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ABSTRACT

The engagement and retention of Generation Z (Gen Z) employees have
become pressing concerns for organizations, particularly as they continue to face
labor shortages and high turnover in the wake of COVID-19. With trends such as
“quiet quitting” and reassessments of work—life priorities reshaping the workforce,
companies are struggling to engage and retain Gen Z employees in meaningful and
Sfulfilling roles. Customer-facing sales positions show turnover rates of more than
30%, which imposes substantial financial and operational costs on organizations
since replacing an employee can cost up to 150% of the employee’s annual salary.
This high turnover threatens organizational sustainability and profitability,
highlighting the need for innovative approaches to attract and retain Gen Z talent.
This paper reviews the current research to explore the practical potential for
tailored coaching and leadership strategies to meet Gen Z’s unique preferences for
autonomy, continuous feedback, and career growth in high-turnover environments
such as sales. The findings of this study can be used to foster a resilient workforce

capable of meeting the evolving demands of the post-pandemic workplace.

KEYWORDS: continuous feedback,

employee retention, Generation Z,

performance management, workplace coaching

1. Introduction

The topic of retaining and engaging
Generation Z (Gen Z) employees, born
between 1997 and 2012, has become
increasingly relevant amid shifts in
employment dynamics triggered by the
COVID-19 pandemic. Worker shortages,
high resignation rates, and disengagement
trends such as “quiet quitting” have
compelled companies to rethink how they
attract, engage, and retain employees
(Becker, 2021). These trends signal Gen
Z’s reassessment of work-life priorities and
heightened demand for meaningful and
fulfilling roles (Zhong et al., 2023). Now a
growing segment of the workforce, Gen Z
presents unique challenges for
organizations, particularly in customer-
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facing sales roles where turnover rates are
high. The financial and operational burden
of replacing Gen Z employees, and the
resulting disruptions to organizational
stability, underscore the need for retention
strategies that align with this generation’s
expectations (Indiyati et al., 2023).

Existing research has identified key
workplace factors that impact Gen Z’s
motivation and commitment, including
opportunities  for meaningful  work,
flexibility, and professional development
(Becker, 2021; Indiyati et al.,, 2023).
However, a comprehensive understanding
of how leadership and coaching strategies
can address these specific needs within
sales environments is lacking. Leadership
strategies such as strengths-based coaching
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and personalized feedback have positively
impacted employee engagement and well-
being across various industries (Breevaart
& van Woerkom, 2024; Coimbra &
Proenga, 2022), but there is little research
on how these strategies apply to Gen Z
employees in sales — a field with unique job
demands and performance pressures
(Dahling et al., 2016; Jayathilake et al.,
2021). To address this gap, this study
examines how leadership strategies and
coaching interventions can improve
motivation, job satisfaction, and retention
among Gen Z sales employees.

The next section outlines the problem
statement of this research and the novelty
and importance of this study. The
methodology section describes the research
objectives and the study’s design, data
collection, and analytical framework. The
results section presents key findings from
the literature review pertaining to Gen Z
workplace expectations, leadership
strategies, and coaching approaches. This is
followed by a discussion of the implications
of these findings for sales leadership and
organizations, as well as practical
recommendations for improving Gen Z
employee engagement and retention. The
final section offers conclusions, explains
the limitations of the study, and proposes
future research directions.

2. Problem Statement,
Originality,
Study

Turnover rates among Gen Z sales
employees exceed 30%, which imposes
significant  operational and financial
burdens on organizations (Dick, 2019).
Replacing these employees can cost up to
150% of their annual salaries, which
underscores the substantial financial impact
of high turnover on business sustainability
and profitability. A key challenge is the
mismatch between coaching methodologies
and Gen Z’s workplace needs, along with a
lack of research on how to effectively adapt

Novelty,
and Importance of this
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coaching and leadership strategies to them.
Existing research has yet to fully explore
the potential of tailored coaching
approaches to influence Gen Z’s
motivation, job satisfaction, and retention in
customer-facing roles, especially in high-
turnover fields such as sales (Lan et al.,
2020). This research  gap  limits
organizations’  ability to  implement
coaching strategies that resonate with Gen
Z’s desires for autonomy, continuous
feedback, and career growth — factors
critical for engagement and for engagement
and retention of Gen Z employees.

The novelty of this study lies in its
focus on how coaching strategies tailored to
Gen Z’s unique workplace needs can
directly address high turnover rates in
customer-facing  sales  roles. = While
substantial research exists on coaching
methodologies and generational differences
in the workplace, little attention has been
paid to aligning specific coaching
techniques with Gen Z’s preferences for
autonomy, continuous feedback, and career
growth. Therefore, this narrative literature
review synthesizes theoretical and practical
insights to explore the challenges that
organizations face in retaining Gen Z sales
employees. This approach  provides
actionable solutions to enhance employee
satisfaction and retention and increase
organizational stability, while advancing
the scholarly understanding of how
adaptive coaching strategies can fulfill the
evolving needs of this new generation in
high-turnover environments.

3. Methods

This study employed a narrative
literature review to examine how tailored
coaching approaches can improve Gen Z
employees’ motivation and job satisfaction,
thereby increasing retention in customer-
facing sales roles (Lan et al., 2020). This
method was selected for its ability to
synthesize diverse theoretical perspectives
while allowing for a nuanced interpretation



of context-dependent phenomena related to
Gen Z workplace dynamics (Becker, 2021;
Popaitoon,  2022). It provides a
comprehensive analysis of the evolving
challenges organizations face in retaining
Gen Z talent in high-turnover sales
environments (Dick, 2019).

3.1. Research Objectives

The research objectives for this study
emerged from the identified gaps in the
understanding of Gen Z workplace needs
(Zhong et al., 2023). The primary aim was
to address the critical challenge of sales
position turnover rates exceeding 30%
(Dick, 2019). Specifically, the study
examined how coaching methodologies
could address Gen Z’s unique preferences
for autonomy, continuous feedback, and
career growth (Jayathilake et al., 2021). The
study synthesized existing research on
leadership  approaches and coaching
interventions that could enhance motivation
and job satisfaction in customer-facing
roles (Dahling et al., 2016).

3.2. Literature Search and Selection

This review examined research on Gen
Z workplace behaviors (Popaitoon, 2022),
coaching effectiveness in sales (Coimbra &
Proenga, 2022), and retention strategies in
customer-facing roles (Jayathilake et al.,
2021). Studies on leadership approaches,
employee engagement, and strengths-based
coaching were prioritized for their relevance
to motivation and retention (Breevaart & van
Woerkom, 2024; Coimbra & Proenca, 2022).

The search was conducted across
Google Scholar, ProQuest, EBSCOhost,
ScienceDirect, and SpringerLink, using
Boolean operators to refine queries such as
“Generation Z employee retention” and
“sales coaching strategies”. Peer-reviewed
articles published in English between 2008
and 2024 were included, while pre-2008
studies (unless seminal), non-academic
sources, and marketing/pharmaceuticals-
focused research were excluded.
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The search yielded N = 85 sources,
reduced to 76 after duplicate removal and
abstract screening. Full-text evaluation
refined the selection to N = 63 sources for
inclusion.

3.3. Analytical Approach

This study employed an iterative
thematic analysis, where literature was
reviewed, coded, and categorized to
identify recurring themes in Gen Z
workplace dynamics (Ryan & Deci, 2020).
Articles were read in full, and insights were
manually grouped into themes such as
coaching effectiveness, leadership impact,
and workplace expectations (Dahling et al.,
2016; Jayathilake et al., 2021).

Themes were cross-checked against
theoretical frameworks, including Leader-
Member  Exchange, Strengths-Based
Development, and Positive Organizational
Scholarship, to ensure consistency with
established research (Becker, 2021; Zhong
et al., 2023). This approach allowed for a
systematic synthesis of findings, reinforcing
the study’s conclusions.

4. Results

The narrative review identified four
key coaching strategies for Gen Z sales
professionals: structured feedback,
autonomy-supportive coaching, goal-setting
techniques, and relationship-building, each
influencing engagement, motivation, and
performance (Lan et al., 2020; Rivera et al.,
2021). Research indicates that real-time
feedback improves motivation through
immediate reinforcement, while autonomy-
supportive  coaching  enhances  job
satisfaction and commitment when paired
with clear expectations (Dahling et al.,
2016; Naim, 2021). However, excessive
autonomy without structured guidance can
reduce accountability, particularly in roles
managed through performance metrics
(Coimbra & Proenga, 2022; Lungu et al.,
2021). Studies suggest that goal setting
improves performance consistency, while



relationship-building fosters trust and
engagement (Becker, 2021; Popaitoon,
2022). These findings indicate that a
balanced coaching approach combining
autonomy with structured support enhances
motivation, engagement, and long-term
retention in sales roles (Popaitoon, 2022;
Ryan & Deci, 2020; Schroth, 2019).

4.1. Gen Z Workplace Preferences
and Dynamics

Research shows that Gen Z prioritizes
meaningful work and career development,
which directly influences job satisfaction
and retention levels (Lan et al., 2020). Gen
Z employees also prioritize autonomy and
structured feedback and value flexibility,
inclusivity, and work-life balance. These
preferences influence their levels of
motivation, engagement, and commitment,
prompting organizations to adopt flatter
hierarchies and enhance collaboration
(Ryan & Deci, 2020; Zhong et al., 2023).
Research  suggests that organizations
fostering autonomy and career growth for
Gen Z employees achieve higher levels of
engagement and retention, as these factors
align with Gen Z’s preference for
meaningful work (Popaitoon, 2022
Schroth, 2019). Furthermore, some studies
highlight workplace flexibility as a driver
of satisfaction and retention, while others
warn that a lack of structure may undermine
organizational cohesion and efficiency (Lin
& Wang, 2022; Schroth, 2019). Excessive
flexibility without clear guidelines can
disrupt workflow and hinder productivity
(Dimock, 2019; Skypalova et al., 2023).
Therefore, while Gen Z  values
independence, unstructured autonomy may
weaken accountability, especially in sales
roles that rely on measurable outcomes
(Dahling et al., 2016; Liu et al., 2011).

Studies indicate that balancing
autonomy  with  structured guidance
improves engagement and commitment,
particularly in performance-driven roles
(Ryan & Deci, 2020; Popaitoon, 2022).
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Organizations that pair structured feedback
with adaptable environments align with
Gen Z’s expectations while maintaining
performance standards (Becker, 2021;
Popaitoon, 2022). By balancing flexibility
and accountability, organizations can better
support Gen Z employees, improving
engagement, motivation, and long-term
retention (Popaitoon, 2022; Ryan & Deci,
2020; Schroth, 2019).

4.2. Challenges of the Sales
Environment

High turnover and disengagement
among Gen Z sales employees create
significant financial and operational
burdens for organizations, disrupt customer
relationships, and weaken organizational
effectiveness (Aldabbas & Bettayeb, 2024;
Dick, 2019). However, some studies argue
that high turnover in sales is not exclusive
to Gen Z but rather a longstanding industry
challenge driven by performance-based
pressures and incentive structures (Dahling
et al., 2016; Jayathilake et al., 2021). While
these challenges affect all generations, the
need for organizations to address workplace
expectations specific to Gen Z remains an
important consideration (Dahling et al.,
2016; Lan et al., 2020).

Gen Z’s preference for ongoing,
constructive feedback challenges
organizations that rely on traditional
performance evaluation cycles (Rivera et
al., 2021). Research suggests that real-time
feedback reduces disengagement and
strengthens performance (Naim, 2021).
However, excessive feedback may create a
dependency on external validation, limiting
employees’ ability to develop independent
problem-solving  skills (Coimbra &
Proencga, 2022; Lungu et al., 2021). Studies
recommend structured yet flexible feedback
systems that balance autonomy with
accountability to sustain engagement while
reinforcing  performance  expectations
(Becker, 2021; Jayathilake et al., 2021).
Research shows that continuous feedback



systems align well with Gen Z’s preference
for regular communication and development
opportunities (Marodin et al., 2023). Thus,
implementing such systems could help
address the high turmover rate and
disengagement among Gen Z sales employees.

4.3. Organizational Implementation
Factors

Research demonstrates that successful
employee coaching implementation requires
strong leader-member exchange (LMX)
relationships to improve engagement and
retention (Jansson & Kangas, 2024; Ribi¢ &
Mari¢, 2023). Studies indicate that
high-quality LMX relationships foster trust
and open communication, which strengthens
workplace cohesion (Coimbra & Proenga,
2022). However, some findings suggest that
excessively close LMX relationships may
result in  perceptions of favoritism,
undermining team cohesion and perceptions
of workplace fairness (Joo et al., 2012).
Research supports that balancing autonomy
with accountability is crucial for effective
coaching implementation (Dahling et al., 2016).

4.4. Effective Coaching Approaches

The evidence indicates that when
strengths-based development (SBD) is
integrated into coaching programs, it
significantly enhances job engagement and
satisfaction (Bratty & Dennis, 2024). The
Goal, Reality, Options, and Will (GROW)
model effectively aligns personal and
professional objectives, fostering
accountability and commitment (Albers et
al.,  2023).  Furthermore, cognitive
behavioral coaching (CBC) reduces anxiety
and improves performance in high-stress
roles, making it particularly effective for
managing employees in sales environments
(Lungu et al., 2021).

The GROW Model: The GROW
model, with its four stages — goal (defining
objectives), reality (assessing the current
situation), options (exploring solutions),
and will (creating actionable steps) — aligns
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personal growth with organizational
success (Armson et al., 2019). Research
demonstrates that coaching models such as
GROW  enhance  engagement  and
motivation by helping employees align their
personal and professional objectives,
fostering accountability and commitment
(Albers et al., 2023). By implementing the
GROW model, organizations can create a
development-focused culture that improves
individual and organizational performance
and empowers employees to address
challenges with purpose and satisfaction.

This model is particularly effective for
Gen Z employees, who value structured
development and career progression paths
(Aldabbas & Bettayeb, 2024). Studies
indicate that using GROW to align individual
aspirations with organizational goals fosters
intrinsic ~ motivation, enhances  job
satisfaction, and reduces turnover in high-
turnover roles such as sales (Leach, 2020;
Zhong et al., 2023). By fostering a sense of
ownership and providing tools for employees
to actively manage their career progression,
GROW helps create loyalty and accountability
(Armson et al., 2019). Organizations adopting
GROW as part of their coaching strategy can
address Gen Z’s workplace expectations,
ensuring  long-term  engagement and
sustainable success in a competitive talent
market (Albers et al., 2023).

Cognitive Behavioral Coaching: CBC
enhances resilience and performance by
addressing negative thought patterns through
self-reflection, cognitive restructuring, and
goal setting (Lungu et al., 2021). Research
shows that emotional regulation, a core focus
of CBC, reduces anxiety and improves
performance in high-stress roles, making it
particularly effective for employees in sales
environments  (Khakpoor, 2019). By
reframing challenges and fostering adaptive
responses, CBC helps employees develop a
resilient mindset, which is essential in
competitive ~ workplaces.  Organizations
integrating CBC into coaching programs
cultivate a culture of accountability and high



performance, aligning employee growth with
organizational success.

CBC aligns well with Gen Z
employees’ focus on personal development
and mental well-being, because it provides
tools to manage stress and maintain
adaptability in demanding roles (Dudija &
Apriliansyah, 2024). For instance, CBC
enables Gen Z sales reps to reframe
setbacks as growth opportunities, allowing
them to sustain motivation and focus.
Studies show that CBC is effective even
when delivered digitally, appealing to the
tech-savvy nature of Gen Z employees
(Lungu et al., 2021). By fostering emotional
resilience and cognitive flexibility, CBC
contributes to building a supportive culture
that enhances engagement, reduces turnover,
and promotes sustainable organizational
success (Dudija & Apriliansyah, 2024).

4.5. Theoretical Foundations

Positive  organizational  scholarship
(POS), the broaden-and-build theory, and SBD
each offer insights into coaching strategies to
increase Gen Z motivation, engagement, and
performance. Research findings indicate that
POS fosters workplace environments that

enhance employee well-being and
organizational effectiveness by prioritizing
supportive  interactions and recognizing

individual strengths (Azila-Gbettor et al.,
2023; Hollis & Cogburn, 2023). The broaden-
and-build theory explains how positive
emotions strengthen adaptability, problem-
solving, and resilience, reinforcing the
importance of psychological safety in
sustaining workplace engagement (Pefalver et
al., 2019). Studies on SBD highlight the
benefits of aligning job roles with employees’
natural talents and capabilities to increase
motivation, satisfaction, and employee
retention (Bratty & Dennis, 2024; Ferguson &
Lockman, 2024). These findings suggest that
using these theoretical frameworks to create
coaching strategies creates environments
where employees remain engaged, develop
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skills, and contribute
organizational success.

Positive Organizational Scholarship —
POS explores how positive workplace
practices enhance employee performance and
well-being.  Research  indicates  that
organizations developing employee strengths
and maintaining positive interactions create
environments that boost motivation and
engagement (Azila-Gbettor et al.,, 2023;
Hollis & Cogburn, 2023). Furthermore,
employees who perceive leadership as
supportive report higher levels of satisfaction
and commitment, leading to long-term
retention and resilience (Aldabbas &
Bettayeb, 2024). Organizations that integrate
appreciation-based recognition into strengths-
based coaching build trust, reinforce
psychological support, strengthen workplace
relationships, and improve performance
(Pelédez et al., 2020). These findings suggest
that POS provides a framework for creating a
positive organizational culture that promotes
employee well-being and long-term success.

Broaden-and-Build Theory —
Fredrickson’s  broaden-and-build  theory
explains how positive emotions enhance
adaptability, resilience, and problem-solving
in professional settings. Research suggests
that employees who experience positive
emotional  states  demonstrate  greater
flexibility in handling challenges and
collaborate more effectively (Pefalver et al.,
2019; Wei-Lun et al.,, 2014). A sense of
psychological  safety also  encourages
employees to engage in creative problem-
solving and take risks that support innovation
and professional growth (Dorrance-Hall &
Gettings, 2023). Coaching strategies that
incorporate positive reinforcement strengthen
motivation and reinforce constructive
behaviors, which leads to improved employee
engagement (Johnson et al., 2021). These
findings suggest that the broaden-and-build
theory can be used to create a workplace
culture that enhances employee resilience and
innovation, ultimately improving long-term
organizational outcomes.

to  long-term



Strengths-Based Development — SBD
aligns job roles with employee capabilities.
Research  suggests that  workplaces
structured around employee strengths report
higher engagement, motivation, and job
satisfaction (Bratty & Dennis, 2024;
Ferguson & Lockman, 2024). Studies
indicate that a strengths-based leadership
approach improves employee retention by
ensuring that employees feel valued and
positioned for success within their roles
(Bratty & Dennis, 2024; Wang et al., 2023).
Organizations implementing SBD improve
performance consistency and long-term
workplace  satisfaction (Ferguson &
Lockman, 2024). These findings indicate
that SBD is a practical framework for
organizations aiming to align employee
satisfaction with sustained performance and
retention.

5. Discussion

51. The Impact of Continuous
Feedback and Autonomy on Retention

Continuous, real-time feedback is
critical for retaining Gen Z employees, who
seek frequent, constructive input to foster
engagement and support their development
in the workplace (SHRM, 2022). Rivera et
al. (2021) suggested that traditional
performance reviews may not meet the
needs of younger employees, who require
continuous feedback to help them stay
motivated and aligned with organizational

goals. The findings of a beverage
distribution company study demonstrated
that regular shop-floor performance

feedback significantly boosted employee
motivation and engagement, underscoring
the effectiveness of real-time feedback in
maintaining a satisfied and productive
workforce (Marodin et al., 2023). In sales
roles, where rapid adaptation is crucial,
timely feedback empowers Gen Z
employees to meet personal and
organizational objectives by responding
promptly to  challenges.  Therefore,
organizations that implement continuous
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feedback mechanisms can better support
Gen Z’s need for growth and connection
and enhance employee retention in high-
turnover positions (Popaitoon, 2022).

Alongside providing regular
feedback, giving employees autonomy is
essential for retaining Gen Z employees,
who place a high value on personal agency
and empowerment in their roles (Liu et al.,
2011). Liu et al. found that autonomy
coupled  with  feedback  enhanced
engagement across age groups and was
particularly appealing to younger workers
seeking more control over their tasks and
decision-making. As the workforce shifts
toward a flexible Work 4.0 model,
organizations prioritizing autonomy
alongside continuous feedback can build
stronger retention among Gen Z employees
(Lin & Wang, 2022). Giving sales
employees autonomy can allow these
employees to handle customer interactions
and solve problems promptly, while
providing frequent feedback can ensure that
they stay aligned with organizational goals
(Popaitoon, 2022). Organizations
implementing these practices for their Gen
Z workforce can foster a sense of purpose
and satisfaction, reduce turnover, increase
loyalty, and improve long-term
performance (Becker, 2021).

5.2. The Role of Leadership in
Coaching Employees and Creating a
Healthy Culture

Transformational leadership is
instrumental in fostering a  positive
workplace culture by enhancing engagement
and motivation. According to Avey et al.
(2008), this leadership style emphasizes
personalized development and positive
reinforcement and is closely linked to the
creation of a supportive work environment
and increased employee satisfaction. Pelaez
et al. (2020) found that, when used as part of
transformational leadership, strengths-based
coaching significantly boosts employee
engagement and resilience by creating a



foundation of trust and open communication.
For example, leaders who offer tailored
feedback and encouragement through
regular coaching sessions build a culture that
values personal growth and well-being,
which helps employees feel connected and
appreciated  within  the  organization
(Breevaart & van Woerkom, 2024). By
fostering this collaborative environment,
transformational leaders cultivate healthy
workplace cultures that support individual
fulfillment while enhancing the retention and
productivity  essential  for  long-term
organizational success (Avey et al., 2008).
Transformational leadership also
effectively bridges the gap between Gen Z’s
expectations and traditional management
structures. Transformational leadership’s
focus on empowerment and emotional
support aligns well with Gen Z employees’
preferences for  autonomy, frequent
feedback, and meaningful work (Cresnar &
Nedelko, 2020). By fostering a culture of
inclusion and shared purpose, with open
communication and collaborative goal
setting, transformational leaders help
mitigate Gen Z employees’ feelings of
disconnection within traditional hierarchies
(Peldez et al., 2020). For instance,
transformational leaders may invite Gen Z
team members to participate in decision-
making to foster a sense of ownership and
alignment with  organizational goals
(Esteves et al., 2024). By adopting inclusive
practices, transformational leaders can
boost Gen Z’s engagement and job
satisfaction while reducing turnover to
strengthen resilience in an organization’s
dynamic workforce (Pelaez et al., 2020).

5.3. Leader — Member Exchange
Theory

Ribi¢ and Mari¢ (2023) and Jansson
and Kangas (2024) emphasized that high-
quality LMX relationships  enhance
employee engagement and retention by
fostering trust and open communication,
which strengthens workplace cohesion.
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Thus, LMX relationships founded on trust
and transparent communication bolster
employees’” sense of belonging and
commitment to organizational objectives.
Liu et al. (2011) and Pelédez et al. (2020)
highlighted that strong LMX relationships
encourage innovation and engagement by
granting Gen Z employees greater
autonomy in decision-making. Therefore,
strong LMX relationships align with Gen
Z’s preference for frequent feedback and
workplace autonomy.

However, Joo et al. (2012) and
Coimbra and Proenga (2022) cautioned that
excessively close LMX relationships may
result in perceptions of favoritism or
unrealistic expectations, undermining team
cohesion and perceptions of workplace
fairness. They underlined that the
effectiveness of LMX depends on a
manager’s ability to balance autonomy with
accountability. Furthermore, Dahling et al.
(2016) and Ozgiinay (2023) argued that
autonomy alone is insufficient without
structured goal setting and performance
monitoring to ensure alignment with
organizational priorities. To maximize the
benefits of LMX, Basadur et al. (2014) and
Pelaez et al. (2020) recommended structured
coaching interventions that reinforce goal
achievement and skill development.

5.4. Organizational Benefits of a
Tailored Coaching Strategy

Tailored coaching strengthens
workforce stability by reducing turnover rates
and increasing employee loyalty. Studies
show that coaching tailored to individual
competencies and career goals improves
retention by meeting specific developmental
needs, which enhances job satisfaction
(Basadur et al., 2014). Similarly, Jung et al.
(2023) highlighted that coaching by leaders
significantly reduces employee turnover
intentions, particularly in environments where
job stability is a concern. Organizations that
foster a culture of appreciation and support by
creating personalized coaching experiences



that nurture employees’ unique career
aspirations build loyalty and satisfaction
(Jung et al., 2023). This approach reduces
turnover costs and bolsters workforce
resilience and long-term organizational
stability (Basadur et al., 2014) and success.

Tailored coaching strategies also
improve sales performance and customer
satisfaction by equipping employees with
relevant, customer-focused skills. Coimbra
and Proenca (2022) demonstrated that
coaching by managers on sales techniques and
customer engagement increases salesforce
effectiveness, which directly  enhances
customer satisfaction. Moreover, customer-
oriented coaching improves individual
performance and positively contributes to
financial and  non-financial ~ metrics
(Koshksaray et al., 2020). Additionally,
feedback-based  coaching  helps  align
employee efforts with customer expectations
by improving service quality (Latham et al.,
2008). Through tailored coaching that
emphasizes customer engagement,
organizations can foster loyalty, promote
growth, and gain a competitive advantage in
the market (Coimbra & Proenca, 2022).

As well as enhancing customer
satisfaction, tailored coaching strategies
enhance employee engagement and well-
being, which are essential for sustaining
high performance and employee retention.
Research indicates that when coaching
aligns with individual needs and personal
growth goals, employees experience greater
job satisfaction and motivation (Theeboom
et al., 2014). This personalized approach
fosters a supportive work environment that
values employees’ unique contributions
while helping them embrace challenges and
thrive. For example, coaching that includes
goal setting and regular progress
assessments encourages employees to take
ownership of their roles so that they view
obstacles as opportunities for growth
(Theeboom et al., 2014). Organizations that
invest in tailored coaching strategies
cultivate continuous improvement, boost
engagement, and drive individual success
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and long-term organizational performance
(Theeboom et al., 2014).

5.5. Implications for Practice

For Sales Leaders — Coaching that
allows employee autonomy empowers sales
reps to take ownership of their goals,
improving motivation and accountability.
Studies show that autonomy allows reps to
use creativity and judgment in pursuing
their objectives, leading to greater
empowerment and more  consistent
performance (Dahling et al., 2016; Tzeng et
al., 2021). For instance, goal-setting
sessions that align personal targets with
company objectives foster ownership and
increase drive (Esquivel et al., 2016).
Regular feedback complements autonomy
by supporting continuous development,
with frequent, high-quality feedback closely
tied to goal attainment (Dahling et al.,
2016).  Structured check-ins  provide
employees with constructive insights and
create a culture of trust, enabling reps to
refine their approaches and adapt to
changing demands (Atkinson et al., 2021;
Tzeng et al., 2021).

Integrating personal growth
opportunities into coaching further enhances
motivation, retention, and performance.
Authentic leadership motivates sales reps
through role modeling and self-development
guidance (Azanza et al., 2018). Workshops
and mentorship programs help reps develop
competencies aligned with their career
aspirations, fostering job satisfaction and
loyalty (Coimbra & Proenga, 2022; Lau et al.,
2016). By incorporating feedback and
promoting autonomy and growth, sales
leaders build a high-performing salesforce
and reduce turnover, strengthening the
organization’s competitive edge and ensuring
long-term success.

For Organizations — Companies must
transition from traditional hierarchies to
flexible, employee-centered practices to
meet the evolving needs of a
multigenerational workforce. Flatter



organizational structures foster innovation,
responsiveness, and empowerment through
open communication and inclusive
decision-making (Reitzig, 2022). These
structures appeal to Gen Z employees, who
value collaboration and want to make
visible contributions, while fostering
adaptability that reduces turnover and
enhances workforce resilience (Flinchbaugh
et al., 2018; Kumar, 2015; Pandita et al.,
2023). Organizations can better respond to
both market changes and employee
expectations by adopting adaptable
structures, creating a more engaged and
productive workforce.

A management approach that is
generationally sensitive is essential to
engage diverse employees with varied
communication preferences and leadership
expectations (Bennett et al., 2012).
Sustainable human resources practices,
including creating flexible roles and
personalized development opportunities,
support  these  differences, fostering
satisfaction and loyalty (Vranakova et al.,
2021). For example, Gen Z employees
often seek rapid career advancement and
purposeful work, while older generations
prioritize stability and work-life balance
(Zhong et al., 2023). Addressing these
needs through inclusive policies strengthens
productivity and organizational cohesion.

Tailored coaching strategies further
enhance  employee  engagement by
addressing Gen Z’s desire for autonomy,
real-time feedback, and meaningful work.
High-quality LMX relationships foster
mutual respect, helping employees adapt to
dynamic challenges while maintaining
alignment with  organizational goals
(Coimbra & Proenga, 2022; Ozgiinay,
2023). Studies show that continuous
feedback and personalized development
plans align with Gen Z’s values, reduce
turnover, and increase  satisfaction,
cultivating a motivated, stable workforce
(Dahling et al., 2016; Marodin et al., 2023).
These strategies help organizations achieve
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sustainable success by meeting workforce
expectations and enhancing customer
satisfaction.

5.6. Recommendations and Best
Practices

Embed  Coaching in  Career
Development Planning — Coaching should
be integrated as a core part of each
employee’s career development plan.
Managers should partner with employees to
create clear, actionable goals that align with
the organization’s goals and the
individual’s desired career path. Regular
coaching  sessions should  include
milestones, provide resources for skills
development, and offer guidance on
navigating career progression. By helping
employees set and achieve career goals,
coaching encourages employees to engage
with the company over the long term and
invest in their personal growth.

Utilize Strengths-Based Development
in Coaching — Employees can leverage their
talents to maximize their potential by
focusing on their strengths rather than their
weaknesses. SBD involves identifying an
employee’s natural abilities (e.g., via
CliftonStrengths) and aligning tasks and goals
with these strengths. Coaches can provide
opportunities for employees to use and refine
their strengths to enhance job satisfaction,
increase engagement, and promote higher
performance. This empowerment from within
can make employees feel more confident and
capable in their roles.

Incorporate Continuous Feedback into
Performance Management — Continuous
feedback fosters a sense of belonging and
ensures alignment with team goals. Hence,
organizations must move beyond traditional
annual performance reviews to conducting
regular feedback sessions throughout the year
to provide timely insights into performance
and development areas. Employees can adjust
their behaviors quickly in a culture of
ongoing feedback, feel more aligned with
team goals, and understand how their



contributions impact the organization. This
approach allows for course corrections,
celebrates successes promptly, and minimizes
the anxiety caused by infrequent reviews.

Integrate Goal Setting and Reflection
in Coaching — Effective coaching
incorporates goal setting and reflective
practices by encouraging employees to set
SMART (specific, measurable, achievable,
relevant, and time-bound) goals that align
with  their  career  objectives and
organizational goals. SMART goals state
specifically what is to be achieved, measure
progress, are achievable within the
employee’s capacity, are relevant to the
employee’s role and the organization’s
objectives, and are time-bound to provide a
clear deadline. Reflection is equally critical
since it allows employees to assess their
progress, learn from their experiences, and
refine their approach. Regular self-
reflection, guided by the coach, builds
accountability, enhances self-awareness,
and fosters resilience.

Customize Performance Management
Using Individual Development Plans —
Individual development plans are tailored
frameworks combining employee goals and
performance management strategies co-
created by employees and coaches to meet
specific objectives. They include timelines
and actionable steps for achieving goals.
Individual development plans ensure that
performance expectations are aligned with
each employee’s strengths, career goals,
and personal development to provide a
highly personalized approach to growth and
accountability.

Provide Access to Coaching Tools
and Training — Managers must be equipped
with training and tools to support effective
coaching conversations, goal setting, and
feedback delivery. Investing in coaching
workshops, digital platforms, and skill-
building sessions can help all leaders
effectively engage in coaching practices.
For  instance,  digital  performance
management  software can facilitate
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consistent feedback, track progress, and
serve as a platform for employees and
coaches to set and review goals.

Incorporate Employee Feedback on
Coaching Effectiveness — Organizations can
regularly solicit employee feedback to
evaluate the effectiveness of coaching
initiatives.  Gathering insights through
surveys, focus groups, and one-on-one
feedback allows the organization to adapt
coaching practices to meet employee needs
better. Employee input can ensure that
coaching remains relevant, impactful, and
aligned with the evolving expectations of
the workforce.

6. Conclusion

The engagement and retention of
Gen Z employees in sales roles requires
coaching strategies that integrate structured
feedback, autonomy-supportive leadership,
and SBD. High turnover in customer-facing
sales positions reinforces the need for
coaching that sustains motivation while
balancing autonomy and accountability.

Gen Z employees value continuous
development, real-time feedback, and
alignment between personal and

professional growth opportunities, making
these strategies essential for long-term
workforce stability.

This study’s original contribution lies
in its integration of leadership and coaching
models within a sales-specific context,
addressing a gap in the existing research.
While previous studies have examined
broad generational work preferences, this
research focused on coaching strategies
tailored to sales environments, where
employees experience unique performance
pressures and engagement challenges. By
synthesizing theoretical models with
practical applications, this study established
a framework for leadership strategies that
align with Gen Z’s workplace expectations.

The findings have implications for
sales leaders, human resources
professionals, and organizational decision-



makers. Implementing real-time feedback
mechanisms, coaching strategies that
balance autonomy with structured guidance,
and strengths-based leadership can improve
workforce retention and mitigate the
operational and financial strain of high
turnover. ~ Without  such  strategies,
businesses risk continued disengagement
and costly employee attrition in customer-
facing sales roles.

6.1.  Study Limitations and
Recommendations for Future Research

This study has several limitations that
need to be considered when interpreting its
findings. As a narrative literature review, it
synthesizes existing research but does not
generate primary empirical data, which
limits its ability to assess the direct
effectiveness of coaching interventions in
practice. Additionally, restricting the review
to English-language sources published
between 2014 and 2024 may have excluded
relevant  non-English studies and
foundational research. Furthermore, while
this study focuses on coaching strategies for
Gen Z employees in sales, it does not

Future research should employ action
research methodologies to assess the
practical implementation of coaching
strategies in real-world sales environments.
This approach integrates research with
direct intervention, enabling organizations
to iteratively refine coaching frameworks
through a cyclical process of planning,
action, observation, and reflection. Given
Gen Z's preference for autonomy, career
development, and continuous feedback,
action research would provide real-time
adaptability, allowing coaching strategies to
be continuously evaluated and adjusted
based on organizational needs and
employee responses.

Additionally, longitudinal and mixed-
method studies are needed to examine the
long-term effects of coaching interventions
on motivation, engagement, and retention.
By tracking employees over extended
periods, researchers can determine how
coaching strategies contribute to sustained
job satisfaction and commitment, providing
empirical validation for their effectiveness.
As organizations continue to navigate
workforce retention challenges, further

account for potential industry-specific exploration of customized coaching models
variations that may influence the will be essential for building a resilient and
applicability of these strategies across engaged sales workforce.
different sectors.
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