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ABSTRACT

Received: 13 Apr 2026 This study aimed to identify, analyze, and classify the gamification requirements necessary for
Accepted: 16 Jul 2026 designing a coaching model aligned with the characteristics, expectations, and learning preferences
First Available: 18 Jul 2026 of G_eneration z en_1ployees. This applied study_employed.a §ystematic rgview des_ign. _Relevant
Persian- and English-language studies addressing organizational coaching, gamification, and
Final Publication: 21 Jan 2027 Generation Z were searched in Scopus, Web of Science, and PubMed. The search period covered
2021-2024 for English-language sources and 2020-2024 for Persian-language sources. The initial
search identified 265 articles. Following duplicate removal, title and abstract screening, full-text
Keywords assessment, and methodological quality appraisal using a 12-item checklist, 33 eligible studies were
included in the final synthesis. Data were extracted using a structured checklist and analyzed through
qualitative content analysis. The identified requirements were coded, compared, and organized into
coaching, gamification, broader conceptual categories. Researcher self-review and supervisory review were used to enhance
the credibility and consistency of the analytical process. The synthesis identified five principal
categories of gamification requirements for coaching Generation Z employees: motivational and
development, experiential reward requirements, technological and digital requirements, interactive and participatory
requirements, content and learning requirements, and cultural and organizational requirements.
Motivational and reward requirements were the most frequently reported category, appearing in 91%
of the included studies and encompassing points, badges, tangible and intangible rewards, and
progressive achievement levels. Technological and digital requirements were reported in 85% of
studies, followed by interactive and participatory requirements in 79%, content and learning
requirements in 73%, and cultural and organizational requirements in 67%. The findings indicate that
effective gamified coaching depends not only on reward mechanisms but also on mobile accessibility,
interactive platforms, immediate feedback, personalized learning pathways, experiential scenarios,
transparent rules, continuous-learning cultures, and senior management support. Effective gamified
coaching for Generation Z requires the balanced integration of motivational, technological,
interactive, instructional, and organizational components. The proposed framework can guide human
resource managers and instructional designers in developing engaging coaching programs that
enhance the learning, motivation, retention, and job performance of Generation Z employees.
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EXTENDED ABSTRACT
INTRODUCTION

The rapid transformation of work environments, the widespread integration of
digital technologies, and the growing presence of Generation Z in the workforce have
created new challenges for human resource development. Generation Z employees have
grown up in an environment shaped by the internet, mobile devices, social media, and
Immediate access to information. Consequently, they often expect workplace learning and
development processes to be flexible, interactive, technology-supported, and responsive to
their individual needs. Their expectations differ from those of previous generations not
only in relation to technology use, but also in terms of communication style, feedback,
participation, professional growth, and organizational transparency. Generation Z
employees tend to value rapid feedback, opportunities for self-directed learning, visible
progress, meaningful work, and continuous access to developmental resources. Therefore,
organizations that rely exclusively on conventional, standardized, and instructor-centered
development practices may encounter difficulties in maintaining the engagement and
commitment of this generation (1-3).

The entry of Generation Z into organizations has also influenced employee retention,
job embeddedness, organizational learning, and employer attractiveness. Members of this
generation are more likely to remain in organizations that provide opportunities for growth,
supportive relationships, clear career pathways, and alignment between individual and
organizational values. In contrast, limited developmental opportunities, ambiguous
expectations, weak managerial support, and rigid organizational structures may increase
their intention to leave. Research on job embeddedness among Generation Z employees
has emphasized the importance of organizational fit, professional links, perceived
developmental benefits, and the costs associated with leaving the organization (4).
Moreover, Generation Z employees may contribute to the sustainability of organizational
learning when organizations establish collaborative, digitally supported, and participatory
learning environments (5). These conditions highlight the need to redesign employee
development systems in accordance with the cognitive, motivational, and technological
characteristics of the emerging workforce.

Organizational coaching is one of the most important human resource development
approaches that can be adapted to these changing expectations. Coaching is a goal-oriented
and interactive process through which employees receive support, feedback, guidance, and
opportunities for reflection and skill development. Unlike generalized training programs,



coaching can be individualized according to employees’ developmental needs, career
goals, performance challenges, and learning preferences. Evidence suggests that workplace
coaching can improve performance, learning, self-efficacy, professional development, and
work-related attitudes, although its effectiveness depends on the quality of coaching
relationships, the competence of coaches, and the organizational context (6). Coaching
competencies can also strengthen leaders’ commitment and professional development by
promoting self-awareness, responsibility, and continuous learning (7). In addition,
organizational coaching models developed in different contexts have emphasized the
Importance of trust, humanistic values, managerial support, communication competence,
and organizational readiness (8-12).

Despite its benefits, traditional coaching may not fully address the needs of
Generation Z employees. Formal meetings, delayed feedback, linear developmental
pathways, static content, and limited digital interaction may reduce the attractiveness and
effectiveness of coaching for this generation. The suitability of coaching approaches is
influenced by organizational culture, employee expectations, and the extent to which
coaching practices are integrated with performance management and learning systems (13,
14). Consequently, there is a need for innovative approaches that can make coaching more
engaging, interactive, personalized, and digitally accessible. Gamification has emerged as
one of the most promising approaches in this regard.

Gamification refers to the use of game-design elements, mechanisms, and principles
In non-game contexts. Points, badges, levels, leaderboards, challenges, missions,
narratives, immediate feedback, and rewards are commonly used to increase motivation,
participation, persistence, and learning. In workplace settings, gamification can enhance
employee engagement, collaboration, productivity, and knowledge acquisition when it is
aligned with organizational objectives and employees’ psychological needs (15). It has also
been introduced as a pathway to sustainable transformation in human resource practices
because it can improve employee experience, support learning, and generate behavioral
data that assist decision-making (16). Recent findings indicate that gamification can
contribute to employee resilience and work engagement (17), while work gamification may
also influence employee creativity through psychological and organizational mechanisms
(18).

The value of gamification has been widely examined in educational and training
contexts. Systematic reviews have shown that gamification-based learning can improve
motivation, participation, persistence, and learning outcomes when game elements are



Firoozbakht et al. Study and Innovation in Education and Development, Vol. 6, Issue 6: 2026

meaningfully integrated with instructional objectives (19, 20). However, the effectiveness
of gamification depends on accessibility, inclusiveness, individual differences, and the
quality of instructional design (21). Frameworks developed for gamified teaching have
emphasized the importance of interactive scenarios, feedback, progressive challenges,
storytelling, and active participation (22). Similar conclusions have been reached in reviews
of game-based learning for younger digital generations, suggesting that gamified
environments are most effective when they involve clear objectives, meaningful feedback,
and experiential learning (23). Furthermore, gamification in virtual education has been
associated with the development of creative thinking and research tendencies,
demonstrating its potential to support higher-order cognitive outcomes rather than merely
short-term engagement (24).

Generation Z appears particularly receptive to gamified experiences because of its
familiarity with digital interfaces, interactive media, and immediate performance
indicators. Studies have shown that game elements can strengthen engagement, social
participation, and positive behavioral intentions among members of this generation (26, 27).
In multigenerational workplaces, gamification may improve employee engagement,
although preferences for competition, collaboration, rewards, and technology differ across
age groups (25, 28). Visual design, interaction quality, and the perceived meaningfulness of
gamified experiences also influence Generation Z’s acceptance of such systems (29, 30).
Gamification has further been used to improve the adoption of mobile services and
strengthen employer branding among Generation Z, indicating that it can shape both
behavioral intention and organizational attractiveness (31, 32).

Nevertheless, the use of gamification in organizational coaching requires more than
the superficial addition of points, badges, or leaderboards. Training practitioners have
warned that poorly designed gamification may produce short-term engagement without
meaningful learning and may even weaken intrinsic motivation (33). Digital engagement
tools are more effective when they are accessible, relevant to work tasks, and supported by
opportunities for practice and knowledge transfer (34). Organizational culture can also
strengthen or weaken the effects of gamified training interventions (35). Moreover,
gamification should be adapted to the specific logic of coaching, where trust, reflection,
personalization, and developmental dialogue remain essential (36). Although prior studies
have examined coaching, Generation Z, and gamification separately, the requirements for
integrating gamification into coaching models for Generation Z employees have not yet
been comprehensively synthesized. Therefore, the present study aimed to identify and



classify the gamification requirements needed for designing an effective coaching model
for Generation Z employees.

METHODS AND MATERIALS

This applied descriptive study was conducted using a systematic review approach.
The study population consisted of Persian- and English-language research articles related
to organizational coaching, gamification, and Generation Z employees. Scopus, Web of
Science, and PubMed were searched using combinations of keywords related to coaching,
mentoring, employee development, gamification, game-based learning, serious games,
Generation Z, digital natives, and organizational contexts. The search covered the period
from 2021 to 2024 for English-language studies and from 2020 to 2024 for Persian-
language studies. A total of 265 records were identified in the initial search, including 74
from PubMed, 132 from Scopus, and 59 from Web of Science. The studies were then
assessed through the stages of identification, screening, eligibility, and inclusion. Titles
and abstracts were first reviewed to remove irrelevant studies, after which full texts were
assessed according to predefined inclusion and exclusion criteria. The methodological
quality of potentially eligible articles was evaluated using a 12-item checklist covering the
title and abstract, introduction and problem statement, methodology, findings and
conclusion, and writing quality. Articles receiving at least 8 out of 12 points were retained.
After duplicate removal, screening, and quality assessment, 33 studies were included in the
final analysis. Data were extracted using a structured checklist and analyzed through
qualitative content analysis. Requirements identified in the selected studies were coded,
compared, and organized into broader conceptual categories. Researcher self-review and
supervisory review were used to enhance the credibility and consistency of the analysis.

FINDINGS

The qualitative content analysis of the 33 selected studies resulted in the
identification of five main categories of gamification requirements for coaching Generation
Z employees. These categories were interactive and participatory requirements,
motivational and reward requirements, technological and digital requirements, content and
learning requirements, and cultural and organizational requirements.

Motivational and reward requirements were the most frequently identified category,
appearing in 30 studies, equivalent to 91% of the reviewed articles. This category included
point systems, badges and medals, tangible rewards, intangible rewards, and progressive
achievement levels. Technological and digital requirements were identified in 28 studies,
representing 85% of the sample. These requirements included mobile accessibility,
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interactive digital platforms, augmented and virtual reality, and data-analysis tools.
Interactive and participatory requirements were reported in 26 studies, corresponding to
79% of the reviewed articles. Their main components were group challenges, team
competitions, immediate feedback, and opportunities for synergy and knowledge sharing.

Content and learning requirements were identified in 24 studies, accounting for 73%
of the included articles. This category consisted of personalized learning pathways,
simulated scenarios, storytelling, and experiential learning. Finally, cultural and
organizational requirements were identified in 22 studies, representing 67% of the sample.
These requirements included alignment with organizational culture, senior management
support, transparency of rules, and the establishment of a continuous-learning culture.

The results indicate that the reviewed literature placed the greatest emphasis on
motivational mechanisms and reward systems, followed by digital infrastructure and
interactive features. Although cultural and organizational requirements had the lowest
frequency, they remained a substantial component of the proposed framework. Overall, the
analysis produced a multidimensional structure in which successful gamified coaching
depends on the simultaneous integration of motivational, technological, interactive,
instructional, and organizational elements.

DISCUSSION AND CONCLUSION

The findings demonstrate that gamified coaching for Generation Z employees should
be understood as a comprehensive developmental system rather than a collection of
isolated game elements. The prominence of motivational and reward requirements suggests
that visible progress, recognition, and structured achievement are central to sustaining
employee participation. Point systems, badges, progressive levels, and both tangible and
intangible rewards can make long-term developmental objectives more manageable and
transparent. However, reward systems must be linked to genuine learning, skill acquisition,
and performance improvement. Excessive reliance on external rewards may produce short-
term participation without durable motivation.

The high frequency of technological and digital requirements reflects the central role
of digital accessibility in Generation Z’s work and learning experiences. Mobile platforms,
interactive dashboards, real-time communication, and data-informed feedback can extend
coaching beyond scheduled meetings and enable continuous participation. Augmented and
virtual reality may also provide safe environments for practicing complex workplace skills.
Nevertheless, technological sophistication should not replace educational quality. Digital



tools should be selected according to their relevance, usability, accessibility, and capacity
to support meaningful coaching objectives.

Interactive and participatory requirements further indicate that Generation Z
employees benefit from social learning, group challenges, team competition, and
immediate feedback. Collaboration can strengthen knowledge sharing, belonging, and
collective problem-solving, while immediate feedback helps employees identify errors and
adjust their behavior quickly. Yet competition should be designed carefully to prevent
unhealthy comparison or exclusion. Cooperative challenges and team-based achievement
may be more appropriate when the objective is to strengthen organizational learning and
shared performance.

Content and learning requirements emphasize the need to personalize coaching
pathways. Employees differ in their prior knowledge, developmental needs, learning pace,
and career goals. Personalized content, realistic scenarios, storytelling, and experiential
activities can make coaching more relevant and memorable. Story-based missions and
simulations can connect abstract concepts to workplace challenges, while experiential
learning allows employees to practice decisions and observe their consequences. These
elements are especially important when coaching aims to develop complex competencies
such as leadership, communication, creativity, and problem-solving.

Although cultural and organizational requirements had the lowest frequency, they
are essential for the sustainability of gamified coaching. Without senior management
support, clear rules, adequate resources, and alignment with organizational values, even
technically advanced programs may fail. Transparency is particularly important in relation
to scoring, ranking, performance tracking, and reward allocation. Employees must
understand how their data are collected, how progress is evaluated, and how rewards are
assigned. A continuous-learning culture is also necessary to prevent gamification from
becoming a temporary initiative disconnected from the broader human resource
development system.

In conclusion, the systematic review identified five interconnected categories of
requirements for designing gamified coaching for Generation Z employees: motivational
and reward, technological and digital, interactive and participatory, content and learning,
and cultural and organizational requirements. The proposed framework provides an
integrated basis for designing, implementing, and evaluating coaching programs that are
engaging, personalized, technology-supported, and organizationally sustainable. Effective
implementation requires balance among all five categories. Organizations should avoid
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reducing gamification to superficial rewards and instead use it as a structured approach for
enhancing learning, motivation, collaboration, professional development, and employee
retention among Generation Z workers.
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