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1.1
Coaching and mentoring can be powerful ways to deal with creating workers. Both have developed in prevalence, with numerous businesses utilising them to improve their employees' abilities, information, and performance around specific skills and objectives. (CIPD, 2020)
There is extensive literature on coaching and mentoring and numerous definitions, all of which form a picture of what each process involves.
The term 'coach' is believed to be derived from 15th-century horse-drawn transport, which symbolised taking a person to where they wanted to be.  In literature, the earliest record of coaching was in 1849, whereas mentoring was referenced in ancient Greek Mythology over 3,000 years ago, where Telemachus, son of Odysseus, was mentored. In more recent years, the sports model has been the primary coaching model with reference made to Timothy Gallwey, quoted as 'the godfather' of the current coaching movement. Mentoring was redefined as a career development process in America in the 1970s. (Personnel Today, 2008)
Coaching and mentoring can be used within organisations to help new employees integrate, and research shows that over 27% of organisations offer the process. (Heidrick & Struggles, 2017) Coaching in organisations has been reported as the second-fastest growing industry. (Wasylyshyn, 2003) with a survey by Robert Walters (2017) showing that over 94% of female employees felt that mentoring had assisted them in developing their careers.
Coaching can focus on specific areas, including performance issues, skills, goals, or personal attributes, i.e., confidence.  The employees' potential must be unlocked to maximize their performance (Whitmore, 2017).  
Mentoring generally describes a relationship where a more experienced colleague shares their knowledge to help develop a less experienced employee.  Mentoring has been shown to increase motivation in over 50% of employees. (Heidrick & Struggles, 2017) Mentor and mentee should learn from each other and encourage sharing of information – this method is used widely in succession planning. (Chief Learning Officer) tells us that Ford Motor Company uses mentoring and coaching as the central part of their talent management strategy. Coaching and mentoring have been introduced into our workplace as part of the Transformational Leadership course – using coaching walks and 'cuppa coaching' over a coffee along with many other niche coaching areas.
1.2
Organisational learning and development incurs costs, and the Learning and Development departments have to benchmark to calculate direct costs from external providers compared to indirect costs involved when Managers coach (CIPD, 2020)
The diagram below highlights that coaching is different from mentoring – coaching is not teaching. It requires a mindset where long-term rewards will be available if employees are helped to take care of any problems they may be experiencing themselves. (Jeremy Snape).  
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Different models are used for the coaching and mentoring process, and they help build the conversations that will take place.  Directive is teaching an employee about a new way of working or skill they can implement. In contrast, non-directive allows the employee to find their own answers and solutions. The type of approach can depend on the employee and their objectives. It is used to provide direction to the employee and help when they are unable to find a solution as it involves more input from the coach. 
Non-Directive allows the employee to work it out by the coach listening and asking questions, therefore helping them apply their own experience to solve their problems. If employees are told, only 10% will remember after a period, whereas if coached, 95% will remember. (Human Capital Review). There is no better system as it depends on different factors, including time, preferences, knowledge retention.  The questions are more powerful than the telling, as detailed in the Ask-Tell repertoire and taught by Socrates. (Max Landsberg)
There are, however, times when there is a requirement to ask or tell:
Ask – input needed for the development of new department/project
Tell – statutory information in the workplace such as health and safety

However, coaching very much depends on the situation. Coaches need to be flexible and respond to the employee's needs by asking open questions, which may need to be directive or non-directive to guide the employee.


	
	Coaching
	Mentoring

	Area
	Improve performance or behaviours
	Career, behaviour, or personal development

	Time Frame
	Short Term
	Long Term

	Type
	Task or performance-driven
	Informal and development-driven

	Delivery by
	Trained coach to employee
	Can be multiple – peer to peer, senior to junior, or junior to senior

	Example
	Regular coaching for the employee to maximise performance, management training, diversity training
	Apprentice in the workplace mentored to progress in organisation, knowledge sharing, and role model.

	Metaphor
	Helping employees decide if fishing is important and help them to find the best technique based on their desired result.

	Teaches the employee how to fish and assists them with tracking down the best spots


	Model
	Non-directive
	Directive


Alternative approaches will suit different employees, although the employee needs to take responsibility for making the changes happen whatever the approach. According to (Stephen Covey, 2005), proactive people focus their efforts on that which they have influence over, and he defines seven habits that start from within.
Habit 1: Be proactive - Locus of control directs reactions – be proactive and take responsibility
Habit 2: Begin with the End in Mind - Clear destination and motivation – decide what values will guide us
Habit 3: Put First Things First – Prioritise – decide what is important and what isn't
Habit 4: Think Win/Win - Positive outcomes only – must benefit both parties
Habit 5: Seek First to Understand, Then to Be Understood - Listen and understand before finding solutions
Habit 6: Synergize - Create synergy and uncover possibilities by understanding different perspectives
Habit 7: Sharpening the saw - Renewal and continuous improvement – greatest asset is ourselves
People who have an internal locus of control believe they can change their outcome based on their ability to improve, whereas, with an external locus of control their believe that their outcome is based on fate or the influence of others. Research has shown that those with an internal locus of control are happier and have higher achievements. 
Coaching and mentoring in the workplace will prevent managers from creating 'mini-me's’ that replicate themselves and may not always be creative. Increased profitability and productivity can be seen if money and time are invested in these programmes (Barber 2006). Employee knowledge and skills can be enhanced (Clutterbuck et Al., 2012) by using the hybrid approach of the two.  Coaches can identify the knowledge gap, and mentoring can assist in filling the gap by passing on knowledge, building relationships, and encouraging development. (Everwise 2018)


1.3
Within Dyfed Powys, we have counsellors along with coaches and mentors.  Counsellors are mental health professionals that can assist Officers after incidents but coaches also signposted staff to counselling if they recognise any issues that need further support.  Counselling is carried out to understand the root cause of the problem, whereas coaching/mentoring is used to help employees achieve their goals. A hybrid approach can also be used where there is a mix between roles, and coaches, mentors, counsellors can work together to deal with challenges or problems.
	
	Scenario
	Strength
	Weakness

	Coaches
	Improving performance, problem-solving
	Help employee work towards goals or any issues
	Employees may not open up to the internal coach

	Mentors
	Assisting career progression
	Knowledge of organisation and skills transfer
	The time commitment for mentor and mentee

	Counsellors
	Trauma from attending incidents – psychological therapy -counselling can prevent attendance issues
	Professional service offered to help with psychological issues
	Costly to organisations  Employee stigma

	1-1 Trainers
	One employee training another on a specific area
	Direct and personal training 
	Time-consuming and costly


Over the last ten years, organisations have moved from traditional training to coaching and mentoring (Grant et Al, 2010), with the ICF- International Coach Federation growing from 31,000 members in 2017 to 41,500 in 2020.  Research statistics tell us that productivity increases by 22.4% in organisations that offer traditional training and 88% when combined with coaching. (Harvard Business Review, 2020)
Research carried out by IES in 2013 proved that well-being in the workplace increased after coaching was introduced – with the current pandemic, these results are highly significant as the impact on people's lives, mental health, and well-being has been considerable. Traditional training methods do not consider well-being with recent demands on employees for self-directed learning and adaptation to using technology increasing during the pandemic, which can also put pressure on the workforce.  
Coaching works well alongside counselling as an area for coaches to signpost employees to if required, with 121 training closely linked to the mentoring allowing for direct knowledge transfer.

2.1
There are fifteen types of coaching and six types of mentoring. (Institute of OD, 2016) identifies the below:
Executive coaching – this is widely used in organisations to support employees in decision making, workload, reflection, competitive advantage, and leadership - usually at a senior level.  
Career coaching – used to help employees identify the actions needed to achieve their career goals and objectives.
Group coaching – coached in groups – can include leadership and team building and allows the group to interact.
Reverse mentoring - younger employees share insights with older employees. Research shows that the younger employees wanted to improve their career prospects, whereas the older participants found the engagement rewarding rather than career goals. (CIPD, 2019) However, mentors need to be aware of possible challenges, including employees feeling patronised, unsure what language should be used, or how to deal with opinion differences. (Virgin Media, 2018)
One-on-One mentoring – one mentor and one mentee with formal programs – can include relationship building and skill-building.
Peer-based mentoring – can be small groups mentoring each other and sharing feedback and best practice.  This is widely used in Amazon to help build relationships between employees combining best practice and mentoring research. (Amazon. blog, 2019)
Organisations can use various frameworks – Boeing uses mentoring for new employees to know the skills needed to succeed to plan their careers, One-to-one for peer mentoring, and leadership mentoring to help with leadership challenges. (Together Platform)
In all of the above, the models are used as a structure.
The GROW coaching model, which Sir John Whitmore and his colleagues created over 40 years ago, is popular.  It is a simple but powerful coaching framework used to structure sessions, and it is used as a journey.
G	= 	Goal – Where do they want to go?
R	=	Reality – Where are they currently?
O	= 	Options – What are the routes or options?
W	= 	Will – Are they committed and prepared for obstacles on their way?
The OSCAR is a solution-orientated coaching model developed by Andrew Gilbert and Karen Whittleworth and is used widely by Managers (Worth Learning, 2002). This is the model commonly used in Dyfed Powys Police and detailed in the Transformational Leadership course.
O	=	Outcome – What is the desired outcome?
S	=	Situation – What is happening now?
C	=	Choices and Consequences – Solutions to move to the desired outcome?
A	=	Actions – What actions are feasible?
R	= 	Review – How will the progress be measured?
The 'Instant pay-off Model' detailed in Max Landberg's (Tao of Coaching, 2015) is a quick coaching method that can be used to solve a specific problem. The employee lists the problems and assigns responsibility for the issues, whether it be their issue, someone else's, or the situation itself.  A strategy can then be developed to work out ways to solve the problems within a timescale.
2.2 
Lack of time can be one of the main barriers preventing line managers from coaching and mentoring.  Coaching can help employees thrive, and Managers that support this can see the value in assisting them in learning and growing and seeing it as an essential part of their role. (Weintraub and Hunt, 2015) 
CIPD (2020) tells us that most organisations incorporate coaching as part of a daily management requirement – this can be either through one-to-one meetings or conversations. Effective Manager coaches ask questions instead of instructing and supporting the employees instead of judging and facilitating development. (Havard Business Review)
There are, however, barriers to Line Manager coaching.  Teams develop ways of working and become comfortable, and when Line Managers try to introduce coaching, they can meet resistance – especially if the Manager lacks confidence. (Clutterbuck, 2012).  Research carried out by (Stephen Ferrar, 2006) identified problems that Managers could experience when coaching, including 'hidden agendas' where employees may feel that changes are planned, a conflict where employees want confidentiality. Still, the Manager needs to account for welfare and performance, inequality due to time limits. Only some employees may be offered coaching, and the Manager adopting a 'parent-child role in the coaching sessions.  It is, however, possible to change these potential challenges by changing the practice.  The coaching sessions need to be owned by both the Manager and employee, and both are accountable for making it work.  Managers should encourage a coaching culture where team members coach each other and even coach the Line Manager on their development needs.  Asda and University College London promote coaching environments in team groups to share reflections to embrace coaching behaviour, developing more committed teams, better team performance and relationships, and creativity. HCI Research carried out in 2016 showed that individuals feel appreciated and empowered following coaching and mentoring programmes.
2.3
The coaching and mentoring strategy needs to link with the organisational strategic objectives and the learning and development strategy as detailed by CIPD's coaching and mentoring factsheet. However, many changes have had to be made concerning coaching and mentoring and the current pandemic. Organisations need to identify their goals, desired outcomes, and methods when designing a coaching or mentoring programme.
During the pandemic, working and learning have moved online. Coaching has moved to the well-being of employees with raised concerns due to virtual fatigue, loneliness, overworking, technology issues, and home/work-life balance. Within our organisation there has been an increase in requests for coaching and mentoring during the pandemic, as employees are finding the situation challenging for varying reasons. Team coaching sessions can help overcome some of these issues by sharing knowledge and allowing individuals to realise that they are not alone.  
[image: ][image: ][image: ]A coaching agreement can be developed, and this will cover details such as the name of the coach and coachee, purpose, goals, time period, and confidentiality. The contract should be explicit and should be agreed by both parties as noted by (Block, 1981) to ensure that they know how they will work together.  


The example coaching contract above from the NHS is clear and concise, with a review to complete after a set period allowing the HR & L&D departments who develop the coaching culture to analyse and review the value of the sessions.
	External Coaching
	Internal Coaching

	Coach or Mentor is impartial and not known to employee – formal relationship – could have a better skillset
	Cost-effective (especially in group coaching) and professional code of practice upheld – formal or informal relationship

	Employee may feel sessions are more confidential and therefore may open up more
	Developing in house coaches and mentors

	Coach or mentor will not have any internal connections or distractions
	Internal coaches and mentors, so sessions easily organised

	Can offer broader experience and knowledge of external areas
	Coach or mentor will understand organisational issues and opportunities – alignment to organisational objectives


Cost is also a consideration for organisations. Over the longer term, it is more cost-effective to train Line Managers, but the time taken for training and coaching needs to be considered for both the coach and the coachee.  During the current pandemic, our coaching and mentoring in Dyfed Powys Police is being run remotely, and this is the same for most organisations – no longer a requirement to find a vacant room or even be in the same place to have a coaching session which will also impact the costs involved. (Forbes, 2020)
Organisations also need to consider how any data from sessions are dealt with, and it should be in line with the data register and data protection policy.  As there is no professional body for coaching, there are no set rules to follow – in Dyfed Powys Police, we have our own Code of Practice, followed in any coaching sessions.  

3.1 & 3.2
In a CIPD podcast in 2017, we are told that many organisations are now replacing annual performance reviews with coaching and mentoring, as can be seen in companies such as Deloitte and Accenture. Research carried out by the Internal Coaching Federation showed that 86% of organisations benefitted from a return on investment from coaching with up to seven times the initial investment. (Price Waterhouse Cooper Survey, 2011)
River Island introduced coaching to replace annual appraisals in 2015 which has proved successful (CIPD, 2017).  However, as they are a family firm they were able to invent their own process to manage performance, whereas larger firms may be bureaucratic and have to follow processes before changing ways of working.  They developed their own coaching culture within the organisation by asking important questions such as:
What is our organisational strategy? How do we position ourselves? What are our priorities? Who supports the new coaching culture?
In a research report by IES on the Evaluation of Coaching in the NHS in 2008, it was shown that those employees who had engaged in coaching sessions had better work prioritisation, team management skills, increased confidence, and ability to influence people.  The coachees were also able to pinpoint the organisational benefits achieved, including reduced staff costs and increased investment in staff. One employee stated that without the coaching, the NHS would have lost a valuable employee, but instead, the employee had become a resourceful individual.  (Deloitte Research Brief, 2012) highlighted that employee retention is 25% higher for employees engaged in organisational coaching or mentoring.

	Coach/Mentor
	Coachee/Mentee
	Organisation

	Increased confidence and motivation
	Improved relationship with the employee
	Increased productivity

	Improved communication
	Engaged teams
	Reduced costs, increased revenue, and sales growth

	Improved teamwork
	Ability to share knowledge or organisation
	Higher employee retention and attractiveness to new talent

	Increased job satisfaction, loyalty, and commitment
	
	Higher employee engagement

	Shared learning and creativity
	
	Improved customer service



Organisations need to embrace coaching for their employees also to follow suit.  The CEO of Microsoft introduced a coaching culture to change the workforce's mindset, using review systems to reproduce past success. Managers were encouraged to pick, grow and motivate capabilities to build on their success and the organisation culture changed from command and control to coaching culture. (Havard Business Review, 2019)
Evaluation of a return on investment in coaching can be difficult as it is calculated as the cost of the coaching against the financial benefits.  As the financial benefits can take time to be identified, it can seem that coaching is initially costly for organisations.  Data can be provided on retention rates, 360 feedback pre and post-coaching, costs, and coachee questionnaires.  Evaluations need to be meaningful and valuable to ensure that organisations develop practical methods to move from command and control to creativity and collaboration to highlight the positive outcomes achieved through coaching.


important to note that the ROI metric depends on two things: (1) the
total costs of the coaching intervention, including the amount charged by the coach
and (2) the financial benefit obtained.
Using an extreme and highly simpl
important to note that the ROI metric depends on two things: (1) the
total costs of the coaching intervention, including the amount charged by the coach
and (2) the financial benefit obtained.
Using an extreme and highly simpl
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