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Introduction

Pembrokeshire County Council is the authority responsible for the provision of all local government services, including education, environmental protection, social work etc. within the county. It serves a population of around 124,000 people and employs approximately 6000 staff.
My role is as Learning and Development Advisor within the Corporate Team. PCC has recently developed a coaching strategy which is being cascaded down throughout the organisation with the hope of embedding a coaching culture.
I am a qualified coach and currently coach both internally and externally working with Academi Wales. 


1. Understand the concepts of coaching and mentoring

1.1 Define and explain the concepts of coaching and mentoring.

According to Mc Graw Hill 2019 “Coaching and mentoring are learning relationships which help people to take charge of their own development, to release their potential and to achieve results which they value.” 
Historically coaching/mentoring first existed in ancient Greece where they provided dedicated support for their elite athletes. Thus coaching/mentoring is more commonly recognised in relation to performance in sport, however the business world has recognised the results it can deliver and has adopted the approach (Christian Van Nieuwerburgh, and Raja’A Yousif Allaho).
Coaching and mentoring are now identified in business as highly effective ways of developing people and empowering them to identify their own solutions to problems. 
Whitmore (2017) states that coaching and mentoring are individually focused and can happen any day, any time. It is also seen as a longer term way of supporting development. The coachee is supported to discover a solution and thus is more likely to own and action it. The coaching/mentoring relationship facilitates discovery, learning and change which benefits both the individual and the organisation.
Pembrokeshire County Council, have moved away from delivering courses where every manager is ‘sheep dipped’ regardless of experience, knowledge or skill. Whilst generic courses still have a ‘place’ we offer coaching as a more person centred approach development solution.

Sisson (2014) refers to coaching as a mind-set. They go on to highlight the merits of a coaching culture within an organisation and discuss the different types of coaching e.g. leadership, team coaching etc.


1.2 Analyse similarities in and differences between, coaching and mentoring and evaluate the validity of grouping the two concepts together.

The table below shows some of the main differences between coaching and mentoring

	Coaching
	Mentoring

	Coaches need not have first-hand experience of the coachee's line of work. The coach can be an independent external professional with expertise in coaching, or a qualified internal coach.       
	Mentoring is customarily a planned pairing of a more skilled or experienced person (usually in the same field of work) with a less experienced person.

	Line managers can use coaching techniques successfully in the management and development of team members.
	Ideally mentors have no line management relationship to the mentee.

	Coaches will ask 'powerful' questions and not offer or give advice.
	Mentors will often provide direction and advice and should 'open organisational doors' for mentees.

	A number of both internal and external coaches are available with a variety of backgrounds and expertise and the services they provide tie in with the organisation’s objectives.
	Mentors can provide a neutral 'sounding board', assure total confidentiality, and have no agenda other than assisting their mentees in their development and to reach their goals.

	Effective coaching is intended to help you to learn rather than by “teaching” you.  By engaging with an experienced coach, the coachee will develop insights leading to enhanced effectiveness.
	 Mentoring involves helping mentees to develop their career, skills and expertise often drawing upon the experiences of the mentor in the process.

	Short term / time bound – the coach supports to achieve a specific outcome
	Longer term – a relationship is developed between the mentor and mentee.



However coaching and mentoring are often grouped together and share some common features:-
· Both require well developed interpersonal skills e.g. listening, questioning, facilitation
· Both require the ability to generate trust, support commitment, generate new actions through listening and speaking skills
· Both aim for the individual to improve his or her performance and be more productive e.g. set, review and achieve appropriate goals
· Both encourage the individual to stretch, but can provide support if the person falters or gets out of his or her depth
· Both provide support without removing responsibility
· Both require a degree of organisational know-how
· Both focus on learning and development to enhance skills and competencies
· Both stimulate personal growth to develop new expertise
· Both can function as a career guide to review career goals and identify values, vision and career strengths
· Both are role models
(Zeus & Skiffington)
Hayden and Haden (2020) highlight that in a workplace context coaching and mentoring programmes when used in synergy can be effective. PCC advocates both coaching and mentoring, the key however is to ensure which solution is most appropriate to an individual’s needs. 

Mentoring – Mentors can be more directive and give specific or ‘directive’ advice. A mentor would be a more experienced colleague. In PCC we advocate mentoring to an individual who is new to a role and needs to be able to develop quickly to be able to become effective. 

Coaching – A coach would not offer their own personal advice and is thus ‘non-directive’, asking questions, challenging and encouraging a coachee to discover their own solutions. The coach remains impartial and non-judgmental not allowing for any personal values, attitudes etc. to interfere.

Peer coaching is also used and could be a viewed as a hybrid: - a coach who is a specialist in a particular field supporting a coachee in the same field. Newly elected councilors are a good example of this. Both have the same level of seniority and undertake the same role but one has greater experience. (CIPD)
(“Coaching vs Mentoring – Why the Difference Matters”)

1.3 Evaluate how coaching and mentoring differ from counselling and from one to one training.

There are fundamental differences between coaching/mentoring, counselling and one to one training. 

According to the Oxford English Dictionary (Weiner et al) counselling is “the provision of professional assistance and guidance in resolving personal or psychological problems”. 
Counselling is a process of looking back and reviewing. A life coach would typically support an individual with low self-esteem, suffering from stress addiction etc. They may follow a process of reflection on the past looking for a link. It can be an emotional process for the individual. Counselling is problem focused and seeks to find out why and support with healing or coping strategies.

Starr (2016) claims coaching is about looking forward. Life coaching can help motivate an individual, support them to seek changes and self-development. Work life balance is typical of this at the moment, where working from home, individuals struggle to retain a division between work and home and as a result they are suffering. A coach will support them to unpick the ‘situation’ and consider solutions and choices to make change. Another example is a coachee who may be considering a lifestyle or career change or who is looking to achieve a goal.

One to one training /group training is very specific and focused on the transfer of knowledge or skill development. For managers unfamiliar with coaching this can be confusing but coaches do not provide information, resources or instruct.

I have been working with an external coachee who has also been attending counselling at the same time. We have worked in tandem and the coachee has provided some really positive feedback on how both have supported her. It did concern me that both might be overwhelming or confusing but this has not been the case.


2. Understand the different ways coaching and mentoring can be implemented within organisations.

According to the ICF (2009), Coaching in organisation and leadership settings is also an invaluable tool for developing people across a wide range of needs. The benefits of coaching are many; 80% of people who receive coaching report increased self-confidence, and over 70% benefit from improved work performance, relationships, and more effective communication skills. 86% of companies report that they recouped their investment on coaching and more.

2.1 Explain different types of coaching and mentoring which can be implemented within organisations. 

The different types of coaching & mentoring that can be implemented within organisations include:-

Coaching co-ordinators and coaching champions – In a large organisation they may appoint a Head of coaching/champions who have the responsibility of overseeing and organising coaching activities. This can ensure that there is a consistent processes that is followed and that cost and return on investment is measured. 

Internal coaches/mentors – recruiting and qualifying internal coaches is an option. An organisation may only seek to qualify those within a HR function but more recently the benefits of qualifying coaches from all parts of the organisation has been recognised as beneficial.

External coaches – although costly, an external coach may be a solution for a smaller organisation or for those individiuals at a senior/executive level for whom an internal coach would feel inappropriate.

Manager as coach – Many organisations are recognising the value of the manager as a coach. Not necessarily externally qualified as a coach but an informal approach to coaching and a key part of a manager’s daily role. Internal courses can be delivered to develop the skills and knowledge of a manager as coach to improve performance and effectiveness within a team. If successfully undertaken organisation wide, this can have a huge impact on organsiational behaviour and performance.

Team/group coaching – an example of this may be Action Set Learning, where a group come together as part of a structured facilitated process to explore and resolve a problem.  

There are a vast number of different coaching/mentoring models and frameworks that can be used and for a coach/mentor it is about finding out which ones work best for them and their coachee. Typical solution focussed models include but are not limited to:-

GROW (Whitmore, Coaching for Performance 2002) 

· Goal – define and agree the goal
· Reality – what is the current reality
· Options – explore options
· Will – desire, commitment of the coachee to take action

OSCAR (Gilbert) 
			
· Outcome – define outcome for the session
· Situation – what is the current situation/status quo
· Choices – discover choices and consequences of each choice
· Actions – next steps
· Review – plan and review 

CLEAR (Hawkins)

· Contract – establish outcomes
· Listen – listen as coach to the coachees reality, thoughts and feelings
· Explore – what change needs to take place
· Action – what next and commitment to that action

Action Set Learning – a simple and powerful way for individuals to learn from each other in a structured group session. Questioning, reflection and critical reflection without giving advice or a solution. 
			

One to one mentoring – the most traditional understanding of two people who are matched. They form a partnership where one individual learns and is guided by a more experienced individual.
(Lancer et al)


2.2 Evaluate the role of line managers within coaching and mentoring. 


The line manager can take either of the following roles:-

Stakeholder – seeks coaching or mentoring for a team member but does not deliver it themselves. The manager has a vested interest in a positive outcome i.e. improvement in performance. The manager also has to be committed to the process and offer support. In this instance three way contracting is often included.

Coach/Mentor – manager as coach, a more informal approach to developing team members. This can be very effective if there is a strong and open relationship between the manager and the coach. It can encourage two way feedback and build very effective, high performing teams.

A manager with a coaching style can ….

· Delegate problem solving to the appropriate person or level
· Support others to make changes and rely on you less
· Enhance your own questioning, listening and communication skills
· Develop your team members to work more effectively
· Create time to for yourself to think strategically and work proactively
· Reduce your own stress
· Help team members to feel valued
During the current COVID pandemic coaching is a valuable tool. Gino and Cable (2020) discuss the merits of being a manager with a coaching style, supporting team members who are concerned about themselves, others and the world as a whole. Coaching during this time also encompasses the importance of wellbeing of employees and engaging with them to remind them of their value and purpose. The IES (Hicks et al 2020) undertook a report to gauge the impact of coaching on employee wellbeing, engagement and job satisfaction. The cost of ill health and absenteeism to an organisation is phenomenal and the benefits of promoting employee wellbeing can be crucial to reducing this. Although the report does highlight some positive organisational benefits, these were not hugely significant to prove substantive or sustained impact. This could be due to the small sample group of only 100 and a short study time of only 6 months.

Some of the difficulties that exist, particularly during difficult times are:-

· High workloads and time pressures
· The Line Manager reverts back to a comfortable ‘state’ of control and telling rather than coaching
· Treating all team members the same, this can be difficult if skill levels vary and communication is virtual
· The organisation as a whole is new or does not have an established coaching culture or framework. Command and control filters down to all management levels. 
· Lack of understanding of the value of coaching.
			

2.3 Assess factors to be considered when implementing coaching and mentoring programmes in organisations.

The question that is often asked is how coaching fits into organisational strategies as a whole? Often regarded as a problem solving solution means that coachees are ’referred’ to coaching by their line managers to solve a problem e.g. absenteeism, poor performance etc.
Slowly but surely coaching is being recognised by organisations as a valuable form of development both for the individual but also the organisation (Hawkins and Smith 2006). 

Operational barriers can exist:-

· Number of qualified/trained coaches available
· Cost implications of ‘buying in’ coaches
· Demand for coaching vs. capacity to deliver

Along with organisational barriers:-

· Organisational culture
· Not seen as a priority for the business
· Lack of understanding of the value and impact of coaching
· Resistance from Line Management
(Ehrich and Hansford)

As a Learning & Development Advisor I recognise the benefits it can have as a bespoke development solution. However an organisation that has embedded a coaching culture will look to weave this throughout the organisation including:-

· Wellbeing 
· Performance Management
· Talent Management   
· Recruitment

It will have policies and strategies in place that promote and encourage coaching at all levels along with ensuring there is a consistent approach that is ethical, professional and ‘regulated’. This would include confidentiality, duty of care to both parties and meeting any external regulations e.g. GDPR. According to Bachkriova & Clutterbuck (2018) the relationship between the coach, mentor /coachee, mentoree is fundamental to its success therefore it is a relationship built on mutual trust.

There are professional bodies that exist to train and support qualified coaches’ e.g.

· Association for Coaching (AC)
· International Coach Federation (ICF)
· Institute of Leadership and Management (ILM)
· Association for Professional Executive Coaching and Supervision (APECS)


3. Understand the potential benefits of coaching and mentoring in organisations.

3.1 Assess the potential benefits of coaching and mentoring for coachee/mentee and coach/mentor.
3.2  Assess how coaching and mentoring programmes can support the achievement of organisational objectives.

When we think about the benefits we need to consider the key stakeholders who have a vested interest. Coaching has a cost and its return on investment can be hard to prove. Typical individual benefits include:-

· Increased confidence
· More effective problem solving
· Managing change more easily 
· Self-efficacy in succeeding to achieve a certain goal/outcome
· Encourages ownership and understanding of situations
· Increased effectiveness and productivity
· Person centred approach, addressing individual needs, tailored and bespoke

The benefits of coaching/mentoring to the organisation include;-
· Cost effective – because it addresses the specific issue or need, it is efficient, timely and without waste
· Encourages innovation and new ways of doing things – invaluable in a time of transformation
· Flexible and responsive – made available when required rather than waiting for a course
· It is appropriate to management style – more collaborative, manager is supported to seek solutions rather than directed or controlled
· Being coached/mentored as a manager encourages downward coaching/mentoring as manager to team
· Can be more clearly aligned to the business goals and objectives
· Succession planning and retention of staff, building on current staff skills
· Increases loyalty and commitment to the business
· Person centred approach, addressing individual needs, tailored and bespoke 
· Encourages creativity and innovation
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The above diagram visually highlights the impact of coaching on organisational performance. Coaching uses techniques to allow a coachee to discover their own solutions, thus empowers them. They now become motivated to deal with the issues that they face and coaching can continue to support them with. At some stage they will start to understand how to ‘self coach’ and seek solutions. Ultimately, they become happier and this results in increased performance both individual and organisational.

A coaching culture is mutually beneficial. Coaching creates a positive atmosphere in the workplace. Increasing ownership and accountability for an employee makes them feel valued and in turn they value the organisation, which leads to improved performance, overall and greater staff retention.  

Institute for Employment Studies (2006) suggests …”Tangible organisational benefits include an individual’s performance which thus leads to increased income or productivity. However, a range of intangible benefits also exist, these include career progression, job enrichment and the desire to take on further study or development. Increased levels of esteem, problem solving skills and greater insight. This review also stated that evaluation had found that managers who worked with a coach were more likely to set specific goals/outcomes.”
Coaching can be used to address a range of organisational issues.

Virgin media (Jolin) are an example of how they have used a process of reverse mentoring. They have engaged younger mentors to work with older mentorees, particularly linked to new technical changes and ways of thinking. Issues around ethnicity and diversity beliefs and behaviours have been addressed and barriers broken down to encourage inclusivity

To conclude, there is a strong case to support coaching as a practice within an organisation.
According to Weintraub and Hunt (2007) to not use coaching would be to ignore a powerful development tool. The caveat however, is the ability of the coach/mentor as a coach and the process that the organisation has in place. Is this merely ‘sitting with Nelly’ and learning from them be it right or wrong or an embedded strategy and policy using internal and external qualified coaches with the skills and ability to effectively coach. This means an appropriate approach, suitable coaches/mentors, consistent practices and confidentiality along with supervision support for the coach/mentor.
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