












THE ROLE OF COACHING AND MENTORING 

Violeta Oprii


Student`s Number 1905021
BMSW6105-CARD COACHING AND MENTORING
                               UNIVERSITY OF WALES TRINITY SAINT DAVID 
                                                          March 24th, 2023












Executive Summary
The report provides a critical evaluation of coaching, mentoring, and other learning interventions in an organisational context. Coaching is defined as a goal-oriented process, while mentoring is a relationship-oriented process. Training is another learning intervention that is more structured than mentoring or coaching, with a focus on developing specific skills and knowledge. Job shadowing, on the other hand, involves learning through observation and practice. 
The report employs Clutterbuck’s Four Styles of Helping framework to analyse and differentiate between these interventions. Additionally, the report assesses the efficacy of line managers serving as coaches or mentors, weighing the advantages and disadvantages of this approach. Although line managers can deliver tailored coaching and mentoring, constraints on their time and possible communication issues could pose limitations.
According to the report, in order to excel as coaches and mentors, line managers need to have specific abilities and traits, such as the ability to actively listen, ask effective questions, and provide constructive feedback. The report further emphasizes that coaching and mentoring are valuable methods for enhancing individual growth within a workplace setting and that using a combination of these techniques may be necessary to accomplish learning and development objectives.
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[bookmark: _Toc130385683]Introduction
Coaching and mentoring skills are becoming increasingly important in the workplace, as organisations recognise the value of developing their employees to reach their full potential. Effective coaching and mentoring can improve employee performance, job satisfaction, and retention, ultimately leading to a more productive and successful workforce. This course focuses on developing the skills needed to be an effective coach and mentor in the workplace. 
The objectives of this report are to evaluate the similarities and differences between coaching, mentoring, job shadowing, and training within an organisational context. Coaching is goal-oriented, mentoring is relationship-oriented, and training is a more structured approach to learning. Job shadowing involves pairing an employee with an experienced colleague to learn about a specific role. 
In addition, the report critically assesses the role of line managers as coaches/mentors, which can enhance employee engagement, productivity, and retention. However, the report also considers potential drawbacks, such as discomfort in discussing personal issues and limited time. Furthermore, the report examines the essential skills and behaviours that line managers must possess as coaches/mentors, including active listening, effective questioning skills, and the ability to provide supportive and motivational feedback.
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Coaching and mentoring are often considered to be interchangeable terms within an organisational context, but they are in fact distinct learning interventions with different goals and processes. According to Mullen and Lopes (2019), coaching is a goal-oriented process that involves working with a coach to identify and achieve specific objectives, such as improving performance or developing new skills.
On the other hand, mentoring is a relationship-oriented process that focuses on the personal and professional development of the mentee, often over a longer period of time (Zimmerman and Cote, 2018).
One of the key similarities between coaching and mentoring is their emphasis on individual development. Both interventions involve working with an experienced practitioner to develop skills, knowledge, and confidence. However, coaching tends to be more focused on short-term goals and outcomes, whereas mentoring is often more long-term and holistic in its approach (Hunt and Weintraub, 2019).
Another important difference between coaching and mentoring is the level of structure involved in the process. Coaching tends to be more structured, with clearly defined goals and objectives, and a formal process for assessing progress and evaluating outcomes (Sonesh et al., 2020). In contrast, mentoring is often more informal and flexible, with a focus on building a supportive relationship that allows the mentee to explore their own goals and aspirations (Zimmerman and Cote, 2018).
In addition to coaching and mentoring, there are other learning interventions that organisations can use to support employee development. One such intervention is training, which typically involves a more formal and structured approach to learning, with a focus on developing specific skills and knowledge (Van der Klink et al., 2019a). Another intervention is job shadowing, which involves pairing an employee with a more experienced colleague in order to learn about a particular job or role (Brouwer et al., 2018).
Clutterbuck’s Four Styles of Helping (2019) can provide a useful framework for comparing and contrasting these different interventions. Coaching and mentoring can be considered to fall under the category of “coaching-style” interventions, which emphasise the importance of building a supportive relationship and developing the individual. Training, on the other hand, can be considered a “teaching-style” intervention, which focuses on imparting knowledge and skills through structured learning activities. Job shadowing can be categorised as an “experiencing-style” intervention, which involves learning through observation and practice (Clutterbuck, 2019).
The benefits of coaching and mentoring for organisations can be both tangible and intangible. Tangible benefits may include improved performance, increased productivity, and a stronger talent pipeline (Hunt and Weintraub, 2019). Intangible benefits may include increased employee engagement, improved morale, and a stronger sense of commitment and loyalty to the organisation (Mullen and Lopes, 2019).
In brief, coaching and mentoring are distinct but complementary learning interventions that can support individual development within an organisational context. While coaching tends to be more structured and goal-oriented, mentoring is often more informal and relationship-focused. When comparing these interventions to training and job shadowing, it is clear that each has its own strengths and limitations, and organisations may need to use a combination of approaches to achieve their learning and development goals.
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Line managers play a multi-facing role within organisations, serving as leaders, managers, coaches, and mentors. This multi-facing role provides them with the opportunity to identify and address the development needs of their team members. According to Brouwer et al. (2018), the line manager’s role as a coach/mentor can result in improved employee engagement, productivity, and retention. However, it is important to consider the benefits and drawbacks of using line managers as coaches and mentors.
One potential benefit of using line managers as coaches/mentors is the level of trust and rapport they have already established with their team members. This can allow for a more effective coaching/mentoring relationship and facilitate more open and honest communication. Furthermore, line managers have an in-depth understanding of their team’s strengths and development needs, making them well-suited to provide personalised coaching and mentoring to their team members (Clutterbuck, 2019).
However, there are also potential drawbacks to using line managers as coaches/mentors. For example, some team members may feel uncomfortable discussing sensitive or personal issues with their line managers, potentially leading to a breakdown in communication. Additionally, line managers may be limited in their coaching/mentoring capabilities by their own workload and time constraints, which can hinder their ability to provide effective support to their team members (Hunt and Weintraub, 2019).
To be successful as coaches/mentors, line managers must possess certain skills and behaviours. One essential skill is active listening, which involves fully engaging with and understanding the perspectives and needs of the person being coached/mentored (Sonesh et al., 2020). Effective questioning skills are also critical to help the coachee/mentee identify their goals and potential solutions to problems (Zimmerman and Cote, 2018). Line managers must also be able to provide constructive feedback in a way that is both supportive and motivating, helping the coachee/mentee to see their own potential for growth (Mullen and Lopes, 2019).
In addition to these skills, line managers must also exhibit certain behaviours to be effective coaches/mentors. They must be supportive, encouraging, and patient, helping their team members to identify and work towards their goals at a pace that is comfortable for them (Van der Klink et al., 2019b). Line managers must also be able to demonstrate empathy and understanding, helping their team members to feel heard and valued (Clutterbuck, 2019). Using a coaching model such as GROW (Brouwer et al., 2018) or OSCAR (Clutterbuck, 2019; Clutterbuck, 2019) can help line managers structure their feedback in a way that is both supportive and action-oriented.
In other words, while there are both benefits and drawbacks to using line managers as coaches/mentors, their multi-facing role provides a unique opportunity for effective coaching and mentoring. To be successful in this role, line managers must possess certain skills and behaviours, including active listening, effective questioning, and the ability to provide constructive feedback and support. By doing so, they can help their team members to reach their full potential, resulting in improved engagement, productivity, and retention.




[bookmark: _Toc130385686]Task 3
Resilience and change management has become essential concepts for organisations to maintain sustainable growth and development. Resilience is the ability to recover from challenges, adapt to changes and thrive in adversity. Change management refers to the processes and strategies used to prepare, support and help individuals and organisations through change.
There are several drivers of change in the workplace, including technological advancements, globalisation, market competition, and political and economic instability (Hossain and Hossain, 2021; Leavy, 2018). Poorly managed change can have negative consequences, including decreased employee morale, job dissatisfaction, low productivity, and even organisational failure (Nguyen et al., 2018). Hence, building resilience through coaching and mentoring can help employees and organisations deal with change.
Coaching and mentoring can provide support to employees experiencing change, particularly when used as a proactive strategy to build resilience. Coaching and mentoring can help employees develop skills such as problem-solving, coping, and self-efficacy, which are essential for resilience and managing change (Cavanagh, 2018; Sen and Bakir, 2021). Coaching and mentoring can also create a safe space for employees to discuss their fears, concerns and challenges, providing emotional support, and creating a sense of community and belongingness (Johns, 2018).
Studies have shown that coaching and mentoring can enhance employees’ resilience and coping mechanisms in times of change (Hosking and Furlonger, 2020; Ravanfar et al., 2021). Coaching and mentoring can also improve employees’ overall well-being, job satisfaction, and performance, leading to organisational success (Sen and Bakir, 2021; Hossain and Hossain, 2021). However, effective coaching and mentoring require specific skills and behaviours from the coach or mentor.
To be successful as a coach or mentor, one must have strong communication skills, empathy, active listening, and the ability to build trust (Cavanagh, 2018; Hossain and Hossain, 2021). It is also essential to have a clear understanding of coaching and mentoring models, techniques, and ethical principles (Leavy, 2018; Ravanfar et al., 2021). Additionally, coaches and mentors must be flexible and adaptable to changing situations and be able to provide personalised and tailored support to each employee’s unique needs and challenges (Sen and Bakir, 2021; Hosking and Furlonger, 2020).
In summary, building resilience through coaching and mentoring is crucial for employees and organisations to cope with change successfully. Coaching and mentoring can provide practical and emotional support, enhance skills and competencies, and create a sense of community and belongingness. However, effective coaching and mentoring require specific skills and behaviours, including strong communication skills, empathy, active listening, and a clear understanding of coaching and mentoring models and ethical principles.
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As a coach in the peer coaching exercise, I assisted a coachee who sought to improve her time management skills. To reflect on my performance as a coach, I will utilise the Gibbs reflective cycle (Gibbs, 1988) and evaluate the effectiveness of the Instant Payoff coaching model. Additionally, I will develop a personal development plan (PDP) to enhance my coaching and mentoring skills.
In using the Instant Pay Off Model to structure the coaching session, I started by asking my coachee about her goal, identifying possible solutions, selecting the most viable solution, and developing an action plan. Although the coaching session appeared to have gone well, I was apprehensive about giving feedback to my coachee. I found it challenging to provide constructive feedback without appearing unsupportive or critical. According to Zimmerman and Cote (2018), mentors should provide both positive and constructive feedback to their mentees to support their learning and development. Overall, feedback is an essential tool for promoting growth and development in mentoring relationships.
Upon evaluation of my performance, I believe that while I used the Instant Pay Off Model effectively, I struggled to provide feedback that was both helpful and supportive. I acknowledge that I could have done a better job of actively listening to my coachee and identifying her strengths before giving feedback. In analysing my performance, I recognised the need to work on my active listening skills and develop a more empathetic coaching style. I also need to focus more on building rapport with my coachee and having a deeper understanding of her goals and needs.
Through this exercise, I learned a great deal about my strengths and weaknesses as a coach and the significance of active listening and empathy in coaching. Although I found the Instant Pay Off Model to be an effective coaching model, I believe that incorporating aspects of other models, such as GROW or OSCAR, could be beneficial (Zimmerman and Cote, 2018). To develop my active listening and empathy skills, I plan to practice focused listening during conversations with colleagues and friends. Additionally, I will research different coaching models and attend training courses to enhance my coaching and mentoring skills further.
In other words, the peer coaching exercise was a valuable learning experience that provided insights into my coaching and mentoring skills. Although the Instant Pay Off Model was effective, I recognise the need to improve my active listening and empathy skills. By continuing to learn and develop my coaching and mentoring skills, I hope to become a more effective coach and mentor to my colleagues and peers.
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To improve my coaching and mentoring skills, I will take the following steps:
i). Develop my active listening skills: I will focus on listening to understand, rather than listening to respond. This will involve being fully present during coaching sessions, avoiding interrupting the coachee, and asking open-ended questions to encourage the coachee to fully express herself.
ii). Develop my communication skills: I will work on my ability to communicate effectively with the coachee, using clear and concise language. This will involve practising my communication skills in a variety of scenarios, such as during coaching sessions, team meetings, and presentations.
iii). Continue to develop my coaching and mentoring knowledge: I will read and research best practices in coaching and mentoring to enhance my knowledge and understanding of the field. This will involve attending coaching and mentoring workshops, reading relevant academic literature, and seeking feedback from experienced coaches and mentors.
iv). Research and study different coaching models: I intend to research coaching models such as the GROW and OSCAR models, to gain a better understanding of their strengths and weaknesses. This will help me gain a more comprehensive understanding of coaching and mentoring. By studying different models, I will be able to broaden my perspective and approach coaching from different angles. This will help me to tailor my coaching style to suit each individual coachee, making my coaching more effective and efficient. Studying the different models will also help me to identify my strengths and weaknesses as a coach and provide me with the tools to improve my coaching and mentoring skills.
Even though I found the Instant Pay Off Model to be an effective coaching model, I think that incorporating elements of other models, such as GROW or OSCAR, could be beneficial. Through this exercise, I have recognised the need to develop my active listening and empathy skills and will be taking steps to work on these areas in the future. By continuing to learn and develop my coaching and mentoring skills, I hope to become a more effective coach and mentor to my colleagues and peers.
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This report delves into coaching, mentoring, training, and job shadowing, highlighting similarities and differences among these interventions in an organisational context. Coaching is a goal-oriented process, while mentoring is a relationship-oriented one. Despite their differences, both interventions are complex yet distinct and facilitate individual development. While line managers can act as coaches and mentors, this approach has pros and cons. A significant benefit is establishing trust and building rapport with team members. However, some employees may feel uneasy discussing sensitive issues with their line managers. Additionally, line managers’ workload and time constraints may impede their coaching and mentoring abilities.
For line managers to be successful in their role as coaches and mentors, they need to have specific abilities and behaviours, including active listening, skilful questioning, and providing feedback that is helpful and constructive. The implementation of coaching and mentoring in organisations can offer both concrete advantages, such as enhanced performance and productivity, as well as less measurable benefits, including higher employee engagement, morale, and loyalty to the organisation.
As an overall statement, this report provides a comprehensive analysis of various learning interventions in an organisational context, offering a valuable framework to evaluate their strengths and limitations. The findings suggest that combining different approaches may be necessary to achieve learning and development goals effectively. Additionally, the report emphasises that for line managers to serve as coaches and mentors, they need to possess specific skills and behaviours. However, there are potential drawbacks to this approach, such as time constraints and communication breakdowns.
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