Research and critically analyse current thinking and practice in organisational mentoring and coaching in general, including consideration of training issues and professional development

To initiate this assignment clarity needs to exist with regards to the approach adopted. Coaching and mentoring can range from directive to informal. This question will discuss mentoring in greater detail, as in question 2 the emphasis will be on coaching.
Organisations will have adopted their own recommendations of policies and practice as to approach. As a result, analysis will be based on generic theoretical evidence and research, which will look at C&M holistically.
There is a valid argument that organisational management style, culture, attitude to/of employees and change will all realistically have influence. 
To put this into context consider Douglas McGregor Theory X and Theory Y. Parsloe & Leedham (2009: 64) address the issue as ‘Not to be underestimated’ … ‘The culture of management and leadership in Britain is still tainted with the ‘Taylorist’ principle of command and control and a culture of learning still dominated with the chalk and talk’ method of delivery.’ 
Coaching and mentoring
C&M are learning strategies which are in alignment with the theory of ‘social constructivism’, {which advocates learning through a social process}’. (Harrison 2012: 101). This supports the concept of the learning organisation further discussed in q.2.
[bookmark: _Hlk1852885][bookmark: _Hlk1852724]Although they are distinct disciplines in their own right, they are ‘complimentary learning and development opportunities’ (Clutterbuck & Megginson, 2005), but as Parsloe and Leedham (2014: 20) point out ‘many organisations are using the words interchangeably’. 
Learning wales discuss and shed light on this conundrum when they use three interlinking circles illustrating shared characteristics of mentoring and  coaching. They also recommend ten evidence based principles based on current thinking and good practice to aid personal development. This highlights self-directed and social learning, motivation, communication skills, reflective practice and mutual respect and trust. 
C&M generally occurs between two individuals who must willingly agree to participate and establish a positive relationship, with reciprocal trust and respect, ideally with a natural rapport, ‘where the aim is for one of them to learn something new’, (Caplin, 2003). The coaching and mentoring network (2005), believe that the common thread that unites both, is a vehicle for analysis, reflection, learning and action’. They are both vehicles for change as ‘Change and learning are inextricably linked’. (Management extra,2005:81)

Mentoring
If we touch generically upon current theory and practice, there will be differing styles. Clutterbuck (2004: 11&16), agrees; ‘mentoring concepts and behaviours have been strongly influenced by culture’ …. ‘Where the manager is seen as the facilitator, the style will be more empowering for the mentee’.
From the CIPD (2009) perspective traditionally, mentoring is the long term passing on of support, guidance and advice. It is principally about developing capability in a role rather than performance and skills. 
The concept
Consideration of mentoring depicts the image of a ‘more experienced or senior in the organisation’ Megginson et al (2006: 4), being shadowed by a less experienced employee. This can be described as the  ‘Knowing how’ – (tacit knowledge). (Caplan, 2003:138). However, To paraphrase Clutterbuck, anyone can be a mentor if they have something to pass on and the skills, time and commitment to do it. (CIPD, 2009). 
Armstrong (2012: 295) articulates: ‘It is a process of using specially selected and trained individuals to give guidance, pragmatic advice and continuing support’.
The context and function
Considering Clutterbuck’s (1985) ‘some ways in which mentors give support’ and the more detailed Klasen and Clutterbuck (2002) ‘four basic styles of helping’ model, it clearly demonstrates that mentoring can be directive and non-directive, challenging or supporting and it is clear that ‘mentoring encompasses elements of coaching and teaching {and even} counselling. (Gravells and Wallace, 2007).
[bookmark: _Hlk2763687]Gravells and Wallace (2007:) believe ‘Mentoring is primarily about transition – about helping someone to move from one stage to another. {We use} transition because we are talking here about a process of change and development’.
Wolverhampton university note key features of the mentoring relationship:
The purpose is personal growth, the focus is on the individual and it is a long term mutually agreed contract between Mentor and mentee. The key actions: Listen and be guided by the client – focus on capability and potential. Both mentor and mentee benefit.  
Perhaps these differing views, definitions and styles by theorists have shaped the differing approaches of current mentoring in organisations, or it could be argued that in fact it is a result of the divergent organisational context and individual needs in which the mentoring is practiced.
This is just one area of the rather complex multifaceted nature of mentoring. Current theory and practice also considers:
1. Type and form. Megginson et al (2006) notes ‘two contrasting forms of mentoring: sponsorship v’s developmental’. To this the CIPD (2009) offers induction. 
2. Consideration of the approach. Is it, for example a one to one. 
3. Differing frameworks: Apprenticeship, Reflective and competence. 
4. Finally, the process; the three way model by Alred et al (1998) 
Coaching is full of acronyms, however this is not the case for mentoring, so what benchmarks as a mentor do you follow for personal development. Gravells and Wallace (2007) believe a starting point is ‘a thirst for knowledge and a commitment to continuous learning and development’.
[bookmark: _Hlk2628284]However, when they analyse the Alred et al (1998) process model there is arguably a lot of additional qualities that a mentor requires, with an emphasis on soft skills , as we are dealing with another person’s intellectual, emotional and even spiritual development. Needless to say, this is not an easy task. Arguably the ten competencies (Clutterbuck 2000) are of some guidance, but as there is a limited word count it is not possible to delve into this. 
Coaching 
The CIPD offer the following definition: ‘Developing a person's skills and knowledge so that their job performance improves, hopefully leading to the achievement of organisational objectives’. 
Downey (2003: 21) offers a holistic approach: ‘Coaching is the art of facilitating another person’s learning, development and performance’.
The emphasis here is on performance and organisational objectives and it is clear to see that as opposed to mentoring the purpose is not not the individual. It is Specific job/task or skill. The time frame is on an as needed basis/short term. The benefit is for the client; however, the focus is still on the coachee (The university of Wolverhampton, 2010). 
The CIPD (2018) believe coaching interventions are particularly appropriate for challenging times because they are flexible and low-cost. So, what are the qualities required for personal development. The emphasis for coaching is on the soft skills, communication particularly with regards to listening, McLeod (2003: 5) notes questioning, appreciating the need for silence and challenging assumptions. An understanding of deep seated beliefs and values. 
A consideration of one’s own values and beliefs. Self-awareness and emotional intelligence. Personality indicators can be of value. Empathy, the ability to reflect and an understanding of the learning process and theories and motivation theories. 
 


Theories and practice and core competencies
When considering current theory and practice it appears that the ‘key theoretical underpinnings, models and techniques have found their origins in the field of psychology. The key difference is that ‘coaching does not seek to resolve the deeper underlying issues’. (The coaching and mentoring network). If the coachee gets ‘stuck’ they will be referred. Fazel (2013) underlines that the coaching profession is strongly grounded in learning theories. 
The brief look at process 
The theory and practice of coaching is centred around tools and techniques and the models such as GROW, ACHIEVE and OSCAR. Discussed in q.2. In place to help understand the systems perspective and to give structure to the process’ (The centre for effective services).   
To ‘be successful as a coach requires a knowledge and understanding of the process, as well as the variety of styles, skills and technique’. (Parsloe 2000: 42).
 Dilts (2003) describes the coaching process as a means of transportation to ‘transport’ a coachee along a critical path in an exploratory process to competently deliver improved performance. 
This is arguably where a model or framework is invaluable, it gives a loose structure and direction to the process, enabling the coach to use skills and techniques in a style that is appropriate to the coachee. (Korzybski, 1994). Connor and Pokora (2007: 14) caution; ‘only if they are client not model centred’. Downey’s is sceptical, ‘when practised with excellence there is no attention on the technique’. 
A thought-provoking model, Kimsey-House et al (2011: 3) has a signature based on ‘the four cornerstones enabling a ‘relationship in action to exist’ …. coach and coachee being active collaborators. The role of the coach is to ‘let the light shine’ on the coachee.
Due to word count coaching will be described in greater detail in q.2.




Q. 2 Focusing on either Mentoring or coaching develop your research to analyse and evaluate its position in the PCET, including consideration of historical, social and cultural contexts
Focusing on coaching in an organisational learning and development context, it is clear from question one that there is a lot that needs to be said and a lot to expand on. There is also a need to analyse and evaluate its position within a 3rd sector not-for-profit organisational setting, which aspires to the concept of a Learning organisation Wenger et al (2002) describes as: -
Synonymous with sport, coaching moved into the business arena in the 1980’s. Since then it has escalated in popularity. ‘acquiring concepts and skills from a wide range of other disciplines, including management consultancy, psychology, psychotherapy and meditation (Fazel 2013). Seen as a professional intervention and used widely as a L&D tool in organisations and PCET. There are now many forms of coaching possibly because of the diversity of the disciplines involved.
However, once you move into the cultural and social arena of organisations, there is a shift away from just seeing coaching as a L&D tool, and more as a reflection of organisational values and attitudes. The chartered management institute (CMI) verify this stating: ‘Coaching sends a positive message to employees about how the organisation values its staff and creates a sense of achievement’ for coach and coachee. 
Flatter management structures and organisational culture ’where {the push is for} learning {to be} social in orientation’ (Harrison 2012: 102), it arguably creates complexity. This is apparent if we consider the learning organisation, which is at the heart of development and relationships. Arguably ‘providing the current preoccupation with informal workplace learning and knowledge creation as a source of competitive capability’. (Harrison 2009: 17-18). Connor and Pakora (2007) ‘Key principles of effective coaching’, is transparently clear that L&D is just one element of the relationship.
Historical context[image: C:\Users\Stephanie\AppData\Local\Microsoft\Windows\INetCacheContent.Word\download (1).png]
The organisation has experienced subtle changes in hierarchical structures. With the advent of a knowledge based workforce and a fast pace of change there has been a shift away from training to learning interventions like ‘coaching and mentoring {which} help people to take charge of their own development’. (Connor & Pokora, 2007: 6 & 213).  Kilpatrick’s evaluation model a popular and widely used tool and is still in use today. 
The focus is on the humanistic and cognitivist learning styles. Zeus and Skiffington(2000) underlines that ‘without understanding learning theories coaching practice hangs in a theoretical abyss’. 
In alignment with the LNA, it is apparent that there has been a push towards seeing learning as an active, questioning,  experiential and reflective experience. One that pays heed to Maslow hierarchy of needs. Gibbs and Kolb reflective models and the development of soft skills. The focus is on taking responsibility for one’s own learning and development. 

What skills and intent 
Briefly described in q.1 it is apparent that there an awful lot of facets to being a proficient coach. Consider the  athletic coach, viewed as an expert who guides and directs the behaviour of individuals or teams. However, in professional coaching it is a symbiotic equal experience between coach and coachee. The ‘experience of the individual or team that determines the direction. The coach with the enhancement of human functioning’. (Spence and Oades 2011). The skill is to increase the coachees resourcefulness to enable learning. It is important to clarify intent. (Caplan 2003: 122) Be genuine, practice empathy and patience, openness, respect, hopefulness and encourage creativity. Each coaching relationship and intervention will be unique’. (Parsloe and Wray, 2009). Coaches need practical understanding of: - 
· How people learn
· What motivates them to learn’ (Caplan, 2003: 138)

Roger’s et al, (2012: 49) believes ‘Without motivation, nothing will happen. Coaching works because it is based on the psychological principle that the more you encourage the more motivated the coachee will be. (Ryan and Deci (2000) 

Behaviour and knowledge 
Much of our behaviour is shaped by our values and beliefs influencing our ‘mindset and shaping an attitude for coaching’ (McLeod, 2003:205), but we can alter the way we behave and react to a situation.
Self – awareness Covey (1992) believes ‘enables us to stand apart and examine the way we see ourselves –our paradigm’.  A reflective process that develops intrapersonal skills. Psychometric personality testing identifies ‘feelings and values which may be different from your own’. (Gravells, 2014: 234). As a coach, it is essential to continually use reflection. 
A coach needs to understand intelligence, emotions and learning, Rogers et al, (2012:85) suggests: Take a whole life approach: stress can hinder the learning process. Maslow’s hierarchy of needs addresses this issue. Frasier and Greenhalgh (2001: 799) believe. ‘we must educate for capability’.... ‘to adapt to change and continuously improve performance.
Whitworth (2009: 33) underlines the importance of ‘unconscious competence’ ‘if it is not understood, coaching merely becomes another tool in the kit bag of quick fixes’.  
Finally, Connor and Pokora remind the reader ‘There is an overwhelming array of ethical, moral and professional considerations - the more we consider boundaries, the more we help clients to consider theirs’. 
The art of communication and challenge.
Listening, verbal and non-verbal communication, silence, questioning are arguably the coaches greatest tools. But be aware of non-verbal body language. Will the coaches own feelings express themselves non- verbally? Of course! (McLeod 2003: 203).
We need to consider how accurate we are as listeners  Whitworth et al (1998: xviii) writes ‘Imagine someone listening...in tune with your voice, emotions, your energy - intent on receiving everything you communicate’. Unfortunately, on the whole ‘we tend to be ineffective at it’. (Burley-Allen, 2009: 22). One theory is Berne’s (1973) Transactional Analysis that it is how people were ‘stroked as children’ that shapes how we listen as adults.
The coach plays a silent witness in the coachees episode of thinking and feeling’. (McLeod 2003: 5):  Don’t try to break a silence by asking another question – a lot of valuable reflection can be lost. (Downey, 2003: 67). Kline (1999) believes something more is needed - ‘incisive questions’ to free the learner of assumptions’
Parsloe and Wray (2000: 150) agree. ‘There are two types of questions - open and closed. The latter ‘invites a response that requires the coachee to express an opinion’. Finally, Clutterbuck (1998) suggests  constructive challenge as one of the most powerful gifts a coach can give a learner’.
The process continued
Discussing three models will enable a critical assessment, Parsloe and Wray (2000: 41) agree: ‘Describing a model is not to say, ‘this is the only way to coach’, rather ‘this is a benchmark to compare’ and contrast. 
The ACHIEVE and OSCAR models give a little more structure to the process; equally when ‘coaching an experienced and motivated learner – the GROW technique’ (Parsloe and Leedham, 2009: 162) allows for artistic licence. They all ‘require each stage to be properly completed if the whole process is to work’. (Parsloe and Wray 2000: 42).
GROW
The technique has its origins in sport and is influenced by the inner game Gallwey (1974). Downey (2003) affirms that effective coaching was practiced more or less instinctively prior to this model and that it was this practice that detected a ‘certain sequence’. 
The main attributes of GROW are; that it evolved from best practice, the ease and scope for flexibility due to the simplicity of the four-stage process. However, a criticality is that there is a consensus that it can be a bit awkward to use for the inexperienced. Additionally, the first letter of the acronym as the Goal comprehensively omits the ‘first and rather critical stage’ (Downey: 2003:26). There have been various endeavours to integrate: ‘The topic’ into the acronym, but it hasn’t stuck. 

GROW - a ‘sequence of questions: -

· Goal setting– short and long term
· Reality - explore the current situation
· Options - alternative strategies or courses of action
· What is to be done – When, by whom, and the will to do it.   (Whitworth, 2009: 55)

Goal. Setting goals to aspire to and planning how to achieve them is more creative and motivating’. The goal should be S.M.A.R.T.
Reality –requires detachment. Questioning to ensure truthful answers. it is often necessary to probe deeper. This can be emotional for the coachee.
Options – Explore of the possibilities, the coach needs to be non – judgemental - it is an exploratory - creative process.
Wrap up  This is similar to the review stage of OSKAR and ACHIEVE, designed to motivate. 

OSCAR
 Outcome - Similar to the goal in GROW. 
Situation - Similar to reality but ‘explicitly involves a gap analysis’.
Choices and consequences. Whitworth (2009:79) strongly advises against this as it disrupts ‘creative thought’.
Actions – More or less the same as will.
Review 
In Rogers et al’s (2012: 148) opinion ‘it builds on the GROW model’. ‘It is focused, structured and time effective’. A critique is the style feels more directive in its approach, and less flexible, but this could be the fact that Whitworth’s style is very informal and relaxed.
ACHIEVE (Dombrowski and Eldridge)
[image: C:\Users\PC\AppData\Local\Microsoft\Windows\INetCache\Content.Word\download.png]This seven-step model immediately gives the impression that it is more structured than GROW but more holistic than OSKAR. Like GROW and OSKAR, the emphasis is on the solution. 
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