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Introduction
[bookmark: _GoBack]In class we learned a about coaching and mentoring and how it can be beneficially applied in the workplace increase quality of employees. Not only limited to helping employees be more successful at their jobs, it is also an important aspect in producing leaders to carry the organisation forward all the while keeping to the core principles that their coaches and mentors enstilled on them. 
This report is large going to a review and analysis of the things we coved in class and I will examples from my work experience to demonstrate practical when possible. 
[bookmark: _Toc17845021]The purpose of coaching and mentoring 
[bookmark: _Toc17845022]What is coaching and mentoring?
Both coaching and mentoring can be described as a form of teaching that aims to enhance the knowledge, experience and skills of the coachee/mentee. It differs from traditional lecturing, like the one we expericned during this module, in the fact that coaching and mentoring are a one to one and often a face to face endeavour. 
However, coaching and mentoring should not be confused with lecturing in the way that students assume that teachers will have all the necessary answers. A coach or mentors job is to help his coachee or mentee to get to the answers. For example, you could technically have your grandfather coach you on how to write a better CV even if he has no experience on your job field. A coach or a mentor is likely to look at the broader picture and share his long term experience. (Renton, 2009)
It goes without saying, that coaching and mentoring is a relationship based on trust. The mentee puts trust in the mentor that he will do his best for the mentees success.
In a workplace setting, coaching and mentoring can be used to help employees see their problems in a different light and turn them into learning exercises when ever possible. And the way in which these problems to learning opportunities are planned are then influenced by the coaches and mentors. 
In summary, the aim of a coach or mentor is to guide his mentee in a way that will make the mentee successful in the future without actually telling them which to go, but instead help them find their way more efficiently.  
[bookmark: _Toc17845023]Benefits of coaching and mentoring in the workplace 
There are many benefits to coaching and mentoring employees in a workplace. An exhaustive list is not possible because as time goes on organisations change and so does the reason for training employees. In this section of the report I will list some of more the most commonly stated reasons that provide benefits for an organisation.
Among some objectives that a coaching plan in a workplace could have are: assisting management to improve performance across the organisation, when predicting large changes to happen start coaching them early to help with any transition that may come, help employees though general career development programs. (Smith, 2006)
In the setting of a workplace, coaching and mentoring as a means for sharing experiences, as briefly mentioned in the last section, becomes more relevant. It saves time and problems if the employees of tomorrow are being taught the procedures of today and the reasoning behind them by the coaches and mentors who wrote them instead of leaving the new employees re-discover it all by them selves. 
And while talking about future development of employees, it can be also said that coaching is a good way to develop the skills the organisation is likely to need in the future. For example, if management identifies that in the future the employees will need to be better versed at technologies such as Microsoft Excel or be able to work with data management software such as Tableau, the upper management can assign tasks to the coaches and mentors (who are likely to be middle managers) to push the coaching and mentorship of the lower employees in a way that the employees are incentivised to develop those skills. (Horner, 2012)
In the same way that coaching and mentoring can be used to gradually aquire new skills within an organisation, it can also be used to affect the employees attitudes and values towards the aims set by the senior management.
This is an example from my experience while working as a retail staff in a high street shop. We were boutique shop and as such direct interaction with the customer and some persuasion was very much needed. When we moved from taking payments in cash to credit cards as well (this was many years ago) the manager spent a good amount of time showing us how to use the system. For the first week he showed us how to do the simple things, but as we progressed he took on more of coaching role where he would tell that a refund or transaction report needed to be sent for what ever reason and he would let us figure out the best way to do it and only checking at middle points to see if things were going well and helping out if they were not. 
[bookmark: _Toc17845024]Things to consider when coaching 
If an organisation is investing in coaching or mentoring its employees it should pay particular attention to who the coaches and mentors are and what their personally held values are as these are very likely to be transferred onto the employees. 
An organisation can get internal senior staff to do the coaching or get qualified staff from specialized consultancies. The pros and cons of this also need to be thoroughly investigated. Getting internal staff to take additional roles as coaches will eat away at the time they have available to produce work for the organisation however they are the only ones who can give tailor made coaching to the employees. Getting external coaches means that there are less meaningful disruptions to the work going in the organisation, but the external coaches will charge for their time and are unlikely to have the insights into the organisation that internal coaches would have. This a fine balancing decision that the upper management need to get right. (Dalrymple, 2008)
[bookmark: _Toc17845025]Benefits for coaches themselves 
So far we have only mentioned the benefits to the employees and the organisation. But coaching and mentoring can also bring a few benefits to the coaches and mentors themselves. 
For one, the coaches and mentors can use this opportunity as a continued career development and have their coaching and mentoring experiences listed in their CVs. Being able to take on further responsibility and show the way to other employees is a trait that is looked upon very favourably by employers. 
The coaching and mentoring process brings the senior and junior staff face to face very frequently and they during that time they get to discuss a lot of daily matters. This has the effect of bridging gaps between communication channels throughout the company, from senior managers to lower employees. Better communication ultimately results in better understanding among the staff and consequently, a more efficient functioning organisation. The increased communication helps the coaches and mentors to better plan other parts of their job and ultimately increasing their productivity. (Sraban, 2012)
The better communication also allows the coaches and mentors to more efficiently identify and engage with conflicts that may arise in the workplace. 
[bookmark: _Toc17845026]Similarities and differences in coaching vs mentoring 
So far we have been discussing coaching and mentoring as combined, however when we delve into the finer details of the words meaning there a few important differences we need to consider. In this section I go over the differences between the two types of employee development. 
[bookmark: _Toc17845027]Task orientation vs Relationship Orientation 
A coach will be more focused on a particular task. Coaching will often revolve around a concrete issue, say for example, showing an employee how to manage his time better. And this regard, a coach would be someone who is expected to have expert knowledge of the field in which he is coaching. (Bluckert, 2015)
A mentor on the other hand is more focused on building a long term relationship where the mentee can open up to the problems he is facing and seek guidance on how to approach them. Depending on the organisation, there are likely to be particular goals the organisation would want the mentor and mentee to tend towards. These organisation set goals can vary from mentoring employees to achieve better work life balance, helping them gain the self confidence needed to take on more responsibilities at work or help the employee get a handle on personal matters. 
[bookmark: _Toc17845028]Length of time
As was mentioned coaching is usually focused within a given task or limited objective. Due to this nature, coaching is also limited in its expected time to completion. This is, a given task will usually have requirements on how much time it meant to take and how many resources it is meant to consume. Likewise, a planned coaching session will also have an expectation to completed before a set date so that the employee can than actually perform that task. (Bluckert, 2015)
It can be thought of continued training on the job for the employee, where he is expected to learn something new and apply it quickly. 
Mentoring on the other hand is expected to a long term effort to be fully successful. Mentoring, as mentioned earlier, is based on creating a safe environment where the mentee can talk about his problems. For this, the mentor and mentee need time to get to know each other and build the necessary trust for a mentoring relationship to work. 
[bookmark: _Toc17845029]Differing driving forces behind coaching and mentoring 
Coaching is performance driven, what this means is that the objective of coaching is to make an employee better at his current job and at a particular task. This usually involves learning new skills or improving existing ones. After the new skills are learned and tested out a few times, the coaching is generally not required any more. (Natalie Lancer, 2016)
Mentoring on the other hand has the objective of developing the employee for both present and future scenarios. This means that an employee who is being mentored can be expected to make use the things he learns from the mentor both is his current job and future positions. 
It is worth noting that if the mentoring is not well planned, there is a chance that the long term ambitions of the mentor may interfere with the immediate responsibilities of the mentee. 
[bookmark: _Toc17845030]The degree of planning required for coaching and mentoring 
Generally, coaching a single employee does not require much planning. The managers will identify the areas where further skill is required in the organisation, identify which employee would benefit most from newly gained skills and assign him a coach. 
However, if the coaching is to elevate the skill elvel of the whole organisation, for example to train all employees on how to use a new software package for project management, than at that point some planning will be needed for coaching. (Natalie Lancer, 2016)
For mentoring, planning is however, essential. It requires an initial design phase where the mentor will draw out a plan on the areas to specifically focus and decide on which mentoring models would be best for that particular situation. 
[bookmark: _Toc17845031]Differences in management involvement in coaching and mentoring 
The instruction on what to do for both a mentor and a coach are likely to arrive from the manager of the employee. However, during the coaching process will require a more frequent communication channel with the manager to make sure the time constraints are being met. As stated earlier, coaching is usually done for present job requirements. (Magnus Klofsten, 2012)
In a mentoring relationship however, the manager is unlikely to have any direct involvement in the process. In part this helps the mentor and mentee know that their relationship is not being affected by outside forces who may have their own agendas. 
[bookmark: _Toc17845032]Which situation suits what: coaching vs mentoring 
In summary of all the differences mentioned before, we can narrow down the choices for coaching and mentoring to the following requirements (Magnus Klofsten, 2012):
Coaching is better suited when the following conditions are relevant:
1- If the organisation is seeking to develop skills within a certain, well defined area, and wants to manage the performance of this skills development activity and it will require the involvement of the employees line manager 
2- When there are some employees who on paper should have the necessary skills, but for some reason are failing to meet up to expectations 
3- When a company is looking at new software solutions and needs employees trained on them
4- Provided that the organisation is sufficiently small and need to acquire new skills
5- Or when someone already in a what senior position needs to learn a new skills to take on further responsibilities 
Mentoring is better suited when the following conditions are met:
1- When the long term plan is to develop its lower employees into a state where they could later take on more senior leadership roles
2- When the organisation wants to develop completely new expertise in house and not only simply add one or two more skills to the employees lists. With the long term goal being developing skills that mitigate the need to new hires. 
3- When the long term objective is to transfer knowledge from the older generation of employees to the ones joining in 
4- Or when the aim is to create employee wellbeing by helping people balance their work and professional requirements 
[bookmark: _Toc17845033]Coaching Models
[bookmark: _Toc17845034]An introduction to coaching models
In class we covered many different coaching models, in this report I will briefly go over some of them.
As mentioned in the previous sections coaching and mentoring can be used for preparation for various different activities, from training staff on how to use a new software to preparing the next generation of leadership for an organisation. However, to achieve any such objective we need to first make the plan for the process and it is at this point that we would use a coaching or mentoring model. 
Among some of the more traditional coaching models that we covered in class are: Goals Reality Options and Will (GROW), Current Reality Ideal Gaps Action and Review (CIGAR), Contracting Listing Exploring Action and Review (CLEAR), Outcome Situation Choices Actions and Review (OSKAR), etc. There are a fairly large variety of coaching models, but for the purposes of this report I will focus on GROW and give examples of how it can be applied. (Lennard, 2010)
[bookmark: _Toc17845035]Goals, Reality, Options and Will (G.R.O.W)
This is perhaps the most commonly known coaching model and originally defined and published by Sir John Whitmore in 1992. The model is based on what John states to be the main four stages in the coaching conversation, which are mentioned in the section header. Lets now go over in bit more detail what each of these mean. (Lennard, 2010)
[bookmark: _Toc17845036]Goal
From the very beginning of the coaching process it makes sense to establish what the coachee aims to achieve. As with any successful endeavour, there are some goals set from the very beginning so as to avoid a meaning wandering around multiple issues without achieving any concrete and demonstrable results. 
At the early stage of setting a goal, the coach and the coachee might reflect on the greater scheme of things while still keeping the majority of their focus on the specific reason why the coaching was assigned to the employee. 
[bookmark: _Toc17845037]Reality 
Once its been established what the coaches goals need to be the next stage is to assess where they actually are currently in relation to those goals, far away, close or almost there. At this stage the coach would analyse the coachees current skills, his attitude towards learning new skills and what was actually expected by the cochees managers from this activity. At this point the coach will have a very good opportunity to make it visible to the coachee the areas where he needs most improvements. 
When making these assessment, scaling techniques can be used to help everyone get a better handle on the situation and lets external observers such as the managers evaluate current status and progress. 
[bookmark: _Toc17845038]Options
At this step of coaching, it’s the coaches responsibility to help the coachee explore and find what options for development are available to them. 
Often if the coachee is left to his own means, it is likely that he will pick the first idea what comes to his mind and run forward with it, it is here that that coach will use his experience to help the coachee think of unorthodox options and guide them on the best option among the various ideas that the coachee will have come up with. The coaches objective here will be select an option that, based on the coaches past experiences, would satisfy the requirements set during the Goal stage. 
[bookmark: _Toc17845039]Will
This is what would be the last stage of the GROW coaching method if applied sequentially, as described in this section. Once the analysis of all the options has been done and a selection made the coach will be in a better position to select the best course of action to commit to. 
At this stage the coach will help make things clear as to what the coachee now needs to achieve (on his own) and make the coachee has the awareness necessary to fully achieve those goals. 
It is worth mentioning that the GROW coaching process does not necessarily have to linear. It is likely that the coach and coachee might revisit some previous steps should the circumstances within the organisation change significantly or there are other external factors. 
[bookmark: _Toc17845040]A brief example of application of the GROW model
An employee is selected to be given coaching to learn how to negotiate quotes better over the phone. 
The goal and the coache and coach decide to set is to find a way that help the coachee be more assertive and persuade the other party to accept quotes that are more favourable for the organisation
Then they assess the coachees current confidence with negotiating and it turns out that he does not have much practise negotiating anything for himself because his parents were always there to help him out when needed.
When assessing options, it becomes clear that be best way to approach this problem is at the source. So, the coachee and the coach come up with a strategy where the coachee would try to slowly test out his negotiating skills at home and then transfer the skills gained in being more assertive and persuasive to the workplace environment.
The coachee then fails on carrying on the maintain the will and after pressure from his family stops trying to be so assertive. At this point the coach and coachee go over the Options phase again and try to find an alternative that works better given the present skills and circumstances of the coachee. 
This is a fairly simple example, but I believe it gives an idea of a non linear GROW model would be applied in actuality.  
[bookmark: _Toc17845041]Benefits for the workplace of using a coaching model 
As mentioned in the previous section, using coaching method or framework such as GROW can make the process of monitoring and managing the employees progress easier and facilitate any intervention if needed. 
The benefits resulting from this usually include better job satisfaction and motivation from the employees. And perhaps the most important one, as mentioned earlier as one the reasons for coaching, is that then puts the younger employees in a position to take on new more demanding roles which ultimately is a major contributor to the growth of any organisation. (Swart, 2012)
A coaching method is simply a framework that helps organise and make things easier to manage. The most important matter about this coaching however, is that there is a good understanding between the coach and coachee.
[bookmark: _Toc17845042]Skills needed to be an effective coach or mentor
In this section we will go over the skills that a coach will need to be successful. The majority of these are actually not technical skills, rather soft skills or inter personal skills such as listening well, questioning the reasoning behind a decision, building confidence with others, being able to understand other peoples feelings, etc. (Peter J. A. Shaw, 2010) We will go over some these skills now. 
[bookmark: _Toc17845043]Listening 
It should go without saying that if you are working with people, the first thing you need to understand is their problem, and the best way to achieve that is by listening attentively.
While listing to a coachee, it is important to listen not only at tentatively but also relate emotionally to what they are saying, it is likely that they are sharing things that they aren’t very confident discussing and it necessary to able to understand this. 
[bookmark: _Toc17845044]Questioning 
As mentioned earlier, in the GROW model for example, in the Options stage it is important for the coach to question if the ideas the coachee is giving are good or not. The questions can include things such as “why is this better”, “how will you implement it”, “who will affect most”, etc. 
[bookmark: _Toc17845045]Building Rapport
As mentioned in previous sections, coaching and mentoring both depend a lot on building trust between, so this is very much a must have skill for any coach wanting to be successful. 
Building a persons trust is heavily influenced by ones listening skills. When you listen to people problems and are able to effectively show that you empathise with them it builds trust. As mentioned before, if the coachee does not feel comfortable talking about the things he is struggling with, the coach won’t be abele to effectively help him. 
[bookmark: _Toc17845046]Empathising 
In brief, to empathise with someone can be described as being able to put ones self in another’s shows and understand the difficulties and frustrations they are going through and be imagine what you’d feel if you were placed in that position. 
Again, this skill is largely dependant on the listening abilities of someone and to some extent questioning. By listing and questioning for more information, a coach can get a more complete picture of what is that troubles the coachee, imagine what he would do if he was in the same position and use this give more appropriate advice to the coachee. 
It is worth mentioning that empathising is not necessarily the same as sympathising. Empathising is about understanding a situation and making an emotional connection, sympathising on the other hand to feel sorry for the difficulties that someone is having.
[bookmark: _Toc17845047]Summarising and Reflecting 
Summarising what the coachee has said and making regular analysis of that and letting the coachee know, is a great way to show that the coach is at tentatively listening to the coachee and this then plays into building a relationship of trust among the coachee and the coach. 
This can also keep the discussion in focus so neither the coachee or the coach end up going in tangents. 
[bookmark: _Toc17845048]Unlocking limited beliefs 
People often have beliefs held deeply that even in the absence of any good reason supporting them, can be difficult to let go. A coach can, through listing and questioning, identify where this may be happening with the coachee and assess if this is hampering the coachees development. 
It is difficult to overcome beliefs, however if the coach can communicate his experiences and reasoning well he can help the coachee navigate out of limiting beliefs. 
[bookmark: _Toc17845049]Staying focused 
This is perhaps one of the more difficult tasks of a coach. It is the coaches responsibility to stay focused during the coaching sessions to make sure that it doesn’t wander off into a random chat without a goal. 
It is also important to intervene when the coachee seems to be getting stuck in small details. 
Summarising and reflecting is a great way to act as checks to ensure the sessions is going the right way. 
[bookmark: _Toc17845050]Avoiding judgment 
This is a critical skill, the coachee is placing trust in the coach that coachee will be guided and helped to find ways to improve himself. If the coachee feels that he is being judged for sharing his problems, this may cause a lack of trust and hamper further development. 
A coach therefore, must be open-minded during all times of a coaching session. 
[bookmark: _Toc17845051]Providing feedback 
The coach is there to help the coachee to become better, in order to achieve this ever now and then the coach will need to point things that the coachee is doing wrong or could be doing better. 
The way this feedback is given can have a massive impact on the development of the coachee. The feedback should be given in empathetic way so that coachee doesn’t feel is a failure, it should be honest so that the coachee doesn’t develop a false sense of achievement and most importantly it should be actionable. The feedback should be something the coachee can take away and use it in some way to make himself better. 
[bookmark: _Toc17845052]Resisting temptation 
When helping someone people can feel motivated to simply tell them what the correct answer or the thing to do is, however this defeats the purpose of coaching. The coachee is expected to develop the skills in large part by himself, otherwise it becomes a simple training exercise where the expectation is to replicate the correct answer. 
[bookmark: _Toc17845053]Concluding remarks 
Throughout this report I learned a lot about how coaching and mentoring are done and how they can benefit both an organisation and employee undergoing this training. 
The most rewarding aspect of this study has been learning about the skills needed to be an effective coach. I believe this is something that will be helpful for me. 
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