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[bookmark: _Toc89969708]Executive Summary
The purpose of this report is to investigate the similarities and differences between coaching and mentoring, the benefits and drawbacks of their use by line managers, and their use in the field of Change Management. It contains a reflective section on a coaching exercise undertaken. It identifies potential problems and presents options for redress. 
This report concludes that the semantics separating coaching and mentoring should not be an obstacle for correct and appropriate use by line managers or other leadership positions including coaches and mentors. The report finds organisations must include in their developmental programmes for staff, appropriate opportunities for coaching and mentoring. This report finds increased likelihood of benefits for coaches/mentors, recipients, and organisations which correctly implement the appropriate use of coaching and mentoring within the overarching learning and development programmes employed by organisations. Recommendations are limited to the author’s personal development plan, timescales for implementation and review are included. This report need not be circulated beyond the immediate superior of the author.
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1.0 [bookmark: _Toc89969709]Introduction
This report was commissioned by Julie Thomas, and the request received on 4th October 2021. Gareth Lewis compiled this report and submitted on 10th December 2021. The secondary research comprised of academic textbooks; industry journals; credible news outlet publications; and various websites, including those of the Chartered Institute of Personnel and Development (CIPD) and similar organisations. No primary research was initiated for this report. The purpose of this report is to: critically evaluate similarities and differences between coaching and mentoring, juxtaposed with team-building days and inductions; to critically evaluate the role of coaching and/or mentoring available for use to the line manager; to critically evaluate the facilitation and management of change using coaching and mentoring; and to critically evaluate the author’s performance in a peer-coaching exercise. Conclusions are to be drawn from these findings, and recommendations for improvements contained within the reflective section of the report. Rational and creative decision-making methods will generate a relevant and appropriate selection of actions.



2.0 [bookmark: _Toc89969710]Findings
2.1 [bookmark: _Toc89969711]Coaching and Mentoring Similarities and Differences
[bookmark: _Hlk89799574][bookmark: _Hlk89799770][bookmark: _Hlk89799895][bookmark: _Hlk89800119][bookmark: _Hlk89800128]Agreement exists among many theorists that forms of organisational training bring benefits for both individuals and companies (Robert Half Inc., 2020; IPA, 2020). Both coaching and mentoring are increasingly popular (Department for Work and Pensions, 2021) concepts within the field of learning and development with large overlapping areas but also elements of separation. The CIPD (2021) provides a joint definition: ‘Coaching and mentoring are development techniques based on one-to-one discussions to enhance an individual’s skills, knowledge or work performance – often for the current job, but also to support career transitions’. The important inclusion of ‘one-to-one’ in their definition provides some specific distinction from the broader developmental vehicles of ‘training’, ‘performance management’, and general employee engagement. The Chartered Management Institute (CMI, 2014) define coaching (in an organisational context) broadly as: ‘Coaching is a method of helping people to develop their self-awareness and their skills and knowledge to improve their job performance or personal growth’. The CMI (2011) define mentoring as: ‘a form of employee development whereby a trusted and respected person – the mentor – uses their experience to offer guidance, encouragement and support to another person – the mentee’. Readers will probably note the potential for much mutual inclusivity within these definitions. This illustrates the need for greater understanding on the differences twixt the two. One could argue that the definition of the relationship depends to an extent on the perspective of the recipient. Whereas a recipient may view any coach as such during the process, it would take some investment from the recipient for the perpetrator to accurately describe themselves as a mentor. Landsberg (2015) addresses this point briefly in drawing parallels between good coaching and the nebulous, but more widespread ‘leader-follower’ relationship: ‘You can’t be a leader without a following’. In doing so, Landsberg highlights how good coaches will also be in possession of the capabilities of mentors. Many theorists on leadership, such as Hersey and Blanchard (1988) and Nicholls (1985) have touted a spectrum of leadership ranging from autocratic to democratic, largely based on work from Lewin (1951). Adair’s (2016) advice on leadership development puts the nuanced poles of training and education at opposite poles of a similar spectrum. Armstrong (2016) cites a different spectrum, casting mentoring as ‘non-directive but supportive’ against coaching’s ‘relatively directive means’. These one-dimensional theories, while useful in judging some comparisons between various methods, are less helpful in discerning other potential nuances. While one might note how good leadership could benefit from a transitory approach along the spectrum, choosing coaching or mentoring depending on context, these models have been somewhat superseded by the modern ‘four basic styles of helping’ of Clutterbuck (2015) who has provided a two-dimensional axis for ‘helping to learn’. Clutterbuck envisions four quadrants (none of which are labelled mentoring) occupying a corner each around the two axes of directive to non-directive and stretching to nurturing. Clutterbuck categorises coaching (in the traditional sense) as stretching and directive, labelling its opposite quadrant as ‘counselling’ (nurturing and non-directive). ‘Guiding’ (often presented as guardianship) occupies the nurturing and directive quadrant, with ‘Networking’ completing the quartet as non-directive and stretching. Clutterbuck claims that modern mentoring must draw from all four quadrants, allowing for elements of coaching to be within or without mentoring, according to the leadership requirement. While Mullins (2016) gives backing to Armstrong’s linear view, highlighting the ‘process of nurturing’ specific to mentoring, Adair’s (2016) view of creating future leaders is ‘no stretch, no growth’. Clutterbuck’s methodology for including all relevant mentoring attributes creates a working and unified basis for comparing mentoring and coaching and explains the usefulness of the ability to do both for either coaches or mentors. It also provides a framework for comparing other learning initiatives. Taking induction, and team-building days as different examples of initiatives not necessarily at home under the umbrella of either coaching or mentoring, one could categorise team-building days as specifically networking (non-directive and potentially stretching) or induction (possibly into a guild, an inner circle, or even a secret society) would categorised as guiding, for its directiveness and intended ‘nurture’. Clutterbuck’s model allows for all initiatives to be utilised, or eschewed, depending on the context, by the mentor, or indeed a leader in general.
2.2 [bookmark: _Toc89969712]The Line Manager as Coach/Mentor
The role of line manager is a varied and broad position, which can cover many connected or even contradictory outlooks. With the term ‘manager’ contained within the job title, management skills are definitively expected. Less obvious but comparatively important can be the role of leader, a position with many of the same, but also some different expectations. Kotter (1973) distinguishes the two roles, casting leaders as agents of change, and managers as guardians of stability. One could take the perspective that while managers ought to be leaders of a sort, that perhaps the conflict of roles requires that they not be viewed as the leader, and that separation of roles could improve and simplify expectations. Clutterbuck (2004) makes a similar point that the best mentoring takes place ‘off-line’ so as to avoid any conflicts or lack of openness possible in relationships with explicit authority of one over the other. While this is undeniably a factor to consider, many other theorists accept (Mullins, 2016; Adair, 2016) that mentoring activity can take place within an organisational hierarchy, and that coaching too, can be internal or external, and it doesn’t preclude the possibility of openness where a mentee perceives no need for being clandestine. Clutterbuck’s concerns over the inherent conflict of in-line mentorship explains his focus on coaching, rather than mentoring, being the best weapon of choice for Line Managers. While the author does not dispute the potential for conflict in an in-line Mentor-Mentee relationship, the previous section explained the vast over-arching similarities of technique, and the potential for leaders to pick and choose the correct methods depending on the contexts they face at any given time. The importance of confidentiality to large organisations should not be understated, and line managers must be clear with any recipients of coaching and/or mentoring precisely where the boundaries lie, often industrial or organisational standards exist for this purpose. As already discussed, the skillset and behaviours necessary for coaching and mentoring are not mutually exclusive. As with the shared attributes of good managers and good leaders, one would seldom restrict acts of leadership among managers, and there is similarity in the view that even if staff were provided with external coaching and/or mentoring, few would strip any manager or leader of the capability to do either. The question surrounding the appropriateness of a leader coaching or a manager mentoring could be viewed as relatively moot compared to the question of seeking to install an arranged mentor (internal or external) in the mind of the prospective mentee. Clutterbuck highlights critics noting the dangers of attempting to arrange a mentor-mentee relationship ‘by gunpoint’, bringing potential disaster, while ‘true’ mentor-mentee relationships are a rarity. This is scarcely a reason for ignoring the benefits of mentoring skills. Organisations do not pursue mentoring out of altruism: the development of staff is in their interests. That the motivation of organisations for profit pushes them to consider such schemes is strong evidence of the belief that mentoring, of a sort, will on balance generate a net profit in the long term. Thus, whether choosing formal, in-line, coaching or mentoring, companies can see benefits of managers possessing the attributes associated with both techniques. Adair (2016) is crystal clear on the need for line managers to develop leaders, it is his fifth basic principle of how organisations must grow leaders. Citing one-to-one expertise, trust and respect, Adair underlines the need for ‘two-way learning’ of benefit to the leader, obliquely referencing master-apprentice relationships simultaneously, in an inclusive position on leadership attributes which supports the author’s views on non-exclusivity when discussing coach/leader/mentor/manager relationships. Gray (2010) lists ethicality and the creation of trust and respect as necessary attributes of the line manager as coach, echoing Clutterbuck’s concerns, while also promoting effective communication, active listening and questioning, assisting goal-setting, acting as a role model, and providing an appropriate combination of support and challenge. Inappropriately timed or poorly implemented coaching can result in the opposite of the intended effects, such as wasted time, deteriorating credibility, worsening levels of respect (Landsberg, 2015; Torrington et al. 1989), all of which can reduce future engagement in similar attempts. Multiple models exist to provide structures for coaching sessions, and are easily made available to those in leadership roles. Among the best known are the GROW model (Whitmore, 2009), the OSCAR model (Gilbert and Whittleworth, 2009), and Landsberg’s (2015) Instant Payoff model. These models have a similar handful of stages, common themes being the ability to actively listen and precipitate analysis and creativity in the coachee. Other skills necessary for the models tie in with Gray (2010) and Adair (2016), explicitly the need for trust, open communication, building rapport and a positivity towards the intent of the process. Mentoring, being a more holistic approach to advice requires increased respect and for the mentee to feel some benefit for the experience, while differences in culture can affect the self-perceived status of Mentors. Whether coaching or mentoring there is a common need for emotional intelligence, and in the use of models, time management- helping to learn should save time in the long term, pouring hours into models can have the opposite effect.
2.3 [bookmark: _Toc89969713]Coaching and Mentoring in Management of Change
Rees and Hall (2016) define change management as: ‘management control through the application of systematic management interventions that involve people to achieve a desired future state with defined performance outcomes in line with the organisational strategy’, while Torrington et al. (1989) describe it as a ‘prime requirement of managerial success’. Change can be planned in advance of implementation, or it can be imposed upon organisations (Mullins, 2016) both of which can lead to organisational development. Whether driven externally, internally, or through a combination, organisations need to adapt to change to grow (Pollitt, 1990). Organisations with adaptable, creative leaders find themselves with an advantage in times of change. Managers able to cope with internal drivers such as staff losses or new strategic objectives can inspire positivity rather than reluctance towards change in their subordinates, making coaching prior to such circumstances a valuable source of organisational resilience (CIPD, 2011). External factors (obvious examples include Brexit and the current pandemic) can rock the foundations of even sprawling multi-national corporations, and the presence of focus, optimism and self-assuredness instilled through multiple levels of the organisational hierarchy can strengthen a company in stormy circumstances. Adair (2016) asserts that the wise strategic leader will seek to involve team and operational leaders in the process of change. Taking Lewin’s (1951) three-phase model of change management, a canny manager can pick and choose the correct timings for implementing coaching (and mentoring) techniques. The first stage, freezing, involves preparing staff for the necessity of change, when directive instruction might take precedence. Coaching will sit better in the latter two stages (movement, and refreezing), and beyond, while planned change could involve coaching prior to the three stages, although context-specific coaching could be difficult to predict in dealing with externally-driven change. Drivers such as new technologies and artificial intelligence can be sweeping and unexpected (World Economic Forum, 2021), and those organisations able to position themselves at the forefront of such changes could dominate the competition (Forbes, 2018). Coaching and Mentoring could be changed dramatically by AI in the future. Companies lacking in resilience, or failing to coach adaptability are bound to struggle against their peers (Schneider et al., 2013).
2.4 [bookmark: _Hlk89968504][bookmark: _Toc89969714]Evaluation of Author’s Performance
The author undertook a peer-to-peer coaching exercise in advance of completion of this report, and furthermore sought to evaluate his own performance therein. Multiple reflective tools are available, such as Gibbs’ (2008) but the author has chosen to use Kolb’s (2015) experiential learning cycle as a tool and as a structure for its simplistic brevity.
The ‘Concrete Experience’ forms the first part of Kolb’s cycle, and for the author this took the form of Landsberg’s (2015) ‘Instant Payoff’ coaching model. The exercise took place on campus at UWTSD, supervised by the module tutor, and observed by a fellow peer. The author played the part of coach, and the coachee was played by another classmate peer. Starting with pleasantries, the author indicated to the coachee his intent to take them through the ‘Instant Payoff’ model, explaining that it is used for short coaching bursts when a fuller session might be impractical or inappropriate. The author explained the model: a four-part basis, starting with the coach inquiring as to the nature of the issue or problem as seen by the coachee. Next, a discussion of an ideal outcome, before listing obstacles to this outcome in the third stage. The final stage was to brainstorm potential manoeuvres to evade such obstacles, and plausible next steps.
The ‘Reflective Observation’ forms the second part of the cycle. In the author’s case, it seemed a qualified success, a rapport was built between coach and coachee, and the coachee was encouraged to speak and think for themselves. The issue raised was dealt with satisfactorily, with various solutions mooted and good humour maintained. The process took slightly over the allotted time of fifteen minutes.
The third part is ‘abstract conceptualisation’. The process reminded the author of casual conversations in the past, in which friends had sought a ‘sounding board’ for the purpose of gauging reaction to a proffered idea, before committing to such a path. It was a reasonably pleasant experience for the author, instilling a feeling of usefulness and helpfulness.
The fourth and final part, ‘Active Experimentation calls for planning and acting for the future. In the author’s case, it seems sensible to practice the model again, potentially with more difficult circumstances and/or issues. Increasing one’s familiarity with the GROW (Whitmore, 2009) and OSCAR (Gilbert and Whittleworth, 2009) models seems a likewise worthwhile endeavour. Improving awareness of time limitations is an obvious potential improvement on the exercise. Criticism exists of these models, along the lines of limited applicability, and research regarding the exact correct conditions for use would be a boon, as would plentiful informal and formal practice of each model.
The instant payoff model, the author concludes, is a perfectly good tool for such an experience, notwithstanding the fact that perhaps other models such as GROW and OSCAR are equally appropriate.
2.4.1 [bookmark: _Toc89969715]Personal Development Plan
[image: ]

3.0 [bookmark: _Toc89969716]Conclusion
Coaching and Mentoring are two similar methods for training, and for growing leaders. They occupy close and overlapping areas in the field of learning and development. Where differences of mutuality exist, these are overridden by the finding that any leader or manager will likely benefit from both skillsets, whether or not they see themselves chiefly as coach, mentor, or neither. Trust and respect are necessary ingredients to the success of coaching and mentoring tools, and their absence can be damaging. The benefits of correctly used programmes include increased motivation for both parties involved, an increase in emotional intelligence and leadership in the organisation, and increased resilience for the organisation. Potential drawbacks can include lost credibility if programmes are misused. Coaching and Mentoring should be used as part of an overarching scheme of engagement and performance management, while coaching models can be used successfully in isolation for specific peer-to-peer occasions by those practised in their use. Use of method should rely on the appropriateness to the context, and not on semantic decisions over whether they can best be described as coaching or mentoring.


4.0 [bookmark: _Toc89969717]References
Adair, J. (2016) Develop Your Leadership Skills. 3rd. Ed. London: Kogan Page.
Armstrong, M. (2016) How to Manage People. 3rd Ed. London: Kogan Page.
[bookmark: _Hlk89967198]CIPD (2011) Developing Resilience. Available at: cipd.co.uk/Images/developing-resilience_2011-evidence-based_tcm18-10079.pdf (Accessed 1st December 2021)
CIPD (2021) Coaching and Mentoring. Available at: cipd.co.uk/knowledge/fundamentals/people/development/coaching-mentoring-factsheet (Accessed 1st December 2021)
Clutterbuck, D. (2004) Everyone Needs A Mentor. London: CIPD.
CMI (2011) Mentoring in Practice. Available at: managers.org.uk/~/media/Files/Campus%20CMI/Checklists%20First%20Job/Mentoring%20in%20practice.ashx#:~:text=Mentoring%20is%20a%20relationship%20in,to%20develop%20their%20potential%20and (Accessed 1st December 2021)
CMI (2014) Coaching for Improved Performance. Available at: managers.org.uk/wp-content/uploads/2020/03/CHK-089-Coaching_for_Improved_Performance.pdf (Accessed 1st December 2021)
Department for Work and Pensions (2021) National mentoring initiative to tackle employment inequality across UK. Available at: gov.uk/government/news/national-mentoring-initiative-to-tackle-employment-inequality-across-uk (Accessed on 4th December).
Forbes (2018) How Amazon Has Reorganized Around Artificial Intelligence And Machine Learning. Available at: forbes.com/sites/blakemorgan/2018/07/16/how-amazon-has-re-organized-around-artificial-intelligence-and-machine-learning/ (Accessed: 3rd December 2021).
Gibbs, G. (1988) Learning by Doing. Oxford: Oxford Polytechnic.
Gilbert, A. and Whittleworth, K. (2009) The OSCAR coaching model: simplifying workplace coaching. Monmouth: Worth Consulting Ltd.
Gray, D. (2010) Building Quality into Executive Coaching, in Gold, J. (ed.) The Gower Handbook of Leadership and Management Development. Farnham: Gower.
Hersey, P. and Blanchard, K. (1988) Management of organizational behavior. 5th ed. United Kingdom: Prentice Hall.
IPA (2020) Employee Engagement: a Perspective. Available at: ipa-involve.com/News/employee-engagement-a-perspective (Accessed: 2nd December 2021).
Kolb, D. (2015) Experiential Learning. 2nd Ed. New Jersey: Pearson.
Kotter, J. (1973) The Psychological Contract, California Management Review 15(3).
Landsberg, M. (2015) The Tao of Coaching. London: Profile Books.
Lewin, K. (1951) Field theory in social science; selected theoretical papers. D. Cartwright (ed.). New York: Harper & Row.
Mullins, L. (2016) Management & organisational behaviour. 11th Ed. Harlow: Pearson.
Nicholls, J. (1985) ‘A New Approach to Situational Leadership’, Leadership and Organization Development Journal, 6(4) p.60.
Pollitt, C. (1990) Managerialism and the Public Services: The Anglo-American Experience. Oxford: Blackwell.
Rees, G. and Hall, D. (2016) ‘Managing Change’, in Rees, G. and French, R. (ed.) Leading, Managing and Developing People. 5th Ed. London: CIPD.
Robert Half Inc. (2020) The benefits of employee training. Available at: roberthalf.ae/advice/people-management/benefits-employee-training (Accessed 1st December 2021).
Schneider, T. et al. (2013). Emotional intelligence and resilience. Personality and Individual Differences, 55(8), pp.909–914.  
Torrington et al. (1989) Effective Management: People and Organisation. Exeter: Simon and Schuster.
Whitmore, J. (2009) Coaching for performance GROWing human potential and purpose : the principles and practice of coaching and leadership. Fourth edition. Boston: Nicholas Brealey.
World Economic Forum (2021) The Fourth Industrial Revolution. Available at: weforum.org/about/the-fourth-industrial-revolution-by-klaus-schwab (Accessed: 5th December 2021).



5.0 [bookmark: _Toc89969718]Acknowledgements
The author wishes to acknowledge the assistance provided by Julie Thomas and the University of Wales Trinity St. David in the preparation of this report.

2

image1.png




image2.png




image3.png
Development plan

NAME: Gareth Rhys Lewis| MEMBERSHIP 1909139
NUMBER:

COVERING THE 10/12/2021 TO: 09/12/2022

PERIOD FROM:

This record sheet is for your guidance only — you may present your development plan in any other format.

Planned outcome

Where do | want to be by the end of this period? What do | want to be doing? (This may be evolutionary or “more of the same”.)

What do | want/need to learn?

What will | do to achieve this?

What resources or support will |
need?

What will my success criteria be?

Target dates for review and
completion

Expertise in Landsberg model

Further informal practice,
followed by formal practice.

Willing volunteers for practice,
followed by formal opportunities to
employ its use

Continued success at use of
model. Acceptance into coaches
guild

End of next term 31/03/2022

Familiarity with GROW and
OSCAR models

Tnstigate further research info
these models, followed by
informal practice, leading to
formal use

Willing volunteers.

Successful use of models, being
sought after as coach and or
mentor

End of Summer term 31/07/2022

Competency in awareness of
appropriateness and
limitations of model use

Avail myself to other methods
appropriate for line manager
positions, and other positions,
e.g., upward mentoring

Organisational support including but
not limited to facility time. Coaching
or mentoring would be a useful
support mechanism

Continuation of increased
understanding, instalation in part
of organisational mentoring
programme.

End of year 09/12/2022





