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Overview

This paper discusses the position of manager as a combination of three roles: leader, teacher and coach.  The role of leader is already widely accepted.  The roles of teacher and coach add valuable qualities to the manager’s effectiveness by associating the employees’ career growth with the company’s growth.
Leader

The main purpose of the manager as leader is to get the work done at a cost (salary, benefits, overhead including the manager himself) less than the value gained from the work.  If the difference is positive, then the manager has earned a profit; if negative, the manager has suffered a loss.  Often, the time spent leading takes away from the other two roles, teaching and coaching.  This paper contends that increasing the roles of teacher and coach will empower the team members to lead themselves and thereby allow the leader to focus on more important leadership duties.
Teacher

Just as a teacher is the leader of his class, a leader is the teacher of his team.  The methods may not be formal sit-down lectures, but rather individual tutoring (e.g., one-on-ones), discussion groups (meetings) and white papers (emails).  A teacher is always teaching, even when not in class.  A leader is always teaching, especially by example.
As teacher, the manager teaches, or gets taught, what his employees need to know to succeed, and teaches himself about each team member: goals, drivers and learning style.  He then finds common direction between each employee’s goals and the company goals and uses that commonality to motivate the employee to achieve his best so that both the employee and the company grow together.  The proudest moment of every teacher is to have a student come back years later and thank him for doing a great job.

The ambitious manager also teaches someone to replace him.  If the manager aspires to higher positions, then his position will need to be filled.  The manager’s having a trained replacement will provide a smooth transition of leadership, and will also demonstrate his qualification for higher leadership positions.
Coach

The only difference between the terms “leader” and “coach” are the venues in which they are used.  In sports a coach leads his team to produce results for their franchise.  In business a leader coaches his team to produce results for their company.  Just as a leader is also a teacher, a leader is also a coach, whether he realizes it or not.  The coaching power is already in the hands of the leader.  Using it effectively will significantly increase the value of the leader by getting more done with the same resources.
The true measurement of a manager as a coach is how many people he has helped to materially advance their careers.  Similar to a student thanking a great teacher is the employee giving credit to a manager who helped him get to where he is today.

Measurements

Below are some suggested criteria to measure the performance of a manager in terms of the three roles: leader, teacher, coach.

Leader

	Rating
	Measurement

	Far Exceeds
	Employees initiate extra work without any regard to recognition. They do the extra work simply because it is the right thing to do.

	Exceeds
	Employees initiate extra work because they believe that their extra results will be recognized.

	Meets Expectations
	Employees do a good job at what they are told to do.

	Needs Improvement
	Employees often miss deadlines and fail to meet commitments because they do not care about their job.

	Fails to Meet
	Employees knowingly sabotage their team’s efforts 


Teacher

	Rating
	Measurement

	Far Exceeds
	Employees learn something on their own initiative and, most importantly, share it with the rest of the team.

	Exceeds
	Manager motivates his team to teach others about something that they (the presenter) already know.  Manager teaches subordinates how to do his job.

	Meets Expectations
	Manager shares required information about the company.  Manager constantly reminds employees of learning opportunities, including tuition reimbursement.  Manager describes future opportunities resulting from new skills learned. 

	Needs Improvement
	Employees feel that there is more relevant information available, but they are not receiving it.  This situation can occur whether or not they know of a specific piece of information that is lacking.  They may feel that something is lacking but they do not know what it is.

	Fails to Meet
	Manager withholds information.  Manager ridicules team members for learning something that they believe is worthwhile but manager does not.


Coach

	Rating
	Measurement

	Far Exceeds
	Manager is passionate about and expresses belief in his employees’ career goals.  Manager pushes employees into uncomfortable areas that will help their career.

	Exceeds
	Manager expresses belief in employees’ career goals and teaches employees how to achieve their goals.

	Meets Expectations
	Manager expresses belief in employees’ career goals.

	Needs Improvement
	Manager is aware of employees’ career goals, but does nothing about them.

	Fails to Meet
	Manager is unaware of employees’ career goals or ridicules employees for goals that seem unattainable.
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