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THE MANAGER AS COACH – EMPLOYEES WANT A COACH, NOT A BOSS 
 

 
 
 
Over the past decade, I have taken on numerous leadership development assignments across Asia, equipping 
hundreds of senior and middle managers to coach for high performance. 
 
On this journey, I have encountered so many managers who genuinely wanted to get better at leading and 
growing their teams. However, I noticed most of them defaulted to ‘telling’ or instructing their people on what 
to do and how to get their jobs done. They felt that, as managers and leaders, they were obliged to have, and 
to give, the answers. Besides, telling is a ‘faster and more convenient way’ to get things done. Just recently, I 
had a sales manager at my coaching workshop commenting, with all honesty, that she didn’t quite feel she 
was helping, or making a difference to, another colleague when she was practising the coaching basics of 
listening and asking, as compared to dispensing suggestions and solutions. The telling approach has taken 
deep roots in whole organizational cultures. It is time these cultures are reclaimed. 
 
While the telling approach gives employees an ‘immediate answer’ to a present problem, it fails largely to 
engage their ideas, energy and insights. ‘Leadership is less about having the right answer and more about 
engaging the energy of others’, quipped Scott Adams, the famous Dilbert cartoonist and New York Times best-
selling author. This alternative approach is, by no means, a romantic notion but a practical one for two 
reasons: 
 
1. Employees are truly the experts over their respective areas of work. For instance, a service technician taking 
care of a particular geography has better local knowledge and an incisive understanding of his customers’ 
needs than anybody else, including his manager. Yet, for the most part, the manager is the one deciding on 
how things would be done. 
 
2. People exercise far greater ownership over their own ideas, and are therefore more likely to follow through 
with them. An average solution carried through is better than a great suggestion left on the wayside. 
Managers may opt for the quick fix of feeding the answers, but they would soon face the onerous challenge of 
being the ‘answer man or woman’ every time a problem occurs. A Vietnamese manager once told me that 
coaching is really not an option but an imperative, as he had over forty members in his team and could never 
possibly troubleshoot every issue that came up. 
 



In summary, the organizational world will become a far better place when managers coach – with the view to 
engage the insights of their people, and foster ownership in their teams over actions and outcomes. 
 
My little infographic below outlines how managers can start operating out of a coaching philosophy and make 
a transformational impact on people and results in three very implementable steps. 
 
Calling all coaches and coaching evangelists… to support leaders and managers in organizations to unlock the 
significant benefits of coaching to people, culture and results. 
 
 
 
 

Wan Chung, LAI is an organizational psychologist and CEO of The MasterCoach App – the world’s first action-based 
coaching app for growing people and performance. He was an award-winning learning and development director at a 
FTSE100 company, and actively coaches leaders across Asia. To him, coaching is ultimately about creating a ‘sense of 
safety’. When people feel safe, they take risks, say 'yes' to who they are, and do their greatest work. 
 
Get your free copy of Wan’s e-book ‘8 Inspired Ideas for Effective Coaching’: 
www.mastercoachapp.com/free-ebook    


