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Executive Summary

[bookmark: _GoBack]This report focuses on coaching and mentoring as a tool to enhance the full potential of employees.

A coach can help an employee maximise their potential by guiding them.  The coach does not teach an employee but simply helps them learn.  An example can be when an employee moves to a new job they may need guidance on how to fit into that new job.  This is called transition coaching.  

Mentoring on the other hand is about an experienced individual for example, a senior manager, teaching a junior manager on how things are done.  This method can be used to groom a person into a future job role.

Both coaching and mentoring have many benefits to the employee as well as the organisation.  For example, if an employee’s wellbeing is looked after through coaching and mentoring they will feel more motivated (intangible benefit) in the job and would be more productive hence generate more profit for the company (tangible benefit).  

Line managers are now becoming more involved in coaching their teams.  This saves the company resource by not having to hire an external coach / mentor and it also increases the team bond.  However, it can also put additional pressure on the line manager and reduce their effectiveness at work.

Coaching and mentoring is also significant in managing change.  Its important to involve the employees in the process of change to keep them engaged and motivated as per Kurt Lewin’s change management theory.
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1.0. [bookmark: _Toc66963975]Introduction

The purpose of this report is to look into the coaching and mentoring within an orgainsation.  It will consider the differences between both of these skills and consider their advantages and disadvantages.

The report looks into how line managers can use coaching and mentoring to help improve productivity within an organisation and the necessary skills that is required to be a coach / mentor.  

Further, it looks into the role coaching and mentoring can have when dealing with resilience and change within an organisation.

Finally, it also discusses the writers own experience as a coach / mentor and the models they used to coach / mentor.  The writers own strength and weaknesses are also discussed along with a personal development plan.
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2.1. Coaching & Mentoring

2.1.1. Coaching
[bookmark: _Toc66963978]

Coaching is a term that everyone is likely to have heard of football players, tennis players, singers etc all have coaches who essentially train them to be the best they can be. 

According to Whitemore (2017), coaching is “Unlocking a person’s potential to maximise their own performance.  It is helping them to learn rather than teaching them”. However, according CIPDa (2021) there is a lack of precise definition of coaching amongst coaching professionals.  CIPD describes coaching as a tool for producing optimal performance and improvement at work.  Therefore, considering both definitions it would be fair to assume coaching is a way of improving the performance of employees, which would yield in better quality work or higher level of productivity and overall employee job satisfaction.



Examples of coaching in workplace are:

· Improving productivity: coaching can be used to improve the overall productivity of a business by providing employees with appropriate tools to manage time and also helping to provide any skills gap they may require.  A coach may be able to monitor the progress of an employee and provide feedback on how obstacles can be tackled (TSB, 2021).  The use of SMART objectives can be helpful to set goals and measure progress.

· Career Progression: coaches can help employees ascertain and achieve career objectives.  For example, if an employee who is working in HR department wants to work in the Accounts department the coach could guide the employee towards career development paths the company has and help enroll the employee on the relevant courses.  It can also be used when an employee has been promoted as part of transition coaching (SHRM, 2021).


· Improve communication:  communication is essential in all businesses.  Also having the ability to communicate effectively and positively is also important.  Coaches can provide guidance on positive methods of communication.  For example, advice on not to use offensive words in conversations, how positive body language encourages positivity, and also provide advice on how to deal with criticism from colleagues or managers (Chron, 2021).

· Return back to work: Coaches can be valuable in helping employee who have been away from the workplace for a extended period to return to work i.e. maternity leave.  These employees may need to be reintroduced to their work and their team.  Also bringing employees back into working in phases would be beneficial as according to Harvard Business Review (HBR, 2018) returning to work after maternity leave is difficult for them.

Coaching generally cannot be provided without have the knowledge or understanding of how to be a coach and perform the duties.  There are some well established coaching models which can be followed to achieve good results.  One of the most prevalent model is the GROW model.  This model was developed by Sir John Whitmore in 1992 (Imperial, 2021).

[image: ]


Figure 1.1 The Grow Model (Source: The GROW Model Explained for Coaches (Plus Special Report .PDF) | The Launchpad - The Coaching Tools Company Blog)

This model is a framework which contains all the relevant elements that must be considered to have a successful coaching session.  For example, Firstly a goal or outcome must be agreed upon (Goal) and then consider what obstacles are in the way (Reality).  The next step would be to look into how these obstacles can be overcome (Options) and finally have commitments or actions that must be taken to address the matter (Will Do).

There are other models including OSCAR and Instant Pay Off models.  They all require an individual to set what they wish to achieve from the coaching session, they look into the current situation and the current barriers to them, and how these can be overcome.   However, it beyond the scope of the report to go into these models.





2.1.2. Mentoring
According to Clutterbuck (2004) ‘Mentoring is off-line help by one person to another in making significant transitions in knowledge, work or thinking.   The mentor is an experienced person who has the experience and knowledge of the matter they are mentoring the person with less experience.

There are many situations in the workplace where mentoring takes place and they include:

· Career development – When a senior manager is seeking to develop a junior manager to be capable of being able to manage in a senior position, mentoring becomes a highly valuable technique.  The senior manager would share his / her experiences of management at that level.

· Diversification -  having a healthy proportion of women to men in senior positions is an important topic nowadays.  Also have people of different ethnicity is being encouraged. Providing mentoring to these groups are important and according to Harvard Business Review (HBW, 2021) mentoring is very important for them and their career development and the long term retention of them.




2.1.3. Similarities & Differences between Coaching and Mentoring


Coaching and mentoring are both focused on the long term benefit of an organisation by getting the best out of their employees.  They are both forms of one to one learning initiatives.  They are also a tool which can be used in combination for long term and short term benefits.
  
There are many differences between coaching and mentoring.  A Norwegian Ministry of Foreign Affairs funded research (WEPS, 2020) compared some of the differences between them.


	Criteria
	Coach
	Mentor

	Focus
	Improve performance on current job
	Enhance career and skills development

	Time Frame
	Short term
	Long term

	Structure
	Structured and formal relationship
	Informal relationship and meetings

	Agenda
	Set, co-created by the coach and coachee.  It requires immediate specific goals.
	More open, and its set by the mentee.  Prepares the mentee for future roles.

	Result
	performance
	development

	Other
	Is not an expert in the field and will help assist the coachee find the solutions
	Has the relevant experience in the field and it can be utilized to help mentee gain valuable experience




 

2.1.4. Tangible and Intangible benefits of coaching and mentoring

When a company invests in coaching and mentoring its employees it expects to see some form of return of that investment.

According to the Corporate Finance Institute (CFI, 2021) Return Of Investment (ROI) is a financial ratio used to calculate the benefit an investor will receive in realtion to their investment.  In this case we are looking at coaching and mentoring and managers and senior managers.  The ROI can be measured by the tangible and intangible benefits of coaching and mentoring.

Tangible benefits are ones which are quantifiable and measureable (Forbes, 2018).  These can include the number of products produced, employee salary, amount of profit, number of staff retained etc.

Intangible on the other hand is one that cannot be measured like tangible as they are qualitative.  An example would be employee happiness (Forbes, 2018).

 The benefits of coaching and mentoring are as follows:

· enhanced productivity and performance in the workplace (Tangible)
· Increased Profit (Tangible)

· increased staff motivation. (Intangible)

· Quality, customer satisfaction, and customer service have all improved (Tangible)

· Employee retention and satisfaction have improved (Intangible)

· Positive effect on productivity (Tangible)

· Consolidates and maintains the impact of training.

· Improved inter-agency cooperation (intangible)




2.2. Line Manager as a Coach & Mentor

A line manager has many roles and a few of those roles can include coaching and mentoring of their team members.  This becomes a more realistic prospect as a result of Covid-19 where companies have had to reduce staffing levels and cannot afford to invest in separate coaches.

A line managers responsibility is to ensure the productivity is run smoothly and efficiently as possible.  This may mean that they have to deal with employee who are not behaving as they should and may need to be disciplined, it may also mean they have to coach and set short term targets for employees who are not meeting targets, and in some cases provide mentoring to potential future line managers.

A coach / mentor must have many skills and behaviours in order to be successful, some of these are as follows:
· Building Rapport
· Listening Skills
· Questions to Ponder
· Giving and Receiving Feedback
· Setting Objectives

There are also certain advantages and disadvantages in having a line manager performing the coaching and mentoring role.  These are as follows:

Advantages 
· 
The Manager already has the trust and support of the employees as they are already familiar with each other.
· 
 The manager already knows the business and the politics within the company.  This will allow the process to run smoothly
· 
 As the manager is always present he will also be able to provide the required support as and when required.

· Save Cost by having in house mentors and coaches

· 
 By trusting the manager with extra responsibilities it encourages them to become more loyal to the business as they will feel more attached and important to the company.




Disadvantages 
· 
May cause conflict between manager and employees which in turn could affect their relationship and the level of productivity. 

· Manager may not follows procedures and follow their own ways of doing things.

·  The manager may not have the experience to be a coach or mentor and thus be of little use to the team.
 
· Extra pressure put on manager to perform these tasks may mean they are unable to perform their main job as line manager to a lesser extent






2.3. Role of Coaching and Mentoring in Building Resilience and Change

Resilience is one’s ability to adapt and bounce back when things don’t go as planned (WPW, 2021).  Further more, resilience can consist of mental behavior and proceses a person goes through to protect themselves from adverse situations.  For example, making plans for an incoming heavy storm (PositivePyschology.com, 2021).

A business must always be prepared to change.  For example the current Covid-19 situation has meant busineeses have had to adapt; more people are working from home now.  They would have had to learn new technology in order to perform their jobs.

Some employee may be happy to deal with change whereas other may not want change and may become an obstacle.  In order to try and allow change to happen as smoothly as possible coaching and mentoring can be used to prepare employees for such situations.

According to CIPDb (2021) failure rates of change management can be as high as 70%.  This figure is extraordinary and indicates how important it is to handle change in a business organisation with care as failing to deal with it could result in loss of employees, lack of motivation, loss of market position, and loss of business (CIPDb, 2021).

In order to avoid this a change management system must be in place.  Kurt Lewin devised a change management model to deal with this in the 1950’s (MSG, 2021).  This model suggest there are 3 levels:
· Unfreeze – this stage is critical.  It involves making people aware for the need for change.  This is where coaching and mentoring can be used.  This helps people feel part of the entire process and gives them a better understanding of what the change is all about.
· Change – this stage is where the actual change takes place.
· Freeze – this stage is where change has taken place and people have accepted the change as a new way of work / life.

Coaching and mentoring would play critical part I all 3 stages and it’s a way of effectively communicating with employees and keeping them engaged in the process.





2.4. Own Performance in Coaching


I’m going to reflect on my recent coaching session which took place on 8th November 2021 at the University of Wales Trinity Saint David, Swansea.   In this reflection I’m going to use Gibbs (1988) reflective cycle framework, which consists of 6 stages to complete one cycle. The cycle begins with a description of the situation, then to analysis of the feeling, and then evaluation of the experience, and then an analysis to make sense of the experience, and then conclusion of what else I could have done, and finally to make a PDP to improve myself to perform a better coaching in the future. 

· Description

It was a face-to-face coaching session which was supposed to take up approximately 15 minutes duration. I’ve used Max Landsburg’s instant pay off coaching model as a framework for our coaching session (Landsburg M, 2015). Our coaching session was like a role play as I was aware of the coachee’s issues and the desired outcome and that helped me prepared the questions. 


· Feeling

Although it was an artificial coaching session but still I felt a bit nervous before my session began.  However, during my session I felt more relaxed and calmer, that’s because I prepare thoroughly for the session. It was my first coaching session as I have never performed as a coach before and I felt I wasn’t prepared enough.

I was glad when I’d performed my role and I felt relieved thinking that I didn’t go over my time limit as I structured the session appropriately using Max Landsberg’s Instant pay off coaching model. 

· Evaluation

I think I did well on my coaching session and It was a good opportunity for me to enhance my confidence level as in most situation I’m lacking on confidence and often find it challenging to join in a group discussion or being the center of the attention. 

-The observer mention that I came across as nervous 

· Analysis

It was clear that my coaching session went as planned. Having had the experience of performing a coaching session, I realized that I need to get my questioning skills right in order to perform a better coaching session. 

I have attached a Personal Development plan in Appendix A.

· Conclusion

The coaching exercise has helped me become more self aware and find some of my hidden talents which were unknown to me and I’m on the right path of the  johiri window.











  To further understand the process of learning and self- development its crucial to understand one’s strengths and weakness. Below are my strengths and weaknesses from both the observer and my point of view.

	Strengths

	Weaknesses

	
Responsible & Reliable: I always take responsibility for my actions; and attend work or classes and will not let other down.
	
Lack of confidence – I sometimes lack confidence as I feel shy.  I am not always able to express myself in front of big groups.

	
Good communicator: both verbal and written
	
Time management – I have problems maintaining time and this is my biggest weakness.  

	
Determination: I can work under pressure without giving up.

	
Not very assertive – I have problem with delegation as I am not assertive enough to say ‘NO’ to people when they asked for a favors. As result I have problem with maintaining my time. 



	
Bilingual: I speak both Bengali and English.
	
Very shy: I’m very shy and get nervous being in front of a large group of people, or even being the center of the attention. Participating group discussion and participating class activities will help me overcome my shyness.


	
Good listening & observation skills:  always listen to what people say and take note of them.  I also observe people i.e. see who is doing what and if they have done what their supposed to do.  
	
Leadership skills – my leadership skills are weak and do not have the confidence to be a leader.  Though I can communicate and motivate people well I am not authorative enough.

	
A good motivator- I can give people words of encouragement and advise which allows people to be motivated and work hard.
	

	
	

	
Negotiating skills: my negotiating skills are very good.  I can discuss issues and prices with people.
	

	
	

	
	




I’ve used the instant pay off coaching model by Max Landsberg and it was very effective coaching model to use for a short coaching session. There are some other coaching models such as GROW model, OSCAR model etc.

I’ve enjoyed taking part in the coaching session, it was my first time I’ve coached someone. From that coaching session I’ve identified It’s a very effective 


















3.0. [bookmark: _Toc66963988]Conclusion

Coaching and mentoring is crucial in any workplace.  It can help employees feel more in-tune with the business.  If an employee is aware of what is going on in a business they will be more engaged in the business and will be more motivated to do well for themselves and the business.

A coach will help an employee get the best out of themselves by allowing the employee to find the solution to their issues themselves.  Whereas, a mentor will provide mentoring for future roles in the business.  Both methods are effective in improving employee motivation and productivity.  However, having line managers as coaches can mean their workload is increased but on the positive side they may become more engaged with their team and improve the morale of the group.

Managing change is also crucial as if its not managed correctly, it could result in loss of employees, loss of motivation and eventually result is loss of profit for the business.  A CIPD disclosed that up to 70% of change within a business results in failure (CIPDb, 2021).  Coaching and mentoring can be used to help explain change to employee and ensure they adopt the change in the smoothest way possible
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1. Where possible provide employees with coaching and mentoring
2. Line managers can be used as coaches to a positive effect
3. Change must be managed through employee engagement

























5.0. Appendix A - PDP


Personal Development Plan
I have devised a personal development plan to help me improve on my coaching skills.

	Development Objectives
	Specific actions
	Blockers and how they will be removed
	Support required
	Target dates for reviewing my objectives.

	I want to learn how to perform a better coaching session. 
	I’ll take free online courses from MOOCs, watch YouTube videos Ted talk, read books/ eBooks, i.e. I’ll read ‘brilliant at coaching’, ‘Coaching and mentoring at work’ and ‘Effective  coaching’  books.

	Time, childcare. I have to use my time wisely to study and seek help from family members for childcare. 
	Family
Lecturer
Colleagues
Courses from MOOCs.
	
By end of 2022.

	Boost my confidence in delivering coaching session
	Practice positive thinking and be more resilience an 

	High level of anxiety. I’ll get involve in group discussion to combat my high level of nervous.
	Family, friend 
Lecturer
Colleagues
	I’m hoping to boost my confidence level by end of April,  2022. 

	Improve my communication and listening   skills 
	Read books E.g. ‘effective communication’ by John Adair, and ‘Improve your communication skills’ by Barker.A
	Lack of confidence. Practicing more and joining group discussion.
	Books and online resources.
	By end of 2022 I’ll be confident enough to communicate openly without hesitation and will listen attentively.

	Improve my questioning skills
	Research on internet, read books on effective questioning. 
	Unable to find the right question on the right time. Read books and watch David clutterbuck’s questioning skills videos on YouTube.
	
	By end of 2022
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