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Abstract

Purpose –The paper is practitioner-focusedwith amanager-as-coach applying experiential learning to aid an
employee’s learning and improve performance as well as helping to build employee commitment to both the job
and organization. Reciprocity is intended as the learning and commitment of both the employee and manager
are enhanced.
Design/methodology/approach –As a conceptual, not empirical, paper, the present study aimed at guiding
manager behavior the methodology aims to examine the areas of manager-as-coach, efficacy of coaching,
theoretical grounding of employee commitment and experiential learning processes. Study and coordination of
information in these areas provided support for a detailed action plan for practical application.
Findings – It is possible to create a research results–driven practical guide/action plan for managers. The
guide incorporates manager skills and commitment theory (investment) along with an experiential learning
approach aimed at improving employee growth and building commitment.
Practical implications –There is clear evidence in empirical research that employee commitment positively
relates to work performance, job engagement and job retention. This paper applies investment theory to build
commitment as it is based on actual inputs and efforts of the employee.
Originality/value –There is very little research currently available that directly addressesmanager-as-coach
deliberately working to increase or build employee commitment to job, organization or the manager her/
himself. This essay aims directly at how commitment may be enhanced.

Keywords Commitment, Experiential learning, Coaching, Action guide, Investment theory

Paper type Conceptual paper

Introduction
This conceptual paper targets the manager-as-coach who makes use of experiential learning
methods to aid the employee to improve performance, develop greater commitment to the
organization and reinforce employee career prospects. Today, with flatter organizations and
growing interest in manager-as-coach, employees need career development opportunities.
Coaching can assist in developing learning, skills, and experience (Ghosh et al., 2015).
Coaching to assist employee learning is clearly related to individual development, work
performance and career opportunities.
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There is increasing interest in the role and functioning of manager-as-coach. In the past
20 years there have been hundreds of empirical and theoretical articles published on the
subject of manager-as-coach. This output is in addition to a large body of research and
opinion regarding full-time external or professional coaches and internal organizational
coaches whose sole responsibility is coaching individuals or teams.

As McCarthy and Milner (2020) point out coaching is gaining in popularity worldwide in
both organizations and in academia. They assert that coaching has become a management
discipline that influences employee development and organizational performance.
Reinforcing this assertion, Jones et al. (2016) conclude that organizations are moving away
from authoritarianmanagement and top-down command and control styles and are replacing
them with managerial coaching that offers a framework for building trust and mutual
support. Fatien andOtter (2015) assert that coaching bymanagers is rapidly increasing. They
attribute this growth to expectations that managers will facilitate learning and development,
the shift in employee development from a central HumanResource (HR) function tomanagers
and growing recognition that managerial coaching does, in fact, result in positive learning
and development.

Woo (2017) found that managerial coaching helps to create deeper levels of trust and
employee commitment to the organization. In many organizations expectations exist for
managers thatmake the role of coaching commonplace, thus reflecting shifts in responsibility
for employee development.

The conceptual and practice-based information included in this work contributes to the
coaching, management and human resources literature to include: (1) coaching for
performance improvement (knowledge, skills and motivation) and job engagement, (2) a
detailed review of critical factors associated with employee commitment and (3) a
practitioner-based model (action plan) for enhancing employee performance and
commitment and aiding employee career prospects.

Purpose
The essential purpose of this paper is to present a practical approach for a manager acting in
a coaching role to enhance the development of an employee. In the approach, development
takes several forms to include: assisting the employee to learn and ultimately improve work
performance, increasing the competence and skills of the employee to strengthen the
employee’s career potentials and taking specific coaching initiatives to increase the
employee’s commitment to the organization.

Commitment is an important construct and little has been written regarding how a
managerial coachmay function to increase employee commitment. As will be explained later,
commitment is an important component of employee retention (Lyons and Bandura, 2022).
Retention of qualified, productive employees is critical in today’s organizations. Commitment
is also important with regard to one’s career trajectory in an organization owing to its linkage
with matters such as achievement, recognition, learning, possible new assignments and
bonding with the organization.

Some specific objectives of this paper are to explain in detail the role and tasks ofmanager-
as-coach and explain the theoretical and practical aspects of commitment to organization.
Other objectives include the presentation of a vehicle – experiential learning process (ELP) –
for the coach to use to spring to life valuable, research-validated behaviors to positively
influence the employee, and, to offer an example of an action guide that a coach may use.
Applying the steps in the action guide should affect the learning, performance and
commitments of both the employee being coached and the manager initiating the coaching
effort. Outcomes may be somewhat parallel for the participants, such as appreciation of
others’ efforts and achievements, increased knowledge, understanding and trust.
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Methodology
Study of the research literature on coaching (see, for example, Cox et al., 2014) provided initial
guidance for study of managerial coaching. In addition, from reviews of relevant literature of
practice and theory (Beattie et al., 2014) and using search tools such as Business Source
Complete, Google Scholar, PsychINFO, Science Direct and Education Research Complete,
areas for exploration were identified. These areas include (1) manager-as-coach (Hawkins,
2012; Lawrence, 2017), (2) coaching skills (Ellinger, 2013) and (3) efficacy of coaching
(Steelman and Wolfeld, 2018; Bozer and Jones, 2018; Barry, 2020).

Also addressed is the complex, theoretical grounding of the concept of commitment as
extracted from several studies (Meyer and Allen, 1984, 1991; O’Reilly and Chatman, 1986;
Meyer and Herscovitch, 2001; Liu, 2009; Mowday et al., 2013; Mercurio, 2015; Paz, 2019).
Considerable attention is given to theories of commitment as there are few sources for
managers, practitioners and HR staff to explore with regard to an examination of several
theories in combination. Emphasis is given to investment theory (Rusbult et al., 2011; and
Tran et al., 2019) which provides the primary basis for practice by manager-as-coach as she/
he goes about the task of stimulating employee commitment to job and tasks. Finally, ELPs
normally housed in action plans for practical application (see Ashford and DeRue, 2012;
Jordan and Audia, 2012), are presented to guide manager-as-coach.

Following identity and explanations of the areas mentioned, an integration of critical
features resulting in the form of a practical guide is proposed to assist a manager-as-coach
work hand-in-hand with an employee to promote learning and improvement (knowledge,
skills, understandings) and commitment to job, organization and manager.

Examination of coaching concepts
The review of selected areas is intended to provide foundational information to use in
proposing an integrated approach for the manager-as-coach to use with an employee in a
mutually beneficial action plan.

Manager-as-coach
There are different types of coaches and coaching. Some coaches are external consultants
hired to work one-on-one with a manager for particular developmental purposes. Others are
professionals who work for the organization in a coaching capacity only, and move from
individual to individual or group to group in a helping role. And then we have the manager
who acts in a coaching role with a direct report. The literature on coaching is vast and to a
degree there is some confusion in the literature when it comes to defining the role and
responsibilities of those acting as a coach. Up until a few years ago nearly all of the research
on coaching was aimed at professional coaches who worked with executives or who worked
as full-time coaches with different groups of employees per a particular objective. The
concept ofmanager-as-coach is a relative newcomer and its popularity is growing. Amanager
(hereafter referred to as manager or manager-as-coach) who desires to coach employees can
take on the coaching role with an employee (a direct report).

In this essay we have attempted to identify information that is aimed directly at manager-
as-coach, is relatively recent (past 13 years), and is highly descriptive of coaching behavior.
We have relied on studies that have been cited repeatedly in current research and that appear
in journals with relatively high impact factors. With one exception all of the authors cited in
the following material of this and the next section of the paper have published several papers,
empirical and conceptual, in the area of coaching andmanager-as-coach. Typically, their work
is cited in most research recently completed by authors cited here and by other researchers.

Lawrence (2017) examined a large body of coaching research and concluded that a
generally accepted definition of coaching does not exist. Yet, he found that much written

JWAM
15,1

122



about coaching aligned it with processes for facilitating learning and improving performance
and this finding is in direct support of the expressed role of manager-as-coach in this essay.
Gregory and Levy (2010, p. 111) define the manager-as-coach process as a

developmental activity in which an employee works one-on-one with her/his direct manager to
improve current job performance and enhance her/his capabilities for future roles and/or challenges,
the success of which is based on the relationship between employee and manager.

This definition is devoid of mention of employee commitment. The argument made in this
paper proposes that a manager acting in a coaching role can reinforce efforts, gains,
achievements and the like by the employee being coached to bring attention to the valued
investments made by the employee. Valuing investments should result in gains in
commitment (and job satisfaction) to job and tasks and hopefully extend to one’s manager
and the organization.

Frequently, the focus of coaching is initially based on information inputs from
performance appraisal data, modifications to a job, new organizational initiatives and the
like. Unlike other types of coaches (above) manager-as-coach has a power relationship with
employees as she/he is in a position to make decisions about the work assignments, tenure,
and rewards of the employee. The power variable may or may not have significant influence
in coaching success (Sonesh et al., 2015). In their research Beattie et al. (2014) found that, as
manager and employee worked together to aid employee learning and performance, the
hierarchical space or power differential between them decreased. This change helped to
improve the quality of their relationship. Anderson (2013) expressed the idea that managerial
coaching largely combines with a relational, not hierarchical, distance between manager and
employee that encourages a reciprocal, democratic and supportive way of managing.

Manager-as-coach practice has grown to an extent that Snell et al. (2016), having studied
managers, report that many managers from various levels say that without coaching they
would not have achieved as much as they did over the years. While some recent research (for
example, Lawrence, 2017) has provided some information about professional or personal
characteristics that might motivate a manager to undertake coaching, in general little is
known about the matter (Hawkins and Turner, 2019).

In the past two decades (see Sonesh et al., 2015), much of the literature onmanagers taking
on a coaching role is based upon the notion that many organizations are moving away from
traditional performance management and performance appraisal practices and as Pulakos
et al. (2015) express, more toward other performance-based, manager – employee interactions.
This may include features such as meetings that are frequent (more than two or three times
per year), less directive and formal and that extend beyond required documented steps. As
Eby and Robertson (2020) suggest, there are changes in management practice deliberately
aimed at a coaching role. In addition, a survey (CIPD, 2015) revealed that 80% of
organizations reporting expected managers to coach.

Sonesh et al. (2015) conclude that organizations increasingly encourage managers to
provide continual, tailored feedback and direction to their employees. In part, these changes
reflect some current trends in many organizations such as flatter structures, reduced training
resources and increased performance expectations (Mowday et al., 2013). Hunt and
Weintraub (2011) conclude that the quantity of managers who take on the role of coach is
growing, yet coaching is frequently thwarted because of limited time, competing demands
and lack of training in effective coaching practices.

Efficacy of coaching
There is a large body of research evidence that demonstrates the efficacy of coaching practice
some of which is mentioned here (Bozer and Jones, 2018). Few studies provide evidence that
coaching is not effective. The CIPD 2015 survey found that more than 40% of survey
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respondents named coaching as one of their organization’s most effective learning and
development interventions. Supportive of this finding is the work of Beattie et al. (2014) in
which they examined empirical research on coaching and found that the various forms of
coaching (external, internal andmanagerial) are quite similarwhen it comes to actual practices
applied and thatmanagerial coaching is synonymouswith the facilitation of learning. Because
the various forms of coaching practice seem to have so much in common, included in this
section is research (for example, Bozer and Jones, 2018; Theeboom et al., 2014) on coaching
efficacy that examined professional coaches but did not include manager-as-coach.

Many empirical studies of the effects of managerial coaching report similar findings.
Grant et al. (2009) conducted a randomized controlled study. They found that managerial
coaching resulted in increases in goal attainment, resilience and workplace well-being, and
decreases in depression and stress. Theeboom et al. (2014) completed a meta-analysis of the
role of coaching on five individual employee outcomes and found evidence that coaching is an
effective intervention. Positive effects were found in these outcomes categories: performance,
skills, coping, work attitudes, well-being and goal-directed self-regulation. Effect sizes ranged
from g 5 0.43 (coping) to g 5 0.74 (goal-directed self-regulation).

Relatedly, Dawber (2019) completed a broad review of outcomes of coaching efforts and
found several positive outcomes of managerial coaching to include: achievingwork goals and
improvement in job performance, increased satisfaction with one’s work and manager
and enhanced organizational commitment. In other studies of coaching outcomes, Hamilton
(2019) found that coaching was effective as it raises employee commitment and engagement,
productivity, customer loyalty and retention rates. These particular findings helped
stimulate interest in proposing an action guide for manager-as-coach to learn about and then
attempt to carry out coaching practices that could aid employee learning, performance and
the development of commitment.

In summary, the individual studiesmentioned above andmeta-analytic studies (Theeboom
et al., 2014; Jones et al., 2016) have clearly demonstrated that coaching has a positive impact on
outcome criteria. These include performance improvement, well-being, job satisfaction, skills
enhancement, self-efficacy, goal-directed self-regulation and, importantly for this conceptual
paper, employees’ clear expression of commitment to both the job and the organization.

Employee commitment
In the past two decades there has been increased attention given to employee commitment to
organizations from both scholars and management (including HR practitioners) owing to
factors such as economic instability, rapid change, increased competition and globalization
vis-�a-vis the need to retain talent (Grant, 2014). As Dychtwald et al. (2013) concluded, leaders
need to recruit, grow and retain talent with capabilities and skills to help maintain
competitive advantage. Pangarkar and Kirkwood (2013) found that employees that are
committed and engaged are very valuable as they typically are highly invested mentally,
emotionally and physically in achieving organizational objectives and they want to remain
with the organization.

The concept of commitment to organizations is not a tidy, clear one. In his in-depth review
of affective (or attitudinal or emotional) commitment, Mercurio (2015) points out that research
on organizational commitment is confounded and fragmented, and has been since the 1970s.
He set out to determine whether affective commitment, that is, commitment based on positive
attitudes toward an organization (see Meyer and Allen, 1984) is representative of the core
essence of organizational commitment. Mercurio (2015) indicated that if affective
commitment is most representative of employee commitment to the organization, then it
follows that it can be both useful and valuable for managers to design effective (learning)
interventions to manage and develop commitment (Mercurio, p. 391).
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Reviewing the theoretical basis of commitment helps to shape both the complexity and
definition of the concept. Complexity, in part, is reflected by evidence that the theories are not
mutually exclusive. One may be tied to another resulting from perceptions, then actions, then
reinforcement of attitudes and various behaviors. The following section, spells out are the
most prevalent theories of employee commitment. Keep in mind that an attitude is mostly
about feelings, expressed by evaluating a particular entity with some degree of favor or
disfavor. On the other hand, as per Solinger et al. (2008) normative and continuance
commitment are attitudes regarding specific forms of behavior such as staying or leaving.
They posit that the three component model or TCM, of Meyer and Allen (1991) does not
qualify as a general model of organizational commitment, but rather a specific model for
predicting turnover.

Paz (2019), in a general approach to employee commitment, summarized information from
surveys of executives which expressed that commitment can be improved through coaching/
training employees, creating a work atmosphere based on trust, respect and mentoring, and
creating elements of work that are significant and inspiring. The sample of executives
projected two important ideas: (1) relationships (manager–employee) should cultivate an
environment of accomplishment and (2) we aim at fit with the organization. That is, without
commitment employees are disconnected. They tend to have little motivation and ultimately
undermine the success of the organization.

Expressions of specific theories of commitment
First is Obligatory Commitment Theory (Meyer and Allen, 1991) which is about a mindset of
obligation arising from specific norms that have been internalized (one’s need to reciprocate
with regard to benefits received from an organization). Second is attitudinal (affective)
commitment theory (Meyer and Herscovitch, 2001). That is, feelings of involvement
contribute to one’s commitment and may include attitudes/feelings of care for the
organization, pride in the organization, willingness to do more for the organization
summed-up as: identification – association – attachment.

In reviewing the broad body of research on employee commitment, often using the same
standardized survey instruments (Mowday et al., 1979), one finds that affective or attitudinal
commitment is more highly and negatively correlated with turnover and absenteeism and
more highly and positively correlated with performance and Organizational Citizenship
Behavior (OCB). In particular, Sharma and Dhar (2016), found a positive correlation (0.70) of
attitudinal commitment with performance. In an earlier, comprehensive review of employee
commitment, Mercurio (2015) had concluded that affective commitment is the likely core of
organizational commitment.

A third theory, behavioral commitment theory (Salancik, 1977), purports that commitment
arises out of the person’s own behavior: (a) one’s actions are freely made and owned, (b) there
is an obligation to follow through on those actions, and (c) there are costs related to continuing
or not continuing those actions. Actions freely made may stimulate an obligation to continue
a behavior, such as continuing loyalty toward one’s supervisor. Fourth is commitment as
multidimensional theory (Meyer and Allen, 1991). This is the TCM or framework which is a
complementary relationship between an attitudinal and behavioral definition(s) and includes
the following dimensions: Affective (feelings/desire to remain; identification with
organization), continuance (need to remain based on needs and investments made) and
normative (obligation to remain). This theory has broad appeal as several forms of
commitment are represented.

Finally, transactional/investment commitment theory (O’Reilly and Chatman, 1986)
expresses that commitment results primarily from economic decisions. This is about
investments and rewards. Commitment may result as one weighs the potential risk of losing
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investments made (time, learning, effort and other) coupled with lack of desirable
alternatives. As Rusbult et al. (2011) have made clear over several years a substantial
amount of empirical research in several domains have documented the strong link of
commitment to investments.

Theory choice for application
It is important and valuable to clearly delineate the linkages between coaching behavior on
the part of the manager and the outcome of increasing employee commitment. The
commitment may be to one’s job/tasks, the manager, and/or the organization. Other
commitment linkages may include one’s coworkers or one’s work unit or team. The primary
focus in this essay owing to the content of the action plan example offered is commitment to
job and manager.

It is suggested that transactional (investment) commitment theory be adopted as a basis
for action. This adoption or selection ties with manager actions to assist an employee to learn,
grow, and change because the learning structure/tasks and adaptations in behavior require
investments by the employee. The manager-as-coach literature identified in this essay and
make it relatively clear that coaching is often aimed at increasing employee learning and
knowledge about the job and the skills involved. In actuality, the employee and the manager-
as-coach are making investments and both parties should be aware of the contributions/
investments made.

At least three reasons provide a foundation for application of this commitment theory: (1)
to influence commitment there must be some specific direction (plan, behavior and
reinforcement) for the manager to instigate, that is, what does the employee need to achieve?
(2) there is no single, “best” theory of increasing employee commitment and (3) reliance on
transactional/investment theory helps to explain how the manager in a coaching role may
assist an employee to apprehend her/his own investments in learning, change and growth.
Investments help create and/or reinforce commitment as achievement, growth, job
satisfaction and work engagement result from investment contributions.

The coach must directly attend to and reinforce what has already been (and will be)
achieved by the coached employee in terms of investments, such as, contributions, sacrifices,
sustained effort and the like. For example, if the employees’ investments and contributions as
well as those of the coach via their interactions are valued and made obvious and clear to the
employee, this information should lead to satisfaction and should influence positive feelings
and attitudes toward the organization. Below, in the segment on ELP, the details of this
approach are spelled-out.

Some dynamics of the investment model
Since the 1980s the investment model of Rusbult (1980) has become one of the most
researched areas of commitment. While commencing as part of the research area regarding
close relationships, over the past three decades the model has been extended to several areas
including politics, jobs, coaching and buyer–seller relationships. The model provides a
framework for discovery of the causes of, and stimulation of, commitment.

The investment model (Rusbult et al., 2011) advances the idea that commitment to a job,
person and sports participation and so on is influenced by three independently determined
factors:

(1) One’s level of satisfaction (with/job, boss, coworkers and organization);

(2) Perceived quality of available alternatives (a different job, or boss, situation and
organization); and,
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(3) Investment size – what resources, concrete or intangible, have been contributed (to
the work, specific tasks, coworkers, organization and relationship with manager)
such as time, effort, learning, preparation and emotion.

Tran et al. (2019) concluded from their meta-analysis of dozens of studies of the investment
model, commitment increased with any or all of: more rewards or higher satisfaction, with
less attractive alternatives and with increasing investments. When individuals are satisfied,
lack alternatives and have deliberately invested in their work activities and relationships,
they tend to form a strong intention to remain with the current job/organization. The
influence of investment theory on positively influencing commitment of participants leads to
the suggestion that the manager-as-coach needs to make special, deliberate efforts to identify
and emphasize actual investments made by both the employee and manager in the learning
and performance activities aimed at improvement. Continued and deliberate recognition of
employee investments by themanager should stimulate feelings of commitment aswell as job
satisfaction.

Transitioning from theory to practice
From transactional/investment theory to practice-grounded considerations the proposed
action guide for the manager (ELP – below) has three objectives. The first is recognition of,
and reliance on, the reciprocal nature of manager and employee learning from the activities
undertaken and from each other. Reflecting thework of Dawber (2019) and Heslin et al. (2006),
the participants have shared responsibility in learning for varied purposes and in learning
together. Second, as Caniels et al. (2018) and Quijano and Johnson (2018) suggest activities
undertaken in the action guide help to increase manager and employee engagement in
learning, work and change. Third, as Burnette et al. (2013) propose, completion of activities in
the guide helps to stimulate employee commitment to learning and the task at hand, the job
and the manager. This may include manager commitment to the employee as that employee
makes progress.

The third objective encompasses the creation, over time, of investments such as efforts,
trials and attempts at progress made by and perceived by both manager and employee. A
stronger and more positive relationship between employee and coach should result from the
investments that ultimately reinforce commitment (Rusbult et al., 2011; Tran et al., 2019).
Strengthening of the relationship helps set the stage for future learning/change strategies.

Experiential learning process [ELP]: action model and guide
Presented here is an integration of activities of coach and employee that lead to specific
changes in the growth of knowledge and commitment for both. As knowledge and
commitment increase, the participants may commence with associated or completely new
action plans to build upon what has been learned and accepted. Experiential learning is
selected for application and not forms of explaining, telling or presenting (see Kolb, 2015).
Experiential learning emphasizes the central role lived experience has in the learning process.
It is chosen for several reasons among which are high connectivity with the day-to-day work
environment and the subjective experience of the learner. On-the-job experiential learning is
more effective than other learning methods because work tasks almost always contain
several strong and valued learning drivers. Such drivers include work tasks that capture
employee attention and have built-in ownership and relevance, contextualization and
personalization is provided and naturally occurring work provides spaced opportunities for
practice and helps to reinforce learning.

Suggested for the practitioner is the ELP as proposed by Ashford and DeRue (2012).
Initially intended to aid manager learning, over time the process has been shaped in various
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ways. It is adapted here for use in coaching and is intended as an action plan or guide; it is not
a blueprint. ELP reflects both the growth mindset (Dweck, 2016) as well as a learning
orientation (Heslin and Keating, 2017), both of which support motivated, sustained learning
and one’s self-regulation of learning. The process to be guided by the manager consists of
three distinct yet coordinated phases. They are approach, in which manager and employee
jointly set learning goals; action, which is aimed at achievement of goals; and reflection or
making use of feedback accompanied by discussion, understanding and conclusions
(Ashford and DeRue, 2012).

The process as explained above may ultimately consist of two or more iterations as
manager and employee seek progress with reference to initial goals. ELP, as expressed here
has elements that may be construed as training. However, as manager-as-coach takes on a
guidance role through several interactions with the employee over the course of each of the
three phases below, the manager’s behavior takes on a decidedly coaching effort. This effort
includes instruction, offering advice, providing feedback and reinforcement and assisting the
employee to discover new ways to view performance.

An ELP example
Suppose feedback on the performance of a sales employee points to the need for more/better
product knowledge (products could be kitchen appliances). Sales work may involve
interactions with customers live via Internet and telephone. The feedback conclusions are
based on information from customer surveys over a period of sixmonths, sales data and other
inputs. The manager-as-coach wishes to assist the employee improve performance as well as
to improve her/his own skills as a coach, communicator and instructor. This activity
represents an attempt at reciprocal learning. The process and explicit guidance are
presented next.

Note that the specific behaviors to be initiated and/or enacted by the manager-as-coach
with the employee, in keeping with the theoretical and research grounding for stimulating
performance improvement and commitment, are presented below in italics.

(1) Approach: A planning phase; set learning goals and plan experiments.

� Goals: Manager and employee set specific challenging goals targeting the
improvement of product knowledge.

� Coaching context: The participants both recognize the need for learning and
change. The goal setting requires discussion based on available performance
information and data. The coach expresses a desire to work with the employee to
help improve performance and employee development.

� Examples: Since refrigerators and microwave ovens are the largest selling items,
focus is on learning in detail the features of those products. Learning specific
competitive aspects of the products should be considered.

� Connections with investment/commitment: Knowledge attained represents
investment in improvement. More/helpful product knowledge leads to
achievement and is followed by satisfaction. Satisfaction with performance
improvement should lead to increases in commitment for both employee and
manager.

(2) Actions to take: (time period 5 six weeks)

� Employee:

� Learn from manufacturer’s literature, advertising, etc. the standard features of
each model of microwave oven available in the store.
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� Per the same sources of information, learn of special attributes of each model
including advanced features, features competitors cannot provide, and so on.

� Manager:

�Make sure the employee has the needed information (above) and it is up-to-date.

� Meet with employee at least weekly. Offer support, guidance, encouragement.
Discuss what has been learned; any particular needs/difficulties.

� Ask what can be done to be helpful and supportive.

� Connections with investment/commitment: Owing to the give-and-take of the
coaching interaction over the 6-week period the employee and manager are
identifying and learning more information about the products. Over time
progress is being made and they are learning more critical information about the
products.

� [During the action phase of six weeks the employee makes various investments
such as applying effort, skills, time on task, other, to improve product knowledge.
During this time the manager is meeting with the employee and giving guidance,
tools, support, and encouragement representative of her/his investments.]

(3) Reflection: after six weeks, the two participants ask: What have we learned? What is
still needed? [Keep in mind that we have new/additional feedback on performance
from customer surveys, etc.].

� Manager and employee meet to discuss improvements in product knowledge and
how this knowledge may have influenced customer reactions and sales. For
analysis and strategizing for future efforts (to date, the efforts expended represent
one learning experiment) some questions are offered for coach and employee
consideration:
What has feedback revealed? (Basic stimulus for expressions of learning/
understanding.)
What important lessons are learned?
What success can we identify?
What improvements are needed?

� Connections with investments/commitment: Activities (above) represent
investments and feedback helps validate outcomes and investments.
Achievement should lead to satisfaction and increased commitment. The
learning that has occurred should inform future investments and improvement.

The example (above) represents only one ELP experiment (see, Ashford and DeRue, 2012)
directed bymanager-as-coach. The guide/example provided represents the culmination of the
position of this paper. It is a tool for a manager to consider as she/he plans to assume a
coaching role with an employee to assist the individual as well as build and reinforce a
positive working relationship centered on commitment. The remaining portion of this paper
addresses implications for practice and research.

Implications for practice
The guide or action plan provided is an example of a practical experiment for manager-as-
coach and an employee. As an experiment for change the ELP is aimed at amanagerwhomay
have limited experience in training, instruction, or coaching. It provides clear guidance for the
manager to create an instance for change in employee performance and improvement.
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Throughout the three-step process and owing to the give-and-take nature of the interaction
suggested by the guide, the manager has several opportunities over the life of the experiment
to review, assess and then regulate her/his own learning, change and behavior. There are not
many examples available of instruction guides for coaches that include manager learning
combined with employee learning.

There is thematter of relationship building and reinforcement, part ofwhich is the element
of commitment. Studies by Dawber (2019) and Gessnitzer and Kauffeld (2015) have
emphasized the value and importance of relationship building in coaching work and they
have pointed out that participants, manager and employee, via change experiments, are
engaged in a reciprocal learning endeavor. As success is achieved we have reinforced the
notion that new, additional learning experiments can be desirable and helpful; and
commitments are increased.

A three-decade body of research on transactional/investment theory (see, Tran et al., 2019)
reinforces the idea that participants in a relationship, manager-as-coach and employee, will
attend to the actual progress of their efforts or investments. Satisfaction per achievement will
accrue thus leading to even greater commitment to process (learning experiments) and each
other. As one may conclude based on the extensive meta-analysis work of Theeboom et al.
(2014) increased commitment is linked to involvement and engagement, that is, motivation.
Efforts aimed at mutual work toward other learning goals should reinforce the existing
relationship. The construction of relationships per the manager – employee dyad may be
subject to varied influences in different cultures/societies. A manager may wish to give this
matter serious consideration in the primary phase of the guidelines (above). Cultural
standards and expectations may require adjustments in how the manager choses to interact
with an employee. Finally, the approach taken in this paper has illuminated the concept of
“investments” and the influence of the apprehension of personal investments on learning,
work, commitment and interpersonal relationships.

Implications for research
This essay presents an approach to demonstrate how concepts and theories link to one
another and support an action plan (above). Managers, with direct reports, acting in a
coaching role is a relatively recent area of study as contrasted with coaching in general. A
growing amount of attention is given to manager in a coaching role in the literature of human
resources, coaching and management. And, as Lawrence (2017) concludes, the study of it is
still in its infancy and more research is needed. Manager stimulation of employee
commitment has received very little attention. There is a need for more research in this area
because commitment trulymatters as reported by Dawber (2019) and others when it comes to
work performance, dedication to task, energy applied, focus on results and employee interest
in remaining with the organization.

Making use of an action plan/guide in its entirety assists the coach and employee to focus
on self-regulated learning (SRL). Advances in personal SRL benefit the employee and
research aimed at the study of specific employee efforts to improve learning can inform
managers how to better assist the employee. The action plan presented in this paper
highlights SRL because the manager and the individual being coached are both in learning
mode as they are attending to goals, learning, improvements and the use of feedback (see
Lyons and Bandura, 2022). Several research questions may be generated. For example: how
does the joint attention given to goals, actions and/or feedback contribute to learning and
changes in performance? Also, how might the manager-as-coach establish her/his own
learning goals that are part of the coaching mission?

For research purposes, the reliable and valid Utrecht Work Engagement Scale (Schaufeli
et al., 2006) has been used in many empirical studies aimed at commitment and work
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engagement. Use of that particular measure and others could be useful for examining
employee level of commitment pre- and post-application of the action guide. Similar
assessments may be conducted with variables such as job satisfaction, performance
achievements, and turnover intention as these variables have been shown to be linked with
commitment. Another area of research interest is the examination of employee commitment
following each of the steps of the action guide. It may be that a given phase may not have the
positive effect that was intended.

A broad area for research is identification and examination of possible moderators of
perceptions and outcomes. For example, what influence does the style of the coach have on
the employee? Does the power distance between coach and employee have influence on
progress and their relationship? Also, there are many potential moderators available for
study such as level of experience, task complexity, education, time pressures, training, as well
as many other possible moderators. Findings in areas such as these may help support
structuring of action guides for future application and may also be valuable in increasing the
knowledge of manager-as-coach.

Finally, the examination of changes in relationships with manager-as-coach using
questionnaires or surveys as per trust, responsiveness, helpfulness, attentiveness and
listening skills may be useful. It may be revealing to examine both coach and employee
attitude changes toward coaching, task completion, use of ELP and overall value of the
activity with regard to performance improvement and commitment.

Limitations and conclusions
The isolation of a single theory of commitment to underpin an experiential learning approach
to be applied by a manager in a coaching role may not be compelling given the variation
across theories of commitment. Transactional/investment theory has been the subject of
much research but most of that research is aimed at strength of relationships and not work
and jobs. In practice, it may be difficult for some managers to strongly emphasize and
reinforce investments by the employee. That is, the creation and recognition of investments
must be front and center in the design offered in this paper. Such behavior is an investment on
the part of the manager and it may be difficult for some managers to perform consistently.

Limiting the approach presented to experiential learning may represent a limitation.
There are other tools that a manager may use to help create the investment-learning-
commitment nexus. For example, the skillful use of a critical incident, clearly tied to the
employee’s job and work tasks, can stimulate investment in learning and change. The
manager would need to clearly think through her/his role in the use of such a tool.

Part of the learning, growth and change that is anticipated in the model offered in this
paper is that of relationship building: employee –manager. Investments by both parties in the
experiential learning format should bemade obvious. The recognition of the investments and
reinforcement of their existence has to be on-going and consistent. Doing this may be difficult
for some participants and both parties need to be fully involved.

In conclusion, the action plan offered is a guide, an example of a means to help build
employee commitment at the same time learning, growth and achievement are taking place.
We know that committed employees are better performers, are engaged in their work, and are
more likely to remain with a job and organization.
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