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Executive Summary
The purpose of this report is to critically evaluate Coaching and Mentoring within business organisations. The report includes descriptions and explanations of the pros and cons of these developmental tools. The report also looks at what the organisation gains from applying these methods. Three coaching methods are analysed: GROW, OSCAR and the Instant Pay Off models.
The report also looks at why the Line Manager may be best suited to apply these tools in an internal environment for the organisation. It looks at the advantages and disadvantages of this.
The report then moves onto explaining why these methods can help with employee/coachee/mentee resilience in a professional environment with regards to the constant change that takes place within organisations that strive to remain relevant to their target audience.
An analysis is made on a personal coaching session with relevance to Kolb’s Reflective Cycle. This is supported with the outcome to the session and a Personal Development Plan.
In conclusion, the report states that Coaching and Mentoring are essential to both the employee as well as the employer. This is supported with many reasons given. One of which is the long-term success of the employer and the continuing improvement of the employee. 
Throughout the report are supporting evidences and statements from books and other credible sources that are based on the subject matter. 
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Introduction
The following report critically evaluates Coaching and Mentoring as developmental tools within organisations. It will delve into the types of coaching and mentoring that are available and when and where they should be applied. Other tools are also discussed that can help with professional development. Many factors come into play when these tools are used including who does the coaching/mentoring, whether it is done internally or externally and any change that is involved with it.
An organisation that is not prepared for change may face a dire outcome. Therefore, organisations need to be prepared and have change on their agenda, (Smith, Skinner and Read, 2020). Blockbuster Videos is a prime example of an organisation that failed to change with the time and challenges presented with changing technology and attitudes. 





















Main Findings
“Coaching aims to enhance the performance and learning abilities of others”, (Landsberg,2015). Therefore, coaching is about passing useful information and tips that will help individuals and groups of people regarding things that they want to get done, helping them to learn with their own means rather than teaching them directly. As an example, the government and health professionals have coached us about best practice to avoid getting infected by the coronavirus. Such as washing hands, wearing facemasks and keeping 2 meters apart from people in public. Coaching should help someone unlock their potential which they can use to get further and achieve more in life. Coaching can also be very rewarding, (Landsberg, 2015). One such reward is seeing the coachee (person being coached) develop their skills and improve their performance.  
“The coach’s most important decision is whether to instruct/suggest, or whether to ask a question – or indeed whether to use a style of interaction somewhere between these two extremes”, (Landsberg, 2015). The purpose is to point the coachee in the right direction and not necessarily dictate to them what to do. This will allow them to put their skills together, such as critical thinking and problem solving, to come up with solutions to their problems. Coaching is widespread in business as a way of effectively bringing out the best in employees and executives, (Peltier, 2010). 
Coaching is typically done on a one-to-one basis. It involves the coach asking the coachee relevant questions to get to the root of their problem. This is determined by asking open, closed and probing questions. The coach needs to listen very carefully and repeat back to the coachee what was said by them whilst paraphrasing so that the coachee understands that the message given has been understood. This process clarifies the next steps.
Models of Coaching
There are three main coaching methods that businesses use. They are the GROW, OSCAR and The Instant Pay-Off Model. The most popular of these is the GROW model. These are all frameworks to help the coaching process by guiding the coach in asking relevant questions. 
“GROW is more than a coaching model loved by the coaching community. It is also a top leadership tool that works across all disciplines and cultures”, (performanceconsultants.com, 2012). It was developed by Sir John Whitmore in 1992, (performanceconsultants.com, 2012). GROW stands for:
Goal – what is the desired outcome?
Reality – what is the current situation?
Options – what feasible options are available to achieve desired outcome?
Will – set targets and commit to a timescale
This effective framework allows the coach to competently control the session with relevant questions.
Google is an example of an organisation that has a general coaching culture. Google uses the GROW model of coaching and the best managers at Google know how to (Schneider, 2018):
Empower the Team and do not micromanage
Express interest and concern for team members success and well-being
Be productive and results orientated
Be a good communicator – listen and share information
Help the team with career development
Have a clear vision or strategy for the team

The criticisms around the GROW model include that it is inflexible, too linear and does not promote active listening, (Somers, 2019). By this it is meant that if this model is used then the coaching will follow too strict a path which may make it difficult for the coachee to benefit. 
The OSCAR model is very similar to the GROW model except that it requires the coachee to set up a review process as well. This ensures that the coachee regularly goes back to update and evaluate any progress or lack thereof, (Revolutionlearning.co.uk, 2022). 
The Instant-Pay-Off model is different in the sense that it gets the coach a little more involved. First the coach will discuss the issue with the coachee and then the desired outcome. Once this is established, they will both look at the barriers that are blocking the desired outcome. Finally, once these are established, then they will jointly brainstorm the best path forward around the barriers and next steps. 
There are four distinct levels of establishing a coaching culture within an organisation. The highest level is termed “embedded”, (Clutterbuck and Megginson, 2005). At this level, coaching and mentoring become part of the fabric of the organisation. 
Mentoring
“Mentoring relates primarily to the identification and nurturing of potential of the whole person”, (Clutterbuck, 2004, pp. 4). This means that the mentor realises the potential of the mentee (person being mentored) and focuses on improving their skill(s). The mentor may do this via multiple means, such as: training, exercising, practicing or even imparting experience and knowledge. Mentoring is usually more long term as it practically prepares an individual or group for set tasks, (Clutterbuck, 2004). An example of a mentor could be a university lecturer who guides and facilitates the studies of a course.  
A professional mentor may even consider using a personality profiling assessment to best facilitate the mentoring process. (Clutterbuck and Lane, 2016).
The collective aims of coaching and mentoring is to make the individual more independent and able to work on own initiative. One way to do this is to portray supportive and non-judgemental views. Other similarities include increasing productivity, involve personal development and objectives, work best with good rapport and can be integrated in learning and development programs, (Skillspack.com, 2020).
One of the tactics that can support the coaching procedure is the environment in which the coaching takes place. The effectiveness of the coaching may differ if done in the work environment compared to a casual place such as a coffee shop. Both environments are completely different and give off different vibes of energy. This may need to be tailored to the individual and the circumstances to make the coaching most effective. 
A coach needs to be at least an active listener whereas a mentor should be a deep listener. This is because the mentor will spend a lot more time with the mentee and needs to get to know their strengths and weaknesses.
Coaching can generally be done by anyone. This person does not need to be familiar to the coachee nor does the coach need to be an expert at the topic they are coaching. As such the coach’s role is not to tell the coachee exactly what to do but guide them in the right direction so that the coachee can help themselves. The coach will ask the relevant questions to find out the situation that the coachee is in and offer the best and most suitable solutions. 
Not everyone can be coached. This will depend on the mindset of the coachee. If they are willing and open-minded then they can be helped. However, if they are unwilling to engage in the coaching process, then this most likely will be a fruitless effort. 
Key differences: 
Coaching	Mentoring
Can be done by anyone	Short term	Task Based	Formal and structured 	Specific goals	Bring out skill already within coachee	Do not necessarily need to personally know coachee	Requires someone with expertise 	Long term	Relationship based	Informal 	Broad areas of development	Develop or hone skill of mentee	May need to establish professional/personal bond with mentee


Advantages and Disadvantages of both:
Advantages	Disadvantages
Brings best out of individuals / teams	Improves morale through support 	Productivity and effectiveness increases	Skills and knowledge kept relevant and up to date	Non-judgemental approach 	Takes time	Personality clash may occur 	Can be costly (especially mentoring)	Need to go through regular sessions 


Other Development Models
Training is usually the best way for an organisation to develop the skills of their employees for specific tasks. The drawback to training is that it takes time, often weeks or months, and is very costly for the organisation. Thereafter, there is no guarantee that the employee will not leave the organisation and use those skills learned in the training program after joining a rival organisation. This can put the organisation in a difficult predicament. However, the immediate benefits to the organisation should outweigh these. The benefits of training include improving employee morale, ensuring job competency, ensuring job security and ensure that employees can work with less supervision. Bhattacharyya, (2015, p.3) argues that training and development is the most important endeavour for an organisation compared to coaching and mentoring, as “through these, managers can reinforce the employee development process and can ensure that their organisations remain sustainable in the long run”. 
Performance Management is another development program that looks more closely at an individual employees’ day to day achievements and sets targets and goals. Performance management may be used in a sales-oriented business environment, such as a call centre. Armstrong (2009, quoted in Ashdown, 2018, p. 3) states “performance management is a systematic process for improving organisational performance by developing the performance of individuals and teams”. Performance Management sessions may be set up every month to assess the progress of the employee. This way crucial updates and guidance can be given to the employee on a regular basis. Performance Management may consist of feedback, setting targets, reviewing specific actions and suggesting certain areas of development, (Ashdown, 2018).  One of the main benefits of this is that it helps all employees involved in attaining a certain standard of performance, (Ashdown, 2018). Another benefit is that if an employee feels unconfident or lacking in a certain area of performance, then they can get more help and guidance to improve on that. 
The major drawbacks of Performance Management are that it is a long-term commitment for the organisation and potentially offsetting valuable resources and talent to the employees, i.e., these skills may be used by the employee with competitors should the employee decide to leave the organisation. Performance management also allows for regular feedback to be given directly to the employee. The employee being managed may be given good or even bad feedback. This could hinder their progress or improve it. Please see Appendix A, (Landsberg, 2015). 
Line Manager as the Coach and Mentor
In the business context, the best person to be a coach and/or mentor to an employee may be the line manager. The reason for this is that the employee/coachee/mentee will already have a working relationship with the line manager. This may allow the Line Manager to better understand the point of view and situation of the employee. Studies show that mentoring can be more effective if there is an element of empathy within the relationship, (Clutterbuck and Lane, 2016). Another benefit to this type of internal coaching would be that it would save money for any organisation, rather than hire professional external coaches and mentors. Other benefits to internal coaching and mentoring through a Line Manager:
Can focus on entire teams to improve performance 
Set targets in line with organisation goals
Promote creativity
Conduct appraisals for employees
Employees may feel more comfortable rather than someone they don’t know, i.e., willing to communicate more
The Line Manager’s job could be made more difficult if there are internal issues at play though. They are not impartial as external coaches and mentors would be, (Sword, 2022). Issues such as conflict between employees, favouritism, time pressures, problems with disciplining if too friendly and choosing between short term and long-term goals, (Barber, 2018). The Line Manager should be clear with the team or individual about what they should expect from these sessions, (Barber, 2018). This can be made clear early on so that there are no unrealistic expectations. 
For the Line Manager to be an effective coach and mentor they will need the following skills as well as others (Sword, 2022):
Active Listening
Communication
Time-Management
Assertiveness
Know what questions are appropriate
Organisational
Ethically Aware
Having these skills will allow the Line Manager to be an effective coach and mentor. However, the Line Manager will follow a method of coaching and mentoring that agrees with their personal values, beliefs and ethics. The Line Manager must be especially careful with any sensitive information that they may come across from employees with regards their personal lives. Passing this on to third parties may infringe on their statutory rights and GDPR 2018 regulation. 
The role of coaching and mentoring in building resilience and dealing with change
Coaching and mentoring can be a very effective way to help in dealing with any type of change that may be taking place within an organisation, whether that be due to internal or external factors. The skills that are passed and developed through these methods would essentially be empowering future leaders. 
Change management tools such as Lewin’s (1947) three stage model or Kotter’s (1996) 8 stage model can assist in implementing these changes. Change does not follow a predictable path, and neither is it guaranteed to succeed, (Smith, Skinner and Read, 2020). Therefore, it often comes with much anxiety. 
Whatever the change may be, organisations need to adopt a hybrid approach of coaching and mentoring to maximise their goals. Some organisations may task their coaches and mentors to strictly do only that. Whereas others may ask employees to implement coaching and mentoring to get the quickest and most cost-effective results. As such, coaching can be applied for technological, cultural, environmental, legal and many other reasons/changes. 
It may not be easy for an organisation to establish a coaching culture. But it must be done so that an organisation may remain at an advantage regarding competition, employee morale and company image. It requires a concerted effort from the top-level decision makers. 

Personal Reflection on Coaching Assessment 
Kolb’s Reflective model (1984) is very useful for self-reflection regarding any experience. The practical coaching assessment carried out with Salma had some strengths and weaknesses. The Instant Pay Off model was used to gain the maximum benefit with the time that was allocated. It allowed for the session to have a genuine and smooth flow that was beneficial for both participants. It was a fifteen-minute meeting regarding Time-Management concerns that Salma had. 
Strengths:
Asked relevant questions
Paraphrased and repeated information given
Followed the Instant Pay Off model closely
Listened very carefully
Laid out plan of work
Weaknesses:
Coaching via Microsoft Teams is not ideal
Difficult to assess body language and tone of voice
Sometimes spoke over coachee
Could not have eye contact
The result was that the desired outcome and barriers were clearly explained. Some options were then discussed for Salma to try and help with her situation. One of these was sending her young child to a playgroup so that she could do her work at home on time. The other was trying to get a family member to look after the child whilst she is carrying out her work. Salma decided that she would pursue the playgroup option.
The outcome was very surprising personally. The experience has taught that it is very useful to speak to an individual one-to-one. This also highlights areas where one can grow personally as well. It was a very satisfactory experience to help someone with a professional problem. Please see Appendix B for a personal development plan to further improve coaching skills.















APPENDIX A

(Landsberg, 2015)


APPENDIX B
Personal Development Plan
Objectives
What do I want to be able to do
or do better?	Success criteria
How will I recognise success?
How will I review and measure my improvement?	Actions
What methods will I use to achieve my learning objectives?
	Implementation
How will I practise and apply what I learn?
Gain confidence in and improve Coaching skills								By making sure that the coachee gets a clarity in what their options are and how they can approach them	Research coaching models and watch example videos	Apply coaching methods to help colleagues
Improve Communication skills						When overall confidence increases with the coaching sessions and able to speak clearly and concisely	Continue to read on relevant topics and subjects to increase knowledge	Engage in discussions and exchange of ideas 
Improve listening skills					When everything said by coachee is taken in and clearly paraphrased and options given	Carefully listen to the words used and the tone in which it is delivered. Thereby offering relevant feedback	Through experience and trial and error. 


Conclusion 
The report shows that coaching and mentoring are paramount in large organisations that deal with employees of varying skills that often need to be monitored, improved and updated. The models discussed are crucial in allowing this to take place effectively. The pros far outweigh the cons for coaching and mentoring for organisations. Coaching and mentoring, whether internal or external, empowers managers and allows them to deal with change on many levels. The personal coaching session has further solidified this philosophy.
This may not be the case for smaller organisations. These may find it financially difficult to recruit external sources for coaching and mentoring.
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Helpful hints for providing feedback

Bad feedback

Good feedback

Hallmarks of good feedback

Creates defensiveness and
confrontation; focuses on
blame

Creates trust and cooperation; focuses

on improvements — possible or
achieved

Create a contract to discuss
issues

Acknowledge coachee's
feelings

Does not improve skill

Increases skill

Focus on ‘skills’ not ‘person’

Paint specific picture of desired
skill | Suggest practical steps

Undermines confidence and
self-esteem

Improves confidence in ability and
potential

Position as need to ‘build’ or
‘demonstrate’ vs. ‘don't have' or
‘must prove’

Balance negatives and
positives; provide constructive
actions

Leaves person guessing

Clarifies ‘exactly where | stand’ and
‘what to do next’

Verify with questions; ask for
coachee's recap
Jointly arrive at plan

Leaves person feeling
‘judged’

Leaves person feeling ‘helped’

Invite coachee to assess own
performance first

Offer support for future
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