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Coaching or Leading or Both? 
Every leader of people should aspire to get the best from their teams. But not every leader necessarily 
has the skills to do that and not every leader has the behavioral style to want to do that. 

 
When leaders have behavioral insight into themselves and their people, coaching becomes the norm in 
their leadership approach. 

 
According to 2017 Gallup data about employee engagement in the USA, 85 percent are not engaged at 
work; this breaks down to 67 percent are not engaged and 18 percent are actively disengaged. 
Source: https://www.gallup.com/workplace/231668/dismal-employee-engagement-sign-global- 
mismanagement.aspx 

 

This kind of data, whilst disturbing, more importantly, raises significant questions. How does this impact 
the company's bottom line, the customers, and the individuals themselves, and what, if anything, can 
or should leadership be doing about this? 

 

If it’s true that engaged employees have a deep emotional connection to their work and the people they 
work with – why then do many employees feel disengaged? 

 
When asked, the most consistent answer to this question is the lack of connection to the leadership. 

1. Not listening - but rather giving orders. 
2. Not connecting long enough to dig deeper into an exchange by asking questions. 
3. Failing to provide feedback. 
4. No clear framework within which to set and deliver goals. 
5. Lack of empathy. 

 
This is why many more leaders realize the importance of understanding behaviors and how to connect 
leadership more effectively to employees through knowledge of behaviors, personalities, and 
environments. 

 
Leaders are generally called to lead their people to focus on tasks, reach set goals, and deliver financial 
success for the business. 

 
A leader who is a coach will talk to individuals. They will ask questions and discuss how to improve a task, 
encouraging them to share how to make that happen. 

 
This form of exchange is leadership coaching. It’s inclusive. It’s designed to build confidence and critical 
thinking into people. 

 

Coaching vs Mentoring 
The coaching/leadership style of management delivers more effective ways of connecting with teams 
and individuals at a deeper level. When coaching is center to the culture of an organization there is 
trust. 

 
Not every leader will automatically step into the role of a coach. They may not have the inherent 
behaviors to do so. Yes, they could be skillful in terms of their leadership management but lack 
empathy, for example. They could be confused about the difference between coaching and mentoring. 

https://www.gallup.com/workplace/231668/dismal-employee-engagement-sign-global-mismanagement.aspx
https://www.gallup.com/workplace/231668/dismal-employee-engagement-sign-global-mismanagement.aspx
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Here’s how we are DNA Behavior differentiates between coaching and mentoring. 
 

Coaching is oriented around defined goals. Coaches are often called upon to help individuals become 
more proficient in certain areas or address important workplace skills they might be lacking. Some 
examples might include organizing or managing their workspace to conflict resolution, or public 
speaking, selling, and maybe even strategic thinking. Coaching tends to be performance-driven, often 
short-term in nature. Its purpose is to improve, enhance, or acquire new skills that can be leveraged 
immediately to influence the business. A coach helps someone find his/her own answers. 

 

While Mentoring is about relationships. The mentor and mentee might initially concentrate on skills or 
competencies. Still, over time they develop a rapport that often transcends workplace issues and 
moves into career development, maybe even relationships. Either way, it tends to be a longer-term 
commitment and travels through various life cycles. Mentoring is personal development driven. The 
focus is on the future. The mentor shares their life and career experience to positively influence the 
mentee's personal and professional development. 

Here we focus on the skills needed for the leadership/coach relationship. 

Leaders who coach:- 

• Know how to guide people to find their own answers to an issue. They don’t provide every 
answer. 

• See every exchange with an individual as an opportunity to help them grow in their skills and 
move forward successfully in their career. 

• Create opportunities for team members to try new ways of working; they make suggestions 
and provide clarity but don’t micromanage the process. 

• Show empathy for people who are passionate about what they do but might lack the skills to be 
a high achievers. They work with the person to be their best within their personal framework. 

• Don’t use the conversations to judge performance. They build trust with the person so their 
success is paramount. 

 

How Does a Leader Prepare to be a Coach? 
When a leader wants to adopt a coaching role with their people but doesn’t feel they have the skills to 
do it – that’s the number one, and biggest hurdle crossed, admitting they need to prepare. 

 

As a leader, you will need two key things to successfully coach your teams: active listening skills and a 
non-judgmental mindset. Understanding how much effort will be required to demonstrate a patient, 
trusting, open, and safe environment for your team to talk with you is key to building your coaching 
skills. 

 
Coaching skills aptitude will be different for every leader. The behaviorally smart leader will take steps 
to know and understand their own behavioral and communication style as a starting point. 
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The DNA Behavior Natural Discovery process 
takes only a 10-minute investment of time 
and reveals behaviors, communication styles, 
reaction triggers, working environment 
needs, and so much more. 

 

Not only is this insight for the leader, but 
when the same is made available for the 
employee, a comparison report can be 
produced, providing deep and extensive 
insight into the leader/staff member 
relationship. 

 
This behavioral data is delivered in real-time 
to any device. It is a simple key to getting 
started as a leader/coach. It provides below-
the-surface behavioral facts that set the 
coaching process up for success. 

 
The Comparison report provides an 
understanding of how best to approach the 
staff member behaviorally in terms of how 
each behavioral style corresponds to the 
other. 

 

In this example, Chris needs to manage and flex their fast-paced leadership style to Helen's more 
cooperative and trusting behavior. 

 
The insight gives Chris key potential struggle points that might cause them to clash. For example, Chris 
might want to manage Helen's outgoing, chatty communication style in a way that doesn’t close her 
down. He could need to explain how he, in particular, and others more generally, might find Helen's 
exuberance overpowering, which could distract people from her message. Knowing how to approach 
this using the report's insight will ensure it’s a healthy conversation. 

 

Chris, more importantly, might need to flex his anchored professional short bullet point exchanges to 
listen patiently to Helen's creative offerings. Always remembering that for a leader the nuggets of gold 
could be in a more creative spontaneous discussion. 
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Add to these first two behavioral reports the communication report and both leader/coach and staff 
members are set up for a quality coaching experience. 

 

If leaders what to be successful coaches it’s essential they know their communication style in relation to 
the person they intend to coach: 
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DNA Behavior Natural Discovery Levels the Playing Field 
Sharing behavioral discovery reports ensures the coaching relationship is based on a genuine need to 

work cooperatively with individuals. It doesn’t in any way diminish the role of the leader it simply sets a 

framework within which leadership coaching can proceed. 

Obviously, there must be an agreed structure for leadership coaching, and when this agenda is agreed 

between the leader and the team member the stage is set for a healthy leadership/coaching connection 

to begin. 

• The leader/coach must be present and focused both in terms of agreed connection times and 

active listening. 

• The leader must be prepared. Have questions ready. You want to be a good leader/coach so 

take responsibility for making this work. 

• Remember that the most effective leader/coaches don’t have hidden agendas. They encourage 

quality conversations and use the time to provide direction and encouragement. 
 

 

What Next? 
When leaders have successfully implemented their own approach to leader/coaching the next stage is to 

pass what they have learned on to other managers and supervisors. 

This approach then weaves coaching into the very culture of the organization. It becomes the norm for 

all levels of management to actively understand their people and coach them to achieve success. 

Organizations who take this approach are far more likely to have engaged employees. 
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Having already established that knowing people at a deeper level is the cornerstone of quality and 
genuine leadership/coaching, why not reach out to us for advice and help? 

 
Here’s a short video of what we offer. 

 

The DNA Coach Network 
 
 

DNA Behavior has been at the forefront of this model of behavioral insight to inform leadership and 
coaching for some 20+ years. We understand that when leaders know how to coach their people, there 
is a considerable uplift in performance, success, personal satisfaction for all, and the financial bottom 
line. 

 

 

To learn more about DNA Behavior International and the 
solutions we offer, please visit: www.dnabehavior.com 
 
If you have any questions or would like to discuss with an 
executive on our team, please email us at: 
inquiries@dnabehavior.com  

 
 

 

 

https://youtu.be/yNbnvtVoG1Y
http://www.dnabehavior.com/
mailto:inquiries@dnabehavior.com

