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Introduction 

This briefing paper will help you as senior managers better understanding the concepts of coaching and mentoring and how coaching and mentoring can be implemented within the organisation and summarising the benefits if you introduced these practices. 


1. Define, compare and contrast the concepts of coaching and mentoring with an analysis of the key similarities and differences

1.1

Coaching and Mentoring techniques are based on 1:1 discussions to build, develop and improve the skills, knowledge and performance of individuals.  There are differences between them, but many aspects are interchangeable; and can apply to coaching and to mentoring.

Starr (2016) defines coaching as:

Coaching is a conversation, or a series of conversations, that one person has with another.  What distinguishes the conversation from any other is the impact of the conversation has on the person being coached (the coachee).

CIPD, (2019) defines coaching as:
Coaching aims to produce optimal performance and improvement at work. It focuses on specific skills and goals, although it may also have an impact on an individual’s personal attributes such as social interaction or confidence. The process typically lasts for a defined period of time or forms the basis of an on-going management style. 
Although among many professionals an agreement on the actual definition is not totally agreed, there are common characteristic of coaching in organisations which are listed below (CIPD, 2019):

· A non-directive form of development 
· Developing individuals and improving their performance
· Performance at work but could include personal factors
· Coaching activities involving both organisational and individual goals
· Opportunity for individuals to assess their strengths and areas that require development
· Coaching is skilled, which should be delivered by trained individuals; this can be a manager or an individual trained in coaching skills







A mentor comes from a mystical Greek character a loyal friend to Odysseus King of Ithaca who left for Troy.  The mentor helped raise Telemachus, the son of Odysseus and became teacher, coach, protector and had a relationship built on trust and affection.  Athena was the goddess of wisdom and was his trusted adviser who lead him down the right path (Panagiotakopoulos, 2019 and Cristescu, 2017).

CIPD, (2019) defines mentoring as:
Mentoring in the workplace tends to describe a relationship in which a more experienced colleague (Mentor) shares their greater knowledge to support the development of an inexperienced member of staff (Mentee).  It calls on the skills of questioning, listening, clarifying and reframing that are also associated with coaching.
David Clutterbuck (2004) gives the definition of mentoring as ‘off-line help from one person to another in making significant transitions in knowledge, work or thinking’.  
The key difference between coaching and mentoring is length of learning and support.  Coaching is short term and has a designated end date and targets on what the coachee would like to achieve focusing on the individual’s situation, whereas, in contrast, mentoring tends to be long term learning and support which can be formal and informal.  This can be a colleague entering a new role requiring support or can be utilised in succession planning.   Mentoring is an important tool that can be utilised in developing a cultural learning organisation.  Although there are many definitions of both, the key components are unlocking a person’s potential and growth, learning, questioning, listening and being collaborative and learning off each other (CIPD, 2019 and Mullins, 2005).
 
There are many coaching concepts and models.  The GROW framework which can be utilised to structure coaching and mentoring, for basic skills and performance coaching and OSCAR model can be used for employee development scenarios, working towards long term outcomes. It encourages individuals to take the lead on their own development, see below (MindTools, n.d. and C S Training UK Ltd, 2016):
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1.2

There are differences between coaching and mentoring which are as follows (Michael and TIS, 2008):

Mentoring:  a mentor facilitates with an individual or a group of people over an undefined period of time, which does not have to be formal and can cover a number of specific but wide-ranging objectives and is relationship based.  Having an open agenda for learning.  Mentoring helps the mentee to build knowledge, apply skills and gain experience through new processes and situations. Builds self-confidence, self-perception and influence taking work-life balance into consideration.  A mentor is development driven with a directive approach.  Mentoring is utilised a lot within the health board in nurturing student nurses and training doctors through insight and understanding.

Coaching:  is about meeting specific objectives over a definitive period of time.  This concerns the development and performance of specific skills; task based to improve, enhance or develop new skills.  Coaching is on a one-to-one basis which is based on planned activities and process and over a shorter designated timeframe.  The learning criteria is set in advance to achieve the goals.  Performance driven with a non-directive approach.  Coaching in the health board is around HR advising line managers/ward managers around the specific policies, such as the NHS Wales Managing Attendance at Work Policy (HDdUHB,2018a).

Both coaching and mentoring can be utilised independently of each other and can also be used to complement each other, the two are interchangeable.  Both coaching and 
mentoring utilise listening, questioning, clarifying and reframing skills and are development techniques.    Coaches use questioning and listening, whereas mentors advise.  Mentors have an in-depth knowledge equivalent to that of a teacher.  Coaches create an environment for the individual to learn for themselves.  Individuals have different learning preferences; some individuals respond better to certain interventions; one may respond better to coaching but not to mentoring or vice versa.   It is important to understand how the individual is likely to respond, the development or performance intervention will likely fail if the wrong intervention is used (Kennedy, 2020).

Locus of control comes into the above, it is about how you view the world, the internal and external focus of the outside world.  Internal locus of control is about how you determine the choices and actions that you make, being proactive.  External locus of control is around the environment, your luck and believing in fate.  Reactive of people and the outside world that you believe controls your life.  People tend to favour one side of the continuum (Roth, 2018).   How individuals focus their control comes within two circles, a circle of concern and a circle of influence.

Circle of Concern which is indicative of concerns that individuals care about, such as health, family, children, issues are work, which links to being reactive.
Circle of Influence is indicative of concerns that we can action and do something about, have power and control over, which links in to being proactive. Covey (2005) writes, “At the very heart of our Circle of Influence is our ability to make and keep commitments and promises.” 
Mentors and coaches promote the mentees and coachees self-awareness and how the best solutions might be found through questioning.  The process evolves until the objectives are satisfied and achieved and Covey points out above to concentrate on the circle of influence, that is within the circle of control; being proactive, changing, developing, learning all expands the circle of influence (Michael and TIS, 2008 and Roth, 2018).

Coaches can be internal and external to an organisation.  It is important to ensure a coaching agreement/contract is produced.  Coaching is proactive and so to ensure that both parties sign an agreement before commencing a coaching programme will protect both parties.  Being a legal document the coach’s liability is kept to a minimum and gives parties peace of mind and also gives protection to the coach if the coachee is unhappy or if the coachee needs to be signposted on, contracts can be terminated.  Making the relationship formal demonstrates professionalism and also protects from being sued for breach of contract.  Within the contract should define an outcome.  The coach enables the coachee to define, refine and redefine clear goals (Newby, 2017).

There are two forms of approaches which are as follows:

Directive Style: This style is about the coach/manager having greater knowledge, so instructs, advises and directs the coachee/s; the coachee/s may feel that they are being ‘told’ to do or to action something.  The coach with a directive style relays ideas and actions/solutions within the conversation and the coachee/s is/are expected to comply (Starr, 2016). 

Non-Directive Style:  This style is about the coachee leading the way, listening and questioning.  The coach helps the coachee/s to think through their own agenda/schedule and conclusions.  Non-directive coaching is more beneficial to the coachee.  The coachee is more likely to recall what has been learnt. It is facilitative, reflective learning and problem solving which is structured.  The benefits are long lasting (NLIAH, n.d and Beckett-McInroy, 2015).



2.  Evaluate how coaching and mentoring differ from counselling and from one-to-one training

1.3

Coaching and mentoring differ from counselling, although according to Starr (2016) mild anxiety, confidence, and self-doubt can be supported by a qualified and experienced coach because as above coaches and mentors promote self-awareness.  Although coaching is not counselling, coaches may find learners require support and input that is of a specialist nature, which is beyond their skillset and remit.  Coaches have the responsibility of signposting the coachee for appropriate internal/external support.  Counselling promotes a self-understanding and acceptance through listening, questioning and focusing on specific problems such as mental health issues, whereas mentors guide others toward their goals by focussing on tasks; the individuals professional and personal development.   Coaches guide others by questioning and listening and is a structured process such as improving performance to achieve their objectives and goals (Martin, 2014).

One-to-one training is about applying a new skill or behaviour that has been taught.  This could involve a skill refresh and is highly transactional.  A coach will help understand how to apply the skills that have been developed to overcome obstacles by the coachee.  The coachee will identify areas of opportunity, ideas and options which the coach will help the coachee to explore (Bond, 2016).

The International Coaching Federation (ICF) have reported a growth in coaches worldwide.  In 2012 there were 47,500 this has increased to 53,300 in 2016.  Coaching Associations have also expanded.  

According to Hicks et al (2013) coachees wellbeing significantly rises and improves after coaching due to thinking more clearly and the ability to relax.  Coaching is said to impact positively and better equip individuals to handle and solve difficult problems.  Making an individual more aware if they are in trouble, they can find a solution.  

Wellbeing can relate to mentoring by taking the mentee through a process with which makes them feel good, mentors also have a sense of wellbeing by being creative and helping others and reflecting (Lawrence, 2018b).



3. Explain different types of coaching and mentoring which can be implemented in organisations

2.1

Performance Coaching: deriving from business and sports psychology, performance coaching enhances an individual’s performance at work enabling effectiveness and increased productivity, this also raises team and organisational performance as well as individual performance. The coach will help individuals gain competencies required to fulfil gaps in their performance and give them a better understanding of the requirements and competencies of their job (Whitmore et al, 2019 and Zentis, 2016).    

Executive Coaching: this is based on one-to-one performance coaching utilising coaches from outside of the organisation for a specific duration or number of sessions.  Improving the skills and performance of the most influential within an organisation and coaching which is tied to organisational goals is said to improve organisational results (Winfield, 2019 and Zentis, 2016).

Career Coaching: helps individuals make career choices through identifying what they want/need from their careers, discussion on career options, capabilities and feedback from coach.  Supporting individuals in career development and transitioning.  This enables individuals to accomplish their career aspirations and objectives.  The career coach can also support with online profiles, compiling CV’s, job searches and interviewing preparation (Winfield, 2019 and Zentis, 2016).
 
Peer/Group Mentoring: a group or individuals who support each other in personal growth and achievement.  Peering mentoring works better when either or both parties have had prior experience of traditional mentoring.  Discussions about points of interest, feedback, best practice and advancing career paths (Creighton, 2018 and Clutterbuck et al, 2016).

Online/E-Mentoring:  tools that the user requires are in one place, being online is more accessible.  One to one relationships that are facilitated via the internet, using software and email.  All history of communication is accessible to both the mentor and the mentee at any time.  E-Mentoring may not appeal to individuals who are used to receiving direction and planned work.  E-mentoring requires self-direction with high levels of engagement.  The mentee requires access to technology such as a laptop, PC, internet, mentoring platform, email and video conferencing.  The mentee requires to have effective communication and active listening (Lawrence, 2018).

Reverse Mentoring:  being mentored by someone younger than you, a junior.  This ensures that you are kept up to date with innovation and how quickly the world is forever changing, new technological advancements, online platforms, social media trends and the next generation trends.  The way that culture and diversity is changing, it is important that everyone has some form of reverse mentoring.  By utilising reverse mentoring can help with knowledge sharing across the organisation (Creighton, 2018).   





4. Provide an assessment of the factors which need to be considered when implementing coaching and mentoring, including the potential role of the managers

2.2

Line managers have a role which incorporates elements of leadership, management and coaching.  Coaching is critical within a line managers role.  Coaching and mentoring have grown to be the most powerful tools with which to develop the workforce.  A line manager has a conflicting role due to their leadership, management and their direct reports, but it is said that managers need to change their mindset in order to help support their employees through coaching and mentoring (Downey, 2003 and Sharp, 2018).

Mike Mair head of Bard Pharmaceutical learning and development states that “managers need to be taught the difference between coaching, mentoring, advising and instructing” (Sharp, 2018).

Findings from Google’s Project Oxygen revealed that being an effective manager was associated with ‘being a good coach’ and that five key behaviours were linked to coaching style leadership, namely (Clutterbuck et al, 2016):
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Managers can contribute in two ways; acting as a professional coach, which brings about issues with regards to confidentiality, power, inequity and vested interest; the manager would have to replace their ‘manager’s’ hat with a ‘professional coach’ hat, which is undesirable in organisations.   The preferred option would be the utilisation of a leadership style, which integrates a coaching approach into their role.  There is no transition between roles and styles and a coaching style is only utilised when appropriate to the situation or the people involved (Clutterbuck et al, 2016).

Research by Anderson (2009) and Clutterbuck et al (2016) have identified that there are 2 features of coaching styles:

Primary Coaching: focusing on performance and empowerment the characteristics are development and performance orientation, effective feedback processes, successful planning and setting goals.

Mature Coaching: focusing on participative management style utilising ideas from team members; powerful questioning, team base problem solving and shared decision-making. These characteristics are more likely to be seen in senior management. 


There are barriers when it comes to line managers as a coach; this can involve performance weakness, skill levels, no self-belief, constantly changing teams and not having a deep rapport, conflicting work priorities and pressures and time required for the role.  Lack of support to equip managers to fulfil the coaching role.  A coaching style is also seen as a way to develop away from a control and command culture (Anderson, n.d).

Benefits can also be seen in a line manager as coach (Clutterbuck et al, 2016 and Regoli, 2020):


[image: ]


Line manager can use the PRAIRIE model below for powerful questioning (Clutterbuck, 2014): 
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2.3

Creating a coaching and mentoring culture brings organisational effectiveness and this needs to align to the needs of the organisation.  The culture needs to transform to embed coaching and mentoring within the fit of the organisational values, structure and culture and objectives and linking to Learning and Development strategy and initiatives (Clutterbuck et al, 2016). 

Within organisations it can take time for coaching to be effective.  An effective coach and mentor require the correct skill set.  Mentoring is not always the correct approach, if the individual is not invested, the relationship needs to be collaborative for it to work (Regoli, 2020).  Mentoring can work well if the employee wants to excel or is excelling in their current role, although this brings awkwardness and employees are mindful that they have to divulge their weaknesses to their mentor, which in the case of a line manager, this could involve conflict when completing appraisals, coaching may be more appropriate in these instances (Hansen, 2016).

Within the health board it is more beneficial to utilise internal coaches and mentors rather than external, due to the nature of the work and also budget restraints.  Although that said, external coaches and mentors and impartial.

When implementing coaching and mentoring programmes it is vitally important to take into consideration regulations and code of practice, such as confidentially, ethical practice, GDPR, best practice standards also lack of standardisation could pose challenges.  If taking on an external coach it is important to have a coaching contract.  Clutterbuck (2014) states that coaching, and mentoring has become part of learning and development due to being cheap and more effective, as a person-centred focus than formal training.    Applying a broad portfolio of coaching and mentoring inhouse to retain expertise.  The Grow model is limited to basic performance coaching, the more experienced coaches outgrow it and prefer to utilise the person-centred approach.  The evidence also suggests that 70% of coaches who attend a formal assessment centre failed to hit the 60% competency mark.  Therefore, companies have moved away from external experts.  HR are now being trained to take on the role.  HR champions for coaching and mentoring with a structure to facilitate (Clutterbuck and Merrick, 2014):


· Strategic talent management, performance management, succession planning, personal development planning, career planning, team development planning, workforce planning
· A culture of coaching and mentoring
· Ability of people to be coached 
· An on-line community of interest in coaching and mentoring, involving HR, line managers and invited external experts
· Direct involvement of the top team as role models for coaching and mentoring
· A steering group of key stakeholders


Clutterbuck (2014) also mentions that as coaching and mentoring expenditure rises, it is vitally important to deliver value for money inhouse coaching and mentoring, which is high on the agenda for HR and senior management.

There is also not one single overarching professional body for coaching, unlike the CIPD for HR.  

Stephen Covey urges people to become proactive and has introduced The Seven Habits of Highly Effective People, Covey (2005) states the following:
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5. Provide a summary of the benefits of coaching and mentoring and an assessment, with reference to research, of how coaching and mentoring can support the business.

3.1
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3.2

Evidence suggests that short terms external coaching improves performance or extrinsically motivated changes in behaviours are strong (Clutterbuck and Merrick, 2014).  

Gallup finds that 70% variance on team engagement is related to managers.  Royal (2019) stated ‘The manager is either an engagement-creating coach or an engagement-destroying boss’.  Empowering the workforce is said to deliver high engagement which results in discretionary effort.  Management have influence over engagement; coaches individualise, whereas managers generalise.  Coaches utilise a Socratic method so that individuals can give thought to challenges, performance, find solutions and look at how they approach their work.  Behaviours of employees are affected and maintained by managers, only 15% of workers throughout the world are engaged by their manager, there needs to be an improvement.

AI systems and coaches working alongside coachbots and the potential influences in their designers which could bring about built-in racists, genderist etc, there are already prejudices within the coaching profession.  AI needs to be supportive of great diversity or it could culturally dominate.  The coaches, buyers and all stakeholders need to create a truly inclusive work as David Clutterbuck states (Merrick, 2019).

An article in Forbes by Dunlop (2017) states that coaching has become a 2-million-dollar global industry which is still growing, but in order to sustain growth, there are a number of coaching system failures.    There are static frameworks, coaching can be very complex, and the industry is said to rely on linear and staged approaches, calculation of coaching value all needs to be looked at.  All stakeholders within industry; coaches, clients and coaching organisations all needs to work together for a solution.

‘The coaching counts research by personnel today showed that 67% of organisations do not formally measure coaches’ ROI’, many say that ROI is difficult to measure (Sparrow, 2008).


Conclusion

Within the health board it would be practical to introduce a coaching system for new managers or managers that feel they would require some coaching on HR priorities and how to deal with conflict to dealing with sickness absence management and wellbeing initiatives.  Mentoring is a vital part of the health board’s development in the student nursing programme.  The role of the line manager has a vital part in the engagement of coaching and changing the mindset of manager to coach will prove many organisational benefits. AI presence within the health system is starting to progress.
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

         

Being a good coach



         

Empowering your team, not micromanaging 



         

Expressing interest, concern, success and wellbeing for team 



         

A good communicator; listening and sharing information



         

Guidance and assistance with career development
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

         

Better working relationships



         

Leveraging team members strengths



         

Involving their teams in decision-making and problem-solving



         

Follow up on progress towards agreed objectives



         

Better open communication



         

Creating a better positive working environment



         

Sharing openly and clearly a team’s expectations; to ensure an understanding 

      of a strategy or project, so everyone is on the same page 



         

Improving productivity and quality 



         

Creating a competitive advantage 
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P – personal to that individual

R – resonant, because it has emotion

A – Acute as it gets to the heart of the issue

I  –  Incisive – cuts to the point

R – reverberant, the coachee keeps coming back to it, it pops up in their 

       subconscious.

I  –  Innocent, so there is no hidden agenda

E – explicit, it can be expressed very simply
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Inside-Out: The Change Starts from Within

SUMMARY OF THE SEVEN HABITS.

•

      

Habit 1: Be Proactive

•

      

Habit 2: Begin with the End in Mind

•

      

Habit 3: Put First Things First

•

      

Habit 4: Think Win/Win

•

      

Habit 5: Seek First to Understand, Then to Be Understood

•

      

Habit 6: Synergize

•

      

Habit 7: Sharpening the saw (renewal and continual improvement)

•

      

Be principal led

•

      

First seek to understand the other person, use all of your communications strategies 

    to focus on the other person

•

      

Seek win:win at all times

•

      

Seek to serve others

•

      

Think production capability not just production

•

      

Concentrate on your circle of influence not your circle of concern

•

      

Prioritise important over urgent
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Coach/coachee benefits from coaching and mentoring which includes (Bond, 2016b):



         

Improved productivity and performance of individuals and teams



         

By developing employees enhances long term learning, behaviour, change 

      and engagement



         

Better retention rates due to improved learning through self-discovery



         

Improved relationships, feeling valued by voicing opinions and feeling inclusive



         

Success and change in perception of oneself and in the workplace, 

      improved quality of life



         

Coaching is a life skill which is transferrable 



         

Networking and building contacts



         

Partnership approaches to work



         

Insight into work issues



         

Trusting relationships



         

Career benefits 
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Mentees (Bond, 2016b):



         

Advice and encouragement outside of the immediate line management



         

Long terms supportive relationship



         

Assisting with leadership problems and career development



         

Enhancing self-confidence



         

Professional development enhancement



         

Reflective practice 
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Mentors (Bond, 2016b):



         

Reflecting on own mentoring approach



         

Job satisfaction



         

Development of professional relationship; internal and external



         

Peer recognition



         

Utilising professional experience to develop and enhance the mentee



         

Helps to develop your understanding of the organisation and how it works



         

Enhancing interpersonal skills



         

By supporting others enables personal satisfaction
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Internal Programmes (Merrick, n.d):



         

No direct cost



         

On site expertise/experience



         

Internal expert/training aid



         

Internal knowledge of organisation



         

Professional code of practice



         

Succession planning can be useful



         

Knowledge sharing and empowering



         

Specially trained internal coach Champions of coaching within the organisation 



         

In alignment with organisational talent development agenda 



         

Cost effective, especially when coaching large numbers of employees 
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Organisational Benefits (Bond, 2016b):



• Culture change

• Increased Employee Engagement

• Abled to deal with Organisational Change more effectively

• Skilled workforce

• Increased leadership styles through continuous development

• Reduction in training costs

• Employee value proposition – advertising coaching within vacancies 
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GROW: 

Goal: 

Where you are going? Utilising the SMART (Specific,

Measurable, Attainable, Relevant and Time-bound) goals

Reality:  Establish where you are currently?

Options (obstacles):  Explore various routes, destination and Brainstorn

Will (way forward):

Committed to making the journey – prepared for the

obstacles
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OSCAR: Oscar: Clarify outcome

Situation: Starting point

Choices: Route options

Actions: Detailed plan

Review:

Making sure you are on track
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Therearemoreflexibleperson-centreapproacheswhichareasfollows(Clutterbuck,

and Merrick, 2014):



         

External professional coach/mentor



         

Internal professional coach/mentor



         

Coaching by line managers



         

Team coaching (external) collective coaching



         

Sponsorship



         

Developmental mentoring



         

Maternity coaching/mentoring



         

Ethical/diversity mentoring



         

Imagination coaching


