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Now that we have covered the first t hree emotional commitment types (to job,  

to the organization, and to the  team), it remains to identify how we can 

maximize emotional commitment to the manager.  

 

Perhaps youÕve heard of the saying: ÒPeople tend to join a company and leave 

the boss.Ó You might remember that earlier, we defined engagement with the 

three ÔSÕ, say, stay, and strive.  Loyalty to the manager is an indicator of high 

engagement, too. Needless to say that low levels of loyalty represent a 

considerable cost factor. 

 

So how can managers get their direct reports to be emotionally committed to 

them? 

 

Over the past 20 to 30 years, the expectations of employees Ð on both staff and 

management level Ð changed considerably. In the past, it might have been 

sufficient if the manager was more or less fair, gave clear directions, and 

adequate rewards for good performance. 

 

Today, most employees expect more than that. They want (in no particular 

order) their managers to  

•  truly care about them; 

•  help them develop themselves; 

•  give them challenging tasks; 

•  provide them with the freedom to be creative ; 

•  offer flexible time schemes; 

•  be optimistic and abundance-oriented rather than scarcity-oriented; and 

•  be an inspiring role model. 

 

Too much to ask for? 
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Obviously, there might be some limitations to fully match these criteria. For 

example, the organization might not be ready yet to embrace flexible working 

time schemes, etc. 

 

At the same time, I know from experience that if managers learn and apply the 

coaching mindset and coaching competencies, they can get pretty close to 

fulfilling  these expectations. 

 

The coaching mindset particularly focuses on ÔownershipÕ which promotes the 

idea that employees in many cases might be able to take greater ownership over 

what to do and/or how to do it. Employees develop significantly faster if they are 

in charge and also, once theyÕre used to taking ownership, and take usually more 

pride in their work which has also a positive impact on the emotional 

commitment to the job.  

 

Another coaching framework is to be forward -oriented, which means that 

coaching managers are looking for the opportunities in any problem or challenge, 

thereby creating a positive and optimistic outlook for their team members.  

 

For example, does a manager see the current economic crisis only as a problem 

that needs to be mitigated or does she inspire her team members to look for 

opportunities that may present themselves in this challenging environment? 

 

One of the important coaching skills is the ability to build truly trusted 

relationships with direct reports. An important key for that is that managers truly 

care for their team members and are not afraid if that means that they ÔloseÕ top 

performers due to internal promotions. In fact, they do th eir best to develop 

them in the best and fastest possible way so that they ÔloseÕ them as soon as 
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possible. They are aware of the benefits of this mindset such as 

•  having a highly engaged team; 

•  having loyal allies in the organization after interna l promotion;  

•  attracting high potentials from other teams ; 

•  keeping top performers within the organization ; and 

•  being seen as a Ôtalent factoryÕ for the organization. 

 

In my experience, these benefits by far outweigh the challenge of replacing top 

performers. 

 

The coaching approach also promotes more creativity and flexibility which 

ultimately benefit both the direct reports and the organization.  

 

 

Conclusion on Emotional Commitment to the Manager 

 

In todayÕs knowledge worker age, itÕs not sufficient for managers anymore to be 

the most brilliant subject matter expert. While itÕs certainly still valuable for a 

managers to know their business, itÕs much more important for them to be a 

coaching leader thus inspiring direct reports to develop themselves to become 

the best they can be. 

 

Also, if managers adopt coaching as their main leadership style, they build 

stronger relationships with their direct reports , who in turn become more and 

more emotionally committed to their superior.  

 

Part V of this series summarizes the topic of high engagement and the different 

commitment types and will show you the benefits of maximizing them.  
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If you have any comments in the meantime, please write to 

charlie.lang@progressu.com . We will post any comments to this series in the 

next part we publish.  
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