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Abstract

This study aimed to develop and explain a comprehensive, context-specific model of the skills required for
managers to effectively perform the role of coach in the Ministry of Energy. This applied qualitative study
was conducted within an interpretivist paradigm using thematic analysis. Participants included senior and
middle managers in the electricity industry, experts in human resource management and organizational
development, and university faculty members specializing in coaching and organizational behavior.
Participants were selected through purposive sampling using snowball and maximum-variation strategies.
Data collection continued until theoretical saturation was achieved after 16 in-depth semi-structured
interviews. The interview data were analyzed using Braun and Clarke’s six-phase thematic analysis
procedure with the assistance of MAXQDA software. To enhance the credibility and trustworthiness of the
findings, Lincoln and Guba’s criteria were applied through participant checking, peer debriefing,
confirmability procedures, and inter-coder reliability assessment. Agreement between the two coders was
84%, indicating an acceptable level of analytical reliability. The thematic analysis identified seven
interrelated organizing themes constituting the manager-as-coach skills model: effective communication,
purposeful questioning, employee development and empowerment, conscious feedback, employee
development and learning, emotional intelligence, and a culture of learning and innovation. Effective
communication provided the foundation for trust-based relationships and constructive dialogue, whereas
purposeful questioning encouraged employees to reflect, identify problems, and independently generate
solutions. Employee empowerment facilitated the realization of individual capacities, while conscious
feedback supported performance improvement and continuous learning. Employee development and
learning promoted sustained professional growth, and emotional intelligence strengthened the
management of interpersonal relationships, emotions, and conflicts. Furthermore, a culture of learning and
innovation emerged as the organizational context required for the sustainable implementation of
managerial coaching. Effective performance of the manager-as-coach role in the Ministry of Energy
requires an integrated combination of communicative, cognitive, developmental, emotional, and cultural
competencies rather than isolated coaching techniques. The proposed model provides a practical
framework for shifting from control-oriented toward development-oriented management and can inform
managerial training and development programs, employee empowerment initiatives, leadership
development systems, and the institutionalization of coaching, learning, and innovation cultures in the
Ministry of Energy and other public-sector organizations.

Keywords: Manager as coach, managerial coaching, managerial skills, employee development, Ministry
of Energy, thematic analysis.
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Contemporary organizations operate in increasingly complex, uncertain, and knowledge-intensive
environments in which traditional command-and-control approaches are often insufficient for
sustaining employee development and organizational adaptability. As employees become more
professionally mature and organizational work increasingly depends on expertise, problem solving,
learning, and collaboration, managers are expected to move beyond supervision and performance
control toward facilitating employees’ growth and self-development. Within this transformation,
managerial coaching has emerged as an important human resource development approach through
which managers support learning, reflection, autonomy, and improved performance in everyday
workplace interactions (Alvani & Khodami, 2017). The concept of the manager as coach reflects this
transition by redefining the manager from a provider of instructions and ready-made answers into a
facilitator who helps employees think, learn, identify alternatives, and develop their own solutions
(Ibarra & Scoular, 2019). Accordingly, workplace coaching has increasingly been conceptualized as
a relational and developmental process embedded in high-quality conversations and everyday
organizational practices rather than merely as a discrete developmental intervention (Grant, 2017,
2024).

Managerial coaching involves a range of behaviors and competencies, including active listening,
effective communication, purposeful questioning, developmental feedback, empowerment, and
facilitation of learning. Evidence indicates that managers’ coaching behaviors are shaped not only
by technical skills but also by the beliefs through which managers understand employees’
developmental potential and their own managerial responsibilities (Adele & Ellinger, 2024).
Longitudinal evidence has further demonstrated the predictive relevance of managerial coaching
behaviors for meaningful employee outcomes, supporting the treatment of coaching as a substantive
managerial competency rather than a peripheral activity (Stone et al., 2024). Coaching skills have
also been associated with job engagement (Vahedi et al., 2024), employee commitment through
personal learning (Park et al., 2021), continuous learning and performance (Budhiraja, 2023),
psychological empowerment and creative performance (Hwang et al., 2023), and employee
outcomes operating through discrete emotional mechanisms (Liu et al.,, 2024). These findings
suggest that effective managerial coaching simultaneously involves relational, cognitive,
developmental, and emotional processes.

Nevertheless, coaching relationships occur within formal organizational hierarchies. Managers
possess legitimate authority over employees, and unequal power relations can influence how
developmental conversations, feedback, and coaching behaviors are interpreted. If managerial
authority is not appropriately managed, apparently supportive coaching behaviors may be
experienced as mechanisms of evaluation or control rather than development (Ben-Hador, 2024).
Consequently, effective managerial coaching requires a relationship characterized by trust,
psychological safety, respectful dialogue, and sensitivity to employees’ experiences. Practical
approaches to coaching likewise emphasize listening, questioning, reflection, feedback, and
employee ownership of problem solving as central components of effective coaching practice (Jouzi
& Yousefi, 2023; Rogers, 2021).

The sustainability of managerial coaching also depends on organizational context. Managerial
coaching can contribute to organizational learning when managers strategically facilitate employee
development and embed learning within everyday work (Ellinger & Ellinger, 2021). A genuine
coaching culture therefore requires coaching principles to become integrated into managerial
relationships, routines, expectations, and organizational systems rather than remaining isolated
behaviors practiced by individual managers (Milner et al., 2020). This issue is particularly important
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in public organizations, where bureaucracy, formal regulations, hierarchical structures, accountability
requirements, and administrative constraints may create distinctive conditions for managerial
coaching (Ahmad et al., 2023). Iranian research has similarly shown that the manager-as-coach role
in the public sector depends on interacting individual and organizational conditions (Ahmadzadeh et
al., 2017), while coaching-oriented leadership emerges through multiple interrelated managerial and
structural factors (Arefnejad et al., 2024).

A growing body of Iranian research has emphasized the need for context-sensitive coaching models.
Organizational coaching models developed for Iranian public organizations have highlighted
individual, structural, cultural, and managerial dimensions (Dastgerdi et al., 2021), while interactive
coaching has emphasized learning, participation, and developmental interaction (Rashidzadeh Davan
et al., 2022). Employee performance coaching and teamwork coaching models have likewise
demonstrated the multilevel and systemic character of coaching in public organizations (Ghaffari et
al., 2021; Ghaffari et al.,, 2025). Research on team-building coaching in knowledge-based
organizations has further highlighted the multiple supportive, facilitating, challenging, mentoring,
coordinating, and guiding functions performed through coaching (Eftekhar et al., 2025). Evidence that
organizational coaching training can improve managerial performance also indicates that coaching
competencies are developable through systematic interventions (Shahmohammadi et al., 2024), while
coaching may help managers address employee career plateauing by creating new opportunities for
professional growth (Khoshvaghti & Jafarzadeh, 2021).

Context-specific models have also been developed in Iranian industries. Studies in the petrochemical
sector (Farhadi, 2020), the oil industry (Zoghi, 2019), and the National Iranian Oil Company (Sotoudeh
et al., 2019) indicate that managerial coaching competencies should be interpreted in relation to the
particular organizational environment in which managers operate. Particularly relevant to the present
study, research on regional electricity companies has emphasized the importance of establishing an
appropriate coaching culture (Khazaei-Asl, 2020). However, a specific, integrated model identifying
the principal skills required by managers to perform effectively as coaches within the Ministry of
Energy remains insufficiently developed. Therefore, the present study aimed to design and
conceptually explain a context-specific model of manager-as-coach skills in the Ministry of Energy.

Materials and Methods

This study was applied in purpose and qualitative in approach and was conducted within an
interpretivist paradigm using thematic analysis. The research population consisted of senior and
middle managers from the electricity industry within the Ministry of Energy, specialists in human
resource management and organizational development, and university faculty members with
expertise in coaching and organizational behavior. Participants were selected purposively using
snowball and maximum-variation sampling strategies to obtain diverse professional and academic
perspectives relevant to managerial coaching.

Data were collected through in-depth semi-structured interviews. The interview format provided a
common thematic framework while allowing the researchers to explore participants’ experiences,
perceptions, and interpretations in greater depth through follow-up questions. Data collection
continued until theoretical saturation was achieved. Saturation was reached after the fifteenth and
sixteenth interviews, when additional interviews no longer generated substantively new themes.
Accordingly, the final sample consisted of 16 participants.

All interviews were transcribed and analyzed using the six-phase thematic analysis process.
Interview transcripts were repeatedly reviewed, initial meaningful units were identified, and
preliminary codes were generated through line-by-line analysis. Conceptually similar codes were
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then grouped into basic themes, after which related basic themes were integrated into higher-order
organizing themes. The organizing themes were subsequently synthesized into the overarching
conceptual model of manager-as-coach skills. MAXQDA software was used to facilitate qualitative
data management and analysis. Trustworthiness was enhanced through participant checking, peer
review of the analytical process, attention to credibility, transferability, dependability, and
confirmability, and assessment of inter-coder reliability. Agreement between the two coders was
calculated at 84%, indicating an acceptable level of consistency in the coding and thematic analysis
process.

Findings

Analysis of the interview data produced a multidimensional model comprising seven organizing
themes: effective communication, purposeful questioning, employee development and
empowerment, conscious feedback, employee development and learning, emotional intelligence,
and a learning and innovation culture.

Effective communication consisted of active listening, clarity in message transmission, empathy,
trust building, and two-way interaction. Participants described communication as the relational
foundation of managerial coaching because constructive coaching interactions depended on
employees feeling heard, understood, and psychologically safe in expressing ideas and concerns.
Purposeful questioning comprised deep questions, guiding questions, problem discovery,
clarification of ambiguity, and stimulation of employee thinking. Rather than immediately supplying
solutions, managers acting as coaches were expected to use questions to encourage employees to
analyze problems and independently identify potential solutions.

Employee development and empowerment included empowerment, support for individual growth,
delegation of responsibility, strengthening self-confidence, and identification of employee capacities.
The analysis indicated that managers acting as coaches viewed employees as developable human
resources rather than merely task performers and deliberately created opportunities through which
their abilities could emerge and grow.

Conscious feedback included constructive and timely feedback, feedback based on adequate
knowledge of the employee, performance correction, and reinforcement of strengths. Effective
feedback was characterized as developmental rather than punitive and as a mechanism for
improving performance while supporting learning and motivation.

Employee development and learning encompassed continuous learning, openness to learning,
transfer of experience, professional development, and learning through practice. Participants
emphasized that managerial coaching should integrate employee learning into routine work rather
than restrict development to formal educational programs.

Emotional intelligence included self-awareness, self-control, empathy, conflict management, and
understanding the emotions of others. These competencies enabled managers to regulate their
responses, understand employees more accurately, manage interpersonal tensions, and maintain
constructive coaching relationships.

Finally, learning and innovation culture comprised support for learning, acceptance of new ideas,
facilitation of creativity, collective learning, and openness to change. Participants indicated that
managerial coaching could not be sustained solely through individual managerial competence; it
also required an organizational environment in which experimentation, learning, knowledge
exchange, and innovation were actively supported.

Discussion and Conclusion
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The findings demonstrate that the manager-as-coach role in the Ministry of Energy is fundamentally
multidimensional. Effective managerial coaching cannot be reduced to communication techniques
or occasional developmental conversations. Instead, it represents an integrated configuration of
relational, cognitive, developmental, emotional, and cultural competencies. Effective communication
creates the relational foundation of coaching, while emotional intelligence enables managers to
maintain that relationship under conditions involving pressure, disagreement, or emotional
complexity. Purposeful questioning and conscious feedback function as core mechanisms through
which managers stimulate reflection, improve self-awareness, and support independent problem
solving.

Employee development and empowerment, together with continuous development and learning,
represent the developmental orientation of the model. These themes indicate that a manager acting
as a coach is concerned not only with immediate task accomplishment but also with the progressive
expansion of employee competence, confidence, responsibility, and professional capacity.
Delegation therefore becomes a developmental mechanism rather than merely a means of
distributing workload, while workplace challenges become potential learning opportunities.

The identification of a learning and innovation culture is particularly important because it extends the
model beyond individual managerial behavior. A manager may possess strong communication,
guestioning, feedback, and emotional skills, yet the effects of these competencies are likely to remain
limited if the surrounding organization discourages dialogue, experimentation, employee
participation, or learning from mistakes. Managerial coaching should therefore be understood as
both an individual managerial capability and an organizationally embedded developmental practice.
Taken together, the seven themes provide an integrated framework for transforming managerial
relationships within the Ministry of Energy from predominantly control-oriented interactions toward
development-oriented management. The model suggests that successful institutionalization of the
manager-as-coach role requires simultaneous investment in individual managerial competencies
and organizational conditions that support learning, participation, trust, and innovation. The proposed
model can therefore serve as a conceptual foundation for managerial competency frameworks,
leadership development initiatives, coaching training programs, succession planning, performance-
management systems, and broader human resource development policies within the Ministry of
Energy. More broadly, it offers a context-sensitive framework for strengthening developmental
management practices in public-sector organizations characterized by technical complexity, formal
structures, and substantial human-capital requirements.
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