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Understanding Coaching and Mentoring

1.1
The concept of coaching is simply a process that aims to improve performance and it focuses on the ‘here and now’ rather than the distant past or future (skillsyouneed).
“Coaching is unlocking a person’s potential to maximise their own performance. It is helping them to learn rather than teaching them”.
John Whitmore, in coaching for performance.

The term ‘coach’ was first used in connection with a trainer in around 1830, in Oxford University, they used the term as a slang for a tutor who carried a student through an exam (Wikipedia).
A coach would need to identify the stage at which an individual is apt to use the right sort of language to help them move to the next stage, it would be difficult to try and improve with coaching if you do not know what they need to be coached on. (Skills you need).
Coaching involves the belief that they have the answers to their problem within them.  A coach is not a subject expert, they focus on helping others unlock their own potential. The focus is very much on the individual and what is in their head. Anyone can take on a coach approach and it is one of the essential leadership styles.
The concept of mentoring is to tap into existing knowledge, skills, and experience of senior or higher performing employees and transfer those skills to newer or less experienced employees in order to advance their careers (Togetherplatform).
Mentoring is non-evaluative, this means that unlike performance management, the mentor is typically not a direct manager of the mentee. The mentor acts as a role model, however mentoring relationships are beneficial to both parties, as well as the company (Together platform).
The concept of mentoring originated with the character of mentor in Homer’s odyssey. In this ancient Greek poem, dating back around 3000 years, he entrusts his son to the care of a mentor, when he goes to fight in the Trojan war (openedu).
As we travel through the years to more modern times, it became more popular in the 1970’s where businesspeople and researchers started to recognise the vital role mentors play in the development of corporation executives (Roche 1979) (saskpolytech, 2021).
There are various coaching and mentoring models – (personal coaching, 2021) (businessballs, 2020)
· GROW – Goal, Reality, Options, and Will
· OSCAR- Outcome, Situation, Choices, Action, and Review
· CLEAR – Contract, Listen, Explore, Action, and Review
· STEPPA – Subject, Target, Identification, Emotion, Perception, Plan/Pace, Action/Amend
· Peer Coaching Role Model.
All the models are simplistic, and they all encourage revieing for refection to enable plans for further development (Positivepsychology, 2020).

1.2

Coaching is a skill; mentoring is all about sharing knowledge, experience, and expertise.
A great coach can coach anyone on anything, A coach does not need experience or expertise on the topic. They use skilful questioning and structured conversation to support the coachee’s learning. The learning is achieved by the coach through self-reflection and self-exploration of options and thoughtful actions (CIPD).


“Coaching requires expertise in coaching but not in the subject at hand, that is one of its great strengths”.
John Whitmore (Goodreads).
Coaches do not offer solutions themselves; they do not insert their views into the conversation, which prompts the coachee to explore the topic themselves and take the responsibility for developing the solution (Skillspack).
A great mentor has the knowledge, experience and expertise that is relevant to the development of the mentee, they would also have the interpersonal skills required to effectively share these resources (Skillspack).
A mentor would share their experiences of how to be successful in a specific role, advice on how to get things done or advice on how to prepare for future roles. In a mentoring relationship the mentor has the gold, they have the expertise, and they share their gold with the mentee (Mindtalk).
A coach needs to believe that their coachee has the gold, they have to believe they can find solutions for themselves (Skillspack).
Coaching and mentoring do have similarities (Skillspack).
· They both support a person’s development.
· They are based on a one-on-one relationship. 
· Both works best when there is a good rapport amongst the parties.
· Both involve meetings. 
· Both can involve a personal arrangement. 
· Both can be integrated into a learning and development program.
A mentor may sometimes use the skills of coaching and a coach may sometimes share their expertise.
The three gifts everyone is born with:
1. The freedom of choice
2. Natural laws or principles–those that dictate the consequences of behaviour. Positive consequences come from fairness, kindness, respect, integrity, service, and contribution.
3. The four intelligences-mental, emotional, and spiritual.
Steve Convey, also talks about great achievers expressing their voice through the use of their intelligence. Great leaders have a choice (Convey).
Coaching and mentoring can provide an array of benefits to a business. When conducted in an efficient and productive manner, coaching and mentoring provide employees a way to connect, learn and grow within an organisation and along their own career paths. They can help encourage loyalty to the organisation and can help employees feel comfortable with management and encourage open communication, which results in a positive work experience. It also allows management to identify weaknesses and strengths of each employee. This allows an organisation to capitalize on resources at hand and to keep the whole team working together (Whitmore).

1.3
Areas of coaching, mentoring, and counselling overlap, the main reason being is that they are all helping professions. A coach should never provide unlicensed counselling. Coaching can be therapeutic; it is not therapy. Some approaches in counselling are similar to coaching as they are both focused on a solution-oriented change (Miller).
There is a higher level of disclosure in coaching, and a coaching session over coffee is not an issue, however during a counselling session this would be taboo. 
Coaching is:
· Focused on perspective.
· Short-term
· Not Diagnostic
· Achievement focused/goal orientated.
 Counselling is:
· Retrospective 
· Long-term, but can vary.
· Diagnostic
· Offers guidance and advice.

One of the significant differences is the relationship that is established. Mentoring is informal, the meetings are in various settings and the duration is generally long-term. Counselling is formal, the sessions are generally in an office environment and the duration is usually not as long as a mentoring relationship (Miller).
A mentor’s advice will be on a personal level and a counsellor’s will be based on their training. Conversations during counselling are protected under the law, this is not the case in mentoring. There could be a level of confidentiality in mentoring however it is not required (Miller).
There is a distinct difference between training, coaching, and mentoring. Someone may attend training, and they would be taught or instructed on how to do a new skill or learn a new behaviour. Then it is up to the learner to go and apply the skill or behaviour they have learnt. A coach will be used by a learner to understand how to apply the skill better or where to apply them. The coach will achieve this by exploring ideas, options, and opportunities that the learner identifies. Later on, in a learner’s career they may well become competent in their role. They may look for aspiration in a mentor to support them and share experiences, they can use this to achieve their work goals.
Meetingmaestro, 2019
Positivepsychology, 2021

2.1

When it comes to coaching there are three distinctive steps, autocratic, democratic, and holistic. These styles are based on studies of Kurt Lewin, a German American social psychologist (honer 2021).
Each one is effective, depending on the situation and context.
Autocratic style
This style is linked to dictatorship, where it is the coach’s way or the highway. Autocratic coaches make all the decisions without considering any input. The coach only explains the objectives and how to reach them. Employees under this coaching style show discipline and commitment since the structure is there for them to succeed, however the rigidity can become a stifling environment (Business communication).

Democratic coaching
Under this style the coach lays out the process and objectives but allows employees to find the solutions. Instead of the coach having all the control this style focuses on a balance between the coach and the employee. The coach encourages input, which increases their decision making, communication skills and cooperation. This style is an effective performance coaching style.
Holistic coaching 
This coaching style can be referred to as ‘laissez-faire’. It is based on the theory that a happy team is a successful team. This style, instead of focusing on structure, enables an environment where an employee is comfortable in pursuing different skills and developing their own manner. It gives the individual the sense that they play an essential part in the team. A hands-off approach allows the employees to focus on their obstacles, however, the lack of authority figure might be detrimental if employees are unable to work together (Business communication).
A successful coach cannot stick with one style. Ultimately a coach should observe morale and how employees are responding to coaching. The key is for them to adopt the right style for the situation.

Mentoring relationships are mutually beneficial, meaning they benefit the mentor and the mentees. When both parties develop simultaneously, the entire organisation will benefit. 
The three types of mentoring are:

Traditional mentoring 
This involves a mentor and mentee meeting one-on-one and face to face regularly. It can also involve a senior level mentoring a junior level employee, focusing on what the mentee requires. This could include personal development or career development. It gives the mentee a high level of accountability due to frequent meetings. The benefits are increased employee engagement, talent development and knowledge sharing.

Reverse mentoring 
This is a lot like traditional mentoring; however, the difference is the junior level mentors the senior level. This may seem counterintuitive, however there are sometimes where a junior level employee has specific experience and knowledge that the senior employee does not. As the younger employee is the mentor, reverse mentoring is popular with millennials. It gives them an opportunity to have their ideas heard. This style is a great way to retain millennial employees and increase employee engagement (insla).

Career and leadership development mentoring 
Mentoring programs can be focused on specifics within an organisation, two popular focuses are career development and leadership development. Both are focused on the mentor and the mentee.
In career development the mentee has the desire to take their career forward and the mentor should be in the career that the mentee is looking to move into. Leadership mentoring focuses on a vertical movement and succession planning. To promote leadership, mentors should be leaders in the organisation who are able and willing to help younger employees move up the ladder (Insala).
High-potential or Development Coaching- The coach works with organisations to develop the potential of individuals who have been identified as future leaders or are part of succession planning, the coaching may include assessment, competency development, or assistant planning and implementing strategic projects (Institute, 2016).
Performance Coaching- Help employees at all levels better understand the requirements of their jobs, the competencies needed to fulfil those requirements, any gap in their current performance, and opportunities to improve performance. Coaches then work with the employees, and others in their workplace to help the employees fill performance gaps ab develop plans for further professional development. A performance review toll is normally used to identify what is required (Institute, 2016).
Line manager Coaching – Line managers will coach employees as their direct report. The line manager needs to understand the gaps that need addressing to improve performance. A two-way communication works best gaining honest feedback both ways. Line managers are encouraged to ask open questions to guide the coachee to the decisions themselves. Trust and rapport paly an integral part, this will gain trust to ease challenging conversations (FM Magazine 2016).

2.2
As a line manager one of the principal responsibilities is to develop your team. Coaching and mentoring are two of the most powerful ways a line manager can support development. Mentoring will concentrate on career development and will emphasise role modelling. It typically takes longer and is possibly much less focussed than taking a coaching approach. Coaching looks at performance and often involves direct feedback to the learner. The role of the line manager involves a deeper level of self-disclosure for the mentor and the mentee; therefore, it is more difficult to mentor a direct report than to coach them. Those who are mentored could be seen as unfairly privileged, whereas coaching is more likely to be evenly distributed as it focuses on shorter term issues (clutterbuck 2018).
Clutterback suggests that high performing organisations retain their competitive advantage by the way in which they balance ‘soft’ and ‘hard’ sides of people management. This is referred to as challenging versus nurturing, this is the combination of demanding targets with a high degree of emotional support. Challenging is related to the intellectual values and nurturing to the emotional values. Challenging–nurturing dimension can be combined with a measure of directive v’s nondirective behaviours. Directive behaviours would involve a more experienced manager setting goals and plans to achieve and giving feedback. A non-directive behaviour gives responsibility for development to the learners (Employment study).
“organisations would benefit from reviewing their informal development of managers, giving special attention to the abilities of line managers to manage the development of their staff”.
(maybe and Thomas 2020)
Managers who report higher levels of management development also report higher business performance relative to their competitors (Employment Study).

2.3
Coaching and mentoring programmes are effective for identifying and training future leaders. Organisations do not immediately see the value of coaching and mentoring; with budget constraints and fewer people available to carry out the operation, employers may find it difficult to sacrifice the time and resources needed for an effective programme.
1. Differentiate between coaching and mentoring.
Coaching is task orientated and mentoring is relationship orientated. A coaching programme will focus on concrete issues, such as effective management, presentation skills, strategy formulation and financial management. These skills would require a skilled coach. Coaching is short term in nature.
Mentoring in contrast is long term in nature. It would involve a more experienced leader, taking an employee under their wing. This would entail conversations around challenges faced in the employee’s leadership journey. The mentor acts as a sounding board and advisor. Coaching and mentoring should work hand in hand (Skillsportal).
2. Determine the objective.
What does the organisation want to achieve? Does it want to identify candidates or fill positions in the short term, or does it want to create a pipeline of future leaders to fill positions. Understanding the objectives will help employees determine the content and timeframe of the programme (Skillsportal).
3. Formulise the programme.
Employers should consider drawing up contracts and agreements to evaluate the performance of employees. This will also assist in measuring effectiveness of the program (Skillsportal).
4. Budget
The budget could be aligned with the organisation's skills and development budget.
5. Identifying candidates 
Does the business already have suitable employees within the business, or does it need to recruit potential candidates?
What are the skills required? All of these are especially important if the aim of the programme is to retain high performing employees who currently occupy operational roles (Skillsportal).
6. Train your coaches and mentors.
Identify existing employees who will carry out the programme. These will likely be current managers in the business. Their training can be recognised as skill development.
(skillsportal).

Mentors need to adapt their style during a pandemic. Without flexing their approach and behaviours, they will not be helpful. Time is limited, relationships with restricted lives emphasise the need for wellbeing as most do not feel as well as before the pandemic both mentally and physically. Checking in with the mentee is key, be patient and mindful, everyone is living with uncertainty and consent change. Mentors are role models to their mentees in how to maintain positivity, reframe reality and engage with uncertainty (Coaching and Mentoring).
The pandemic should be acknowledged and is affecting everyone. This is the one time when mentors and mentees are on more of an even footing. Mentors need to listen more closely to some of the cue’s mentees are giving them. Then use their empathy to identify the most effective way to support them.
Throughout the pandemic, common complaints are the lack of motivation, additional stress from loss of routine, uncertainty in the future work or complete shift in priorities (Imperial). With zoom calls or teams replacing meetings, working relationships might drastically change. The nature of video conferences means the meetings are more formal and structured, this is hard for teams that value collaboration. Coaching can help with this; a great coach will ask the right questions to bring people together and prompt teams to create new ways of working (Imperial).
The way we work feels like it has changed irrecoverably, and businesses will need to find new ways of working. Coaching can help businesses identify what is most important and focus their aspirations in, situations of uncertainties, clear focus on goals to achieve, and understanding what is needed to achieve. This is a great opportunity for businesses to reset coaching in a positive way (Imperial).

3.1
Coachee
The personal benefits of coaching are wide ranging and can positively impact the individual’s career if they are engaging with the coach (insala). It has been known to boost confidence, improve work performance and build effective communication skills. Coaching gives the coachee an opportunity to define their career goals in a realistic way. A coach can set them goals and by working together these goals are more likely to be achieved. Coaching engages the coachee and with its one–on-one feedback opportunity along with encouragement they become engaged in their workplace and they can contribute more to the team (insala). Having a coach gives the coachee a safe space to go and talk though sensitive issues. The coach is a third-party participant and their ability to remain uninvolved but give guidance allows the coachee to gain perspective without feeling intimidated (Insala).
Coaching is not just about improving a coach’s skills in the workplace. It takes learning to a deeper level; through coaching coachees they can learn about themselves, find out how they are perceived by others and improve areas of their personalities that they are not satisfied with.
Coaching can help build the coaches personal awareness. Personal awareness is an important confidence booster for coachees in talent development programmes and this can help in future roles (Insala).

Coach
Coaches gain satisfaction helping people develop and achieve their goals. It is an opportunity to make a difference and see first-hand other people’s lives and gives a chance to give something back. Working with people who are eager to learn and gain clarity gives a coach a real sense of purpose. This in turn can create a strong sense of self-worth, inner happiness, and career satisfaction.
Throughout the process coaches make fundamental connections with those they support, as they share their accomplishments and success strategies are formulated to achieve results. Coaching often takes place in a fast-paced environment that accelerates development too. Coaches have the flexibility to live and work where they want as coaching can be carried out over the telephone or zoom or teams.
CIPD 2021
Elizabeth Goodman 2020
Mentees 
People have mentors because we know that having a mentor can help supercharge their careers.
A mentor can show the mentees what mistakes to avoid, therefore move faster to the career success they want. Having a mentor will heighten productivity, they can show a mentee shortcut that works along with ‘tricks of the trade’ that could take valuable time for a mentee to learn on their own. It can help a mentee develop a new perspective by allowing you to see things from their viewpoint, learning new ways of looking at challenges and problems. A mentor will give a mentee honest feedback that will help them grow and improve. A mentor can help a mentee's career development by showing them the ropes. Mentors also help improve a mentee's confidence and communication skills, by having a mentor that you communicate regularly with can help them learn how to express their thoughts and perspective.
Growth Mentor – The origin of Mentor
Guider Mentoring Benefits 
Mentors
A mentor can reinforce their knowledge as the best way to learn is to teach. Teaching someone what you already know helps them reinforce their knowledge of a particular topic. It can help them spot any gaps. They can then go back and fill those gaps so that they do not get caught out in the future.
Spending time with colleagues that specialise in different areas, or work in the same area but are trained differently can help mentors to expand their skill sets. Mentors are able to meet people from different departments; this helps create a more inclusive atmosphere. Mentoring supports a mentor’s confidence, reinforces their knowledge, this supports their roles, and they will be less likely to second guess their decisions. This can support a mentor’s career progression (cronofy).
Growth Mentor – The origin of mentor


3.2
Coaching and mentoring can provide benefits for an organisation when conducted in an efficient and productive manner, coaching and mentoring provides employees a way to connect, learn and grow within the company and along their own career paths.
Coaching and mentoring can help encourage loyalty to the company. When experienced professionals help mould the career of and provide opportunities for mentees, they may feel a greater sense of connection and commitment to the business. Coaching helps employees feel comfortable with management and encourages open communication, resulting in a positive work environment. 
This can allow the organisation to save money that would be otherwise spent on recruiting and training. Coaching and mentoring can help guide an employee along their career path resulting in an employee being well versed on company expectations. This can help reduce frustrations on a personal level. It also improves the function of the team and entire organisation; it helps identify the weaknesses and strengths of each employee. This allows the organisation to capitalise on resources at hand to keep the whole team working smoothly. 

CIPD 2021
Harvard business review 
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