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[bookmark: _Toc134294837][bookmark: _Toc134299194]Introduction

This assignment will critically evaluate how coaching and mentoring exhibit similarities and differences within an organisational context, it will also critically explore the knowledge, skills, attitude and behaviours of an effective workplace coach. Drawing on the work of McDermott, Goleman, Thorndyke to name a few, which supports the critical analysis of these factors. This assignment will further explore coaching models, critically assessing the OSKAR model as a coaching method. The organisational context focus will be the University of Wales Trinity Saint David, drawing on examples along with other organisational case studies. 
1. [bookmark: _Toc134294838][bookmark: _Toc134299195]Explain the similarities and differences of coaching and mentoring within an organisational context

[bookmark: _Toc134294839][bookmark: _Toc134299196]1.1 Defining coaching and mentoring 

Coaching and mentoring are both development approaches that have been applied to an organisational setting to help develop employees and enhance workplace efficiency (CIPD, 2022). Whilst the two share similarities there are also fundamental differences between them. Both are commonly used interchangeably and are key mechanisms in developing corporate leadership training (Jackson, 2008).

Whitmore (2009) defines coaching as a way of ‘unlocking a person’s potential to maximise their own performance. It is helping them to learn rather than teaching them.’ Coaching aims to focus on areas of development for the individual seeking to better their performance in their chosen field, for example in a workplace environment this may be to improve leadership skills, develop confidence in management or acquire a leader’s mindset. For example, if an employee seeks to develop their leadership skills, a coach will equip the individual with the required skills as well as empower them to improve performance through developing a new way of thinking, enabling them to accomplish their goals (Anthony, 2017).

Conversely, mentoring focusses on helping others by sharing the knowledge gained and expertise learned through the mentor’s own experience. Mitchell (1998) defines mentorship as the ‘ability to transfer skills and knowledge, and more, it is the ability to encourage others to reach beyond previously assumed limits of understanding, perspective, and will’. The purpose of a mentor is to build a relationship between the mentor and the individual known as a mentee, to help guide and share knowledge and learning gained through a lived experience. 

At the University of Wales Trinity Saint David (UWTSD) both coaching and mentoring are key approaches in driving employee professional development, the university understands the importance of learning and developing to help individuals to succeed in their working environment, ‘Our development programmes provide opportunities for our people to connect with colleagues, be coached or mentored, gain professional accreditations and recognition’ (UWTSD, 2022). One of the advantages of coaching and mentoring is their flexibility in being able to be delivered by coaches or mentors within the organisation itself or by individuals external to the organisation. (McNally & Lukens, 2006) UWTSD favours a wholly internal approach which has its benefits in terms of delivery, however, limits the likelihood of embedding different perspectives and skillsets into the organisation through using coaches and mentors from external organisations. Arguably a blended approach would be to the benefit of the organisation. 

[bookmark: _Toc134294840][bookmark: _Toc134299197]1.2 Coaching and mentoring similarities 

By adopting coaching and mentoring as a development tool organisations provide an opportunity to their employees to develop and upskill. According to Parsloe and Leedham (2009), the popularity of coaching and mentoring in the workplace has famously derived from its renowned success in the sporting world. Coaching and mentoring allow individuals to benefit by learning what is taught by their coaches and mentors and applying it to their environment, as an athlete would do in a sporting environment. If done correctly and effectively coaching and mentoring support organisations to thrive by developing well-skilled and knowledgeable employees. In this respect coaching and mentoring are similar. For example, Google is one of the leaders in innovative employee development and in turn have a wide range of mentorship programmes (Johnson & Senges 2010), in which the mentors help guide the employees through their knowledge and experience. Furthermore, this has been proven to improve the employee retention rate for Google (Together Mentoring Software, 2023).

A further common trait that is seen in both coaching and mentoring techniques is they both aim to support the individual in personal and professional development. Both techniques strive to build on an individual’s skills and knowledge, giving them the platform to progress in their career. Research (CIPD, 2021) suggests that coaching and mentoring are one of the most effective approaches to learning and development in the workplace. Both support the progression of an individual and focus on improving oneself with personal milestones and goals in place to achieve this. Empirical evidence, George (2022) suggests a good coach and mentor also embodies the same characteristics as a successful leader, which would resonate with UWTSD, with many coaches in senior positions are also successful leaders in their field. 

A further similarity is the underpinning approach of coaching and mentoring, in that they are both predominantly conducted on a one-to-one basis, with the learner being the employee who is coached or mentored by their coach or mentor. Building a close relationship between the coach/mentor with the individual becomes crucial to a successful outcome, with regular meetings. Building a rapport allows the employee and mentor/coach to firstly establish clear goals and develop a shared understanding of the current situation on which to build on (Serrat, 2017). Furthermore, a good relationship builds trust and the ability to understand one another. In addition, Serrat (2017) outlines the importance of competent emotional intelligence skills to be a coach or mentor. For example, self-awareness, motivation, social awareness and empathy all play a part in becoming an effective coach or mentor, to ultimately achieve the goal. This also extends to help develop confidence and interpersonal skills for the employee and also the coach/ mentor (Caruso & Salovey, 2008).

Coaching and mentoring both aim to develop an individual and guide them to progress in their chosen field. However, it also enables teams to strengthen and develop by fostering a culture of growth and professional development. The creation of this learning environment in turn develops a learning organisation (Garavan, 1997). This leads to a more inclusive and cohesive working environment. A team with individuals striving to learn and develop will positively impact the behaviour of the team as a whole, which in turn aligns with their values and beliefs. Aligning the ethos of the team allows processes to be more streamlined and creates a high-performing team. 

To conclude both coaching and mentoring are designed to help others whilst leveraging the experience of the coach or mentor to improve the development of the individual. It is prominent in the research that both coaching and mentoring bring development to individuals and their organisation by creating an environment in which others want to learn, grow and better themselves. 

[bookmark: _Toc134294841][bookmark: _Toc134299198]1.3 Differences between coaching and mentoring 

As explored, coaching and mentoring are both techniques that help to develop an individual to reach their full potential, however, there are many distinct differences between the two methods. One significant difference is that coaching is predominantly based on a strict timescale with a clear plan from start to finish. According to Liska (2022) a coaching relationship can last around 12 months, although this can vary depending on the coaching programme and individual, it differs from mentoring, which has a less formal approach. To expand, a mentoring encounter can last one session or longer, in other instances a whole lifetime. Levinson et al. (1978) argues a mentorship can last anywhere between 2-10 years, in addition, Landefeld (2010) identifies a mentorship relationship has the potential to last a longer time frame. This seems to identify that mentoring relationships last longer due to their informal and more personal nature, as well as the focus on the long-term. Furthermore, Jacobi (1991) identifies that a mentorship relationship is reciprocal with benefits for both sides including emotional or tangible. This highlights the more personal side of mentorship, unlike coaching. 

Another factor to consider is that coaching takes a more guided approach to help develop the individual, with a clear goal in mind and a structured approach to drive each session. To expand, coaching focuses on the learning process whilst reflecting on current experiences and learning how to build and develop upon them in a workplace setting (Jones et al., 2016). The role of the coach is to ask questions and prompt how the individual would react in certain situations, not necessarily from their own personal experience. Whereas mentoring takes the approach of sharing the mentor’s knowledge from their own experience to the benefit of the individual which furthermore corroborates the lifelong mentoring factor (Mullen & Kealy, 2002). A more directive approach is taken, where the mentor is instructing the individual, drawing on their own experiences to help advise the mentee. For example, the mentor could share their experience of dealing with conflict within their team from a management perspective. This advice will help and guide the mentee if and when they find themselves in a similar situation. 

Coaching focuses on training the individual to help upskill them and depending on the coachee’s goals, develop the skills required to become a leader, through a programme with structure and a deadline. This extends to helping to develop a leadership mindset and a positive mental attitude towards leadership (Lowery, 2019), whilst also developing the emotional intelligence needed to become a good leader. This equips the individual with the tools for future career progress, which can be measured and managed through the coaching programme. Whilst mentoring does aim to improve these factors, the focus is on guidance and knowledge sharing through active listening and building a strong relationship between the mentor and mentee through a less structured training approach or programme. 

To conclude, coaching and mentoring aim to develop and equip the individual with the skillset and mindset to achieve success in their career, however, both methods have distinct differences in how that is achieved. Both approaches are on either end of the scale with coaching being more direct and mentoring on the other hand adopting a less formal and more casual approach. 

2. [bookmark: _Toc134294842][bookmark: _Toc134299199]Critically explore the knowledge, skills, attitude and behaviour needed by an effective workplace coach

[bookmark: _Toc134294843][bookmark: _Toc134299200]2.1 Exploring the knowledge required to be an effective workplace coach

Knowledge can be defined as a ‘highly valued state in which a person is in cognitive contact with reality’, (Zagzebski, 2017). A workplace coach can be defined as someone who ‘aims to produce optimal performance and improvement at work, focusing on specific skills and goals’ (CIPD, 2022). For a workplace coach to be effective, it is essential for the coach to have the knowledge of firstly how to be an effective coach and secondly be knowledgeable on a range of subjects given the differing and specific needs of each coachee. In addition, a coach should foster an optimal learning environment taking account that a coach may take on several different forms such as a role model, leader, teacher and friend (Côté, 2006). Understanding this is crucial to becoming an effective coach in the workplace. 

McDermott et al. (2007) explores how coaching effects organisational performance and success, by doing so, understanding the difference between internal and external coaches and the knowledge of when and how each one should be applied. If the coach is internal, the research suggests that factors such as morale, teamwork and strategy execution is improved. An external coach would also pose benefits such as improving leadership behaviour, it is therefore key to understand how different types of coaching influence the coachee, the desired outcome and the important role knowledge plays in identifying the gap where coaching can address performance needs. Coaching is a tool that can be utilised for employees already in management that are looking to progress to a higher managerial level and it can also be used for those looking to become managers. However, there is also scope to utilise coaching to address poor performance. As McDermott et al. (2007) identifies, coaching can be used throughout the organisation hierarchy; low, medium and high. This indicates that it is vital for a coach to have the knowledge of gauging and identifying the best coaching approach depending on the aim and goal of the individual, whilst also ensuring the outcome is aligned to the organisational strategy. 

To conclude, coaching knowledge is vital to achieving workplace success through a coaching programme. However, it is important for the coach to understand the organisation strategy, values and mission to ensure validity and relevance when coaching an individual, whilst utilising the knowledge gained through experience to adapt depending on the coachee’s goals. 

[bookmark: _Toc134294844][bookmark: _Toc134299201]2.2 Exploring the skills required to be an effective workplace coach

Alongside coaching knowledge, developing strong coaching skills are vital to succeed as an effective coach. Grant (2010) suggests it can take up to six months for coaches to become confident in using their taught skills in the workplace. These skills can be taught and developed over time and according to Goleman (2000) coaching skills are a vital part of every leader’s toolkit, but the necessary skills come naturally to only a few. As an example, a few desired skills that enable someone to be an effective coach include; effective communication skills, good organisational skills and good emotional intelligence (EI) skills.  

Communication is one of the most important skills a coach can have. This allows for effective collaboration with the coachee, allowing the coach to listen, empathise and engage with the coachee (Morreale, 2000). As coaching focuses on specific skills and goals, it is important for the coach to communicate with the coachee clearly, avoiding potential misinterpretation of the aims of the coaching programme. Good communication is underpinned by effective active listening by the coach, especially when certain challenges may arise during the coaching programme. According to the Institute of Coaching (2023) 70% of coachees improve work performance, relationships and communication and 80% of coachees report increased self-confidence

In addition, EI has an important role to play in effective coaching, Salovey and Mayer (1990) explored EI as the ability to understand one’s own emotions and allow this understanding to inform the way the emotions of others are perceived.  With this in mind, it’s evident that having these skills enables a coach to help coach an individual in applying this to the individual in their role. Utilising EI skills to gauge situations, be empathetic when needed and manage the coachee’s emotions are crucial elements of effective coaching. For example, if a coach is unable to appraise themselves, it makes it difficult for the coach to reflect and therefore makes it difficult to communicate the learning with the individual. This extends to, the importance of a coach being able to effectively gauge and control their own emotions to avoid any detrimental effects on the coachee. 

To conclude, without the correct skills a coach would be unequipped with the tools to deliver a successful and efficient coaching framework. For the coachee to fully benefit from coaching, a coach must have the correct skills, such as communication, EI and organisational skills, in order to deliver an effective programme. It is evident that EI is a broad topic, with many pillars that all contribute to being a competent, empathetic, self-aware coach. These skills allow the coach to communicate and connect with the coachee to support in achieving their goal. 
[bookmark: _Toc134294845][bookmark: _Toc134299202]2.3 Exploring the attitude required to be an effective workplace coach

Allport (1967) defines attitude as a ‘mental and neural state of readiness, organised through experience, exerting directive or dynamic influence upon the individual’s response to all objects and situations which it is related’, which indicates that all factors that affect attitude can be influenced depending on the teaching style, which shows the importance of a positive approach when coaching. Furthermore, attitude is not something you can teach, but something you can influence, therefore in the concept of workplace coaching, a coach needs to be aware of the attitude in which both the coach is exhibiting as well as the attitude of the coachee. A positive attitude will encourage growth and optimism, in turn influencing the development of the coachee (Joseph, 2014). Any negative attitude will diminish optimism and inhibit the process of coaching on skills development.

Change in an organisational context can have detrimental effects on employee attitude if not managed properly. Grant (2010) explores the shift in workplace coaching as a tool to help positively impact organisational change. Therefore, a workplace coach can help to positively influence employee attitude to work, embracing the change rather than working against it. A notable example would be an organisational restructure, which can easily create frustration and friction within the organisation, causing people to feel unstable in their job or unappreciated. This could lead to a shift in attitudes which ultimately affects the performance of the team and in turn the wider organisation. 

In addition, attitude can also impact individuals thinking and mindset. Further research show that personality factors, culture and personal values can all be factors affected by attitude (Peck & Tucker, 1973). An individual’s values and beliefs create mindset which determines outcomes, furthermore it is something that can be shaped and moulded in some instances. Weston (2001) states that ‘Understanding employees’ beliefs, attitudes and values about the world and workplace can assist a manager in more effectively coaching employees’. Therefore someone with a fixed mindset, who may disagree with the coach about certain core topics, would lead to disengagement and result in poor outcomes within the coaching programme. Arguably trying to coach these people could be a waste of time, resources and money. Whilst on the other hand, someone with a growth mindset (Dweck, 2006) is eager to learn, grow and better themselves, regardless at what stage of their career they are.  

To conclude, the attitude of a coach must be one that is positive, respectful and amenable to working alongside the coachee to reach their outcome. A positive mindset which is influenced by attitude along with values and behaviours underpin coaching effectiveness. A lack of these traits may result in poor performance which is counterintuitive to the outcome, especially when factors such as organisational restructure or change in leadership arise. It’s therefore important to foster a positive attitude which fosters a positive culture. 
[bookmark: _Toc134294846][bookmark: _Toc134299203]2.4 Exploring the behaviour required to be an effective workplace coach

Thorndyke (1992) defines behaviour as the likelihood that a specific stimulus will repeatedly cause a specific learned response depending on what the response’s perceived consequences are, which means that behaviour can be influenced by certain situations and people. Furthermore, Skinner (1998) also identifies that what we experience and our habitat or environment is what drives our behaviour. To be an effective coach, it’s evident that the right behaviour is essential in order to influence and develop the coachee, but also to earn the respect of the coachee. The coach should embrace professionalism, be optimistic, trusting and overt. Behavioural and cognitive processes in coaching are vital in the learning and development of the coachee, that is underpinned by self-efficacy (Bozer & Jones, 2018). This reinforces the importance of adequate coaching behaviour which in turn promotes a positive and encouraging learning environment.

Further research suggests that attitudes values and behaviours are the adaptation of one’s personality (Kahle & Kennedy, 1988). Values, attitudes and beliefs are at the core of our morals, influencing some of the most defining traits in an individual, such as decision-making and the understanding of right and wrong. Arguably these are some of the most important factors of being a coach, without a strong moral compass how can a coach’s behaviour be acceptable. It is crucial for a coach to maintain high standards, expertise and act with integrity when coaching in order to earn the respect of the coachee.

Furthermore, behaviour and culture simultaneously effect each other (Pullen & Crane, 2011), which also identifies that coaching behaviours are utilised for employees to effectively communicate and engage in their working environment, a way of leading each other (Eldridge & Dembkowski, 2013). At UWTSD, a coaching culture (Wilson, 2011) is one the University strives to achieve, using coaching within the organisation by utilising the expertise of senior leaders to improve employee performance and to also encourage other senior employees to become coaches. Successful managers tend to have a style of management characterised by participative and coaching behaviours (McClelland & Burnham, 2008) furthermore, ‘63% of the better managers scored higher on the democratic or coaching styles of management’ according to McClelland and Burnham (2008). The behaviour’s developed and harnessed throughout a coaching culture foster a positive environment, which in turn results in the further embedding of a true learning culture, whereby coaching becomes a regularity rather than an option in the learning and development framework. 

However, if an organisation has a poor coaching culture instilled this could cause difficulty in trying to encourage coaching into the organisation to improve employee performance and progression. According to Prochaska et al. (1994) it is difficult to change ingrained behaviour, this suggests that some people, regardless of the training and taught skills, do fail to grasp the taught skills of being an effective coach. 

To conclude, values, attitudes and beliefs play a role in developing the mindset and behaviour of a coach. A coach needs to earn respect and build a strong professional relationship with the coachee, which in turn would support in achieving a positive outcome. Harnessing a coaching culture allows this positive behaviour to transcend through the organisation with the focus on learning, developing and performance. 
3. [bookmark: _Toc134294847][bookmark: _Toc134299204]Critically asses a model or process that should be followed when formally coaching and mentoring

Formal coaching is defined as ‘something that takes place in an institutionalised, chronologically graded and hierarchically structured educational system’ (Coombs & Ahmed, 1974). It involves coaching the individual to help discover the answers and skills that they already possess, and questioning them along the way to develop these skills. Effective coaching is successful when the employees become more autonomous, self-sufficient and confident in their role in the workplace. There are several different coaching models, one of which is the OSKAR model (Jackson & McKergow 2011). This solution focused approach aims to improve the performance of employees, it can also lead to improved team efficiency through helping to address problems within the team as an example.

The OSKAR model (appendix 1) aims to develop the coachee to help bridge the gap from their current role in the workplace to future career goals. This is broken down into five steps to achieve the outcome of the coaching programme. The focus is on the solution rather than the problem itself, which is done through a series of questions which keeps the coachee focused on the outcome and not the issue. The OSKAR model allows the coach to manage their coaching programme by keeping track of the coachee’s progress, with these regular checks allowing the coachee to be more independent in the process. However, this can increase the coachee’s exposure to possible failure if they haven’t developed resilience throughout the learning process.  

The first step of the OSKAR model is the outcome, the outcome phase is to determine verbally what the coachee wants to achieve from the programme. For example, as a marketing officer, a possible goal could be to develop leadership and management skills, in readiness for career progression to a management position. In this instance the coach should consider what needs to be accomplished along with a long-term objective, the objective in this example being a promotion from officer to line manager, whilst also highlighting small achievable goals such as developing communication skills in chairing meetings or project managing the social media accounts of the University. Taking these milestones, which are measurable all focus on the positivity and outcome. Similarly, the GROW model (Whitmore, 1992) (Appendix 2), addresses goals and aspirations in the first step of the model, focusing on the coachee’s aim for the coaching programme which then underpins all subsequent activity. 

The second step is known as the scale, this helps the coach to refine their goals ensuring that they are realistic, this is done using a scale labelled from 1-10, 1 being poor, 10 being excellent. Honest rankings from 1-10 from both coach and coachee allows an honest and transparent relationship to develop, whilst also being clear in what is to be achieved. This allows the coach to put things into perspective. However, using a scale as a measurement tool could become problematic, given that it is largely subjective and is subject to one’s own perception of what each number means. Furthermore, self-awareness becomes a key factor in this method, if someone has poor self-awareness, they cannot be realistic in their approach to the scoring. For example, someone’s perception of themselves may be that they are a clear and confident communicator whilst others may perceive this to be curt and closed-minded. This variation could lead to damaging relationships with stakeholders, which in turn could damage the individual’s chances of reaching their aspirations. Furthermore, this could impact their behaviour and actions. In contrast to the OSKAR model, a gap analysis model such as the CIGAR model (Greene & Grant, 2003) may be more effective in this instance, shifting the focus towards the gap and highlighting the issue before moving forward. This approach could potentially resolve the issue early enough to avoid it becoming a bigger problem. 

The third step is the know-how, which is to identify the skills the coachee needs to possess to reach their goals, an important part of this is to identify the existing knowledge, skills and qualifications. Mizell (2010) explains the importance of development and applying knowledge which will improve performance on the job, taking this and identifying the important elements that need to be developed for the outcome. For example, as a marketing officer at UWTSD where the goal is to progress to become a manager, undertaking the leadership and management BA will assist in developing the academic knowledge required. 

However, if the coachee is at an early stage in their career, they may not possess the skills necessary to build on yet, therefore making this step challenging for the coach. 

The fourth step is to affirm and action, this is the reflection factor of the model, whereby the coach identifies where the coachee is currently and how that can be built on, identifying what can be improved moving forward. Setting SMART goals would be useful in this step. For example working on the skills, attitude and behaviour of the coachee and how they can change or develop to achieve the outcome. In addition, this step focuses on the issue and how this can be solved. 

Motivation is a key element to the aforementioned steps but especially the fourth. For example, if step four has identified elements that the coachee has previously tried to improve but failed this could negatively impact the coachee’s motivation. As outlined by Herzberg (2017), there are motivators linked to achievement and recognition, but the lack of correct balance can lead to dissatisfaction and a lack of enthusiasm and motivation to succeed. 

The fifth and final step is to review, this last step seeks to reflect on the coaching programme progress, looking back to see how much they have learned and developed during the coaching period and also highlighting areas of improvement for the coachee. Several review sessions can be scheduled, allowing the coach to set milestones for multiple deadlines, all aligned to the outcome. 

To conclude the five steps in the OSKAR model all serve a purpose and ensure the coachee is the focus and driving force of each step, to continue to grow and develop their skills, along with their personal and professional attributes. However, there are some elements throughout that do depend on personal perceptions, such as the scale phase, which could affect the chances of the outcome being met. It is also intrinsically linked to motivation which is an important element for the coach to at least maintain at a constant or ideally increase to ensure success. 

According to Othman and Yee (2015) ‘Coaching not only helps to develop the skills and achievements of individuals, but it can also increase their job satisfaction’, with the OSKAR model aiming to develop employees in the short, medium and long-term. This is key in allowing coachees to see and feel positive changes and progression along the journey rather than delayed gratification, which could increase their job satisfaction. Furthermore, research suggests that the OSKAR model, along with other popular coaching programmes, such as GROW and CLEAR adopt a less autocratic approach, which could resonate well with coaches who like a less formal and strict programme. It also fits in a workplace setting with the democratic style of coaching (Fenton, 2012). Giving the coachee room to grow and apply their own thoughts and actions whilst working alongside the coach. 

To conclude the OSKAR model is proven to be an adequate and sufficient coaching model, it is not too complex that it over complicates the holistic approach to coaching, but contains enough steps to make the coaching programme effective, especially with the positive approach from the coach as a solution focused method. However, there are factors that arise from individual steps, that could be further explored or changed depending on the specific aims of the coachee. For example, the scale method is not an accurate reading, it is subjective, therefore rendering it non-comparable from person to person. 
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