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Coaching and Mentoring Skills for the Workplace
[bookmark: _Toc132382120]Introduction
This report will explain the similarities and differences between coaching and mentoring within an organizational context. It will critically explore the knowledge, skills, attitudes, and behaviors needed by an effective workplace cultural mentor and critically assess and model or process that should be followed when formerly coaching or mentoring.

[bookmark: _Toc132382121]The Definition of Coaching 
In order to discuss the differences between coaching and mentoring, it is important to gain a definition of each practice in order to compare and contrast them.
There are many definitions of coaching and mentoring, so we will look at a few in the following paragraphs to identify our own definitions.
Firstly, we will look at coaching definitions. We will start with a definition from the International Coaching Federation (2004); “…a facilitated one-to-one mutually designed relationship between a professional coach and a key contributor who has a powerful position in the organization. This relationship occurs in areas of business, government, not-for-profit, and educational organizations where there are multiple stakeholders and organizational sponsorship for the coach.....the coaching is contracted for the benefit of the client…the focus of The coaching is usually focused on organizational performance or development…..”
This definition focuses on the one-to-one nature of coaching and highlights that multiple stakeholders should benefit from coaching. It also defines the reason for coaching, which is to improve the performance and development of the client.
The relationship mentioned is critical and is between the coach and coachee (Jones and Spooner, 2006). This relationship is often called the ‘coaching partnership’ (Passmore, 2006).
Another definition from Tobias (1996) suggests that coaching is merely a repackaging of other disciplines like counseling. This notion is not widely shared by other papers and probably just highlights that a lot of these disciplines share similar techniques. Articles like Bachkorvia and Cox (2004), and Passmore (2007) discuss the overlap between coaching and counseling.
A third definition from van Zly and Stander (2013) is “a professional, client-centred relationship aimed at the identification, utilization, and optimization of individual strengths in order to facilitate the development of individuals and organizations.”
This definition highlights that the coaching dynamic is client-centred and focuses on developing the client’s strengths.
Also, in an earlier definition Whitmore (1992) suggests that “Coaching is unlocking people’s potential to maximize their own performance”, as such it is suggested that the process is based on drawing out potential rather than teaching new skills or techniques. This puts the onus on the coachee to take responsibility for their own failure and success rather than this being the coach’s responsibility.
In summary, the definition we can compile from these various descriptions is that coaching is a one-on-one relationship between a coach and coachee that is centred around the development of the coachee’s strengths. This is accomplished by identifying areas in which the coachee is not maximising his/her potential in order to improve performance.
[bookmark: _Toc132382122]The Definition of Mentoring 
Mentoring definitions are even more varied and, therefore, more difficult to pin down. Kram (1985) suggests that the meaning can vary from person to person and, therefore, often requires mentors to define the meaning before beginning their mentoring so that the mentee is aware of what to expect from the transaction. This process of definition between mentor and mentee cannot be overstated, and it is a very important part of the process (Netemeyer, Bearden, & Sharma, 2003).
Johnson (2002) has a description of a mentor which is a good starting point; “Mentoring is a personal relationship in which a more experienced faculty member acts as a guide, role model, teacher, and sponsor of a less experienced graduate student. A mentor provides the protégé with knowledge, advice, challenge, counsel, and support in the protégé’s pursuit of becoming a full member of a particular profession. Mentorships are reciprocal and mutual by design, and the ultimate goal of the relationship is to development of a strong professional identity and clear professional competence on the part of the protégé.”
For this report, a protégé would be another term for a mentee.
This definition is a good place to start because it highlights the fact that a mentorship places a high value on the relationship with the mentor, potentially becoming a role model. For this reason, it is likely that mentorship is something named as such at the end of the process rather than the beginning (Bennetts, 2002). This separates it from similar roles, such as an advisor who is hired specifically to advise at the outset.
One of the earliest definitions of mentoring also bares a similar emphasis on the role model characteristics of a mentor. Levinson, Darrow, Klein, Levinson, and McKee (1978) state that a mentor “may act as a teacher… [and]…as a sponsor.… He [the mentor] may be a host and guide, welcoming the initiate into a new occupational and social world and acquainting him with its values, customs, resources, and cast of characters. Through his own virtues, achievements, and way of living, the mentor may be an exemplar that the protégé can admire and seek to emulate. He may provide counsel and moral support.”
This definition clearly identifies the mentor as a role model that has achieved the desired levels that the protege wants to attain. It also identifies another characteristic of mentoring, which is counseling and moral support. This idea is shared by other researchers who also identify that a mentor would council and even give career advice to a protégé (Blackburn, Chapman, & Cameron, 1981; Kram, 1985; Wright & Wright, 1987).
The mentor also gains from this relationship, as they will receive career fulfilment and satisfaction and gain loyal support from previous protegees (Kram, 1985; Ragins & Scandura, 1994; Russell & Adams, 1997).
In conclusion, the definition of a mentor that is derived from the various descriptions is; a person that develops a long-term relationship with a protégé. This relationship is formed in order to impart knowledge, advice, counseling, and support to further the protégé’s career. The mentor is seen as a role model and may not class the relationship as mentoring until the role has concluded. Both the mentor and protégé benefit from this relationship.

[bookmark: _Toc132382123]Coach and Mentor Similarities and Differences
The differences and similarities between these two disciplines are mainly expressed in their approaches to getting the best from their clients.
The table below (Fig 1) shows where the two disciplines are positioned in an ask/tell, problem/solution matrix.
Fig 1 Ask/Tell Matrix (Page, 2017)
             [image: Diagram
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On the Y access, this table shows that there is asking versus telling, and on the X access, there is problem versus solution.
 In the four quadrants upper left section it depicts where the client asks about their problems. This is typically a backward-focused process like looking into the clients’ history or into their past, for example, and that is where all the counseling and psychological therapies tend to fall into. This quadrant is where the client is telling the professional their problems.
The bottom left quadrant is where you will see things like consulting, and this is where a client would bring people in to do the analysis on their existing data to identify what has been going on in the organization in order to analyze their existing processes in order to have the consultant tell them what the results of their investigations are and thereby providing recommendations.
 Then in the bottom right quadrant is the tell and solution quadrant which is where mentoring falls. Teaching would also be in this area as this is more focused on the solution to the challenges a client might be facing, and they are being told by an expert what things to do.
Finally, up in the top right box is the ask solution quadrant. This is where coaching falls into, and this is where somebody would coach. The coach would typically ask the client questions about their ideas for the solution and how they might like to move forward. 



[bookmark: _Toc132382124]Coaching and Mentoring Differences
This quadrant gives us the first difference between coaching and mentoring. Both sit on the solution side of the quadrant, but coaching is more focused on asking, whilst mentoring is more focused on telling.
The coach is more likely to probe the client and use reflection to help the client come to a solution (Gonzalez, 2004; Hall, Otazo, & Hollenbeck, 1999). As the coach is likely to be someone from the same organization, it is also important for there to be confidentiality between the coach and coachee (Jones & Spooner, 2006). This confidentiality will provide a basis for trust, which is important as the client would need to be honest if they are to gain significant benefit from the coaching. This honesty must be reciprocated by the coach if they are to give good candid feedback to the client (Luebbe, 2005).
In addition to the candid nature of coaching being helpful for the client’s progression, it also helps the client become more self-aware (Hall, Otazo, & Hollenbeck, 1999; Jones & Spooner, 2006). Observational feedback from an external source is one of the main ways a person becomes more aware of themselves.
As the coach’s technique is largely dependent on asking questions, they would not need to have a great deal of knowledge or experience in the client’s role or position.
This is the opposite of a mentor, who is likelier to tell the mentee or protégé what to do and how to do it. This requires them to be very knowledgeable in the field in which the mentee wants to excel.
However, these approaches are interchangeable; therefore, a coach may tell, and a mentor may ask if needed as well. 
The second difference between coaching and mentoring that has become apparent from research is the duration of each discipline. Coaching tends to be short-term and structured, whilst mentoring can be anything between months and decades (Megginson et al., 2006).
This is mainly because coaching is more performance orientated, and mentoring tends to be more career orientated however, these ideas are not set in stone and do overlap.
Thirdly, coaches tend to need less knowledge of the sector that their coachee is operating in as opposed to the mentor, who would need to have experience in the sector as they need to impart knowledge. 
The coach has the task of drawing out untapped potential from the coachee and, therefore, needs to focus on the individual rather than the job that the individual is doing.
The mentor has the task of passing on knowledge that they have gained in the sector to the protégé and, as such, needs to focus on the sector knowledge they have accrued.
Fourthly, coaches typically have a training background in psychology, psychotherapy, or human resources or have undertaken specialist coaching training. This is due to the nature of coaching which requires probing skills to get into the mind of the coachee in order to draw out potential.
The mentor would typically have a background in senior management or similar high-end positions that they have attained through their own vocational journey.
Finally, coaching would tend to be more formal and have a contract and typically a start and end date. This is largely in part due to a third-party interest (usually the client’s organization) who would be seeking performance improvement in a measurable context. There would need to be timescales attached to this agreement as the organization would usually be financing the coaching and would need to account for their expenditure.
Mentoring, on the other hand, tends to be less formal as it is an agreement between the two parties. It may be measurable but would not necessarily have this requirement.

[bookmark: _Toc132382125]Coaching and Mentoring Similarities
The ask/tell variant between coaches and mentors is blurred. Mentors will often ask to draw out information from a protégé, and coaches will often tell clients information rather than asking them to guide them to a conclusion. This means that there is an overlap between the two disciplines, which makes them more similar than expected.
Clients often place a higher value on coaches with sector knowledge and view them as more credible. For this reason, coaches may be selected with this in mind and would have a similar sector knowledge to that of a mentor (Sue-Chan & Latham, 2004). Also, the coachee would expect their coach to understand their dilemmas or challenges, which would also be enhanced by sector knowledge. This would be difficult if a coach were just a sounding par for the coachee and had little knowledge of the sector like a mentor would (Gonzalez, 2004; Hall, Otazo, & Hollenbeck, 1999).
Further to this point, some research suggests that coaches fail to do their job if they do not bring experience to the client (Alexander & Passmore, 2007). In the same way, other research suggests there is high value for coaches to bring a rich career history with them to their coaching (Bush, 2005; Hall, Otazo, & Hollenbeck, 1999).

[bookmark: _Toc132382126]Conclusion
Having researched the differences between coaching and mentoring, it is evident that the differences are not as broad as some research suggests. From the research observed, it is clear that clients perceive the value of coaches having history and experience in their sector and hold the view that this gives the coaches integrity.
For example, in the author’s own workplace, when coaches are brought in from outside, they are not perceived as valuable as a coach from within the organization who knows the industry. This is because one of the biggest barriers to performance is the external issues facing the company rather than individual performance. The external coach simply shrugs their shoulders when confronted with these issues and simply returns to improving individual performance.
An internal coach would seek to amend internal processes to lessen the impact of external issues. This then helps performance as the barriers to performance are removed. This is not to say that the individual performance coaching did not make any difference, but if the main barrier still remains, the effects would be minimal.
This makes the lines between coaching and mentoring a lot more blurred than previously thought, as prior experience in the sector was considered to be one of the main differences between the two disciplines.
There are differences in the initiation and duration of the two disciplines, and one could argue a difference in the client’s needs; however, their similarity in delivery and client expectation makes them more alike in practice.

[bookmark: _Toc132382127]What is Needed to be an Effective Coach?
In this section, we will assess the knowledge, skills, attitude, and behaviours that are needed by an effective coach.
First, we will look at knowledge and skills, as these are closely related, and then secondly, we will look at attitude and behaviours as these are closely linked.
[bookmark: _Toc132382128]Knowledge and Skills
Peltier (2001) suggested that the best way to define the characteristics that are needed for a coach is to specify what a coach is not: “Coaching is specifically not therapy.”
Peltier then went on to define what is required of a coach, stating: “Someone from outside an organization uses psychological skills to help a person develop into a more effective leader. These skills are applied to specific present-moment work problems in a way that enables this person to incorporate them into his or her permanent management or leadership repertoire” (Peltier, 2001).
This highlights one of the most important skills required to be a coach. This is to have the psychological skills to help clients navigate barriers that prevent performance improvement. This skill is essential because it is the basis of the relationship and drives the client toward their goal.
There is a psychological side to coaching, as the well-being of the client will have a big bearing on any performance improvement. This is why it is important to understand that coaching is not therapy, as therapy also deals with a person’s well-being but in a totally different way.
This idea is supported by Grant, who states, “Coaching Psychology is for enhancing well-being and performance in personal life and work domains, underpinned by models of coaching grounded in established adult learning or psychological approaches” (Grant and Palmer, 2002).
This quote highlights the link between well-being and performance and clarifies the psychological approach needed to implement the required changes. Coaching with Psychology was seen as a separate discipline from normal coaching previously. However, research by Passmore et al. (2010), amongst others, has suggested that all coaching uses psychology, and there is little evidence to suggest there is such a thing as without psychology.
This suggests that psychology is present in coaching no matter how the coach is labeled. This further highlights the importance of psychology.
It is also important for the coach to have an empirical or evidence-based psychological model, as the lack of a standardized approach or model may negatively impact the effectiveness of the coaching  (Compton & Hoffman, 2019). This could lead to negative reinforcement of the client’s perceived inability to excel in the role (Wong & Roy, 2017). 


[bookmark: _Toc132382129]Attitude and Behaviour
Where psychology would give the coach one of the most important skills required to do the job, the temperament of the coach would allow that ability to be expressed in the correct manner. Without the correct temperament, the coach’s skills could get lost, which would hinder any relationship.
This temperament comes from the coach’s attitude and behaviours. These must be areas that a coach is self-aware of. Very few people have a good attitude by accident, and fewer still have good emotional intelligence without a high level of self-awareness.
Emotional intelligence is highly important for a coach as it gives a person the skill to read the emotions of others. Why is the client being defensive? When is the client masking the real issues? 
An emotionally intelligent coach would identify these types of questions and be able to use their psychology training to probe for answers. Emotional intelligence would also feed into the attitude of the coach by having control over their own emotions. As things do not always go to plan, and the client does not always appreciate the guidance they are being given, it is important for the coach to remain objective at all times and not mimic any emotional negativity that the client may project.
The attitude and behaviour of the coach are largely impacted by their emotional intelligence. The attitude is especially important in the early stages, where the coach must establish rapport and identify any psychological barriers that could hinder development (Jorgensen et al., 2016; Jorgensen-Graupner & van Zyl, 2019). The attitude of the coach must be positive, and the use of positive language is important at this stage (Linley et al., 2009).
It is argued that the one-on-one relationship between the coach and client has a large effect on the development of the client; therefore, the attitude of the coach is a very important factor in coaching success (Gallagher & Bennett, 2018).
[bookmark: _Toc132382130]Following a Formal Coaching Model
There are many different coaching models that can be used by coaches. Different models work in different ways, but all have the end goal of improving client performance.
The most common and basic model is called a normative approach which is where the coach takes a client through a number of steps to get the desired results. This is like coaching by numbers and is a solid basic coaching model. The most popular of these is the GROW model (Kudzi, 2019)
Another coaching model is a more relational approach which is where you are guided by the client’s needs. This requires more expertise than a normative approach as you have to ask the right questions to guide the structure of progression. This model is less prescriptive and more dynamic (Kudzi, 2019).
The coaching model that will be focused on for this section though is a Positive Psychological Coaching Model. This model primarily focuses on the strengths of the individual rather than trying to improve their weaknesses. 
In defining this type of model D’Antoni (2018), describes it as “a positive psychological coaching is a short- to medium-term approach, aimed at enhancing positive states, such as life satisfaction and flourishing, by applying evidence-based positive psychological approaches.”
Focusing on improving weaknesses can be counter-productive in that a weakness is a weakness for a reason. If you constantly focus on what someone is not good at, even with the intention of improving it, it can knock their confidence and become destructive if they are not able to make any significant improvement in that area. Focusing on their strengths to maximise their performance, however, would only build confidence and put them in a good head space. This is the main premise behind the psychological approach.
An example of this would be a football coach telling his striker that he is the best striker in the world. The confidence the coach communicates to the player encourages that striker to believe he is the best at what he does, and then that confidence translates to his performance on the pitch. 
The Positive Psychological Coaching Model has 5 main phases:
 (1) creating the relationship,
 (2) strengths profiling and feedback,
 (3) developing a personal vision of the ideal self, 
 (4) setting-, strategizing-, and executing realistic goals based around one's strengths, and lastly 
 (5) concluding the relationship and re-contracting. 


Phase 1 is focused on building rapport with the client. This is done through positive language which is open supportive and non-judgmental ( Dyess et al., 2017). The coach uses active listening to gauge the client’s perceptions. The coach would use empathy and authenticity to create a psychological safe space between them.
At this stage the coach needs to clarify expectations to make sure they are aligned with the clients to ensure that both are on the same page. This psychological contract helps to define belief, assumptions and expectations in order to clarify any uncertainty (McComb, 2009).
Phase 2 focuses on identifying the strengths of the client and uses psychometric profiling to identify these strengths with profiling assessments such as Clifton Strengths. These and other techniques such as strengths-interviewing and strengths-exploration are used form personal development and achievement goals.
This enables the coach to present strength-based feedback which would show how to enhance particular competencies to further improve performance (Stander, 2016).
Phase 3 targets developing the client’s ideal vision of themselves. The coach collaborates with the client to discover their current best position and then what they aspire to be. This then gives an idea of what needs to be done to arrive at their ideal self.
This is where this model differs from many others. Instead of trying to fix problem area’s it focuses on targeting the ideal self as a directive for development.
Phase 4 is the most common part of the model. It takes the previous phases and uses them to construct a structure plan to build solutions, set goals and implement strategies to achieve higher performance. The gap between current reality and ideal reality helps set the targets in this section, which can be done through exercises like the 5 paths to happiness or CASIO (Frish, 2013).
Finally, phase 5 is simply giving feedback on the previous 4 phases to critically asses if they could have been done differently or be fine-tuned. The client needs to be honest during this exercise if not it will not be of much benefit.
One of the main reasons that the author choose this particular model is due to experiencing other models that got bogged down with what the client needed to improve. These models always seemed to descend into a blame culture as there would often be disagreements on the whether focusing on weaknesses would make a significant enough improvement to performance.
An example of this is coaching sessions designed to improve sales conversion and sales volume in the author’s organisation. Coaches tended to focus on issues that the management had gripes about rather than listening to the client ideas for improving their own performance. Things like lowering wrap up time after a call or pressing customers for call-backs when they were clearly not interested and therefore they never answered.
The author found that focusing on his strengths, which was being honest and friendly with customers, actually increased performance significantly. Concentrating on rapport building, which was the strength in this case, meant better conversations, just being human and having natural conversations in a relaxed manner helped customers make more decisions. This was the opposite to the “robotic” suggestions made by the coaches who clearly had a prior agenda for their coaching strategy.
In conclusion, researching the Positive Psychological Coaching Model has confirmed what the author had suspected about coaching. If the model is centred around what the organisation wants to implement rather than what the client needs to improve performance then the coaching can backfire and cause a negative outcome.
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