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1. Understanding the concepts of Coaching and Mentoring.


According to the CIPD (2020) factsheet on coaching and mentoring, “Coaching and mentoring are development approaches based on the use of one-to-one conversations to enhance an individual’s skills, knowledge or work performance.”

There are many similarities between coaching and mentoring but also there are lots of differences, this is why the terms have become interchangeable in organisations and in general. To understand the concept fully we must first look at a definition of what Coaching and Mentoring are on a separate basis.

There are many definitions, but here are a few we can consider:
   
What is coaching?
Clutterbuck et al (2016) defines coaching as, “A process by which the coach, through direct discussion and guided activity, helps an individual to solve a problem, or do a task better than would otherwise have been the case”.
Whitmore (2003), “unlocking a person’s potential to maximize their own performance. It is helping them to learn rather than teaching them”.
Downey (2003), suggests coaching is the “art of facilitating the performance, learning and development of another”

Generally, from these definitions we see that coaching focuses mainly on specific skills and goals. It may also impact on the individual person skills such as social interaction or confidence. The coaching relationship is usually lasts for an agreed length of time. As the above definitions suggest there doesn’t appear to be one precise definition but there are some agreed principles. 
1. Non-directive form of development
2. Focus on improving performance and development of an individual. Personal factors can be included but the general emphasis is on performance at work.
3. There are organisation and Individual goals.
4. Provides an opportunity to assess individuals streghts as well as developmental needs.
5. Coaching requires skill and as such should be delivered by a trained individual.
What is mentoring?
Clutterbuck et al (2016) defines mentoring as, “help by one person to another in making significant transitions in knowledge, work or thinking.”
“Mentoring is a protected relationship in which learning and experimentation can occur, potential skills can be developed, and in which results can be measured in terms of competencies gained”. Audrey Collin
Mentoring is “A mutual relationship with an intentional agenda designed to convey specific content along with life wisdom from one individual to another. Mentoring does not happen by accident, nor do its benefits come quickly. It is relationally based, but it is more than a good friendship…mentoring is not two people who just spend time together sharing”. Thomas Addington and Stephen Graves.

Again, we find many definitions when we look at mentoring but not one agreed definition. Mentoring in the workplace generally seems to describe a relationship where a more senior colleague shares their knowledge and experience to support a more inexperienced colleague. Maybe a new employee. It usually calls on the following skills;-
· Questioning
· Listening
· Clarifying
· Reframing
Mentoring tends to work best when both parties “mentor” and “mentee” learn from one another and is seen as an opportunity for both to share and learn across the generations and roles.  
A key distinction between coaching and mentoring is that mentoring relationships tend to be on a more long term basis.

The main similarities seen then are:-
1. The facilitation of the exploration of needs, motivations, desires etc. to assist an individual in making real and lasting change.
2. The use of good questioning techniques to facilitate the identification of solutions and actions rather than just telling a person what to do.
3.  Supporting individuals in setting goals and methods to assess progress in relation to the goal set.
4. Use appropriate skills to listen to the individual’s situation.
5. A commitment to action. 
6. A commitment to the development of lasting growth and change for the individual.
7. Maintain unconditional positivity for the individual. Supporting rather than judging of views, lifestyle and any aspirations they have.
The main differences are:
1. Time scale – Coaching tends to be more short term and mentoring over a longer period. 
2. Task V Relationship basis. A coaching relationship tends to be set on a particular task. E.g. Help with public speaking. This relies on the coach being proficient in the particular chosen area and the ability to train the coachee in that area. A mentoring relationship tends to be more relationship based. The mentee will share issues affecting professional and personal success. Goals will be set but it goes beyond this in looking at work life balance, self-confidence, self-perception.
3. Performance v Development Driven or Directive V Non-directive driven. Coaching is designed to improve individual performance on the job, so there is a direct goal. It seeks to enhance current skills and acquire new ones. Once skills are acquired the coaching process ends. Mentoring is aimed for at the individual as a whole and not on what is need for their current role but for the future. There is a differentiation in this relationship between the role of the individual’s immediate line management and that of the mentor.
Clutterbuck et al (2016) suggests that there is movement between the two concepts, which would be termed a “hybrid approach”. Where mentoring is established, an area of training for example maybe be raised, this may require specific coaching. Also, where coaching is established this may raise an area of lack of knowledge and then a mentoring relationship takes over. So there is movement between the two concepts and a working together.
Mary Connor (2012)in her book suggests, “ We understand the distinction made between coaching as shorter term and performance focused, versus mentoring as longer term and focused on career and professional development. However, we are aware that, in real life, specific performance development issues and broader professional development are often inextricably linked.”
How does coaching and mentoring differ from counselling? 
In general, a ‘counsellor’ is someone who creates a safe and supportive space for you to explore who you are and what you want in life to help you identify and solve problems. Whilst this sounds very similar to coaching and mentoring the differences are:-
1. Coaching is action orientated whilst counselling is coping orientated.
2. Coaching help you recognise what you think whilst counsellors also want to help you realise how you feel.
3. Coaching helps you set and achieve goals, counselling helps you recognise and solve the problem in life. 
4. A coach will challenge you frequently, a counsellor is there to support you with empathy and understanding.
5. Coaches focus on your potential, whilst counsellor’s main focus is at helping you be at peace with yourself.
Starr, J (2017) states that the difference between coaching and counselling is:
“Both do a lot of talking and listening, both deal with people’s problems.  However, while coaching and therapy work in similar areas, they are not the same thing.  Coaching supports general life situations, improving our performance and creating desirable results.  Therapy normally focuses on specific, significant problems e.g. trauma, mental illness, etc”.
Counselling would be more appropriate for identified issues such as drug or alcohol dependency, situations of abuse, mental health issues, depression or loss etc. 
How does 1-1 training differ from coaching? The main difference here is that a manager in 1-1 training would usually tell you what you should do and give the solution. A coach would ask you what you think you should do and explore the options.
There are times when this is more appropriate e.g. Health and Safety training. If handling dangerous product’s need to be done in a particular way ten we have to follow what we are told to do and this is always for our own protection etc.




2. Understanding different ways Coaching and Mentoring can be implemented in organisations. 


There are many different models of coaching and mentoring that can be used to implement Coaching and Mentoring into the organisation.

Coaching Models.
1. GROW Model identified by Sir John Whitmore.
The Grow model is one of the best known models for coaching. GROW stands for Goal, Reality, Option and Will / Way Forward.

In the Goal phase, the coach will define the goal to be achieved. The coach helps the coachee define the goal by asking questions such as, How will you know the goal is achieved? and, Describe your ideal outcome in the situation?  
In the Reality phase, the coach will examine the current reality, to reach you goal you must fully understand where you are coming from. The coach can ask questions like, What is going well?
In the Option phase, the coach will explore the option available to the coachee in achieving the desired goal.
In the Will or Way forward phase the coach will gain a commitment to the action agreed.

2. OSCAR Model. 
Originated with Karen Whittleworth and Andrew Gilbert in 2002. The desire was to expand on the GROW model. The acronym stands for:-
Outcome 
Situation 
Choices
Actions
Review        
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The OSCAR model operates on the assumption that is all factors are satisfied, understood and applied as above by the coach then the long term result of the interaction with the coachee will achieve the desired outcome.

3. Instant Pay-off Coaching – Landsberg (2003).
This model follows the format of:
1. The coach will ask the coachee to define the specific issue or problem.
2. The coach will ask the coachee to describe the outcome as if they had resolved the issue. The ideal outcome. 
3. The coach will then discuss with the coachee the obstacles that lie between step 1 and 2. They can be listed into 3 areas:-
· Blocks that exist in the coachee - such as lack of skill or knowledge.
· Blocks that exist in others - such as managers stress or customer anxiety 
· Blocks that exist in the situation - such as not enough resources or change to deadline. 
4. The coach and coachee will then brainstorm the next steps possible. Agree an approach, actions and timings.  
5. Coachee will they implement the solutions.

There are many other models that can be used and often more than one is used.

Mentoring Models.   

Mentoring can be implemented in the organisation in many different ways. 

Initially there will need to be a choice between formal (where mentor and mentee are matched through a formal mentoring programme) or informal (where a relationship is forged organically between colleagues, friends or family) mentoring. The type of mentoring programme will almost always be formed based on what needs to be achieved.

Here are a few examples of mentoring models:
1. One-to-one mentoring.
A traditional form of mentoring between a mentor and mentee. In this type of experience the mentor usually has more experience in an area that the mentee is interested in and so they act as an advisor or guide.
2. Peer mentoring.
Usually involves colleagues of a similar age and experience mentoring each other. The may take it in turns acting in the “mentor” “mentee” roles. Overall peer mentoring usually creates a formal support system within teams, where they learn together holding each other accountable.  
3. Reverse mentoring.
When a more junior person mentors a senior person. All one-to-one relationships have the potential to be reversed. This has become particularly popular in the area of new technology. When older members of staff have perhaps struggled with the introduction of new software etc. This was formed on the basis of we can all learn from each other regardless of age. Formalisation of this model makes the process more accessible.

Again there are many more models which could be applied to the organisation.  
What role does / can the Line Manager play in the Coaching and Mentoring?

As a line manager, one of the main responsibilities that you will have is to develop those whom you directly supervise or manage. Coaching and mentoring are two very well publicised ways in which we can support the development of others. How does this work in a work context? 

In evaluating the role of the line-manager in coaching and mentoring we do see that there are a number of barriers to the concept and many line-managers see it as a just a fad idea which will only increase the workload that they have to do. The CIPD factsheet (2020) also suggests that there is a disparity of power if a line manager is also the coach and that they need to distance themselves or have some impartiality in the coach / coachee relationship. 

Miles Downey (2003) says in his book Effective Coaching:- “Few managers get out of bed in the morning and think “what can I do today to help my team be brilliant?” Many are stuck in the mind-set of management! But not thinking of coaching and mentoring those whom they supervise directly.  The above quote sums up for me what the role of a line manager is as Downey also sates in his book that line management has 3 core areas, Management, Leadership and Coaching. All are necessary to make any business a success. Of course a Manager has to manage the staff and is required to lead the team forward these play a big part in the success of the organisation as a whole. Coaching however is also a key element. Coaching and making the team excel can also add to the achievement of organisation success but also to individual performance and success. 

Many organisations facilitate coaching and mentoring through the performance management, appraisal or review process. Where line managers meet individuals on a 1-1 basis at regular intervals monthly etc. In these reviews performance is discussed and guidance for ways of working etc. Any training and development needs may also be addressed and suggestions made for improvements. There is accountability in this in that in the next meeting the employee will be held to account if they agreed to a particular change and this hasn’t been actioned. Performance can then be addressed where necessary.

The CIPD in their factsheet on coaching and mentoring (2020) stated that any coaching and mentoring strategy needs to tie into the organisations objectives and therefore should be included in the overall learning and development strategy. So what factors do we need to consider to achieve this?

Designing and managing coaching and mentoring programmes would be a key part of the Learning and Development teams’ role. Some of the aims of the programmes should be:-
1. How can the programme assist the performance management of the organisation?
2. How can it support employees through the change process?
3. How can it foster and encourage self-directed learning and development.
4. How can the resources be shared?
There are some challenges in most organisations as to how the programmes are implemented into the organisation and who would do this. Many organisations are confused about what is exactly is involved in coaching and mentoring, when it is / or is not appropriate in the area of performance management and how it can work effectively in the organisation against the complex external coaching and mentoring systems that are in existence. 

The CIPD suggests as a minimum the following factors will also need to be considered when setting up and implementing a coaching and mentoring culture within the organisation framework:-
What is the organisation’s strategy? 
How does the organisation position itself?
What priorities does the organisation have?
Who supports coaching and mentoring?


Part 3. Understanding the potential benefits of coaching and mentoring in organisations. 

What are the major potential benefits of coaching and mentoring for the Coachee/coach and mentee/mentor?

The potential benefits for both parties in any coaching or mentoring relationship are:
1. Increased self-confidence for both individuals.
2. Motivation.
3. Learning and creativity. 
4. Productivity.
5. Loyalty and Commitment.
6. More use of Individuals potential and talent within the organisation. May increase opportunities for promotion. 
7. Improved Communication. Learning to give and receive feedback.
8. Improved Customer Satisfaction. Job satisfaction for the individuals.
9. Adds value to the organisation – in the enhancement of skills.
10. In terms of well-being - individuals feel supported - especially in the current pandemic, when people are home-working and could be feeling more isolated.
11. Lowers levels of Anxiety. The Harvard Business review on the positive effects of mentoring found that those who served as mentor’s reports lower levels of anxiety and described their jobs as more meaningful.  

According to Guider, there are also positive effects for the organisation:-

The creation of a positive company culture. Successful mentoring programs allow for the promotion of a culture where people can learn, are nurtured and experience growth. This filters through the whole organisation.

Diversity in leadership. Mentoring helps minority representation at higher levels of management. Many organisations are using mentoring to increase gender and ethnic diversity in leadership roles.  

Coaching and mentoring is seen as an effective way to pass on knowledge in a low cost way from senior members of staff to younger newer members of staff. This could also include reverse mentoring, particularly in the area of technology. This fulfils the need for succession planning within our organisations. 

Employee engagement and retention of staff. Coaches/Mentors and Coachee/mentee feel more satisfied in the work place and fulfilled in their roles, this then leads to higher levels of engagement and retention of staff.

Good for the recruitment. Mentoring programmes offer an attractive plus for many people looking for new employment. Millennials in particular are looking for attractive places to work and want to have development opportunities in place.  

An article by Lucy Jolin (2018) published on the Virgin Money website looks into how reverse mentoring has helped to break down cultural barriers within the organisation. Reverse mentoring usually is a young person mentoring an older person reversing the norm of older person mentoring younger person. At virgin, they chose older senior colleagues and paired them with younger lower graded colleagues. Some for technology support but they also paired older white colleagues with colleagues from BAME background, Straight colleagues with younger colleagues from LGBT+ backgrounds or non-disabled with disabled. How has this type of reverse mentoring helped the organisation?

“It’s really hard to understand other people’s points of view when you don’t have that in your own biography” Jolin (2018). Spending time with other’s who are different to you helps to understand things from a different perspective.

A number of factors were mentioned such as;-
Breaking down barriers.
Finding that they have a common ground.
The promotion of inclusion in the organisation. 

Coaching and mentoring offers many opportunities for our businesses moving into the future and as this study has shown it can help make the business more successful. 
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