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5KDCM Main Assignment
1.1

There are many definitions for a mentor and a simple alternative word search describes someone who supports, guides, teaches and advises. Clutterbuck (2014) clarifies the term mentoring involves a mentor guiding a mentee through various scenarios, where they may be required as a role model, a critic and sometimes a friend, therefore they must be adaptable. He explains a mentor doesn’t just show a mentee how to accomplish a task but challenges them to assess and discover the process required to get the end result. This allows the mentee to not only learn by themselves but to feel supported and trusted, which often results in a positive affiliation. It appears that mentoring involves working closely with people providing key support and this could be through work, school or elsewhere. Clutterbuck (2007) suggests mentoring is long term and it is not a quick fix because it usually focuses on issues and goals that take time to achieve. According to Cox, Bachkirova and Clutterbuck (2014) the term mentor originates to the Ancient Greek and translates to of the mind, which could be perceived as being philosophical, having a deeper meaning and connecting distinctively. The CIPD (2020a) echo this and confirms mentoring is commonly a relationship which requires a variety of skills such as listening, questioning and clarifying. It is also important to understand that this relationship works both ways so although the mentor is seen as nurturing the mentee, they actually learn from one another which is invaluable.

A coach is a teacher, trainer and instructor. According to Cox, Bachkirova and Clutterbuck (2014) if someone is looking to make a change, reach an objective or learn a new process then they seek a coach. Coaching is discussed as a recognised growing field and there are many methods used in various contexts along with a range of models, such as the GROW model which will discussed in more detail later. “Coaching aims to enhance the performance and learning abilities of others. It involves providing feedback, but it also uses other techniques such as motivation, effective questioning and consciously matching your management style to each coachee’s readiness to undertake a particular task” (Landsberg, 2015, p99). This definition in particular focuses on helping someone to not only achieve a goal but to do so efficiently. The CIPD (2020a) complements this by implying that coaching at work is usually introduced in order to improve performance levels, usually to reach a target or enhance skills. Cox, Bachkirova and Clutterbuck (2014) explain it originated in the 1800’s in the Hungarian town of Kocs which translates to the English word coach and was where horse draw vehicles were produced. Clutterbuck (2014) portrays coaching as a direct method of helping someone to learn and develop which gives the impression that coaching, particularly in the workplace may be a compulsory rather than an option. Although Clutterbuck has mentioned here that coaching is direct, it is important to understand that there are also non-directive approaches and some coaches may even use a mixture of both. Coaching is not long term and according to Clutterbuck (2007) a coach may be required temporarily to fix an issue and once this is resolved, the coach and coachee have accomplished their goal. 

1.2 

Immediately, there is a link found between the synonyms of both Coaching and Mentoring (C&M) which is teaching. Coaching similarly to mentoring is something that is available to people in various circumstances and periods in life. Clutterbuck (2007) advises another similarity is the requirement to adapt and be flexible. Depending on who needs a coach or asks for a mentor can determined the style of both C&M required, how it is delivered and the complexity if applicable. Cox, Bachkirova and Clutterbuck (2014) points out that although C&M have many similarities with their methods and techniques, these methods and techniques are in fact divided by the context and purpose. Another disparity mentioned is that mentoring tends to be voluntary while coaching is usually a requirement and unavoidable. Through the definitions, it is clear that mentoring takes time while coaching is delivered at a faster pace. It could be said that as mentoring lasts longer and goes beyond simply completing a goal that will almost always result in a bond. Clutterbuck (2007) has identified the objective of both C&M can be the same as it is to support people achieve a goal or work through an issue. However, he also advises that the nature of this partnership is what makes C&M different. C&M are two different approaches used to help and develop people, but they are most definitely connected. 

C&M have many similarities, and some could argue that they do the same thing. It is clear that some coaches and mentors may use a hybrid approach, or some mentors may get better results with a mentee using a coaching method, it all depends. Clutterbuck (2014) points out that every relationship and situation is different, to which Connor & Pokora (2012) agree with and state that in order to be effective coach or mentor the ability to adapt and explore various issues and opportunities is a must but alters with each person. Cox, Bachkirova and Clutterbuck (2014) suggests coaching originated from mentoring and Clutterbuck (2014) adds that there are various types of learning which will always be linked such as counselling and guiding. This ties back to the hybrid approach and the option to do both. Mentoring may work well for some, but others would benefit more from a coaching approach. There is a need for all types of learning because everyone is different, and as Finkelstein (2019) discovers, one size does not fit all. 

1.3

C&M have been discussed in detail, however Clutterbuck (2014) states that there are other learning methods out there such as counselling, networking and guiding. Further to this, there are other initiatives available to people through various platforms such as work and these could be employee engagement programmes, e-learning, focus groups and team-building workshops. As it is easy to confuse C&M, it is not surprising that this also happens with counselling. Clutterbuck (2014) explains that counselling is effectively another form of learning and helping someone. However, Connor & Pokora (2012) points out that C&M are not the same as counselling or therapy and there are established boundaries. Clutterbuck (2007) adds to this as he agrees, there can be confusion. He clarifies that both a coach and counsellor are there to help someone but there are boundaries in place which must be followed. A counsellor is essentially a coach or mentor but has specialist skills or qualifications in order to fulfil their role. Connor & Pokora (2012) advise that an effective coach or mentor should have the ability to understand the situation, what their client needs and to be aware of other resources which may be better suited, such as counselling. Clutterbuck (2007) also mentions these boundaries and states for a coach or mentor to advise on something they are not authorised or qualified to speak about is a reckless thing to do. For example, if a coach is working with someone who is struggling at work and over time through coaching, they disclose personal information which may be the reason why they are struggling at work but also at home, then this is where the coach should step away and point them in the direction of therapy, for example.

One-to-one training could be seen as an approach to coaching. The CIPD (2020a) explain that many organisations are adopting a coaching culture in hope to enhance the skill set of their staff in order to reach top performance and improve overall. From this, it is clear that coaching can be delivered to teams and groups of people which relates back to the definition of coaching being a quick fix occasionally. Cox, Bachkirova and Clutterbuck (2014) discloses that team coaching has been around of years within sport but is actually relatively new in the workplace, which is interesting. Connor & Pokora (2012) suggests that there are many forms of learning and training and in order for it to fully work, there must be an agreement made between two parties. Maestro (2019) adds that training is usually one-to-one. It can be tailored to fit an individual’s needs and circumstances. So if a team of twelve are required to learn a new objective within their department in order to increase sales, maybe one or two members of the team won’t understand, won’t turn up or may approach management and ask for an alternative training method. One-to-one training can be beneficial for some and not others. It may be suited to those who lack confidence or need more time and it is important to realise that, as previously stated everyone is different.

2.1

	Three types of coaching


	Cox, Bachkirova and Clutterbuck (2014) advises the GROW model allows someone to make a decision on what they want to achieve, and the coach is able to suggest how to get there. Performance Consultants (2011) imply that this model is a pillar in many organisations. Cox, Bachkirova and Clutterbuck (2014) suggest that this model is linked to performance coaching because it involves helping someone discover their abilities in order to do something better. They also add that this type of coaching is developmental, which is another positive as the growth of learning and development within organisations continues to rise. It is also important to realise as C&M can be combined, this model may be utilised within mentoring too. 


	Lea (2019) explains Cognitive Behavioural Coaching (CBC) is different to the GROW model because GROW focuses on knowledge and capabilities in order to achieve a goal, while CBC focuses on the phycological and emotional barriers stopping someone from reaching their goal. Cox, Bachkirova and Clutterbuck (2014) explains this type of coaching is regularly used in executive coaching as it covers personal development and learning for an individual rather than an organisation in general, which also relates to leadership coaching. Lea (2019) suggests it can help resolve existing workplace issues such as self-confidence, indecisiveness and procrastination. 


	The person-centred approach is a type of coaching is that you know yourself better than anyone else, so you as a coachee should have a say in how you are coached. Connor & Pokora (2012) advise this type of coaching is also known as the humanistic approach because it involves the phycological communication between two people and the importance of this contact. Cox, Bachkirova and Clutterbuck (2014) advises the person-centred approach is used in career and life coaching because it is designed help those decide which direction they want to go in their occupation or in life, and this also promotes self-direction along with “ask, don’t tell” Cox, Bachkirova and Clutterbuck, 2014, p72. There are evident connections to the CBC coaching approach so although it is used in career coaching, it could also be used in executive or leadership coaching.


	Three types of mentoring


	You could say virtual mentoring is the future of mentoring, especially due to the pandemic and having to do almost everything virtually. Clutterbuck (2014) explains it involves using virtual media such as a telephone, email, text or Skype. The CIPD (2017) discuss C&M and proclaim they are not new but the way they are delivered is constantly developing and adapting. Clutterbuck (2014) advises virtual mentoring is a form of hybrid mentoring because usually a mentor and mentee will meet face to a face first, then email in order to build and maintain rapport. Chopra, Fessell, Saint (2020) add that in a world of a digital culture, mentors and mentees must be able to communicate emotionally and pragmatically. Clutterbuck (2014) adds this approach of mentoring is continuing to grow.  


	Peer mentoring is becoming a common approach to mentoring and the CIPD (2020a) confirm it is popular within organisations. Clutterbuck (2014) explains peer mentoring involves working with someone in a similar role to you and simply supporting and learning from each other, which in the long run can be invaluable. Cox, Bachkirova and Clutterbuck (2014) points out that that two parties involved are at equivalent levels in their jobs with the same goal of developing and progressing, usually with their careers. Similar to peer coaching however what separates peer coaching from mentoring is the end goal, with coaching it is usually skill specific.


	Jordan & Sorell (2019) explains reverse mentoring couples executive team members with younger employees to discuss strategy and share knowledge. This type of mentoring can be beneficial to both parties involved as it gives both a great opportunity and may be a one in a lifetime chance. Clutterbuck (2014) advises in order for this to work effectively, an agreement must be made beforehand. Jordan & Sorell (2019) adds there are many benefits to an organisation adopting this approach such as retention of staff, promotion of diversity and inclusion along with accepting culture change. These are hot topics and organisations must adhere to the ever-changing world we live in. Connor & Pokora (2012) suggests that reversing roles can provide invaluable experience and from this one could agree that this rising method of mentoring may be utilised in more and more organisations going forward.





2.2

The role of line managers can vary across organisations and “Line managers have a very important role to play, not only in managing people and operations day-to-day, but also in implementing HR (human resources) and other organisational polices and in supporting their team’s development” (CIPDc, 2020, https://www.cipd.co.uk/knowledge/fundamentals/people/hr/line-managers-factsheet). Clutterbuck (2007) explains that day-to-day C&M within the workplace is likely to be delivered by line managers as the duty falls under performance and development. The CIPD (2020a) back this up and clarify that 1-2-1 appraisals and performance discussions are typically where coaching occurs and can be easily embedded by line managers. However, the coaching relationship can be strained when there is no time spent apart between the two parties. Clutterbuck (2014) suggests there are many benefits to C&M being delivered by a line manager instead of an external resource, such a solid relationship already existing and the person being able to discuss their development wishes or worries with their manager. This can also effectively improve the relationship. A downside to this according to the CIPD (2020a) is that individuals occasionally do not react well to C&M propositions and Clutterbuck (2014) adds that sometimes line managers disapprove and only see negatives in these situations such as time spent away from work. Interestingly, Cox, Bachkirova and Clutterbuck (2014) point out that line managers having to take on the role of a coach on top of everything else are faced with a challenging and questionable task. Connor & Pokora (2012) imply that coaching within organisations can be delivered internally and externally, and the companies that do this internally usually leave it to be handled by line managers. It could be said that line managers are the best option for C&M within organisations as they know their staff and development needs. It would also promote team commitment and performance along with a better working relationship, which has already been mentioned. On the other hand, the working relationship can be challenged and if pushed too far it could be damaged. Some would argue that a line manager may not commit fully due to their workload or possibly rush the process due to time pressures. By looking at the reasons for C&M along with the various approaches available, it does make you question whether the line manager is the best option available along with can more be done if required.

2.3

The CIPD (2020a) proclaim that C&M programmes are common within organisations, however there can be issues when it comes to delivering and the management of them. There could be many reasons for why C&M is needed in the first place such as a new strategy, change in objectives, poor performance and even adapting to new circumstances like the coronavirus pandemic. Connor & Pokora (2012) imply that all C&M programmes must follow ethical standards which also relates back to not crossing boundaries and acting appropriately. The CIPD (2020a) add that C&M is connected to learning and development. However, it is important to understand it doesn’t solve all problems. Clifton & Harter (2019) make an interesting point of making managers coaches in order to implement change, but some could argue this is not entirely the role of a manager and changes within an organisation must be consider by assessing various factors first. Clutterbuck (2007) explains one of the first things to be considered is when an organisation seeks help is whether an internal or external coach or mentor is the best option, and this presents further queries to consider such as skillset, cost and availability. Connor & Pokora (2012) adds another consideration may be whether the approach will be formal or informal and both have their own positive and negative factors. Cox, Bachkirova and Clutterbuck (2014) recommends organisations to check potential coaches and mentors are members of professional bodies such as the European Mentoring and Coaching Council (EMCC) as they have suitable credentials. It could be said that if managers are taking on the role of coaching, then the correct training should be provided which may include joining a professional body.

Clutterbuck (2014) suggests there are many incentives for an organisation that utilises C&M such as improved communication, motivation and retention of staff. These aspects are all important and they would only be enhanced through the implementation of C&M, it seems petty that there are some organisations out there that do not use these tools. However, Clutterbuck (2014) mentions there are other factors to consider such as time, cost and HR. From this, it clear that these factors may have an influence on whether C&M is possible. It could be the case that an organisation wants to introduce a new mentoring programme, but it is not feasible at the moment. Regarding the recent coronavirus pandemic, the CIPD (2020b) discuss flexible working, the return to the workplace and the appropriate steps that need to be taken which may involve C&M. There will be barriers for individuals, teams and management to overcome and is something a coach could support with. An obvious point to add would be the working from home factors that have affected everyone and particularly the fact that a coach or mentor would have to adapt their approach further, by working virtually and to provide support through other means such as video conferencing. According to a report by the CIPD (2020d) there will be many factors to consider post pandemic which some would say may increase the need for a coach or mentor and people who are struggling in these unforeseen circumstances may also turn to a line manager for help. 

3.1

By studying C&M in depth, the various approaches and the factors to be considered, it is now possible to look into some of the advantages and disadvantages of C&M in more detail. Some of these have been briefly mentioned previously but the examples have been primarily organisational centred. Clutterbuck (2014) suggests there are many benefits available for a mentee and this could be applied to coachee. Some of the common benefits or intended results include someone supporting you and helping you develop at your own style and pace, supporting your decisions on what you want from work and life, assistance on how to do it, someone who believes in your ability and understands your circumstances. “Becoming an effective coach is the most important skill any manager can develop” Clifton & Harter, 2019, p85. One could agree these are some of the benefits you would expect from having a mentor but in order for this relationship to work fully, both parties must work together and apply themselves correctly. This demonstrates that these benefits may only be available if the mentoring programme or coaching session has been successful. Clutterbuck (2014) adds disadvantages can materialise if the mentor doesn’t fulfil their duties entirely and if the coachee or mentee becomes reliant on their coach or mentor.

There are also many benefits for the coach or mentor. Cox, Bachkirova and Clutterbuck (2014) explains that some managers can become coaches because of their skillset and capabilities, which is a benefit in itself to be considered but also opens up the opportunity to develop themselves as well as their coachee or mentee. According to Clutterbuck (2014) other benefits include the chance to reflect, academic challenges, own satisfaction along with the chance to increase skills and overall reputation. Connor & Pokora (2012) adds that a coach or mentor is a trustworthy and loyal influence accountable for someone’s development, professional or personal and that is a big responsibility. However, there are also some disadvantages which Clutterbuck (2014) confirms could be the breakdown of the relationship, a breach in confidentiality and trust or even a client who is too dependable. It is important to consider both the positive and negative features for all parties involved in order to make a clear assessment and it is noticeable there are more ups than downs, but this would be determined by any of the considered factors along with the two parties involved.

3.2

C&M programmes can support the achievement of organisational objectives in a variety of ways. As previously mentioned, Clutterbuck (2014) indicates there are a lot of benefits for an organisation that utilises a C&M agenda such as enhanced communication, increased motivation and retention of staff. Along with successful planning, leadership development, commitment and exceptional customer satisfaction which results in an improved organisation overall. Clutterbuck (2014) agrees that productivity can be increased as a result of implemented C&M within an organisation. When looking an at organisation it is important to identify the key stakeholders involved which may include employees, managers, customers, supplies, shareholders, the organisation in general along with coaches and mentors. Chopra, Fessell, Saint (2020) make an interesting point that during the coronavirus pandemic, C&M has been in demand and some mentors have been pushed to the limit, but it is important to appreciate that even during these times a quick message or phone call can have a lasting effect on someone. Armstrong (2017) advises organisations are always looking for new ways to improve productivity and to hit targets which asks the question could C&M be a part of this plan. To which, Caine (2018) implies coaching is a growing trend within organisations. She explains coaches and mentors are not just there to support people but to put plans in place to make sure results are delivered through enhanced training and development programmes. This is a culture in itself which promotes innovation and agility, which is what organisations want.
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