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Understanding Coaching and Mentoring
1.) 
According to Clutterberk (2016) mentoring can be defined as “off-line help by one person to another in making significant transitions in knowledge, work or thinking”. In other words, mentoring is when an experienced person (mentor) helps another person (mentee) in developing their skills and knowledge which will lead to professional and personal growth. Similarly mentoring according to CIPD (2019) is “when a more experienced colleague shares their knowledge to support the development of other staff.  Mentoring uses questioning, listening and clarifying which are also associated with coaching”. Mentoring tends to be longer term. Effective mentoring is when both parties encourage sharing and learning. 
Clutterbuck (2016) defines coaching as “a process by which the coach, through direct discussion and guided activity helps an individual to solve a problem, or do a task better than would otherwise have been the case”. According to this definition, coaching helps an individual only. This is in contrast to The Institute of Organization Development (2016) where one of the different types of coaching identified is “team coaching” implying that coaching is not only for the individual. To analyse it further, coaching is through direct discussion but it’s not about following a rigid framework such as GROW. These frameworks are there for help to structure the discussions but do not have to be followed/used (Mind Tools, n.d). Guided activity as mentioned above could consist of giving the coachee work to do before hand or giving them work between the next time a coach sees them.
Whitmore (2017) examines the definition further by defining coaching as “unlocking a persons potential to maximise their own performance. It is helping them to learn rather than teaching them”. This supports Clutterbuck’s (2016) definition. 

One example of when coaching is used is when an individual/organisation wants to develop another individuals specific competencies using performance management tools. It can also be used when employees are not meeting expectations (Landsberg 2015). An example of when mentoring is used is when seeking to develop leaders or talented people as part of succession planning. It can also be used to remove barriers with employees that affect them from reaching their full potential (Landsberg, 2015). 

According to Ives (2008) there are two coaching styles that can be used. Directive coaching involves more input from the coach. The coach is providing advice and direction to the client based on their personal experience. This is seen a lot in mentoring. Non directive coaching is when the coachee leads the way, forming their own conclusions. 

According to Connor (2012) there are similarities between the two terms. Both use questioning in order to get the individual thinking and to identify solutions and actions. Both support the individual by setting goals and both assess the progress of the individual with their goals. Both use listening techniques and both observe the individual to understand the individual better. Both are supportive of the individual and are non judgemental of the situation. Both facilitate the needs, desires, skills and the motivation needed to help the individual in making a change. 

There are also some differences between the two (Connor, 2012). Coaching is short term whereas mentoring is long term. Coaching lasts as long as is needed by the individual. Mentoring is longer as both parties can end up learning a lot about one another where they develop trust and a relationship. By doing this, the mentee feels comfortable in sharing the issues that impact their success. 
Coaching is also task based for instance focusing on issues such as managing more effectively. The coach which is the expert would teach the coachee on how to develop these skills. In contrast, mentoring is relationship based. The mentee might share issues effecting their personal success in the session or issues affecting their professional success. According to Connor (2012) “Learning goals or competencies may be used as a basis for creating the relationship but goes beyond this to include work/life balance, self confidence, self perception, and how the personal influences the professional”. 
Coaching is also seen as more performance driven where it is non directive. The purpose of coaching it to improve the individual’s performance. In contrast, mentoring is more development driven and is more directive. Its purpose is to develop the individual for the current job and the future. 

2. 

According to Starr (2011), there are similarities between coaches and counsellors. Both use listening, talking, and questioning techniques to deal with peoples problems. Mentoring and coaching both use questioning to facilitate individual own thought process to identify solutions which similarly is used by counsellors. Again, coaching and mentoring is also similar to counselling as they support the individual in setting goals and measuring their progress against their goals. 
While coaching, mentoring and counselling are similar, they are different. Coaching can help improve performance and create the desired results. Coaching is appropriate for situations such as, understanding aims/goals, improving awareness of others and building a life/work balance (Starr 2011). Mentoring is when a more experienced person helps a less experienced person develop their skills and knowledge that will help improve their professional and personal growth (Clutterbuck, 2016). Counselling normally focuses on significant problems for instance, trauma and metal illness. Coaching and mentoring would therefore not be appropriate for situations such as, mental illness, where someone is abusing others, where someone has experienced violence and alcohol issues (Bader, 2009). If coaching was veering into counselling, then it would be recommended to terminate the coaching contract and sign post them to further support. 

Coaching and mentoring is also different to one to one training (Wood, 2017). One to one training is when a trainer directly passes on knowledge and information to the learner, where they draw on instruction and explanation. This requires the trainer to have more specific knowledge than the learner.  Coaching differs to one to one training as a coach does not need to have specialist knowledge. They utilises questioning as opposed to telling by trainers. To compare this to mentoring this is about guiding and helping people to master a particular field that the mentor has already done.
Coaching and mentoring can also relate to wellbeing. According to CIPD (2018) report, coaching and mentoring have been reported to increase workplace wellbeing and reduce depression and stress. As well as this it can also increase employee engagement as identified by Royal (2019) through a Gallup report. According to Sime (2019), 70% of individuals who receive coaching improved work performance, relationships and communication. 86% of companies also felts that they received back the investment they made into coaching plus more on top due to the benefits it brought for the organisations. 
3. 
There are 15 types of coaching according to Institute of Organisation Development (2016). The following are examples of the types of coaching that can be implemented in an organisation. 
	Personal/life coaching
	The coach gains awareness of the individuals goals. They try to understand the individuals thoughts and feelings and then they help individuals take appropriate actions to change their lives and reach their goals. 

	Career coaching
	In comparison, career coaching is when the coach helps individuals identify what they want and need from their career, then make decisions and take the needed actions to accomplish their career objectives. The benefits of this are, the coachee learns critical skills required in the organisation, build confidence and gain lifelong career skills.

	Group Coaching
	Group coaching is when the coach works with individuals in groups. Group coaching combines the benefits of individual coaching with the resources of groups. Individuals learn from each other. Other benefits of group coaching are that it promotes strategic thinking, creative thinking and it improves trust and collaboration among peers and across departments. 

	Performance coaching
	Performance coaching is when the coach helps employees understand the requirements of their jobs, the competencies needed, any gaps in their performance, and opportunities to improve performance. Coaches work with the employees and line  managers to help the employees fill performance gaps and develop plans for further professional development. The benefits are that it improves the individuals performance, targets and goals, increased openness to personal learning and development and development of self awareness. 



According to SHRM (2012) the below are different types of mentoring:
	Traditional one to one mentoring 
	A mentor, typically more experienced, works with a mentee who is usually less experienced, to help them grow and advance their career.

	Peer mentoring
	This is a mentor at a similar professional experience level, but with expertise in a subject area that the mentee does not have.

	Group mentoring
	This is when multiple individuals are put together with a more experienced colleague.

	Virtual Mentoring 
	Virtual mentoring provides opinions, recommendations and counselling online. 

	Flash Mentoring
	Flash mentoring is mentoring via a one to one meeting or discussion.

	Speed Mentoring
	Speed mentoring provides a venue and  structured method for participants to explore potential peer mentoring relationships during a fast-paced event.

	Reverse Mentoring
	This is when the junior person mentors the senior. It has evolved in response to changing cultures and changes in technology.   



Coaching models such as the GROW and OSCAR model help to provide a framework for the coaching discussion.  The GROW model is (Landsberg, 2015): 
	G
	Goal: Define and agree the goal or outcome to be achieved. Goals should be SMART. Questions such as “how will you know the goal is achieved?” and “Describe what your ideal outcome is in this situation” should be asked. 

	R
	Reality: In order for the coachee to reach their goal they must consider their starting point. The coach needs to ask questions like “where are you in relation to your goal?” and “what is going well right now?”

	O
	Options: Determine what the possible options are for reaching the goal. The coach needs to ask questions like: “what else could you do?” and “give me 5 options?” 

	W
	Will: Gain commitment to specific actions. Ask questions like: “what will you do now, and when?” and “how will you keep yourself motivated”. 



The OSCAR model is a similar framework which is good for performance coaching. The OSCAR model is (ILM, 2018): 
	O
	Outcome (the desire outcome for the future – the goal) 

	S
	Situation (What is the current situation)

	C
	Choices (what available options can move you towards this goal)

	A
	Action (What steps are going to get you to the desired goal)

	R
	Review (Review milestones to keep you on track) 



According to Landsberg (2015) instant payoff coaching should be encouraged where the coach should ask the coachee to describe the issue or problem. They should ask them to describe the outcome but the coach must not try to solve the problem but note the ideas. The coach and the coachee should list all the obstacles that lie between 1 and 2 and sort them into three groups: 
· Blocks that exist in the coachee (lack of skill/knowledge etc)
· Blocks that exist in others (anxious customer etc)
· Blocks in the situation (inadequate resources etc) 
Both the coach and the coachee will brainstorm ways around these blocks and the next steps. Both will also agree an approach, actions and timings. 
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4. 

There are many factors that need to be considered when implementing coaching and mentoring programmes. Firstly, the organisation needs to determine whether they have a culture that welcomes coaching and mentoring. Some examples of how to determine this is through sickness absence and turnover rates and employee engagement feedback (Landsberg, 2015). 
Organisations also need to determine whether they will use internal or external coaching/mentoring programmes. As identified by Educational Consultant and Coach (2015)  the advantages of an external coach is that they have specialist skills and experience, they have no day to day distractions and they are unaffected by culture and internal politics. There are also disadvantages with an external coach. Costs may be high, availability may be a problem last minute they do not know the culture or processes of the organisation.
The advantages of an internal coach is that it is  more cost affective, it retains the expertise in house, logistics of organising the sessions and training is less problematic and costly and information can be easily fed back to other departments such as HR and L&D. The coach/mentor will have a grasp of opportunities and challenges facing the business and they already know the culture and processes of the organisation. The disadvantages of an internal coach is that they may not be able to alter communication style, it diverts the coach’s time from own responsibilities and the coachee may feel new “ideas” wont be well received ideas (Educational Consultant and Coach, 2015). 
Other factors that need to be considered is GDPR regulations which came into force in May 2018 (GOV.UK, 2020). This law is to protect the personal information of individuals. This needs to be fully complied to when delivering coaching and mentoring in the organisation. Organisations that don’t can face a maximum fine of £18 million. 
Confidentiality is paramount in the coaching relationship. The coach needs to ensure that the venue is appropriate for instance, quiet, not easily overheard, free from interruptions and ensure that the notes are taken and stored in line with GDPR 2018 (Cox et al, 2018). The coach also needs to be careful not to leave sensitive information on a printer, desk or on a portable memory stick. Ethical practice also needs to be taken into consideration. 
Coaching supervision also needs to be considered. According to Hawkins in The Complete Handbook of Coaching by Cox et al (2018), supervision is defined as ‘the process by which a coach/mentor with the help of a supervisor, who is not working directly with the client, can attend to understanding better both the client and the client system transform their work and develop their craft”. 
Another factor that needs to be considered before undertaking coaching in the organisation is a coaching contract. A coaching contract sets rules for the coaching relationship. It sets out standard of expected behaviour from sessions. This gives both parties peace of mind and, if the client is unhappy, offers the coach protection. Both parties sign the contract (Sage Pulications , n.d.). 
Starr (2011) believes that in order to be an effective coach/mentor some of following beliefs/principles need to be in place: 
· I will maintain my commitment to support the individual
· My coaching relationships is built upon truth, openness and trust
· The coachee is responsible for the results they are creating

According to Covey (2013), the 7 habits of highly effective leaders are: 
· Be proactive (Focus on things that you have influence over for instance, circle of influence)
· Begin with the end in mind (Envision your end goal before you work towards it. Effective leaders take actions towards those goals, and understand how they are going to get there. They are principle led).
· First things first (they focus on prioritising their work and what’s important e.g. the things that bring them closer to their vision/ future). 
· Think win/win at all times – (When negotiating with others, they find a division that is acceptable to all parties. They build positive relationships in the process).
· Seeks first to understand then to be understood (When someone presents us with a problem, they should take time to listen to the other person and only then make recommendations). 
· synergize – (They adopt the guiding principle that in a group, the contributions of many will exceed those of any individual. This will help achieve goals). 

According to Clutterbuck (2012) the benefits of the line manager as a coach is that it results in a more committed team, better team performance, better working relationships, opens communication and it leads to idea generation.
According to Clutterbuck (2012) the barriers to a line manager being a coach is that it can lead to group think where they will end up having the same blind spots. This is more likely to occur when the line manager and the learner have a good relationship. Time constraints is also another barrier for management to undertake coaching. The culture of the organisation is also another barrier and management might not have the confidence to deal with difficult people. Clarity in coaching roles and expectations, senior management ownership of coaching as a business issue and top management role-modelling of coaching characteristics are all important ingredients of a coaching culture. 

Similarly the benefits of the line manager being a mentor is that they understand the politics and culture within the business, they are available for support, if there is a good relationship between the mentor and the mentee then there is already a trusted relationship. It also results in a better team performance and opens communication (Clutterbuck, 2012).
The disadvantages of the line manager being the mentor would be that they are not neutral and they might not have the experience to mentor. 

5. 
According to the Institute of Coaching (n.d.) the benefits of coaching for the coachee is that it improves an individual performance, targets and goals. It increases openness to personal learning and development, improves specific skills/behaviour and it gives them the opportunity to correct their behaviour/performance difficulties. It allows for development of self awareness and gives them greater ownership and responsibility. 
There are also benefits for the coach themselves (Institute of Coaching , n.d.). Coaching is rewarding and satisfying as coaches helps others to develop and achieve their goals. Coaching also have to motivate others and offer advice, direction and inspiration as their role. Coaching helps the coach themselves learn as every situation they come across is differently. It also allows them to build relationships and trust with others. 

According to Mind Tools (2018), the benefits of mentoring for the mentee is that they gain valuable advice as mentors can offer insights into what it takes to get ahead. Another benefit to the mentee is that they develop their knowledge and skills to succeed, they improve their communication skills, learn new perspectives and advance their career as a mentor helps them to stay focused and on track in their career.
The benefits of mentoring for the mentor is that it can build their leadership skills as it helps to develop their ability to motivate and encourage others. Another benefit is that it can improve their communication skills. Mentors can learn new perspectives by working with someone less experienced and from a different background. It can also advance their career. Mentoring can also help them gain satisfaction knowing that they have helped someone grow and develop and seeing them succeed as a result of their input (Mind Tools, 2018). 

There are also benefits of coaching and mentoring to the organisation. It increases motivational  levels, increases creativity, learning and knowledge, encourages a higher organisational performance/productivity and demonstrates commitment to individuals and their development. All of these support the achievement of objectives (Mind Tools, 2018). 

One company that has implemented coaching in their organisation is Google. They do so, in order to boost employee engagement  (McLaren, 2019). Coaching within Google receives an employee satisfaction rating of 4.8 out of 5. In order to keep their best talent engagement and motivatation is essential to Google. 
Google uses the GROW coaching model. According to Google’s research, there are six components of good coaching. These are:
1. Providing timely and specific feedback
2. Delivering hard feedback in a motivational and thoughtful way
3. Tailoring approaches to meet individual communication styles in regular one to ones 
4. Practicing empathetic "active" listening and being fully present
5. Being cognizant of your own mindset and that of the employee
6. Asking open-ended questions to discover an employee's acumen
Implementing coaching for Google has contributed towards them being the best company to work for and achieving their organisations objectives. 




















Bibliography
Bader, M., (2009). The difference between coaching and therapy is greatly overstated. [Online] 
Available at: https://www.psychologytoday.com/gb/blog/what-is-he-thinking/200904/the-difference-between-coaching-and-therapy-is-greatly-overstated
[Accessed 15 January 2020].
CIPD , (2018). Health and Wellbeing at Work. [Online] 
Available at: https://www.cipd.co.uk/knowledge/culture/well-being/health-well-being-work
[Accessed 15 January 2020].
CIPD, (2019). Coaching and Mentoring. [Online] 
Available at: https://www.cipd.co.uk/knowledge/fundamentals/people/development/coaching-mentoring-factsheet
[Accessed 15 January 2020].
Clutterbuck, D. and Megginson, D. (2012) Making Coaching Work. London: Chartered Institute of Personnel and Development.
Clutterbuck, D. and Megginson, D. and Bajer, A. (2016) Building and Sustaining a Coaching Culture. London: Chartered Institute of Personnel and Development.
Connor, M., (2012). What is effective coaching and mentoring at work?. In: Coaching and Mentoring at work. London: Open University Press, pp. 15-16.
Covey, S. (2013) The 7 Habbits of Highly Effective People Powerful Lessons in Personal Change. New York: Free Press
Cox, E. Bachkriova, T. Clutterbuck, D.  (2018) The Complete Handbook of Coaching. London: SAGE.
Downey, M., (2003). Effective Coaching: Lessons from the coach's coach. s.l.:Cengage Learning .
Educational Consultant and Coach, (2015). Pros & cons of internal Vs external coaching. [Online] 
Available at: https://www.linkedin.com/pulse/pros-cons-internal-coaching-vs-external-raja-hatoum
[Accessed 15 January 2020].
GOV.UK, (2020). Guide to the General Data Protection Regulation. [Online] 
Available at: https://www.gov.uk/government/publications/guide-to-the-general-data-protection-regulation
[Accessed 15 January 2020].
ILM, (2018). The OSCAR Performance Coaching Model. [Online] 
Available at: https://vimeopro.com/ilm1/ilmcoachingsamplepack/video/302802179
[Accessed 15 January 2020].
Institute of Coaching , (n.d.). Benefits of Coaching. [Online] 
Available at: https://instituteofcoaching.org/coaching-overview/coaching-benefits
[Accessed 16 January 2020].
Ives, Y., (2008). What is Coaching? An Exploration of conflicting paradigms. International Journal of Evidence Based Coaching and Mentoring, 6(2), p. 100.
Landsberg, M. (2015) The Tao of Coaching Boost Your Effectiveness at Work by Developing Those Around You. London: Profile Books
McLaren, S., (2019). Google's Former Career Coach Recommends This Trick to Boost Employee Engagement. [Online] 
Available at: https://business.linkedin.com/talent-solutions/blog/employee-retention/2019/google-career-coaching-boost-employee-engagement
[Accessed 16 January 2020].
Mind Tools, (n.d.). The GROW model of coaching and mentoring. [Online] 
Available at: https://www.mindtools.com/pages/article/newLDR_89.htm
[Accessed 15 January 2020].
Mindtools , (2018). Mentoring. [Online] 
Available at: https://www.mindtools.com/pages/article/newCDV_72.htm
[Accessed 16 January 2020].
Royal, K., (2019). What Engaged Employees do differently. [Online] 
Available at: https://www.gallup.com/workplace/266822/engaged-employees-differently.aspx
[Accessed 15 January 2020].
Sage Pulications , (n.d.). Template for coaching contract. [Online] 
Available at: https://uk.sagepub.com/sites/default/files/template_for_coaching_contract.pdf
[Accessed 16 January 2020].
SHRM, (2012). Establishing a Mentoring Program in your Local SHRM Chapter. [Online] 
Available at: https://www.shrm.org/hr-today/news/hr-news/documents/324va_nova_dulles_mentoring_program_toolkit_april2012.pdf
[Accessed 15 January 2020].
Sime, C., (2019). How does coaching actually help leaders?. [Online] 
Available at: https://www.forbes.com/sites/carleysime/2019/03/28/how-does-coaching-actually-help-leaders/#2499916b1645
[Accessed 15 January 2020].

Starr, J. (2011) The Coaching Manual The Definitive Guide to the Process, Principals and Skills of Personal Coaching 3rd ed. Great Britain: Pearson
The Institute of Organization Development , (2016). The 15 Types of Coaching. [Online] 
Available at: https://instituteod.com/15-types-coaching/
[Accessed 15 January 2020].
Whitmore, J. (2017) Coaching for Performance The Principals and Practice of Coaching and Leadership 5th Ed. London: Nicholas Brealey Publishing.
Wood, N., (2017). The Difference Between Training, Coaching and Mentoring. [Online] 
Available at: https://nathanwood.consulting/2017/12/04/the-differences-between-training-coaching-and-mentoring/
[Accessed 15 January 2020].



image1.jpeg
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales
Trinity Saint David




