Mentoring and coaching
(M7X02281)
This paper looks to critically analyse the current thinking and practice in organisational mentoring and coaching in general, including consideration of training and professional development.  The second part of the paper focusses on mentoring and develops the aforementioned research to analyse and evaluate its position in post compulsory education and training.
The word coach has its foundation from the 1550s for a large four wheeled covered carriage known as Koscsi.  It was common practice at that time to name the invention by the village it first came from, therefore it was known as Kocs.  The term coaching, as it is understood today, has its roots from Oxford University in the 1830’s and was used as a slang expression for a teacher that ‘carried’ a student through to their exams.  As the mode of transport that was apparent at the time, it symbolised taking people from where they currently are to where they wanted to be (Online Etymology Dictionary, 2020).  
According to the International Coaches Federation (ICF), coaching is described “as a partnering with clients in a thought-provoking and creative process that inspires them to maximize their personal and professional potential” (A Chartered Chapter of the International Coach Federation (ICF), 2020).   Coaching follows the framework of a one-two-one or team pattern connection, be it in person, remotely (using web-platforms or telephone), emails or infrequently by other modes of communication (Biswas-Diener, 2009) (Kauffman & Bachkirova, 2008).   As our understanding has developed on this way of evolving, several scholars stated that this is an approach that, through the use of collaboration, both the coach and the client collaborate for insight and to improve (Whitworth, et al., 1998).  Kram (1985), identified two areas of support that a coachee needs, these are instrumental and psychological (Kram, 1985).  Later research added an additional element as networking.  However, Rowley and Hart (2005), argues that instructional standards is more important as it guides the coachee from having to reflect too deeply on the socio-emotional support (Rowley & Hart, 2008).  
Coaching, according to Wilber’s AQAL Model (1996), states that there are four dimensions to coaching.  They are Subjective, Objective, Intersubjective and Interobjective.  The subjective quadrant is known as the ‘I’ space and focuses on the interior experiences of an individual and perception.  The objective quadrant, known as the ‘It’ space looks at the brain, body and behaviours from other people’s perspective.  The Intersubjective space, known as the ‘We’, is based on the wider community viewpoint where shared values, feelings, beliefs and values are considered.  The Interobjective space, known as the ‘Its’ space, is focussed on how people are organised from a governmental perspective.  This covers policies and procedures, conduct, economics, social, education, health and wellbeing factors that are generally controlled by a central body (Cox, 2015).  
When investigating how to undertake coaching it is beneficial to consider the four quadrants as this gives a more holistic view and enables a better opportunity to leverage a successful outcome in the change process.  It is stated that the omission of one of the quadrants leads to only a partial answer.   
 The different areas of coaching can be dissected into many fields, dependant on the goal of the coaching.  Cognitive behavioural coaching theory underpins the main coaching models.  In cognitive behavioural coaching’s simplest application, the way you think about something affects the way you feel towards it which ultimately affects your behaviour (Palmer, 2009).   Becks (1976), outlined three levels of cognition; these are core beliefs, dysfunctional assumptions and negative automatic thoughts (Beck, 1976).   This viewpoint though can be seen as focussing too heavily on reflection and may not be of benefit if the coachee doesn’t know how to arrive at a solution.   A solution focussed approach, based on constructionist theory, can help to focus on the future state or desired outcome.  This involves looking at what is needed to arrive at a specified outcome and driving towards that through specific and clear goal setting.  Learning whist doing and changing any behaviour that does not push towards the specified outcome, whilst enhancing what is working through goal setting and action orientation (Kise, 2006).
There are three distinct strategies that have been identified, these are performance, development and transformational.  Performance coaches work towards agreed outcomes with the coachee and looks to optimise the efficiency and effectiveness.  A developmental coach takes the learning from the action itself from a more holistic perspective.   A transformational coach works to explore the underlying beliefs, assumptions, and the experiences that have driven current actions with the view to enhance or change a behaviour.   This is underpinned by the coachee’s aspiration, issue or challenge that is being addressed.  
There are advantages to coaching.  This can be for the coach, the coachee and if applicable, the organisation that initiates the coaching.   All concerned should receive value and satisfaction, learn and be motivated.  The coach should have a satisfaction that they have enabled an individual or group to move towards a chosen goal.  The coachee should feel supported through the change at a physical and emotional level.  The coachee should also feel supported to arrive at a chosen goal in an efficient manner.  The organisation has a highly engaged, effective, motivated and change enabling individuals which add value to the team (Klasen & Clutterbuck, 2007).  
The disadvantages of coaching are generally not down to the coaching per se but more around the individuals involved.  This covers breaches in confidentiality, people outside the coaching arena’s negative emotions or the dependency becoming too strong and a lack of self-realisation or thinking.  From an organisational perspective it is normally around the planning, being ill-prepared, underutilization of the scheme or no positive change.  
Coaching differs from mentoring due to coaching is traditionally over a smaller period of time, usually for a specific task whereas mentoring is usually over a longer period.  Coaching is more formal whereas mentoring is normally informal.  
To identify why mentoring is used broadly today, it can be useful to understand the history.
The Mentoring concept beginning is from the legendary Homer’s Odyssey.  This story dates back from 1200 BCE.  It was about Odysseus, the king of Ithaca who had to fight in the Trojan war.  While Odysseus went to fight, he left his son Telemachus in the care of an old and trusted friend called Mentor.  Mentor fosters and supports Telemachus (Bozman, 2018).  Roberts (1999) argues that mentor only was an old friend of Odysseus and the mentor characteristics used to look after Telemachus.  It is alleged that this was not associated with mentoring, instead, Roberts (1999) suggests that Francois Fenelon a French author was responsible for the popular view of mentoring.   In Francois Fenelon novel (1699) LES Adventures de Telemaque, referring to a mentor as a ‘guide and instructor’ and ‘another father’ (Roberts, 1999).  McKim, et al., (2007) links mentoring to the middle ages, when mentoring started as a common practice in the time of the guilds and trade apprenticeships.  This was when young people developed technical skills, usually gained from an experienced patron and determined professional (Mckimm, et al., 2007).  Roche (1979) states that a young person learns better when studying with a master.  The mentor relationship for a young person’s development was viewed as important and it has been documented (Roche, 1979)  Most people have a perception of a mentor as the older intelligent businessman transferring their knowledge to the younger person (Guest, 2013).   The role is still applicable for this type of relationship, although perhaps this is no longer a male/older person dominated environment.  By the 1970s, researchers and businesspeople begun to recognise the crucial role mentors played in the development of business (Roche, 1979).  The use of mentoring has been increasing, particularly in the business world, as this has been recognised as an important development for both men’s and women’s progress in the organization (Roche, 1979).  
The way organisations are structured has evolved, with it so has mentoring.  Nowadays, the definition of mentoring depends on the facilitation of a person’s learning process, and how the person takes ownership for their own development (Guest, 2013).  Organisations are frequently implementing mentoring as an effective method of developing staff.  In the last few years many organizations have added a formal mentoring programs, some of these programs have been successful and others have not managed to be successful (Friday & Friday, 2002).  The benefit of a formal mentoring programs is it encourages a mentee to self-driven learning and to be responsible.  This type of program traditionally provides the necessary tools to support mentees to achieve their specific goal.  A reflective process structure can be very beneficial, to learn about the individual’s strengths and weaknesses.  Mentoring creates an opportunity for the mentee to reflect and create strategies to improve their personal qualities.  Formal mentoring programs have been criticised though as sometimes there can be a lack of strategies that constrain the process of mentoring.  This can be avoided by making the mentorship program an integral part of an organization’s culture (Friday & Friday, 2002).  
In some small organisations an informal mentoring programme has been developed.  This programme has a minimal structure and is based on the interaction and relationship between two people.  This relationship tends to be conducted over a long term.  Frequently, there is not skilled training material involved and it benefits directly the mentee’s life (Bozman, 2018).  The issue of informal mentoring is that it is not measurable; therefore, it is a problem to measure the success.   These both types of mentoring are important in an individual’s life.  The formal mentoring is normally very useful for adults and the informal mentoring is more beneficial for young people’s development (Clutterbuck, 2008).
According to Clutterbuck (2014) the importance of the development of mentoring is for mentees to find their own solutions to challenges rather than the mentor give the advice.  This method is more effective in the long-term due to mentees being able to develop skills to solve problems that will help them in the future to become self-sufficient.  Mentoring is a growing activity which emphasises on empowering and allowing individuals to do things for themselves (Clutterbuck, 2014).  The process has to do with co-learning and helping an individual to make the best possible decisions and grow in wisdom to develop a deeper self-awareness (Clutterbuck, 2014).  Through the mentoring models of “helping to learn” it is possible to look at the whole range of mentoring.  These models have two dimensions, the first dimension demonstrates a range of mentoring relationship from directive to non-directive and the second dimension demonstrates the range of a persons needs from being stretched to nurtured.  Into these two dimensions four styles have been recognised; Coaching; a relative directive, this style helps a person to develop competence.  Counselling: a relative no-directive style that helps a person cope.  Networking: a relative non-directive, mentors help mentees to develop self-resourcefulness by making mentees aware of the resources and information available for them.  Guiding a relative directive.  Mentors act as a guardian, by giving advice (Clutterbuck, 2014) . Mentoring covers the four other “helping to learn” styles.  The core skill of a mentor is to have the enough understanding of the mentee’s needs to respond with the appropriate behaviour.  Therefore, the effective mentor could challenge behaviours of giving coaching at one point and the empathetic listening of counselling a short while later. 
In 2011, the department for business, innovation & skills, as a part of training tool, developed the Get mentoring scheme.  This scheme recruited 15,000 mentors, for the purpose of supporting entrepreneurs to achieve their potential (GOV.UK, 2012).  The recruitment was via online and the website is called mentorsme.co.uk where the entry is for small or medium sized business that look for mentoring services (Mentorsme.co.uk, 2020).  This programme is a public and private-sector partnership and is supported by different organizations such as the Institute of Directors, the Federation of Small Businesses, the forum of private Business and the National Enterprise Network.  The Small Firms Development Initiative Limited (SFEDI) is the organization who led this programme and is the UK’s sector body for enterprise (GOV.UK, 2012).
In post compulsory education there are several different types of mentoring undertaken.  There is the typical model of student to teacher model, there is experienced teacher to newly qualified teacher and student to student mentoring.  The university of Saint Luis, Washington designed a breakdown of the differing types of mentoring.  These are Formal, Natural, Peer, Situational, Supervisory and Trainee-Initiated mentoring (Washington University in St Louis, 2019).   Formal mentoring, typically, follows a structure set up by the mentor and mentee.  Can be variable from program to program however it gives accountability to the mentor and mentee in a formal manner.  Natural mentoring, is seen as the organic process of a mentor who has advanced knowledge of a common subject, initiating a transfer of knowledge to a less experienced person.  Peer mentoring is where individuals at the same junction of their career working together to provide support, empathy, and advice on study and career goals (Boreen, et al., 2000).  Situational mentoring involves mentoring for a direct objective and can be applied at any stage of the learning process, be it for a specific module, exam or year.  This can involve mentors and mentees at any level.  A Supervisory mentor is traditionary the mentee’s direct supervisor.  This can cause conflict though if needing to play a disciplinarian position as well as the mentor and there is a conflict of interest.  Trainee initiated mentoring routinely starts with the mentee identifying an area they need support or knowledge and then interacting with a person identified for the information or support and this growing into a mentoring model.  
The skills that have been identified by Thompson’s mentoring tree (2016) states that the mentorship in post-compulsory education should consist of Nurturing, Modelling, Challenging and Learning.  This should be underpinned by a sound theoretical base of professional practices (Thompson, 2016).  The mentoring tree states that there are soft skills that are not easily measured but play an essential role in developing a successful mentorship.  Nurturing refers to listening, confidence building and the overall facilitation of the mentoring.  As Eret, et al (2018) paper demonstrates, If the facilitation is not considered then the value can be lost from the mentoring experience (Eret, et al., 2018).  In the paper three of the eight mentees stated that due to time constraints they were not able to meet their mentor when they wanted.  This led to their overall experience of the mentoring program to have little impact on their experience or grades (Eret, et al., 2018).  Under Challenging, the mentoring tree stated that targets should be agreed, questions assembled and feedback to be given. As Colley states in their draft paper (2000), feedback is and has been throughout the identified four historical redefinition periods an integral part of the mentoring model (Colley, 2000).  The Learning element involves both parties developing skills both old and new.  This involves frequent reflection on the as-is state as well as the to-be state.  As Bell (2020) states to be aware of where you are and to understand what is needed to be learnt and supported to change (Bell, 2020).  The final element is Modelling, under this it looks at the soft skills of motivation, sharing good practices and to inspire both mentor and mentee to improve.  This is where the current climate of mentorship schemes in post-compulsory education struggle.  As Altbach’s research points out, teachers’ career paths are no longer clear and job security is something that is underpinned by attaining grants and the drive towards funded research limits their availability to teach let alone contribute in a mentoring program (Altbach, 2000).   The lack of time means that the modelling part is sometimes rushed, or the mentor simply does not get involved at all.  This is seen as very short sighted by the educational institutions though, as Wellins, et al., (2009) state, the ability to acquire, engage, retain and deploy talented staff is the difference between having a highly functioning institution compared to an institution that struggles (Wellins, et al., 2009).  Carmel and Paul (2015), agree that without proper consideration for the setting up and supporting of mentorship programs within the post-compulsory sector, the schemes will not work (Carmel & Paul, 2015).  Long (1997), highlights that if mentoring is not set up correctly then it could actually be detrimental to both the mentor and mentee (Long, 1997).  The research by Long (1997) identifies not only the issue around time for mentoring but also if it is poorly set up or managed, unsuccessful matching of the mentor and mentee, poor process understanding and a poor representation of mentor from minority groups (Long, 1997).  When matching mentors to mentees, it is stated that there needs to be trust, cooperation and a positive attitude.  These are not something that can be controlled or even taught as are soft skills that develop over time (Colley, 2000).  Long (1997) also identifies the issue around the organisation itself giving sufficient support and co-ordinating several mentoring schemes to the mentoring program, in terms of facilitation and funding (Long, 1997).   In Ehrich, et al., (2011) paper, it highlights considerations that should be adhered to when setting up, managing and completing a mentoring program (Ehrich, et al., 2011).  It states that there should be awareness of the potential issues of running a mentoring scheme.  There needs to be a recognised support for all concerned, this should not only involve the clear planning of the end-to-end state but also include potential issues that arise, for instance if the mentor resigns, the financial planning and availability of both concerned.   There should be continuous training for mentors, this should involve not only core skills but also the soft skills that are required.  There also needs training around biased behaviours (Ehrich, et al., 2011).  Finally, there should be continuous evaluation of the mentoring scheme.  This involves intermittent reviews throughout the program and a follow-up after a designated time.   
Conclusion
All the literature researched covering both coaching and mentoring states that both have great potential to enhance the experience of all involved to their learning, personal growth and development.  This is not specific to post-education but is applicable to any organisation.  Although coaching and mentoring are seen as similar, they have their differences in terms of time, goals, implementation and skills needed to deliver.  The research does identify that it is better to not have a poorly executed coaching or mentoring program than have one, however, none of the issues identified are insurmountable.  With the adoption of clear and rigorous planning and training all the issues identified can be removed or minimised.  From an organisation’s perspective, there needs to be a commitment of both financial and human to be invested in the planning and implementation.   Finally, there needs to be intellectual rigor when setting up a coaching or mentoring program and the reflection on the program needs to be frequent and continuous, spanning not only the length of the program but also revisited after a period of time to understand the effectiveness.
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