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This study aimed to validate a structural model of sales employees’ coachability at Family Mall
Erbil and examine the relationships among causal conditions, intervening conditions, contextual
conditions, the core phenomenon of coachability, improvement strategies, and coachability
outcomes. This applied study employed a descriptive-correlational design based on structural
equation modeling. The statistical population comprised 2,000 sales employees working at
Family Mall Erbil, of whom 384 were selected based on the Krejcie and Morgan sample-size
table using proportionate stratified random sampling. Data were collected using a structured 107-
item questionnaire scored on a five-point Likert scale and covering causal conditions, the core
phenomenon, intervening conditions, contextual conditions, coachability improvement
strategies, and coachability outcomes. Face and content validity, construct validity, convergent
and discriminant validity, and reliability based on Cronbach’s alpha and composite reliability
were confirmed. Data were analyzed using SPSS version 27 and SmartPLS version 4 through
partial least squares structural equation modeling (PLS-SEM). Structural model analysis
indicated that causal conditions had a significant positive effect on sales employees’ coachability
(B=0.505, t=10.096), whereas intervening conditions exerted a significant negative effect (p=-
0.347, |t|=5.680). Contextual conditions also significantly and positively predicted coachability
(B=0.473, t=6.899). Furthermore, coachability had a significant positive effect on coachability
improvement strategies ($=0.601, t=13.131), and these strategies significantly predicted
professional and organizational outcomes (f=0.633, t=12.248). Accordingly, all five structural
hypotheses were supported. The overall goodness-of-fit index was 0.522, indicating satisfactory
model fit. Sales employees’ coachability is a multidimensional organizational phenomenon
shaped jointly by individual and professional capabilities, supportive contextual conditions, and
workplace barriers. Higher coachability facilitates the adoption of effective improvement
strategies, which subsequently contribute to favorable professional and organizational outcomes.
Strengthening employees’ competencies, developing supportive training infrastructures, and
reducing adverse intervening conditions may therefore enhance the effectiveness of coaching
and human-resource development initiatives in retail environments.

Keywords: Coachability, Sales Employees, Retailing, Structural Equation Modeling, Family Mall
Erbil, Professional Development.
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Extended Abstract

Introduction

In contemporary retail environments, human resources have increasingly become a central source
of organizational adaptability, service quality, and sustainable competitive advantage. This is particularly
evident among frontline sales employees, whose interactions with customers directly influence service
evaluations, trust formation, purchasing decisions, and perceptions of the organization or brand. The
accelerating pace of technological change, increased customer expectations, intensifying competition, and
the growing diversity of consumer needs have made continuous employee learning an operational
necessity rather than an optional developmental activity. Within this context, employee coaching has
emerged as an important human resource development mechanism because it facilitates continuous
learning, strengthens communication between employees and supervisors, and supports the transformation
of feedback into improved workplace behavior and performance (Christina & Nathan, 2024). Managerial
coaching is consequently regarded as an important competency for developing high-performing teams and
encouraging employees to engage actively in their own professional development (Reeves, 2025).
Nevertheless, the effectiveness of coaching does not depend exclusively on the competence of the coach
or manager. Employees differ substantially in their willingness and capacity to receive feedback, reflect
upon it, accept corrective guidance, and translate developmental recommendations into behavioral change.
This employee-side characteristic has increasingly been conceptualized as “coachability.” Coachability
represents a multidimensional capacity involving receptivity to feedback, willingness to learn, openness
to behavioral modification, and active participation in developmental interactions (Johnson et al., 2021).
Recent attempts to assess workplace coachability have further emphasized that it is a distinct and
measurable construct that may explain why employees exposed to similar coaching interventions
demonstrate different developmental outcomes (Middleton et al., 2024). Theoretical work on individual
coachability similarly identifies growth orientation, openness, feedback receptivity, and motivation for
development as critical foundations of effective coaching relationships (Fournet, 2024).

Coachability is influenced by both individual and contextual characteristics. Individual differences
in cognition, personality, responsibility, professional ethics, self-awareness, experience, and
communication competence may shape the extent to which employees accept and apply guidance (Mollaei,
2021). Related perspectives on human receptivity to guidance also underscore the importance of internal
readiness, awareness, and the capacity to make constructive use of direction rather than merely complying
with external instructions (Moradi et al., 2021). In sales settings, such personal characteristics are
particularly important because salespeople must simultaneously interpret customer behavior, adapt their
communication, manage changing demands, and respond to managerial feedback. Evidence suggests that
the personality characteristics of both sales employees and customers can influence trust in the
salesperson, reinforcing the importance of interpersonal compatibility and communication-related
competencies in sales performance (Akhavan Kharazian & Dadbeh, 2021). Leadership also contributes
substantially to employees’ receptivity to developmental guidance. Transformational and supportive
leadership can create conditions in which employees are more willing to accept direction and engage in
developmental interactions (Amiri & Ghanbaripour, 2020). Guiding leadership likewise emphasizes that the
manner in which direction is provided, the quality of leader—follower interaction, and the surrounding
developmental climate affect receptivity to guidance (Shabani et al., 2024). Coaching leadership has
additionally been associated with psychological empowerment, constructive voice behavior, and creative
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performance (Hwang et al., 2023), while evidence from uncertain employment contexts indicates that
coaching leadership can reduce unfavorable employee responses to workplace instability (Jung etal., 2023).

Beyond individual and leadership-related factors, coachability develops within a broader
organizational context. Supportive working conditions, access to training, opportunities for
empowerment, psychological safety, and an organizational climate that legitimizes learning from mistakes
may increase employees’ willingness to receive feedback and experiment with improved behaviors.
Research linking work environment, coaching, attitudes, and career development suggests that these
organizational elements collectively shape employee experiences and developmental outcomes (Febrian &
Sani, 2023). Similarly, the applicability of coaching skills in organizational settings depends upon
structural and environmental support and may be weakened by administrative and contextual barriers
(Mmaditla & Ndlovu-Hlatshwayo, 2023). Paradigmatic models of organizational coaching further
demonstrate that coaching effectiveness is embedded within human, managerial, structural, and cultural
conditions rather than being limited to dyadic interaction between a manager and an employee (Toolabi et
al., 2025). At the same time, intervening factors such as job pressures, workplace tension, conflicting
demands, inadequate resources, and problematic organizational processes may inhibit employees’
capacity to engage constructively with feedback. Evidence concerning managerial coaching among
frontline employees indicates that effective coaching can strengthen relationship-oriented behaviors that
are essential in customer-facing work (Pousa et al., 2020), whereas research on employee coachability and
managerial coaching highlights the importance of the broader organizational environment in determining
whether developmental interactions produce meaningful behavioral outcomes (Weiss, 2020).

The consequences of coachability are especially significant in retailing, where organizational
outcomes depend substantially on the ability of frontline employees to absorb information, refine
interaction techniques, and continuously adjust their behavior to customer and market demands. Business
intelligence and the effective use of marketing knowledge can contribute to enhanced sales performance,
but the organizational value of such information ultimately depends on employees’ ability to understand
and operationalize it (hosein goli & khadem hojati, 2022). Organizational learning and innovative capacities
have also been emphasized as foundations for strengthening brands and competitive performance
(Sahafzadeh & Haghighi, 2023). Recent organizational coaching models reinforce the need to contextualize
coaching practices according to specific institutional and occupational settings. Sustainable human
resource perspectives emphasize competency development, supportive systems, and long-term
developmental processes in managerial coaching (Zare Zeidi et al., 2026), while coaching models developed
for public relations managers demonstrate that occupational and contextual characteristics substantially
shape effective coaching structures (Zeraatpisheh et al., 2025). Family Mall Erbil constitutes a particularly
relevant setting for examining these relationships because its sales employees operate in a dynamic retail
environment characterized by diverse customer interactions, multiple commercial brands, intensive
service demands, and continuous adaptation requirements. Accordingly, the present study aimed to
validate a structural model of sales employees’ coachability at Family Mall Erbil and to examine the
relationships among causal conditions, intervening conditions, contextual conditions, coachability as the
core phenomenon, improvement strategies, and professional and organizational outcomes.

Methods and Materials

E-ISSN: 3041-8585


https://portal.issn.org/resource/ISSN/3041-8585

This study was applied in purpose and employed a descriptive-correlational design based on
structural equation modeling. The statistical population consisted of approximately 2,000 sales employees
working in different sections of Family Mall Erbil. Based on the Krejcie and Morgan sample-size table,
384 employees were selected through proportionate stratified random sampling so that employees from
different commercial sections were adequately represented. Data were collected using a structured
questionnaire developed from the components of the proposed paradigmatic model and rated on a five-
point Likert scale ranging from 1 (strongly disagree) to 5 (strongly agree). The instrument assessed causal
conditions through 35 items covering individual characteristics, experiential capital, work conscience and
professional ethics, discipline and attention to detail, practical innovation and creativity, specialized
competencies, and communication and interpersonal skills. The core phenomenon of sales employee
coachability was assessed using 12 items. Intervening conditions were measured through 14 items relating
to sales workplace challenges and internal and environmental facilitating processes, while contextual
conditions were measured through 13 items addressing organizational support, educational and
empowerment facilities, and appropriate workplace conditions. Coachability improvement strategies were
evaluated with 14 items reflecting educational scheduling and structure, personal calm in the workplace,
and learning and implementation strategies. Finally, coachability outcomes were assessed with 19 items
covering professional and organizational development and individual efficiency and effectiveness. Face
and content validity were evaluated by experts, while construct validity was examined through
confirmatory factor analysis. Convergent and discriminant validity were assessed using average variance
extracted and the Fornell-Larcker criterion. Cronbach’s alpha and composite reliability coefficients
exceeded acceptable thresholds. Because the Kolmogorov—Smirnov test indicated non-normal
distributions, partial least squares structural equation modeling was used. Analyses were conducted using
SPSS version 27 and SmartPLS version 4.

Findings

The measurement model demonstrated satisfactory psychometric properties. Factor loadings
exceeded the minimum acceptable threshold, and the corresponding t-statistics indicated statistically
significant relationships between indicators and their intended latent constructs. Cronbach’s alpha and
composite reliability coefficients were above 0.70 across the principal constructs, confirming adequate
internal consistency. Convergent validity was supported by average variance extracted values meeting the
required criterion, and discriminant validity was supported by the relationships among the square roots of
AVE values and inter-construct correlations. Predictive assessment also indicated that the endogenous
constructs possessed acceptable explanatory and predictive capacity. The overall goodness-of-fit index
for the PLS model was 0.522, indicating strong global model fit according to the criteria applied in the
study.

Structural model analysis supported all five proposed relationships. Causal conditions exerted a
significant positive effect on sales employees’ coachability, with a standardized path coefficient of
=0.505 and a t-value of 10.096. Thus, stronger individual and professional antecedents were associated
with greater coachability. Intervening conditions had a statistically significant negative effect on
coachability (p=-0.347, |t|=5.680), indicating that workplace challenges and adverse intervening forces
reduced employees’ receptivity to guidance and developmental input. Contextual conditions significantly
and positively predicted coachability (f=0.473, t=6.899), demonstrating the contribution of organizational
support, training resources, empowerment opportunities, and suitable working conditions to the
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development of coachability. Coachability, in turn, had a substantial positive effect on coachability
improvement strategies ($=0.601, t=13.131). Employees demonstrating stronger coachability were
therefore more likely to engage successfully with structured educational, learning, and implementation
strategies. Finally, coachability improvement strategies significantly predicted professional and
organizational outcomes (f=0.633, t=12.248). This was the strongest structural relationship in the tested
model and indicated that the successful implementation of coachability-oriented strategies was associated
with higher levels of professional and organizational development as well as greater individual efficiency
and effectiveness.

Discussion and Conclusion

The findings support the conceptualization of sales employee coachability as a multidimensional
organizational phenomenon embedded in a sequential system extending from antecedent conditions to
developmental strategies and subsequent outcomes. The positive effect of causal conditions indicates that
coachability is partly rooted in the personal and professional resources employees bring to their jobs.
Employees possessing stronger communication skills, professional ethics, experiential capital, discipline,
creativity, and specialized competence may be more capable of understanding developmental feedback,
interpreting it constructively, and incorporating it into workplace behavior. Consequently, coachability
should not be viewed as simple obedience to managerial direction. Rather, it represents an active
developmental capacity through which employees evaluate feedback, identify opportunities for
improvement, and modify their performance accordingly.

The negative path from intervening conditions to coachability demonstrates that individual
readiness alone is insufficient. Even potentially coachable employees may become less receptive when
they are exposed to excessive workplace pressures, unfavorable environmental conditions, poorly
managed conflict, or processes that interfere with learning. This finding is particularly relevant to retail
environments, where employees often face intensive interpersonal demands, performance targets,
customer complaints, rapid task switching, and unpredictable interactional challenges. Conversely, the
positive effect of contextual conditions indicates that organizational support can create a developmental
environment in which coachability is more likely to emerge. Training facilities, empowerment
opportunities, supportive management, and psychologically appropriate working conditions can
encourage employees to interpret feedback as an opportunity for professional growth rather than as a threat
or form of criticism.

The strong positive relationship between coachability and improvement strategies further
demonstrates that employee receptivity is a prerequisite for converting formal development programs into
actual behavioral change. Training schedules, learning initiatives, workplace well-being practices, and
implementation mechanisms cannot generate their full value when employees remain resistant to feedback
or disengaged from the developmental process. The final positive relationship between improvement
strategies and professional and organizational outcomes shows that coachability creates value primarily
when it is translated into systematic action. Structured coaching and learning practices can ultimately
promote professional development, organizational learning, individual efficiency, and effectiveness.

Overall, the validated model presents coachability as a strategic link between human capital
characteristics, organizational context, developmental interventions, and performance-related outcomes.
The model suggests that retail organizations seeking to improve employee development should
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simultaneously strengthen individual competencies, reduce adverse intervening conditions, provide
supportive organizational infrastructure, and institutionalize structured coaching and learning strategies.
In the context of Family Mall Erbil, strengthening these interconnected elements may allow managers to
transform coachability from an individual employee characteristic into an organizational capability that
supports continuous learning, employee development, and improved performance.
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