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Abstract

Coaching is a useful way to develop the skills and abilities of individuals. By coaching, the coach tries to provide
guidance and support to coachee (person being coached) in training and improving the performance of work.

Today, the workplace is the most diverse due to the age range of employees. The presence of employees from
different generations at all levels of the organization has made it important to understand the differences and
similarities of generations in order to successfully implement coaching.

This paper first discusses the issue of generations in the organization and the generational differences affecting
the way coaching is implemented. Then, with consideration and focus on the status of multigenerational
organizations, it offers a model and some suggestions for improving the coaching process.

Keywords: Coaching; Training; Generations; Generational diversity;
Multigenerational organization

Introduction

Coaching is an interactive relationship that helps individuals
identify, direct and fulfill their personal and occupational goals faster
than they can do themselves. Coaching, in addition to enhancing
communication skills, problem solving, teamwork, and individual
empowerment, also lead to the development of core competencies.
Individual leads to the development of core competencies. Coaching is
a continuous process of supporting individuals to keep pace with his
goals and obligations, which means moving forward, overcoming fear,
and enhancing key attributes. In other words, coaching is the art of
facilitating the implementation of activities, the process of learning and
progress of the individual that constantly focuses on the processes of
development.

The needs of people to development and improvement are very
diverse and different. Coaching is a flexible and responsive approach
towards improving individuals and an approach to addressing current
performance deficiencies and enhancing developmental skills of
individuals. Coaching is a way to empower people, so that they feel
calm and helpful, and feel satisfied with reaching their desired
positions. In general, coaching is a careful process that uses deliberate
negotiations to create an environment for the growth of individuals,
targeted actions, and progressive and sustainable development.

The coach's job is to teach one or more skills to a coachee. Like a
coach who teaches the flight. The coach is only responsible for learning
the same skill, apart from that, he has no other responsibility for the
personality of the person, if he has low self-esteem or other problems is
not relevant to the coach.

Despite the fact that coaching is known as an efficient method, there
are still many differences in its definitions. Each expert has provided a
definition of coaching. Some of them are stated below.

o Coaching, is the art of facilitating learning, improving
performance, and discussing the results of the research. Coaching
helps the person to overcome the difficulties he sets out to set goals
according to their aims and values.

« Coaching is a process that leads to learning and improvement, and
as a result, performance improves [1].

o Coaching can be described as an activity related to development
and improvement, which includes the development of professional
and personal skills [2].

o Coaching is the key to increasing talent development and
empowering potential talents, encouraging people to focus on their
strengths, rather than focusing on their weaknesses and faults.
Emphasizing the strengths of individuals reduces the ability to
leave the job and increase productivity and customer satisfaction.
This contrasts with the traditional view that advises people to
identify and resolve their weaknesses [3].

Coaching is an interactive and result-oriented process aimed at
facilitating conditions for individual growth, self-improvement and
self-centered learning, and at a deeper level, increasing empowerment
in problem solving and improving self-esteem in a person.

With this view, coaching, while focusing on challenges ahead,
emphases on goals and tries to help individuals achieve faster and
better results by providing the necessary support. The skills of
establishing a constructive relationship, effective listening, effective
questioning and facilitating the process of determining goal-oriented
goals are merits that distinguish a successful coach. In simple terms,
coaching is helping a person to come up with an appropriate solution
to a problem without giving the solution by coach. The process is based
on the principle that the person facing the challenge is the best option
that can solve the problem, perhaps it is enough to help him to look at
the subject in all its aspects and from different angles. In summary,
coaching is a process in which the first person in the role of coach
provides the second person's learning field to improve his performance
and career success by developing key capabilities such as problem-
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solving skills, so that the second person can then independently taking
advantage of those capabilities to create the conditions for his success.

The main features of coaching activities agreed upon by most
professional coaches are:

o Include individual and organizational goals.

o Give people feedback on their strengths and weaknesses.

« Focuses on improving performance and individual skills.

o Based on the assumption that people are self-conscious, or they
can achieve self-awareness.

e A coach is not limited to human resource development and is used
in many other areas.

e A coach focuses on the strengths of individuals and seeks to
identify potentials of individuals.

The Importance of Coaching

Nowadays, most of the trainings in organizations are compact and
short. For this reason, the importance of coaching on the job is felt
more. Due to this compact nature of the programs, employees alone
cannot apply new skills in complex and diverse environments.
Assistance in the job includes job coaching for skills needed and advice
for long-term development and job requirements. Coaching in
designing and implementing the program helps participants to develop
new skills [4].

Learning outcomes will quickly go away if the skills learned are not
transferred in the short term. In this regard, coaching in the job can
help identify workplace opportunities for the wuse of skills.
Organizations are constantly affected by the pressure of change. The
ability to learn and adapt to the environment is one of the important
skills that employees must have. Hence, coaching is an effective way of
helping people make major changes to the workplace. Coaching
supports different learning styles, which provide more support to staff
than traditional teaching methods. Improvement needs vary from
person to person, and in small organizations there are not many people
with specific skills and needs for improvement. In such cases, coaching
can be a good way to improve, which can emphasize on individual
improvement.

Some of the reasons for the importance of coaching can be
summarized as follows:

o Increasing the complexity of the environment, resulting in
increased work problems and challenges.

« Fixed capabilities of people inadequate in responding to a dynamic
and diverse environment.

o The expansion of service sectors in businesses and the creation of
diverse working conditions, and the importance of paying
attention to continuous improvement in the quality of processes.

¢« Need to immediately benefit from learning from work
environment experiences to achieve optimal performance.

o Increase the importance of knowledge management and the
transfer of tacit knowledge to employees during business processes.

o The growing tendency of employees to grow and develop their
capabilities in their desirable career paths and the need for diverse
ways to increase their knowledge and professional skills.

Multiple Generations in Today’s Organizations

They defined generation for the first time, as a group of people who
were born and grown at certain times, and in similar social and
historical conditions [5]. From a sociological point of view, age cohorts
are considered as generations that have common experiences and
interests, and are aware of these experiences and interests. In another
definition, the generation is defined as a specific group of people who
share with each other in cases such as year of birth, age, place, and
important events they experienced in the critical stages of their lives
[6]. Different generations have different values and characteristics
based on different experiences of their lives.

From the point of view of the organizations and their related issues,
it can easily be verified that one of the important features of today's
organizations is the existence of a workforce belonging to different
generations. In organizations, employees from different generations
are working together. This is so widespread that one can
simultaneously see the activity of young people in the workplace with
older people who are their parents [7]. One of the most important
factors in creating the diversity and difference in the workforce of
today's organizations is the existence of this combination of
workforces. This generational diversity can also promote creativity and
innovation among employees, but, on the other hand, generation
differences between employees may lead to negative organizational
results such as conflicts. For this reason, today special attention is paid
to generational relations and the development of related human
resources strategies in leading organizations.

Intergenerational Differences Affecting Coaching

If the multigenerational workforce viewed from the point of view of
coaching, companies can adopt an approach in which all the different
coaches are grouped together and trained in a similar way. Another
approach is to consider a multiple learning approach in which the
coaching is designed and built based on the communication styles and
motivations of generational cohorts. A prerequisite for adopting a
second approach is the exact recognition of intergenerational
differences, some of which are mentioned below.

Difference in learning styles

Older generation prefer traditional classrooms, along with a
professor, with paper-based education, while the newer generation
would place more emphasis on development in general, and prefer
independent learning, often with the use of computer or Internet
education.

Difference in performance management styles

Individuals of different generations may be interested in being
managed in a variety of ways. Newer generations prefer to trust them
for independent work rather than autocratic leadership, they need
urgent and frequent feedback, tend to enjoy work and provide social
opportunities in their work. While older generations may be more
inclined to recognize their experiences, their time to give the
organization and their performance by the organization.

Difference in technology literacy

Newer generations are more comfortable and skilled with new
technologies. They use more media and technology to complete their
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works than previous generations. Compared to previous generations,
they tend to have more works simultaneously [8-10].

Difference in communication methods

The desire of new generations to communicate with others through
new communication media such as email and social media is more
than the previous generations. All generations still value the traditional
face-to-face interactions, but new generations feel less need for it
[11,12].

Difference in need for guidance

New generations need more guidance and direction from their
leaders and coaches [10].

Difference in opportunities for progress

New generations attach more importance to career advancement
opportunities and are willing to upgrade faster [13-15].

Difference in position in the organization

New generations place more stress and emphasis on job positioning
[16].

Difference in education, growth and development

New generations at the workplace, have more emphasis on lifelong
learning and personal development than older generations [11,17,18].

Thus, since generational differences exist in each organization, it is
important to identify workforce styles and their learning preferences
before providing coaching.

Coaching Challenges in Multigenerational
Organizations

Multigenerational organizations, force coaches to do coaching
someone older in the age of their parent or grandparent, or someone
younger in the age of their child or grandchild. This will be led to a
multigenerational gap and highlight the generational differences and
in turn makes coaching in such organizations face serious challenges.

Rekalde et al. [19] identify the top three factors with the most
impact on coaching effectiveness include factors associated with the
coach (Do they create trust with their coachee? Do they have solid
management communication skills? What's their commitment to the
individual coachee and the organization? Can they motivate?), with
the coachee behavior (How motivated is the coachee to learn and
change? How committed is the coachee to their development and do
they feel responsible for it?), and with the coach-coachee relationship
(Is there trust? Is it confidential? Respectful? Authentic?).

One of these challenges is the coach from one generation and the
coachee from another generation. This may be difficult even for the
best coaches, because they should be concerned about the impact of
beliefs, expectations, and behaviors held by all generations in their
workforce. In such a situation, communication obstacles and cultural
barriers between generations may prevent different generations to
coach for each other. In order to succeed, it is necessary for coach to
have specific abilities depending on the case, in addition to general
characteristics of the coaches described in the previous sections.

The coach from older generation - The coachee from younger
generation

In an analyze of the relationship between age and Responsiveness,
Self-reflection, Non defensiveness, and Degree of Change, as judged by
organizational stakeholders, executives between the ages of 30-39
exhibit lower levels of self-reflection and a lower degree of observed
behavior change than those executives between ages 40-49 and 50-59
[20].

The results of this research and similar researches indicate that in
the coaching process, when a person from an older generation coaches
a person from newer generation, this stereotype may arise to consider
their coachee s to be lazy. If an older coach, based on such stereotypes,
make assumptions about a younger coachee, the amount of recognition
considered by him may not be very significant. The focus should be on
the individual and not on the age. This problem can be overcome by
linking generations and recognizing the values and experiences of each
generation.

De Haan et al. [21] suggest that in a strong coach-coachee
relationship, effective tasks and goals may be more influential than
bonding. Matching based on personalities might not be as necessary or
effective for coaching outcomes as you might like to think. Instead,
coaches need to look less at stereotypical generational differences and
more at personal-level differences in maturity, experience, and age
[21].

Also younger coachee s should be taken seriously and respectful of
their brief experience. If they feel they have not been taken seriously by
the coach, they will probably not take the coach seriously. Although
these coachee s have less experience than older people, they have other
benefits from many other aspects. There are many ways to fertilize
their abilities, and this is the responsibility of coach to find this
pathway to help each coachee adopt the appropriate method.

The coach from younger generation - The coachee from older
generation

It can be worrying to coach people who are older, especially if the
age gap is significant.

Younger generations may look at older generations, such as overly
cautious or obsessive people. Under these circumstances, it's unlikely
that a young person can coach an older person, well and comfort. This
challenge can be overcome by removing previous stereotypes of
thinking, opening minds to see them as they really are.

Also the coach should attract coachee 's trust by demonstrating his
self-confidence and modesty. Trust is incredibly important in a
coaching relationship. If someone feels you lack either confidence or
modesty, they may be less willing to trust you as their coach, and
therefore, may make no progress or may decide to end the coaching
process.

Also the coach should establish his expertise and credibility. Some
elderly people who have had many years of experience may feel that
young people are not reliable because do not have a lot of experience.
So the coach should try harder to show his expertise.

Coaching Process

Although various coaching processes are suggested in the literature,
a step-by-step approach for coaching with regard to generation
differences in the organization can be presented as follows.
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Targeting

Both parties will find out what the purpose of coaching is. Coachee
's awareness of the need for a coach is an important part of this stage.
Of course, the coach can help in creating this awareness.

Confidence creation

Understanding the characteristics of different generations, employee
needs assessment and multigenerational evaluation is down at this
stage. Then there are actions be taken to ensure that both parties find a
positive view of each other, achieving the compatibility of each other's
values, interact and evaluate one another, and believe that this
interaction and affiliation will be beneficial.

Data collection and detection

Identify strengths and recoveries using available data (e.g.
performance appraisal results).

Planning and implementation

Review, plan, and implementation of options and actions that
improve performance. Also, the criteria for defining the progress and
success of the work are determined.

Evaluation

Continuously evaluates the implementation process and the whole
process and improve.

Coaching Implementation in Multigenerational
Organizations

What can be mentioned as a contribution of this paper is the
suggestion of a suitable coaching approach in the implementation stage
(the 4th step of the above) that takes into account generational
differences.

If the coach from older generation and the coachee from younger
generation, it is better to apply the coaching approach to "directive or
push approach”, in which coaching behaviors are such that the coach
solves the problem directly or implicitly for the individual. The direct
coaching approach is more appropriate for when the speed of
achieving the result is very important or there are no opportunities for
risk taking. Also when the coachee has neither the interest nor the
capability to solve the problem, this approach will be useful.
Continuous and long-term use of a direct approach can limit the
innovation and capabilities of coachee. It also may create an
impression that the coach always recognizes and act correctly, raises
the possibility of mistakes due to low participation of others in
decision making, and finally, do not create a sense of commitment and
ownership of decisions by others.

If the coach is from younger generation and the coachee is from
older generation, it is better to apply the coaching approach to " non-
directive or pull approach". In this approach, the coach acts indirectly
and with the creation of conditions, so that the coachee can solve the
problem by himself. The coach spends only about 20% of the time
directly and one-sidedly, and spends the rest of the time actively
listening, exploring and guiding questions, summarizing comments,
and correcting the perceptions and systematic observation of the
other's behaviors. Hence, the main point in the indirect approach is the

use of indirect methods of communication for the development of the
coachee 's learning and development. The indirect coaching approach
is more appropriate for individuals who assume to have the basic
knowledge and experience to progress. In this situation, coach can give
them the opportunity to create an idea of ownership, give them the
opportunity to learn solutions so that they can use these solutions in
other situations, give them a sense of success, and finally encourage
individuals to find confidence for finding solutions.

It should be noted that these two approaches form a two-
dimensional spectrum. Depending on the circumstances, it is possible
to use approaches taken between these two.

Conclusion

Generation is a factor that causes many differences in human
resources of organizations. Each generation has its own view on life
and priorities. Younger generations are less committed to the existing
social order and are more prone to change in this system. In contrast,
older generations are more conservative and maintain a social order
and have a stronger link with traditional values and norms. This factor
has a profound effect on how to use coaching in organizations as well
as its success.

On the other hand, it is necessary that managers at all levels of the
organization engage in the coaching of their employees from different
generations. Thus, there are challenges for coaching younger and older
coachee s. A coach can overcome these challenges with proper
attitudes and ignore many stereotypes about the older generations and
the younger generations.

Managers now need to know what factors affect productivity and
how their effects can be coached. Managers as coach should be able to
put individual goals in line with the organizational strategy. This will
be down by emphasizing their strengths in responsibility for growth,
progress, increasing their ability to learning and achieve talents, and
thus increase their productivity.

References

1. Beres ] (2010) Examining Mentoring Relationships within the Sport
Management Academy: perspectives of mentors and protégés. Electronic
Theses and Dissertations.

2. Walker-Fraser A (2011) Coaching and the link to organizational
performance: an HR perspective on how to demonstrate return on
investment. Development and Learning in Organizations: An
International Journal 25: 8-10.

3. Baker A (2009) Talent Management. Training journal, 25.

4.  Wang L, Wentling T (2001) The relationship between distance coaching
and transfer of training. Paper presented at The Academy of Human
Resource Development, Tulsa, Oklahoma.

5. Gibson JW, Greenwood RA, Murphy EF (2009) Generational Differences
in the Workplace: Personal Values, Behaviors, and Popular Beliefs.
Journal of Diversity Management 4: 1-7.

6.  Kupperschmidt B (2000) Multigenerational employees: strategies for
effective management. Health Care Manager 19: 65-76.

7. Zemke R, Raines C, Filipczak B (2000) Generations at Work: Managing
the Clash of Veterans, Boomers, Xers, and Nexters in your Workplace.
Amacom Books, New York.

8. Reisenwitz TH, Iyer R (2009) Differences in generation X and generation
Y: Implications for the organization and marketers. The Marketing
Management Journal 19: 91-103.

9. Carrier LM, Cheever Na, Rosen LD, Benitez S, Chang ] (2009)
Multitasking across generations: Multitasking choices and difficulty

Bus Eco J, an open access journal
ISSN: 2151-6219

Volume 10 « Issue 1 « 1000388


https://scholar.uwindsor.ca/etd/252/
https://scholar.uwindsor.ca/etd/252/
https://scholar.uwindsor.ca/etd/252/
https://doi.org/10.1108/14777281111147035
https://doi.org/10.1108/14777281111147035
https://doi.org/10.1108/14777281111147035
https://doi.org/10.1108/14777281111147035
https://sites.google.com/site/reyty1/2001Proceedings.pdf
https://sites.google.com/site/reyty1/2001Proceedings.pdf
https://sites.google.com/site/reyty1/2001Proceedings.pdf
https://doi.org/10.19030/jdm.v4i3.4959
https://doi.org/10.19030/jdm.v4i3.4959
https://doi.org/10.19030/jdm.v4i3.4959
http://dx.doi.org/10.1097/00126450-200019010-00011
http://dx.doi.org/10.1097/00126450-200019010-00011
https://dl.acm.org/citation.cfm?id=1407588
https://dl.acm.org/citation.cfm?id=1407588
https://dl.acm.org/citation.cfm?id=1407588
http://www.mmaglobal.org/publications/MMJ/MMJ-Issues/2009-Fall/MMJ-2009-Fall-Vol19-Issue2-Complete.pdf
http://www.mmaglobal.org/publications/MMJ/MMJ-Issues/2009-Fall/MMJ-2009-Fall-Vol19-Issue2-Complete.pdf
http://www.mmaglobal.org/publications/MMJ/MMJ-Issues/2009-Fall/MMJ-2009-Fall-Vol19-Issue2-Complete.pdf
http://dx.doi.org/10.1016/j.chb.2008.10.012
http://dx.doi.org/10.1016/j.chb.2008.10.012

Citation:

Saraf ARA (2019) Coaching in Multi-Generational Organizations. Bus Eco J 10: 388. d0i:10.4172/2151-6219.1000388

Page 5 of 5

10.

11.

12.

13.

14.

15.

ratings in three generations of Americans. Computers in Human
Behavior 25: 483-489.

Gursoy D, Chi CGQ, Karadag E (2013) Generational differences in work
values and attitudes among frontline and service contact employees.
International Journal of Hospitality Management 32: 40-48.

Lester SW, Standifer RL, Schultz NJ, Windsor JM (2012) Actual versus
perceived generational differences at work: an empirical examination.
Journal of Leadership & Organizational Studies 19: 341-354.

Haeger DL, Lingham T (2014) A trend toward Work-Life Fusion: A
multi-generational shift in technology use at work. Technological
Forecasting and Social Change 89: 316-325.

Smola KW, Sutton CD (2002) Generational differences: revisiting
generational work values for the new millennium. Journal of
Organizational Behavior 23: 363-382.

Leschinsky RM, Michael JH (2004) Motivators and desired company
values of wood products industry employees: investigating generational
differences. Forest Products Journal 54: 9-34.

Wong M, Gardiner E, Lang W, Coulon L (2008) Generational differences
in personality and motivation: Do they exist and what are the
implications for the workplace? Journal of Managerial Psychology 23:
878-890.

16.

17.

18.

19.

20.

21.

Cennamo L, Gardner D (2008) Generational differences in work values,
outcomes and person-organization values fit. Journal of Managerial
Psychology 23: 891-906.

DAmato A, Herzfeldt R (2008) Learning orientation, organizational
commitment and talent retention across generations: A study of
European managers. Journal of Managerial Psychology 23: 929-953.
Roongrerngsuke S, Liefooghe A (2013) Attracting gold-collar workers:
comparing organizational attractiveness and work-related values across
generations in China, India and Thailand. Asia Pacific Business Review
19: 337-355.

Rekalde I, Landeta J, Albizu E (2015) Determining factors in the
effectiveness of executive coaching as a management development tool.
Management Decision 53: 1677-1697.

Tamir LM, Finfer LA (2016) Executive coaching: The age factor.
Consulting Psychology Journal: Practice and Research 68: 313-325.

De Haan E, Grant AM, Burger Y, Eriksson PO (2016) A large-scale study
of executive and workplace coaching: The relative contributions of
relationship, personality match, and self-efficacy. Consulting Psychology
Journal: Practice and Research 68: 189-207.

Bus Eco ], an open access journal
ISSN: 2151-6219

Volume 10 « Issue 1 « 1000388


http://dx.doi.org/10.1016/j.chb.2008.10.012
http://dx.doi.org/10.1016/j.chb.2008.10.012
http://dx.doi.org/10.1016/j.ijhm.2012.04.002
http://dx.doi.org/10.1016/j.ijhm.2012.04.002
http://dx.doi.org/10.1016/j.ijhm.2012.04.002
https://doi.org/10.1177/1548051812442747
https://doi.org/10.1177/1548051812442747
https://doi.org/10.1177/1548051812442747
http://dx.doi.org/10.1016/j.techfore.2014.08.009
http://dx.doi.org/10.1016/j.techfore.2014.08.009
http://dx.doi.org/10.1016/j.techfore.2014.08.009
https://doi.org/10.1002/job.147
https://doi.org/10.1002/job.147
https://doi.org/10.1002/job.147
https://www.researchgate.net/publication/292666602_Motivators_and_desired_company_values_of_wood_products_industry_employees_Investigating_generational_differences
https://www.researchgate.net/publication/292666602_Motivators_and_desired_company_values_of_wood_products_industry_employees_Investigating_generational_differences
https://www.researchgate.net/publication/292666602_Motivators_and_desired_company_values_of_wood_products_industry_employees_Investigating_generational_differences
https://doi.org/10.1108/02683940810904376
https://doi.org/10.1108/02683940810904376
https://doi.org/10.1108/02683940810904376
https://doi.org/10.1108/02683940810904376
https://doi.org/10.1108/02683940810904385
https://doi.org/10.1108/02683940810904385
https://doi.org/10.1108/02683940810904385
https://doi.org/10.1108/02683940810904402
https://doi.org/10.1108/02683940810904402
https://doi.org/10.1108/02683940810904402
https://doi.org/10.1080/13602381.2012.747784
https://doi.org/10.1080/13602381.2012.747784
https://doi.org/10.1080/13602381.2012.747784
https://doi.org/10.1080/13602381.2012.747784
https://doi.org/10.1108/MD-12-2014-0666
https://doi.org/10.1108/MD-12-2014-0666
https://doi.org/10.1108/MD-12-2014-0666
http://dx.doi.org/10.1037/cpb0000069
http://dx.doi.org/10.1037/cpb0000069
http://www.yvonneburger.nl/files/artikel_de_haan,_grant,_burger,_eriksson3427.pdf
http://www.yvonneburger.nl/files/artikel_de_haan,_grant,_burger,_eriksson3427.pdf
http://www.yvonneburger.nl/files/artikel_de_haan,_grant,_burger,_eriksson3427.pdf
http://www.yvonneburger.nl/files/artikel_de_haan,_grant,_burger,_eriksson3427.pdf

	Contents
	Coaching in Multi-Generational Organizations
	Abstract
	Keywords:
	Introduction
	The Importance of Coaching
	Multiple Generations in Today’s Organizations
	Intergenerational Differences Affecting Coaching
	Difference in learning styles
	Difference in performance management styles
	Difference in technology literacy
	Difference in communication methods
	Difference in need for guidance
	Difference in opportunities for progress
	Difference in position in the organization
	Difference in education, growth and development

	Coaching Challenges in Multigenerational Organizations
	The coach from older generation - The coachee from younger generation
	The coach from younger generation - The coachee from older generation


	Coaching Process
	Targeting
	Confidence creation
	Data collection and detection
	Planning and implementation
	Evaluation

	Coaching Implementation in Multigenerational Organizations
	Conclusion
	References


