaching. However, experience could
also produce rigidity and a sense of self-sufficiency. Low professional maturity could therefore
prevent the model from achieving its objectives even when managerial and financial support was
available.

Financial resources constituted another intervening factor. Participants referred to the need for initial
investment in coach training, digital systems for recording goals and monitoring progress, incentive
mechanisms, and the allocation of time and administrative support. Although some experts
considered coaching a relatively low-cost intervention that could be implemented using internal
resources, they agreed that inadequate funding could result in fragmented, irregular, or incomplete
implementation.

The final category concerned the interactive and moderating nature of the intervening factors.
Participants described these factors as filters, accelerators, brakes, vital variables, and
interconnected foundations. The findings indicated that the factors did not operate independently.
Senior management support without employee readiness was insufficient, while professional
maturity without organizational opportunity could not be transformed into developmental behavior.
Financial investment without managerial belief could be wasted, and human resistance could
neutralize the positive effects of other conditions.

Discussion and Conclusion

The findings indicate that the implementation of coaching leadership in Kosar Insurance Company
should be understood as a multilevel organizational change rather than as a limited managerial
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training program. Coaching leadership requires alignment among formal structures, managerial
behavior, organizational culture, employee attitudes, and developmental systems. The identification
of senior management support as a central factor demonstrates that branch managers cannot
sustain coaching practices when performance systems, resource allocation, and organizational
priorities continue to reward directive and short-term behavior. Formal commitment must therefore
be translated into policy, time allocation, evaluation criteria, and visible managerial participation.
Human resistance reflects more than unwillingness to change. It may represent uncertainty about
authority, professional status, role expectations, and the consequences of increased employee
autonomy. Managers who associate leadership with control may interpret coaching as a loss of
power. Employees may also interpret feedback and developmental dialogue as disguised
performance appraisal. Resistance should therefore be addressed through transparency,
participation, trust-building, and clear differentiation between coaching and disciplinary evaluation.
Professional maturity explains why employees with similar organizational opportunities may respond
differently to coaching. The effectiveness of coaching depends on employees’ willingness to reflect,
accept feedback, assume responsibility, and experiment with new behaviors. Experience alone does
not guarantee maturity. Experienced employees can either facilitate change by acting as credible
role models or obstruct it by defending established routines. Developmental interventions should
therefore be tailored to readiness levels and should include reflective practice, self-assessment, goal
setting, and practical workplace exercises.

Financial resources are necessary primarily for building implementation capacity. The main costs
include preparing internal coaches, creating monitoring systems, protecting time for coaching
conversations, and developing incentive structures. A cost-effective model may combine internal
coaching, digital documentation, peer learning, and selective use of external expertise. However,
reducing financial costs should not lead to poorly trained coaches or symbolic sessions without
follow-up.

Overall, the study concludes that successful coaching leadership in the branches of Kosar Insurance
Company requires genuine senior management commitment, systematic management of human
resistance, enhancement of employees’ professional maturity, and adequate financial and
technological support. These factors function interactively and should be addressed simultaneously.
A phased, participatory, and context-sensitive implementation strategy can increase the likelihood
that coaching leadership will become an enduring organizational practice and contribute to the
sustainable development of employees’ professional competencies.
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