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Executive summary
This report details the variations of definitions regarding coaching and mentoring whilst debating the academic models. 
The leading coaching and mentoring model over the past four decades have been that of the sports model. Timothy Gallway (1974,2020) (Harvard tennis captain turned expert) has coached large corporate organisations such as Apple, IBM and Coke-Cola. He has enthused others with his inner game series; “the inner-game is the key to the outer game”. He has often been referred to by coaches regarding his modern definition and application of coaching systems. He suggests there is a ‘teller’ and ‘doer’ inside everyone, which separates individuals from performing to our best ability. He furthermore advocates, to move forward, coaching builds profounder relationships between them. Wilson suggests Gallway kickstarted coaching in its current sense.  

It provides an analysis of similarities in, and differences between, coaching and mentoring and discusses Covey’s ‘choice’.  It furthermore provides an evaluation of how coaching and mentoring differ from counselling and from one-to-one training. 

The report explains three different types of coaching and mentoring which can be implemented within organisations and linked to appropriate models. The role of the line manager in coaching and mentoring is also evaluated. 
An assessment of the potential benefits of coaching and mentoring for coachee/mentee and how these programmes can support the achievement of organisational objectives has been undertaken.
It acknowledges the shift in technology and importance of technology within learning and development and evidences artificial intelligence can now Taylor learning and development.  
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Definition of Coaching and mentoring 
Coaching and Mentoring is predominantly effective in helping an individual’s development and builds resilience in the workforce (Curee, 2020). It’s a practice which focuses on a one-to-one relationship between a client (the person receiving coaching or mentoring) and the coach or mentor (croner-I, 2020) (appendix 1). It’s particularly relevant and useful during times of uncertainty, such as the global pandemic, as it allows individuals to refocus.  

Erik de Haan (Director of the Centre for Coaching) advocates the sports model (Berteig,2020), however, suggests it lacks a personal approach such as attention to assertiveness, influencing skills and underlying personal issues and emotions such as anxiety and personal traits which respect ethical boundaries. He believes there is a need to move away from the sports model to one that is more sophisticated, inclusive of psychotherapy or organisational consulting (Sparrow, 2008) (appendix 2). 

According to CIPD (2020) coaching and mentoring are “developmental approaches based on the use of one-to-one conversations to enhance an individual’s skills, knowledge or work performance and lasts for a defined period”. Whilst furthermore advocating that coaching focuses on definite skills and goals and last for a distinct period or forms the basis of an on-going management style. Supporting, Clifton & Harter’s (2019) analogy that a line manager is the single most important factor for determining high performance teams.  They suggest that managers who use a coaching approach regularly produces results along with better team relationships. They advocate the importance of managers obtaining questioning techniques through practice, to unlock the potential within the workforce.  Clutterbuck (2004) reinforces this and states that one of the key responsibilities of a line manager is the staff that they have responsibility for (Waleslod, 2020).  

Timothy Gallwey suggests ‘Coaching is centred on unlocking a person’s potential to maximise his or her own performance…improving individual performance and the development of skills.’ Whilst Parsloe (1995) advocates ‘Coaching is a process that enables learning and development to occur and thus performance to improve’ (Parsloe & Wray, 2000; Parsloe, 1999). Burrows (2018) advocates a coach facilitates learning, using their skills to help an individual to improve their own performance thus coaching is about helping someone else to learn without telling them what to do or what to think, which may boost innovation and confidence. The International Coaching Federation survey indicates that 80% of people coached at work demonstrate increased self-confidence, while 70% recorded enhanced performance. Which enhance business growth (Ross, 2019). 

Providing an individual with the right coaching strategies and tools can help them deal with a situation. All components aim to unlock a person’s potential to enable them to flourish and maximise performance. Coaching uses open questioning techniques to generate insight and achieve goals (Mindtools, 2020; Landsberg, 1996). It can be applied to numerous situation such as helping an individual with job transition or with challenging change initiatives (Prosci, 2020).They can have an influence on an employees personal attributes such as lacking skills to move forward, low emotional intelligence (Goleman, 1998).  However, it could be debated that a coach is not an expert in anything except using questioning and coaching techniques to help a coachee find their own solutions (croner-I, 2020);assuming the coachee has the resources, they need to move forward. 

The 70/20/10 model is a wide-ranging guideline, which is often used when organisations seek to capitalise on organisational L&D programmes. Adams (2017) believes an individual style and asking the right questions is important to get people onboard and unlock potential. It’s also beneficial to build trusting relationships, have mutual respect and demonstrate authenticity (Evans, 2020). To achieve this change, Adams (2017) adopts three bespoke pillars; Treating employees as adults not children; Treating employees as consumers or customers (not a one-size-fits-all approach) and Treating employees as human beings. Her research highlights individuals learn 70% by experience, 20% socially and 10% formally. Therefore, 90% of how individuals grow and develop in our roles has nothing to do with how we’ve been taught in classical and typical ways. Smythe (2018) agrees with this model of learning and held the view that “most people were used to formal learning and didn’t recognise the other 90% of learning” (Sharp, 2018). However, it could be debated that the proportion could hinge on the learning function i.e. formal professional learning and job training such as GP training have a prominent role, whereas in other instances all workplace learning takes place without formal learning (Clardy, 2018). 

Coaching focuses on a non-directive form of development which has emphasis on improving a number of areas (appendix 3). This technique is beneficial and allows a coachee or team to lead, establishing their own decisions and conclusions. Research indicates that when a manager tells an employee how to complete a task not only are they disempowering them, only 10% of employees are likely to recall it correctly after 3 months. However, if non-directive coaching is provided employees can feel empowered. The recall rate increases to 95% and employee innovation will be evident (appendix 4) (The Power of Non-Directive Coaching, Lauren Buys, Human Capital Review). Research also indicates the impact of training trebles when follow by training (Beckett-Mcinroy, 2015). 

Both organisational and individual goals are evident within coaching; organisations can retain talent, and individuals can grow and develop by assessing their strengths. It could be suggested that coaching is a bespoke activity which should be delivered by specifically trained professionals i.e. line manager, professional life coach etc. 

In contrast, mentoring may arise within an organisation when an experienced employee shares their insight, knowledge, and experience to support the development of an inexperienced employee. Leading brands such as Apple, Google, and Microsoft offer mentoring (Stringer, 2020; Fast Company, 2021). Mentoring provides awareness into how associations and people view certain behaviours and actions, so that the mentee can assist forming behaviours to support longer-term goals. Its embraced by both successful leaders and organisations leading from the front.   

Clutterbuck (1998) suggests “Mentoring involves primarily listening with empathy, sharing experience (usually mutually), professional friendship, developing insight through reflection, being a sounding board, and encouraging” (Balanced Consulting, 2020). Suzanne Faure (2000) suggests “mentoring is a long-term relationship that meets a development need, benefits all partners and is a supportive learning relationship between a caring individual who shares knowledge, experience and wisdom with another individual who is ready and willing to benefit from this exchange, to enrich their professional journey”. (Gibbons, 2017; Evolution, 2015). Audrey Collin advocates “Mentoring is a protected relationship in which learning, and experimentation can occur, potential skills can be developed, and in which results can be measured in terms of competencies gained” (DollarBillionaire, 2020).  

A mentoring relationship often emphasises role modelling and is a learning opportunity for both parties within an organisation (Barber, 2018). However, like coaching, mentoring requires reframing, listening, clarifying, and questioning skills. Mentoring relationships are much less task focuses. It focuses on performance, regularly involves direct feedback and usually last longer than coaching provisions. Clutterbuck (2018) suggests the separation of a mentor and mentee role is important as it is much more challenging to be a mentor to a direct report, than coach them. This may be due to limited time a manager has available to develop individuals. Coaching is much more likely to be evenly distributed because it focuses on shorter term issues (Barber, 2018). 
Similarities in, and differences between, coaching and mentoring
There are a number of similarities’ and differences between Coaching and Mentoring (appendix 5). 
A coach’s agenda lasts for a specific period of time and focuses on achieving specific and immediate goals to reinforce or change skills and behaviours. A coach creates the need for discussion and is responsible for follow up and holding others accountable. The approach is structured and formal.

Mentoring focuses on career and personal development and is usually long term. A mentor’s role is to actively listen, provide guidance and support a mentee. A mentor facilitates learning and growth i.e. exploring career options, setting goals, developing contracts, and identifying resources to help a mentee discover their own direction. The context does not have a specific performance objective, and participants have a choice on what to discuss (Covey, 1989; Mindtools, 2020).  Clutterbuck (2004 p. 53) suggests a mentor’s  should manage the relationship; Recognise the mentee’s ability and encourage; Make an open, candid environment and nurture; Teach, create a motivating environment that challenges the mentee; Always have mutual respect and  respond to a mentee’s needs (TURAS, 2020). Clutterbuck and Megginson (1997), define mentoring as: “Off-line help by one person to another in making significant transitions in knowledge, work or thinking”. In contrast, a coach plans, organises and delivers programmes for individuals and teams which aim to advance individual / team performance. They provide tuition, encouragement, constructive feedback, identify strengths, weaknesses, and teach relevant skills and techniques (target jobs, 2020). 

Mentoring is a two-way relationship which should be mutually beneficial. A mentee often chooses their mentor, which is not usually linked to their direct working relationship i.e. manager / supervisor. They usually choose an experienced and knowledgeable individual within their organisation. However, their manager/supervisor may have arranged the mentorship or offer advice regarding how to achieve result out of the mentoring experience. The agenda is often set by the mentee and the mentor provides support and guidance to prepare them for future roles. A mentor’s approach and structure are self-directive, flexible and more informal i.e. meetings take place when a mentee needs some advice, guidance / support. Differently, a coach is task based, usually with someone who has direct responsibility and an invested interest in an employee’s performance, such as a supervisor or manager.  

A mentor relationship can have a direct influence but is power free and based on the perceived value of their advice and guidance i.e. a mentee does not have to follow up with the advice if they choose not to. Nevertheless, the mutual respect and value of the mentor’s advice usually means the mentee follows up their advice. The disparity of coaching influence means its non-directive as a coach is usually an individual’s direct support and have a direct influence on an individual and thus a level of direct authority. However, it could be debated Stober and Grant (2006 p. 3) debate that coaching as a non-directive approach is “more about asking the right questions than telling people what to do”. Suggests coaching is only about questioning and not directing. This contradicts solution focused approaches which identify that on times coaches need to offer solutions, however, non-directive approaches suggest the role of the coach is to conduct the process not to direct the outcome (International Journal of Evidence Based Coaching and Mentoring, 2008). 

The relationship between both these parties involved in coaching agreements can have a positive impact with different coaching styles by defining clear outcomes from sessions and setting out parameters of relationships between all parties (Newby, 2017).  

Both coaches and mentors actively listen with fascination (Nancy Kline, 2020; West, 2020), use questioning techniques, clarify, and reframe, so that clients can see perspectives differently, plan a way forward, reflect and review. It could be suggested that mentoring sits nearer the push end and coaching near the pull end of a coaching spectrum (Downey, 1999) (appendix 6) However, in some situations its appropriate to switch to a hybrid approach and use both coaching and mentoring (appendix 7). 

Research highlights the long-term success is dependent on the choice of orientation known as Locus of Control. Revolutionary research was carried out by Carl Rogers (1961) and Julian Rotter (1966) to establish how individual attitude and behaviours influence future life outcomes (Coach campus, 2020. 
Changingminds, 2020; Mindtools, 2020; Toolshero, 2020; UK Coaching Team, 2019). Weiner (1980) proposed a 3-dimensional model of attribution; Locus internal or external; Stable or unstable (whether the behavior was likely to change); Controllable or uncontrollable (by the individual concerned). 

Covey (1989, 2013) hypothesizes that individuals filter their experiences before they reach consciousness. He additionally suggests that in between stimulus and response, people have the freedom to choose how they respond to each situation they’re presented in life. Covey, believes that individuals focus on the locus of control; the degree to which individuals perceive the outcome results and either display proactive or reactive characteristics, as a result of their own behaviours, or from forces that are external to themselves i.e. luck, government regulations; such as the pandemic etc. Proactive people, who develop an internal locus of control (dispositional) believe they are responsible for their own destiny and success do not fear the effect of external forces. They trust their values and qualities drives them and their situation is a result of their personal choices. In contrast reactive people have an internal locus of control (situational) and believe that their current state is a result of their environment i.e. social / physical. Their actions and attitudes are determined by those of others or personal experiences, which control their situation or existence (appendix 8). 

Vaddadi, (2020) and Covey (1989) proposes individuals have a choice regarding how they apply their time and energy (Habits for Wellbeing, 2020). The circle of concern consists of things individuals worry about i.e. our children, government, war, pandemics etc. The circle of control includes things individuals have direct control over, friends etc. They furthermore theorised the circle of control exists within the circle of control but defines this as circle of influence, in which individuals can change, which allows an individual to focus their time and energy within two areas of the circle. However, it could be debated, although they believe highly effective people can think and act largely within their circle of influence, this may not be an appropriate method for those who do not hold these characteristics. 

It could be suggested the two circles have an influence on the way individuals confront issues within their personal and professional lives. Directive control difficulties are within our circle of influence and could be resolved by working on in individual behaviours and actions. Whereas, indirect control matters could be resolved by changing means of influence. Within the application of coaching its therefore important a coach has an awareness and recognises the issue or problem as a first step. Its then important to establish why an individual is feeling this way i.e. behavioral, personal, attitudinal, or due to a lack of functional skill set. 

Coaching and mentoring differ from counselling and from one-to-one training.
It’s imperative to consider that coaching or mentoring may not be the right solution for everyone, and other interventions may be more effective in improving individual performance, predominantly if they are not willing participants in the process (CIMA, 2008; Coaching and Mentoring Network, 2017). 

A coach guides individual to achieve goals by asking powerful questions and configuring / constructing a process that facilitates an individual to achieve this (Clutterbuck ,2014). In contrast, a mentor has a broader focus than coaching (Evans, 2020; Stanier, 2016). A mentor is less focused on performance, however, will guide others to achieve their desired outcome; it focuses on both professional and personal development aspirations. Counselling pursues the underlying forces of individuals and their relationships (appendix 9). Counsellors aim to promote self-understanding and self-acceptance (Martin, 2014). Counsellors very rarely address tasks and performance. The BACP definition of counselling/ psychotherapy states that “Counselling and psychotherapy are umbrella terms that cover a range of talking therapies. They are delivered by trained practitioners who work with people over a short or long term to help them bring about effective change and/or enhance their wellbeing” (BACP, Dale, 2017; Van de Voorde, K.C., Paauwe, J and van Veldhoven, M, 2012). Rogers (2004) suggests, if someone has persistent issues of self-esteem, unresolved grief, anxiety, depression, or severely dysfunctional behaviour and beliefs, then counselling, not coaching, is appropriate.
Mentoring has a broader focus than coaching and counsellors and tend not to address tasks and performance. A significant difference between the approaches is the training for each. Nevertheless, all three approaches aim to maximise the best employee wellbeing experience (Millar, 2020).  
It could be argued there are number of misunderstandings regarding coaching, mentoring and counselling; Coaches do not solely focus on sport and office frameworks, mentors do not just relay all of their experience and councillors do not purely work with individuals with mental health conditions. 
A coach should never provide unlicensed coaching. However, effective training will help a coach distinguish between both, allowing for a more collaborative, rather than superior perspective to be forged (Miller, 2020). Training will also help a coach make the distinction and assist their awareness when a client may need licenced professional mental health support. A proactive coach will have built relationships with councillors if referral is needed.
Both counsellors and coaches focus on solution orientated change. Ethical councillors, therefore, appreciate the value and benefits of coaching and develop interdependent relationships with those working within the area. Though, as counselling follows a medical validation model and there are implications, i.e. insurance, the agreement inclines to be stricter than coaching. Councillors, characteristically, hold confidentiality and privacy as an essential element of a coaching agreement, thus patient information cannot be disclosed. Therefore, to protect their clients and themselves coaches should include business expectations and values within their agreement. In contrast, although coaches are ethically expected to sustain confidentiality, under the law of conversations a governing body can compel this (Daniels, 2019).  
Boundaries are also a consideration; coaching is slightly more relaxed than counselling i.e. self-disclosure is allowed, and relationships can sometimes overlap. Harter et al, 2001 suggests duel relationships are not prohibited due to licencing expectations which protect both the client and counsellor. 
Certified coaches use their professional skills to co-create pathways. This collaboration with clients, that aim to build self-awareness and confidence help improve an individual’s performance and wellbeing to progress them within their chosen area of development. Professional certified counsellors follow a medical model that is scientifically validated. They are emotionally trained and skilled to deal with certain situations. They provide clients with a safe trusted space. Interventions may help an individual socio-economic status, culture, and age etc. 

The most significant difference between mentoring and counselling is the relationship; Mentoring is informal, and counselling is formal and over a shorter lifespan. Due to the acquaintance and professional respect a mentor’s advice is usually highly regarded and valued. A counsellor’s knowledge and history are also highly regarded by clients.  Mentoring is usually free at the point of delivery. In contrast counselling has varied cost levels associated. 

There’s a distinct difference between training, coaching, and mentoring, all require different skills, approaches, and outcomes (appendix 10). Training builds new skills or behaviours through the method of teaching. Its then the learner’s responsibility to apply the new skills / behaviour. However, a coach could later be used to help a learner understand application of the new skills (how or where to apply it) or with difficulties in applying the new skill.  This could be achieved by a coach exploring ideas, options, and opportunities that the randlearner recognises through questioning over a number of sessions. (accipio.com). The learner can then go and try some of these approaches and see what happens. There are subtle differences between learning, training, and development, which are often used interchangeably (appendix 11). Lievens (2011) advocates L&D initiatives aim to develop, improve, or change individual or group behaviour. L&D is one of the core areas of HRM, which uses a systematic process to improve employee’s knowledge and skills (digitalhr, 2020). It cultivates attitudes to improve performance, share knowledge add insight to enable individuals to work better. Learning training initiatives could take place via employee engagement programmes, self-directive learning, team building and community days etc. According to a study by LinkedIn (2018) 94% of employees prefer working in companies that invest in their learning and development (factsuit blog, 2020). 

Types of coaching and mentoring which can be implemented within organisations
There are a number of different types of coaching and mentoring which can be implemented within organisations (personal coaching information, 2020) (appendix 12). 

Executive coaching is undertaken by qualified professionals. It frequently takes place within a corporate environment (Executive Coaching Handbook, 2015). As a way of investing in their top executives some organisations buy-in external executive coaching and are usually required and agreed for a specific number of sessions.  They aim to improve senior leadership and personal performance, along with competitive advantage. Hawkins (2006) suggests that improved performance that unlocks personal development potential and adult learning distinguish executive coaching. In doing so a collaborative partnership that permits truthful clear feedback arises from the relationship (Hawkins, 2006 furthermore outlines a beneficial variety of coaching that differentiates four types of coaching by their main focus (appendix 13).

1-1 Executive coaching aims to improve executive’ professionals for developing new skills. They’re provided with confidential support, challenge assumptions, generation of new ideas, provide resources and are a sounding board for innovation and personal growth i.e. redefining purpose etc. They ask questions to help executives clarify and solve their own problems, helping them achieve goals, aspirations, and objectives, gain self-awareness, and unlock potential. When these are tied in with organisational goals, business results are usually improved. This is sometimes achieved through behavioural assessments such as 360-degree confidential interviews. 

A coach will have access to a range of suitable techniques and such as the OSCAR  and GROW models etc, which provide a framework for the coaching discussion and help to create opportunities for a coachee to develop (Insight, 2020). The best-known goal-setting and problem-solving model is the Grow model (BusinessBalls, 2020; Hohnen, 2020). It’s a simple framework which aims to help individuals structure their coaching or mentoring (Mindtools, 2020). Whitmore’s (1992) defines coaching as the process of unlocking an individual’s potential to maximise their own performance, thus, to grow. Which is also based on Galways views. Whitmore (2009) and Leedham & Parsloe (2016) advocates that the GROW model (appendix 14) aids to solve difficulties and accomplish goals, preserving personal achievement, and efficiency because it is a solution-focused model.  

The formal coaching model comprises of four stages, GOAL, REALITY, OPTIONS (or obstacles), WAY (or way forward), which are represented by a question or multiple question, which are designed to enable development and allow individuals to recognise their potential.  The coach becomes a facilitator within this model. Goals should be Specific, Measurable, Attainable, Realistic, Time-bound (Bianco-Mathis et al. 2002) i.e. Does the goal fit with the client’s overall career objective? How does a coach know when a coachee’s issues are solved? (Mindtools, 2020).  In order to achieve the setting of clear, specific, and challenging goals, Starr (2016) concludes that by applying the goal-setting theory will enhance motivation and helps advocate clear direction. 

The second stage focuses on a coachee analysing their starting point (current reality). This will help them establish what is wrong to help them to understand why change is needed (Weinstein, 2013). A coach should motivate, listen effectively with active listening skills, and inspire self-analysis through asking good open questions (Stanier, 2016). Covey (1989) highlights the importance of listening with intent and suggests there is often a temptation for a coach to only listen and be present from their perspective not the learners. Good questions will identify difficulties or beliefs which may be holding someone back from achieving their goals, such as executive coaching (Landsberg, 1996; accipio, 2020; West, 2020; Institute of Health and Social Care Management, 2020).  Bridges and Bridges (2017), concluded individuals cannot solve problems they do not understand or reach aspirational goals without considering the starting point.

After examining the current reality, the option stage helps evaluate what is possible through the generation of ideas, i.e. brainstorming (Coaching Journey, 2020; Mindtools, 2020). However, its important there is trust between the two parties and a coach makes a coachee feel safe to express ideas without feeling judged. In order to identify the specific actions which are to be selected you need to explore the various options available, and not to solely focus on the right answers (Dembkowski & Eldridge, 2003). 

The final stage of the model aims to move a coachee from discussions to commitment of specific actions which have been discussed, to move forward to achieve their goal (Lesley et al, 20165). The aim is to establish will and boost motivation. 

However, it could be suggested by starting the process with goals the grow model suggests individuals have solutions to their problems  and a coach will help improve their performance using techniques and practices designed to improve their self-awareness, solve problems, help obtain new skills, make informed decisions, improve performance which can help progress careers (Grant, Curtayne & Burton, 2009). However, there is a risk that the coachee will not continue with the process or lasting change may not continue as individuals do not retain advice or instruction for a long time (Parsloe and Leedham, 2016). However, Galleway realised that, a coach must guide the coachee to reduce internal impairments to performance and this will then result in the flow of natural ability to perform without the coach’s input (Mukherjee, 2014). Research indicates the GROW model needs to be adapted as coaches become more experienced in order to make it a more focus-based approach (Clutterbuck, 2014). 

A Life coach is a wellness professional who encourages and counsels clients and helps individuals maximise potential, clarify their goals, aspirations, and ambitions, and hold the client accountable (Moore, 2020).  A life coach is unlike, counselling, mentoring and administering therapy, a life coach aims to provide a client with help in relation to a specific strategy to help individuals overcome limiting beliefs, work-life balance,  personal and professional project / difficulties and transitions to attain greater fulfilment to maximise potential by using specific coaching techniques (Robins, 2020). Research demonstrates coaching and training is a far more effective blend than training alone. Training alone can increase productivity by 22.4%, but when collectively used with weekly life coaching, productivity is boosted by 88%. Generating a better RoI (Robins, 2020). The Wheel of life model is a model which can help clients improve their life balance. It allows clients to identify the areas of their lives they need to pay more attention to and areas which need to be cut back, and therefore raises client’s awareness to attain a more sustaining balance. However, this must be assessed over time (Mindtools, 2020) (appendix 15).  A life coach can use this model in partnership with their client or recommend they complete it individually, to assess and highlight patterns, which may help them learn more about themselves. However, balance is personal and inimitable to each individual - what may be acceptable for someone may be stressful or uninteresting for others. An alternative option is for an individual to complete the score sheet, to establish how their life balance is perceived by others. However, like the grow model, trust is very important and therefore it must be completed by someone who’s opinion they value.  

A Group coach focuses on various topics such as career / leadership development, team building or stress management (linking aspects of health and wellbeing). The benefits of individual coaching are combined with group resources as individuals learn from each other, the connections and the networking made within the group environment. In contrast, team coaches work with team leaders and team members to create their workforce strategy i.e. mission statement, vision, strategy etc. To facilitate a high performing team a coach may coach a team leader and member separately e.g. regarding interactions / behaviours to achieve a team goal (Keller & Meaney, 2017; Dilotte, 2020). They may also help dysfunctional team work more effectively together. 

There are a number of different types of mentoring. One-to-one mentoring is designed to help and nurture a mentee professionally. In contrast, group mentoring is designed to help a group of mentees who meet at regular intervals. In some instances, such as the pandemic, in order to stop employees feeling isolated, peer mentoring can be beneficial. Its designed to bring a group of individuals, who are in a similar situation. It can take place between two people or within a group setting. However, to accommodate for individual and cultural preferences a mixed hybrid approach of all three relationships (or maybe others) may be necessary. Mentoring can take place within different formats depending on the preference and situation. For example, current government restrictions during the pandemic have made it difficult for individuals to meet face-to-face, therefore online communication tools such as email, skype, zoom, WhatsApp etc. provides an alternative to face-to-face mentoring (and can be applied to all of the above methods). Informal mentoring is loosely designed, based on the personal resourcefulness of the mentee and mentor. In contrast, formal mentoring is often used in organisations to formally monitor the goals of the mentorship. This formal relationship benefits the organisation as well as the mentor and mentee (Creighton, 2018).

The role of a line manager in coaching and mentoring
There are two possible roles a line manager can have within the coaching relationship, either a coach, mentor, or a key stakeholder (CIPD, 2020). Its important everyone is aligned. 
There is much to suggest that there is disparity if a line manager becomes a coach (CIPD, 2020; Milner & Milner, 2018; Wiles,2019). Yet, research indicates that using a coaching approach can make them a better manager (White, 2016). An experiment was run by the founders of google in 2002 (Garvin, 2013) which removed all managers from the organisation. However, after the failure of the experiment it was soon realised that managers have a large contribution in supporting learning / career development through coaching mechanisms at work. Further internal detailed research was undertaken, which discovered coaching is the most important managerial quality, which helps employees learn on the job. Signifying, when organisations employee managers who have the capability to coach their teams, employees grow more (Micheli, 2013; Fact suit, 2020; Bailies, 2021) (appendix 16). Bailie (2021) and Downey (1999) advocate that coaching is a crucial element of a line manager, and managers who use coaching and mentoring skills can improve performance and be an influential tool to motivate and lead individuals / teams (Bailie, 2021). Still, CIPD (2011 & 2009) research highlighted the role of line manager reduced from 37% to 32%, highlighting the effectiveness of coaching and mentoring delivered by managers. 
Clutterbuck (2004) proposes coaching and mentoring are two of the greatest influential ways of supporting the growth of other people. Yet, suggests that strain and conflict sometimes emerge when a line manager becomes a coach/mentor within the same environment, regardless of method. However, ILM Creating a Coaching Culture (2011) highlighted important findings regarding the role of the line manager and concluded 53% of line managers undertook internal coaching and 46% coached individuals within their own business area (Clutterbuck, Megginson & Bajer, 2016). The CIPD L&D Annual Survey Report (2014) demonstrates 76% of organisations offer coaching or mentoring, although this rises to 85% of the public sector and is also more common in larger organisations.  Yet, the report illustrated a reduction in the percentage of organisations ranking coaching by line managers the most effective L&D method and this has continued (CIPD, 2014). Nevertheless, coaching by line managers is more popular than coaching by external practitioners and its particularly popular in the private services sector (Waleslod, 2020; Chakraborty, 2019).
A study for Oxford Brookes University identified behaviours and conduct that intensify problems in the dynamic between teams and line managers (appendix 17) (Ferrar,2006; Waleslod, 2020). Forbes (2018) proclaimed a manger could view the coaching journey as leadership from the mindset of a coach through adoption of core coaching and leadership skills; communication, curiosity, observation, using powerful questioning techniques, empathy and emotional intelligence (Forbes, 2016, 2018). 
CIPD (2009) research suggest there are two characteristic that are evident when coaching is undertaken by managers; Primary Coaching characteristics that focus on performance and Mature coaching characteristics (appendix 18) that focus on empowerment (Anderson et al, 2009).  Clutterbuck (1998) asserted the importance of a manager balancing soft and hard aspects of people.  He furthermore suggests, “the ability to manage both the intellectual and emotional interpretation and reaction to external stimuli is a defining characteristic of functional excellence” (Clutterbuck, 1998). Highlighting, the importance of intellectual organisational culture, values and nurturing of emotional values. However, this also reflects the combination of challenges managers face i.e. the challenge of targets V nurturing i.e. emotional support. These challenges can be shared with a degree of directive and non-directive behaviours (Clutterbuck, 1998) (appendix 19). This can be supported by the CIPD (2015) report which detailed the top three behavioural attributes that most contribute to the success of a L&D/OD professional is that of non-directive management styles including; the ability to think innovatively and offer creative decisions and working collaboratively across the organisation (Proficient Learning, 2020), and ability to influence an organisation are the top three behavioural attributes that most contribute to the success of a L&D/OF professional (Appendix 20). It could therefore be argued managers who have understood both directive and nondirective forms of communication have the ability to influence, instruct and inspire individuals.  
Line manager competence is an important factor within training, learning and development (Heathfield, S 2019). CIPD advocate effective coaching necessitates skilled and motivated coaches (WHO,2020; Forbes, 2019), although research indicates leaders lack coaching and mentoring skills. Managers should build relationships, provide assessment, challenge thinking and assumptions, support and encourage, Drive results (Forbes, 2010). 

However, line manager efficiency can also be impacted by external resources. Equally external barriers such as deficiency of resources can also impact employee’s development.  CIPD (2003) reported 91% of participants indicated pressure of time was the most significant barrier followed by lack of resources and lack of management support (Appendix 21). It should never be presumed a line manager will make a good coach/mentor (Waleslod,2020). It’s important they are equipped with the right level of support and knowledge and skills of each type of appropriate intervention (CIPD, 2020; Millar, 2020). 

Managers that  provide employees with specific, constructive feedback (balancing the negative the positive), have regular one-on-ones, presenting solutions to problems tailored to employees’ specific strengths make good coaches (Impraise, 2020; Gallup, 2016; Beck& Harter, 2015; Leapsome, 2020; Valcour, 2014, Havard Business Review, 2018; Silverman, 2004 Bailies, S, 2021) (Appendix 22). A line manager needs to be fully committed to the mentoring/coaching role and recognise mentoring is a longer process than coaching. They also ned to recognise coaching / mentoring may not be an appropriate intervention. Other avenues maybe more appropriate in developing performance depending on the situation. It therefore could be argued one of the hardest but crucial challenges for a line manager is the ability to decipher the most suitable intervention within particular circumstances. There are a number of implications if a manager gets this wrong. Missing vital coaching/mentoring opportunities can have implications i.e. breakdown individual/team relationships. 

Factors to be considered when implementing coaching and mentoring programmes in organisations.

There are a number of factors to consider when implementing coaching / mentoring within an organisation. HR have an important role in practically and effectively implementing an organisation’s HR strategy. They provide consistency and transparency for employees and managers, helping to enhance the psychological contract and create a positive organisational culture” (CIPD, 2019; Clutterbuck, Megginson & Bajer, 2016). HR and L&D teams therefore have a crucial role in the design and application of coaching and mentoring. Mckinsey (2016) identified and field-tested nine dimensions that contribute to a strong L&D function (appendix 23). A successful coaching and mentoring strategy must align with an organisations strategic objectives (business strategy), values and the overall leadership and development strategy (CIPD, 2020; Dewit & Meyer, 2004, p50). Wang & Shyu (2008) recommend strategic fit between HR strategy, HR practice and organisational strategies is paramount. 

It’s imperative organisations set aside funding for the programme and align this with their overall learning and development budget (Skills Portal, 2019) and balance scorecard. To ensure a stable flow of prospective leaders and strengthening B-BBEE compliance, Coaching and Mentoring training can be recognised as a skills development expenditure under the B-BBEE scorecard. Organisations can build in L&D initiatives strategically to build capability and organisational gaps, align with organisational goals and culture, whilst demonstrating RoI along with integration into an organisations learning culture (Factsuite, 2020). Its important organisations benchmark L& D initiatives and consider the benefits / outputs against aligned business objectives and ROI (CIPD, 2020) (Appendix 24). 

It’s important an organisation analyses the advantages and disadvantages of implementing internal or external coaching as part of their decision-making process. Both approaches should be considered along with the organisational business need, including the learning and development budget. This could be undertaken within both a SWOT and PESTLE analysis (CIPD,2020) (which would highlight factors such as the pandemic, artificial intelligence) and factors could be combined and considered within an L& D framework. 

Working practices have changed significantly since the start of the pandemic. CIPD (2021) revealed, research by Aberdeen University found 52% of organisations are planning to increase their L&D budget and 6% are predicting a significant increase. The research highlights perceptions of L&D have changed due to the pandemic, with 28% of employees stating its projected to be important to their organisation as the UK emerges from the pandemic. Three in five also highlighted the pandemic had altered their organisations attitude to digital learning. Nevertheless, only 44% stated they are finding it hard to find training courses of a high calibre. 36% raised concerns regarding potential plagiarism and staff cheating, whilst 35% suggested limited access to IT, switching to online training, increased flexibility and access to training may be problematic (People Management, 2021).  The research highlights an accelerated shift from traditional face-to-face learning post pandemic. It also highlights the importance of flexible learning solutions to employers and employees (CIPD, 2021). 

As the majority of learning is now online due to the pandemic, this could be integrated into an organisation learning and development strategy. It could also tie in with an organisations Health and Wellbeing Strategy and consider factors such as zoon fatigue and psychological wellbeing (People Management, 2021; Remote Worker Impact, 2021; Karen Moser,London South Bank University, 2021). 

However, the value of coaching activities is subject to the outcomes the activities deliver i.e. the selection of appropriate coaches and mentors, recognising performance gaps, dealing with relationships, and evaluating successes (CIPD, 2020).  It is essential they recognise the relevance and suitability of coaching and mentoring (through clear criteria which is matched to the individual and organisation) within a particular situation along with other effective interventions.  Significance, suitability, and credibility of models that are used, such as GROW, should also be explored. 

Training in leadership, coaching skills and establishing a strong coaching culture within an organisation is vital to achieve continuous improvement and development (leadership coaching, 2017). A coaching culture is an important aspect. Promoting a culture of trust, transparency and open communication can gain employee confidence where constructive feedback and critique through honest assessments can be used as key developmental tools. It sets a president as part of an employee brand and lets employees know they will be supported to learn new skills and are a great asset to the organisation (Forbes, 2016). It gives organisation competitive advantage as they grow and nurture existing talent. A management culture that advocates a coaching culture which gives regular feedback, emphasises feedback, creates opportunities for growth, are far more likely to retain a more energised, enthusiastic, and engaged workforce.  This allows employees to feel valued, dedicated, and powerful, and more open to express innovative ideas and take risks (leadership coaching, 2017). 

A contract which sets out expectations, in which confidentiality should be detailed. Goals/objectives are mutually understood and are SMART (Mindtools, 2020; Investors in People, 2020; OKDHS, 2020). Ownership for achieving goals is also clear and ground rules and boundaries for working together are established and agreed when, where, (what is legitimately part of coaching and what is not) (Coaching Focus, 2020). It ensures mutual trust, confidence, rapport, and credibility within an effective relationship (British School of Coaching, 2020). It is essential this is set out at the beginning of a coaching and mentoring relationship, inclusive of the organisation and bespoke to each relationship. However, complete confidentiality can never be guaranteed for legal, wellbeing and organisational purposes. Coaching documents do not have the confidentiality provisions that doctors, therapists or lawyers have (Hill, 2017). It’s essential all engagement notes, reports and assessments are destroyed but information is stowed in a protected way 

In coaching, the European Mentoring and Coaching Council (EMCC), the International Coach Federation (ICF) and the International Association of Coaching (IAC) each have their own set of ethical guidelines for their members (Coaching Focus, 2020; Sage, 2016). Codes of Ethics offers the best practice guidelines outlining expectations of coaching and mentoring Ethical Practice and promotes the development of coaching and mentoring excellence.  Its purpose is to provide appropriate guidelines, accountability and enforce standards of conduct for all members (managing change, 2016; Coaching Focus, 2020). Key factors include: Competence, Boundary Management, context, professionalism, and integrity. On rare occasions that a coach is unclear regarding how to react to instances that fall outside ethical boundaries, its also important they seek advice from professional coaching supervision. This will also help decisions based on the best interest of both the coach and coachee.  

Potential benefits of coaching and mentoring for coachee/mentee and coach/mentor and how coaching and mentoring programmes can support the achievement of organisational objectives.
There are a number of benefits to coach, mentor, and mentee as well as stakeholders (appendix 25)
Both coaching and mentoring enhances employees personal and professional skills and learn new skills, through learning opportunities, which increases confidence, motivation and adds organisational value.  The provision of coaching and mentoring highlights an organisations commitment to learning and development. Employees who commit to enhancing and learning new skills identify they can increase their value to the organisation which can increase employee loyalties, engagement, and commitment to the organisation (Bright HR 2020).

A trained coach within an organisation can enhance and teach employees new skills and implement a learning plan, help them solve problems and answer questions which increase confidence, motivation, and creativity. A trained mentor enhances by observing an employee’s growth and transformation during a lengthy relationship can help make crucial business decisions i.e. aligning an employee career path with their strongest skills which will complement the organisation. Training also improves performance and therefore an employee “brings in” more revenue which makes it easier for a business to pay for coaching overheads. 

City & Guilds (2018) research demonstrates the benefits and value of coaching on the future workforce; 79% of workforce participants stated that coaching was a useful resource when adapting new ways of working and new technology. 84% were keen that coaching should be implemented as part of every organisations business management development. Furthermore 76% felt that coaching was invaluable when going through organisational change (Van de Ven, A.H. & Poole, M.S, 1995). Additionally, intergenerational was evident, with 65% of employees from five generations working side-by-side. Participants advocated that coaching was important in facilitating inter-generational working. The findings also highlighted the importance coaching has on productivity, as individuals feel more supported within new roles; 27% conveyed they felt more productive and exerted more effort during the first four months within a new role, and 10% over 7 plus months. The statistics indicate coaching has a big impact on performance, as those who did not receive coaching are eight times more likely to suggest they don’t feel they are able to work to the best of their ability (Merrick, 2018; City & Guilds, 2020). The research also highlights that organisations who fail to provide coaching opportunities to employees, risk them feeling undervalued. The most common reasons for the lack of coaching provision by an employer are lack of investment (33%), taking staff for granted (31%), leaders’ disinterest in staff (22%) and a lack of understanding on the value of coaching (22%) Furthermore, coaching is an invaluable tool within an organisation and leadership setting; 80% of employees received coaching highlighted increased self-confidence, 70% benefited from improved relationships, enhanced work performance and effective communication skills. 86% of organisations reported RoI on coaching and L&D initiatives (International Coaching Federation 2009; Smart Learning Arabia, 2020; Bailie, 2018, 2021). There was also a significant RoI when employers spent money directly on mental health and wellbeing of their employee. This highlights the importance and benefits of linking and aligning Health and wellbeing to L&D strategy/initiatives (Deloitte, 2017). 

Merrick (2018) outlines research to quantify the business impact of executive coaching on 100 executives, which was undertaken by Manchester Consulting Inc. The results indicate that the RoI was 5.7 times the initial investment outlay, in those who had undertaken coaching. Similarly, less palpable organisational impact of coaching encompassed enhanced team working, better working relationships with peers and reduced conflict, and improved job satisfaction (Lindemann et al, 2001). 

A further study by Gegner discovered as a consequence of coaching executives reported positive changes in performance. Executives also conveyed that they feel more aware of their perspectives (interpersonal and intrapersonal) and others and that they assumed more responsibility for their actions (Merrik,2018;). 

Embedding culture of coaching is a key component to learning and development i.e. within Talent Development Programme, which has positive impacts on organisation employee engagement and performance which retention. Coaching also helps managers adapt to new ways of working, giving them the tools to engage with intergenerational teams on all levels. Millennials (1983 - 1996) showed the highest awareness of coaching, with 73% indicating that they were very or somewhat aware; followed by Generation X (1965 - 1982) with 69% indicating that they were very or somewhat aware of coaching; compared to Generation Z (1997 - present) with 63% indication for the same level of coaching awareness (Cox, 2016; The gold standard in coaching, 2020). Different generations require different approaches, however the common element, regardless of whether they are baby boomers or millennials, is coaching.' (Science Direct, 2012).

According to Mindtools (2020) mentoring increases organisational loyalty, trustworthiness and employees have a greater sense of commitment and connection to an organisation. This encourages open communication which results in a positive work-experience. Organisations therefore save money on recruitment and training further employees (Chron, 2020)

Whitmore (2020 p.97) highlighted the top three motivations for seeking coaching were optimizing individual / team work performance, improve communication skills, and increase productivity, demonstrating team efficiency is also improved, decreased silo working and increases trust and communication, which has a positive impact on departments and the whole organisations (Chron, 2020).
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Appendix 1 – Although this is based around schools the principles can be applied within other settings. http://www.curee.co.uk/files/publication/%5bsite-timestamp%5d/2.%20Welsh%20CM%20framework.pdf 
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https://minds-senses.com/sport-coaching-and-professional-coaching/ 
The aims of providing workplace coaching and mentoring programmes include:
· Assisting performance management.
· Preparing and supporting people through change.
· Supporting self-directed learning and development.
· Sharing curated resources.
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Coaching V Mentoring | by Heidi Holmes | Mentorloop 
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ILM-Coaching-Report.pdf


Appendix 4 
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https://www.habitsforwellbeing.com/whats-your-choice-being-empowered-or-disempowered/ 
https://www.habitsforwellbeing.com/the-circle-of-concern-and-influence/ 

Appendix 5
The following table summarises the main distinctions between coaching and mentoring.
[image: ]
Coaching and Mentoring: In-depth | Croner-i
Differences between coaching and mentoring 
What are the similarities and differences between coaching and mentoring? | Turas | Learn (nhs.scot) 

	Coaching 
	Mentoring

	Coaching aims to develop the coache’s potential. The focus is on development/enhancing performance. Aimed at specific present-moment work-related issues, and career transitions.

	The focus is on developing the mentee professional, career development and managing transitions. Takes a broader view of the person. Mentor can open doors to activities and opportunities. 

	Coach and client are equals working in partnership. Coach does not require direct experience of client’s role. 
	Mentor has more experience than client and shares it with more junior or inexperienced employee. 

	Coaching is essentially non-directive, though this is not a hard and fast rule.
	Mentoring is typically more directive, sharing experiences, offering advice. 

	Coach/coachee ratio of speaking is roughly 20:80
	Mentor/mentee ratio of speaking is roughly 40:60.


	At transactional level, coaching enables clients to incorporate skills into their leadership/management repertoire. Coaches develop their self-awareness of their impact on others. Can sometimes enable clients to achieve transformational behavioural and attitude change. 
	Enhances clients technical and business-related skills. Develops mentee professionally. 

	Structured meetings of variable length every month or so. Relatively short term.
	Can last for a long period

	Meet in client’s organisation or neutral place
	Can be informal and meetings can take place as and when the mentee needs some advice, guidance or support. 

	Personal Objective – Personal satisfaction 
	Personal objective - Improve performance




Appendix 6
[image: ]https://www.britishschoolofcoaching.com/mentoring-v-coaching-balance-power/ 
Appendix 7 
http://www.curee.co.uk/files/publication/%5bsite-timestamp%5d/2.%20Welsh%20CM%20framework.pdf 
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Appendix 8
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https://www.getrichslowly.org/becoming-proactive/ 
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https://i1.wp.com/www.makingbettermistakes.com/wp-content/uploads/2019/02/makingbettermistakes-circles-of-control-branded.png?ssl=1

Appendix 9 - What’s the difference between Coaching, Mentoring, Counselling and Managing? https://gapps5.com/how-to-get-the-most-from-your-coaching/2-whats-the-difference-between-coaching-mentoring-counselling-and-managing/ 

[image: ]                   What are the similarities and differences between coaching and mentoring? | Turas | Learn (nhs.scot) / Mike the Mentor - Coaching Beyond Ego - Home 
	Coaching
	Unlocking existing gifts and skill
	Creating the future

	Mentoring 
	The acquisition of wisdom 
	Transforming myself

	Counselling 
	Supporting somebody facing crisis
	Resolving the past
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From this, Hawkins (2006) concludes that mentoring is less about creating precise and focused behaviour change, and more about helping mentees build an appropriate larger picture that will animate their future career choices. https://learn.nes.nhs.scot/22925/coaching-and-mentoring/coaching-and-mentoring-information-pack/what-are-the-similarities-and-differences-between-coaching-and-mentoring
Appendix 10
	 
	Emphasis / Focus
	Relationship
	Approaches
	Outcomes

	 
 
 
Training
	Development of new skills
Short term focus and input
Refreshing old skills
Technical or ‘soft’ focus
	Highly transactional
Short term few days
‘Teacher and pupils’ scenario
Ownership is with trainer to impart skills
	Trainer as expert
Expert knowledge
Trainer led
Activities, discussions, role play, exercises
Support primarily at time
Goals identified as start of session and coaching intervention
	Increased skill set
Increased confidence in using skills
Not always a plan of how to apply skills

	 
 
Coaching
	Develops existing skills
Develop confidence
Longer term focus and input
Considers ‘how’ to achieve something
Developing person not skill
	Longer term, more transformational
4-6 sessions for 1-2 hours
Ownership of actions is with learner
	Learner as expert
Learner with expert knowledge
Questions and exploration by coach
Experience, scenario, options and metaphor based
	Increased application of skills
Increased awareness of behaviours and impact
Increased options of approaches
Plan of approach often present
Increased confidence

	 
 
Mentoring
	Mentor sharing their experience with learner
Longer term development focus
 
	Long term relationship
Can be lifetime relationship
Transformational
Ownership with learner
	Mentor as expert
Mentor led
Questions and exploration by mentor
Experience based
Evolving agenda over time
	Increased clarity on direction, career, role or life
Increased awareness
Mentee led plan
Increased confidence


 
Appendix 11
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Learning and Development: A Comprehensive Guide | AIHR Digital (digitalhrtech.com) 

Appendix 12What Are the Different Types of Coaching? | Become a Certified Performance Coach | Performance Coach University
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Appendix 13
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What are the similarities and differences between coaching and mentoring? | Turas | Learn (nhs.scot)
Appendix 14
https://www.businessballs.com/coaching-and-mentoring/grow-model/
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Appendix 15
https://www.thecoachingtoolscompany.com/wheel-of-life-complete-guide-everything-you-need-to-know/ 
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Appendix 16
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http://andrewwaleslod.co.uk/the-role-of-line-managers-in-coaching-and-mentoring/ 
Appendix 17 - Range of behaviours and habits that intensify problems in the dynamic between line managers and their teams.
· The tendency for managers and direct reports to fall into ‘parent-child’ roles in any conversation
· The sense that both parties may have hidden agendas (for example, on the manager’s part about their plans to reorganise the team and on the employee’s part about how long they intend to stay with the company)
· Conflict between the employee’s desire for some things to remain confidential and the manager’s accountability for the welfare and performance of the team as a whole
· Conflict between pressure to deliver short-term task objectives and the longer term development needs of team members
· Groupthink. People who work together tend to adopt the same filters on the world around them and have the same blind spots. Paradoxically, the better the relationship between line manager and learner, the more likely this is to be the case
· Inequality in who gets coaching. Time pressures often mean that the manager concentrates coaching on particular individuals or subgroups of the team. This could be either because the manager sees that they have bigger performance problems or greater potential. If the former, people often resent being “picked on”; if the latter, other people resent being left out. In such situations, the line manager/coach simply cannot win!

Ferrar, Philip (2006) ‘The Paradox of Manager as Coach: Does being a manager inhibit effective coaching?, thesis submitted to Oxford Brookes University.
https://medium.com/@heidi.holmes/why-every-ceo-should-be-thinking-about-mentoring-b024917f9c8d
Appendix 18
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Power Tool: Influence vs. Concern (coachcampus.com) 

Appendix 19
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Directive management approach comprises of an experience manager steering the process, settling learning plans and plans to achieve them, leaving little room for innovation and risk of creating a culture. In contrast, non-directive management styles leave room for employee growth and development and opportunities to work collaboratively.

Appendix 20
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Appendix 21
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 Appendix 22
	Benefits for individuals:

	· Improves performance by building people’s capacity to resolve their own issues
· Builds their emotional intelligence and makes them more self-aware and motivated
· Increases confidence, belief in self and higher morale
· Enhances career, and promotion prospects
· Provides clarity of purpose, logical, clear goals and provided focus
· Improves awareness and insights, self-analysis of strengths and weaknesses

	Benefits for organisation performance:

	· Creates a more positive work environment, as it encourages an environment where it is safe to be open and honest.
· Improves relationships with manager and colleagues
· Generates of creative ideas, how to best use available skills and resources of teams within the organisation 
· Cultivates greater flexibility and adaptability to change within an organisation 



Bailies, S (2021) 

Appendix 23
Here’s how McKinsey explains it:
[image: Learning and development initiative]
Mckinsey (2016) combined these dimensions to create the ACADEMIES framework, which covers all aspects of L&D functions, from setting aspirations to measuring impact. Although many companies regularly execute on several dimensions of this framework, research found that only a few companies are fully mature in all dimensions.



Appendix 24 (PDF) Steps towards the Benchmarking of Coaches' Skills (researchgate.net) 
Benchmarking 
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Appendix 25
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Principles of mentoring and coaching

o
The Welsh Government recognises that the ways mentoring and coaching are used depend on J/
the context. There is no intention to impose a uniform model. These ten principles, based on
evidence from research and consultation, are recommended to inform coaching programmes
in schools and to help increase the impact of continuing professional development on student
learning.

Llywodraeth Cymru

Welsh Government

Effective mentoring and coaching involves:

a learning conversation structured professional dialogue, rooted in evidence from the professional learner’s
practice, which articulates existing beliefs and practices to enable reflection on them;

a thoughtful relationship developing trust, attending respectfully and with sensitivity to the powerful emotions
involved in deep professional learning;

a learning agreement establishing confidence about the boundaries of the relationship by agreeing and upholding ground rules that address
imbalances in power and accountability;

combining support from fellow professional learners and specialists collaborating with colleagues to sustain commitment
1o learning and relate specialist inputs to everyday practice; seeking out specialist expertise to extend skills and knowledge and to model good
practice

growing self direction an evolving process in which the learner takes increasing control over their professional development as skills,
knowledge and self awareness increase;

setting challenging and personal goals identifying goals rooted in aspirations for pupils that build on what they know and can do
already whilst attending to school and individual priorities;

understanding why different approaches work developing understanding of the rationale for new approaches so practice and theory
can be developed side by side and adapted for different contexts;

acknowledging the benefits to the mentors and coaches acknowledging the professional learning that mentors and coaches gain
from the opportunity to mentor or coach and using them to model professional learning;

experimenting and observing creating a learning environment that supports risk-taking and innovation and encourages
professional learners to seek out and analyse direct evidence from practice;

using resources effectively making and using time and other resources creatively to protect and sustain learning, action curee
and reflection on a day to day basis.

www.curee.co.uk
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Scope

Objective

Approach

Method used

Communication style

Sport
Coaching

Sport games

Improve behavioural and
performance for goal
achievements.

Transfer formal and tacit
knowledge, skills, best
practices, experience,
wisdom and mindset.

Directive and non-directive
methods

Organise, teach, advise,
support, and supervise.

Professional
Coaching

Leadership, business,
career, life, financial,
relationship, etc.

Improve behavioural and
performance for goal
achievements.

Help individuals or groups
self discover and take
ownership to achieve

desired goal.

Non-directive method

Empower, facilitate, validate,

and support.
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Aim

Objectives

Format

Relationship

Coaching

To focus on work activity(s) and
performance.

Coach sets the objectives for the
Coachee to work to.

Provides constructive feedback on
observed performance and
recommends actions needed to
improve.

Usually short-term, for specific task,
with learning being one-way from the
Coach.

Mentoring

To focus on building capability.

Mentor supports and works with the Mentee to
achieve their own goals.

Helps the learner to discover their own solution,
that empowers and builds confidence to manage.

Usually long-term, often establishing as a
friendship, with learning being a two-way
relation, where the Mentor may also learn.
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Figure 4: Why organisations use coaching

Individual —for general personal development 53%
Individual —to improve a specific area of performance 26%
Training and development —as part of a wider management or 21%
leadership development programme

Individual - to provide development for senior management 19%
Individual —to enable progression within an organisation 12%
Organisation—to support achievement of specific 12%
organisational objectives/aims

Individual —to address a specific behavioural issue 8%
Individual —to provide support after a changein 6%
position or responsibilities

Individual - to provide support to new employees 5%
Organisation—to support organisational or transformational change 4%
Individual - to engage with or address individual employee concerns 2%
Other 2%
Don’t know 1%

Base: All organisations that offer coaching (196)
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Role

Expertise

Duration

Focus

Coach

Uses powerful questioning to help the coachee find

their own solutions to an issue.

Not an expert in the coachee’s field, and so does
not have the answers — the coach’s job is to help

the coachee find their own answers.

Short term.

Specific work-related goals.

Mentor

Shares their experiences and advice, to help the mentee decide on

a solution.

Will have experience or expertise relevant to the mentee’s role —
this can be used to fast-track the mentee’s progress (avoiding the

same pitfalls and learning from experience).
Long term.

Broader developmental goals.
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Counselling
Coaching
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The acquisition of knowledge, skills, or attitudes through experience, study, or

teaching. Training, development, and education all involve learning.

Training is aimed at teaching immediately applicable knowledge, skills, and
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and the (future) goals of the organization. Development usually happens

voluntarily.

Education is a more formal way to broaden one’s knowledge. Education is often
non-specific and applicable for a long time and is especially relevant when a

person has little experience in a certain area.
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Figure 2: Dimensions of mentoring
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Figure 19: Which three of the following behavioural attributes most contribute to the success of an L&D/OD professional? (% of
respondents with L&D/HR/OD roles)
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Figure 3: Major barriers to effective learning
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Table 1 shows these seven core skills. The first sentence alongside each of the skills refers to the
states that an effective coach will be operating from in order to perform that skill, while the second
sentence refers to the intended effect on the coachee. Appendix 2 gives the example of the
benchmarks for listening. Benchmarks for the other six core skills and 23 more advanced coaching
skills for developmental coaching—whether in organisational, executive or life coaching contexts—
appear in Hall 2011.
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1) [ Support Warm and caring — while S0 coaches feels cared for and believed in
supporting coachee. by the coach.
2) | Listening Compassionate attention o the | So coachee feels deeply undersiood and
person — while listening to “heard’
coachee.
3) | Questioning | Respectully curious — while So coaches feels the questions are
questioning coachee. respectful, in service of actualizing his or
her highest and best.
D | Meta- Exposing empowerment — while | So coachee feels led on an inward journey
Questioning | meta-questioning the higher of discovery, expanded self-awareness and
frames of meaning. a safe vulnerability to the coach.
5) | Receiving | Respectful reflective openness — | S0 coachee feels safe o disagres, to correct
Feedback | while receiving feedback from | the coach and able to express his or her self
coachee during the session. in a completely open way.
6) | Giving Fierce succinct compassion — So coachee feels seen, exposed and
Feedback | while giving feedback to coachee | fascinated by the mirroring of the coach.
in a session.
7) | Tnducing Expressively persuasive — while | So coachee feels connected, open,
States inducing a coachee into states. | respected, understood, safe and curious,

engaged, responsible, appreciated,
motivated, solution focused.

Table 1: Seven Core Coaching Skills (Hall 2011a, Reproduced with permission)
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Appendix 1: The Meta-Coach Foundation and Associate Certified Meta-Coaching training

‘The Meta-Coach Foundation (MCF) includes a Leadership Team, Regional Leaders, certified Meta-Coach
trainers and ACMC Assist Teams (comprising past ACMC participants) which are created specifically for each
training. Typically there is one Assist Team member for every three trainees; triads are formed where an Assist
‘Team member observes/benchmarks a trainee coach as s/he ‘coaches’ another trainee.

‘The pre-requisite for Associate Certified Meta-Coaching training (ACMC) is 2 minimum three-day cowse in
NLP essentials and a three-day training on the Meta-States model. At the end of an ACMC program, candidates
can receive either provisional or full cettification. There is a regional MCF chapter structure with 52 chapters at

different stages of development. At local chapter meetings coaches’ skills are benchmarked in order to gain
certification or increase skills.

‘What they get in the chapter meeting is much closer attention; we give them sensory-based feedback: ‘Here's
what we're seeing, here's whal we're hearing, here's the benchmark, here's what it looks and sounds like, and
can you see the gap?” (Member of MCF leadership team interviewed for this study)

The MCF community includes all certified Meta-Coaches. Membership depends on being in good standing

(payment of fee) and maintaining standards through the benchmarking process. In December 2011, 1421 people
in 37 countries had been licensed as Meta-Coaches.
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Appendix 2: Scaling the levels of a coach’s listening skill in behavioural and sensory-specific
terms (Hall 2011:204). Reproduced with permission.

0 Noorlitle eye contact with coachee (25% or less of time), no tracking of words or actions being said, talks
over, tells, teaches, makes evaluations and interrupts.

1 Makes some eye contact (less than 60% of the time), paraphrases coachee’s words, ouly partially keeps
general track of the precise words, misses points, asks ‘where are we?, takes otes on things other than
coachee’s statements, his/her eye movements indicate internal processing while coachee is speaking.

Maintains eye contact 75% of the time, repeats back specific words and some paraphrasing that matches
coachee’s words, speaks 60% or more of the time, gives litle or no time for coachee to speak. Speaks
immediately when coachee stops, rushes to make comments or ask questions.

3 Actively explores what the coachee speaks about to understand fully, encourages coachee to speak by using
head nods, encourages with sounds such as ‘hmmm’,” ‘ahhly, ‘es, go ahead’, ‘say more’. Uses pauses and
coachee speaks at least 50% of the time.

35  Looks at coachee, makes eye contact, speaks 20% of the time or less.
Turns body to coachee to be facing and physically present to the coachee.
Acknowledges the talking by maintaining eye conact.
Uses soft ‘sparkling eyes” (eyes opening widerwhen responding to coachee.
Nods the head in acknowledging what coachee says.
Uses sounds, nods and words that signal coachee o talk.
Tracks words and gestures over time.
Asks about what coachee has not said.
Asks questions that invite coachee to ask self more questions or share thinking and feeling.
‘Asks questions that probe for details about coachee’s view or the meaning of coachee’s words.
Asks questions for self-listening (Did you hear what you just said?") to enable coachee to know what's ‘in
the back of the mind'.
Gives space and time for person to be with those thoughts and feelings.
Is silent as the coachee speaks 60% to 80% of the time.
Asks awareness questions, e.g. ‘How aware are you that you have said lots of things about X, but nothing
about Y?".
Uses extended pauses of more than five seconds.
Feeds back coachee’s words and gestures as a mirtor for coachee.

The current issuie and full text archive of this joumal is available at
hitps//busines k/tjebem
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Benefits of Coaching
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Demonstration of commitment to individuals and their development
Increased creativity
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