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[bookmark: _Toc89852412]4.Introduction


The purpose of this report is to critically evaluate the purpose of coaching and mentoring within an organisational context, critically analyse the skills, behaviours, attitudes, beliefs and values of an effective coach and mentor and apply strategies to effectively coach or mentor at an appropriate level. The report will evaluate the similarities between coaching and mentoring and models relevant to them. Later, the report will demonstrate the role of coaching and mentoring in building resilience in change management. Finally, a reflection is presented, bases on own performance as a coach, in a peer coaching session.



















[bookmark: _Toc89852413]5.Main Findings

[bookmark: _Toc89852414]5.1 Coaching
Coaching as a practice is new and is performed by experts from a wide variety of disciplines and backgrounds, from business consulting, Human Relations, Organizational Development and training, to sports, education (Institute of Coaching, 2021).
According to the International Coaching Federation, coaching is presented as the partnering with the clients and a creative process that motivates them to expand their personal and professional potential (Gavin, 2021). Kimsey-House et al. (2018) defined coaching as a way of effectively empowering people to find their own answers, encouraging and supporting them on the path as they continue to make important choices. Coaching aims to produce optimal performance and improvement at work. It focuses on specific skills and goals, although it may also have an impact on an individual’s personal attributes such as social interaction or confidence. The process typically lasts for a defined period or forms the basis of an on-going management style (CIPD, 2021).
One important characteristic of a coach is the willingness to help an individual to learn and supports the process of learning based on two types of coaching relationship: 
· The external coach is not part of the organisation or line management structure in any way. The coach has no assigned interest in the outcome of any decisions and with no biased ideas about the person being coached.
· The internal coach is the manager or leader who behaves as a coach for their team. The coach has a strong interest in the quality of the decision-making, as well as knowing a lot about the subject and the person being coached (SkillsYouNeed, 2021).
Incorporating a coaching methodology into a leadership strategy can help employees, teams and organization to improve culture, employee satisfaction and productivity, based on essentials coaching skills: empathy, curiosity, positivity, persistence, innovation, communication, sincerity, guidance (Indeed, 2021), but also demonstrated by the couch’s ability to listen, ask questions, using pauses effectively and focus forward (Backstrom, 2020).
The coaching models are a method intended to point an individual through a procedure from where they are in present to where they want to be. The purpose is to produce a basis for guiding a coachee through establishing a desired goal, understanding where they are, exploring options, determining obstacles and creating a plan of action. 
GROW Model
The GROW model developed by Sir John Whitmore is the best-known coaching model in the UK and follows the development of a coaching relationship in a systematic manner, used as the framework for developing the coaching relationship. A recent study conducted by the Work Foundation and the School of Coaching revealed that 34% of respondents stated that they used the GROW model (Dembkowski and Eldridge, 2003).
The GROW model breaks a coaching session into four related stages:
· Goals- Coachee is asked to clarify what they want to achieve from each session and determines the focus of coaching;
· Reality- Raise awareness of present realities and examine how current situation is impacting coachee’s goals;
· Options- Identifies and assess available options and encourage solution-focused thinking and brainstorming;
· Will- Assists the Coachee to determine next steps, develops an action plan and builds motivation (Grant, 2011).
Organizations incorporate GROW into their management processes and leadership models to engage people, inspire great performance and maximize productivity (Performance Consultants, 2021).
[bookmark: _Toc89852416]Limitations
One criticism of GROW is that it is pitched to a behavioural change approach and limits the conversation to performance orientation and business results, excluding the philosophical or personal aspects of coachee’s life such as career change, personal transition and life goals. This demonstrates that some coaches have not developed sufficient competence to integrate the model unconsciously into their coaching (Coaching, 2021).
[bookmark: _Toc89852417]OSCAR Model
The OSCAR Coaching Model is a popular tool in workplace coaching formulated in 2002 by British coaches and trainers Andrew Gilbert and Karen Whittleworth. The model is a solution-oriented coaching method. It is not aimed, however, at finding out the causes of certain behaviour, anxiety or failure. The goal of the model is to help managers increase and improve their employees’ performance and professional efficiency. It is important here that the employee should be responsible for their own learning process (Mulder, 2019). The following tables will show how the model works and which are the benefits and weaknesses of the model.
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[bookmark: _Toc89852418]Instant Pay-Off Model
Instant pay-off coaching approach was developed by Max Landsberg and combines elements of both mentoring and coaching and can, in a short time, help a colleague become aware of the situation and how it can perhaps be solved.
He broke the model in four main stages:
1. The problem- the coachee is asked to describe the current problem or issue, with specific examples and a small amount of relevant background;
2. Ideal/Desired outcome- the coachee is asked to describe the desired outcome they are seeking;
3. Blocks- the coachee is encouraged to list all the blocks and obstacles that keep them from achieving the goal and sort them into three groups: blocks that exist in themselves, in others and in the situation (Landsberg, 2003).
[bookmark: _Toc89852419]Limitations
The disadvantage of the approach is that presents limited scope, may involve traveling and expenses, supported by the coach or the coachee may feel uncomfortable to have a face-to face discussion on their problems, preferring a more anonymous method (Scholl, 2019).

[bookmark: _Toc89852420]5.2 Mentoring
According to Irby et al. (2020) mentoring is defined as a developmental relationship that normally occurs between an experienced individual-mentor and a less experienced individual-mentee, which involves close interpersonal interactions and focuses on the mentees career options and progress. The purpose of mentoring is to look at the existing knowledge, skills, and experience of senior or high performing employees and transfer these skills to newer or less experienced employees to advance their careers (Reeves, 2021).
As a development process, mentoring has advantages for the mentor, the mentee and organisations:
· For the mentor offers the opportunity to help and guide others in their career development, learn from their mistakes, increased job satisfaction, sense of value and status and the opportunity to develop their own management and leadership skills;
· For the mentee offers an objective and safe source of support in the development of new skills and directions, access to someone who understands their industry’s or organisation's culture and ways of working knowledge about options and ideas they may not have considered, increased confidence in their ability to achieve their goals.
· For organisations offers a cost-effective way to support talent development and succession planning, better staff retention levels and recruitment prospects, improved communication and accommodation of employees to the organisation's culture (CMI, 2014).
[bookmark: _Toc89852421][bookmark: _Hlk89693951]Difference between Coaching and Mentoring
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[bookmark: _Toc89852422]Similarities between Coaching and Mentoring
[bookmark: _Hlk89694225]As seen, coaching is fundamentally different from mentoring, however, there are also similarities between coaching and mentoring: both support a person’s development, are based on one-to-one relationships, work best when there is good personal rapport between the two parties, both typically involve a series of meetings and personal agreements (SkillPacks, 2021).
[bookmark: _Toc89852423]Further Learning Initiatives 
A learning initiative in the workplace is a professional development program designed to help workers develop their skill sets and master new concepts relevant to their jobs. For a better understanding of coaching and mentoring processes, the report will further provide a comparison between them and other two learning initiatives: training and counselling, based on Clutterbuck’s Four Styles of Helping (2014). Further, coaching and mentoring are encouraged as a preferred performance practice new methodology based on the tangible and intangible benefits of the practices to employer and employee as follows:
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[bookmark: _Toc89852424]5.3 Line Manager as a Leader/Coach/Mentor


Line managers have responsibility for directly managing employees or teams, reporting further to a higher-level manager on the performance of those employees or teams. Their responsibilities as leaders consist in people management, appraisal, recruitment managing operational costs, providing technical expertise, allocating work and rotas, measuring operational performance, developing their employees (CIPD, 2020). They play an important role in coaching, developing, retaining, and supporting talented employees getting involved in developing and coaching the staff. Line managers regularly provide informal coaching for their team members, are open for conversations about methods on how goals will be delivered, provide feedback on performance or provide training (Richardson, 2021).
In leadership, the line managers are responsible with sharing the mission, vision and goals of the organisation, is a role modelling on behaviours, and can inspire and motivate the employees (Downey, 2003).
[bookmark: _Toc89852425]Benefits and limitations
The line manager as coach/mentor enables them to have more effective conversations with their teams, but also learn the fundamental coaching/mentoring skills of listening, questioning and feedback. The benefits of having in an organisation a line manager coach/mentor, is that they have an immediate impact on performance and motivation, while the disadvantage is that line managers may feel disinclined to focus on employee’s long-term development, due to fear of employee loss (Parsloe and Leedham, 2016).
[bookmark: _Toc89852426]Skills and Behaviours for a successful Coach/Mentor
Effective coaching skills are developed to help others achieve personal or professional goals. In a managerial or leadership role, effective coaching skills may support sustainable change to behaviours or ways of thinking while also facilitating learning and development (Miller, 2021). A successful mentor will demonstrate throughout the mentoring session the following skills: listening actively, building trust, encouraging, identifying goals and current reality, but also make beneficial use of specific competencies such as: instructing or developing capabilities in formal mentoring, offer inspiration to the mentee, deliver corrective feedback and managing risks, showing that they have the willingness and ability to protect their mentees from making unnecessary mistakes (Jones,2003).







[bookmark: _Toc89852427]5.4 The Role Of Coaching in Building Resilience and Change Management

Resilience is the capacity to survive, adapt and flourish in the face of turbulent change, while the business resilience depends on the resilience of people, products, processes, markets and communities (Fiksel, 2015). In challenging working environments, resilience is increasingly an essential competence. People, who are resilient, are better able to cope with unexpected change, setbacks, disappointments, high stress environments and with periods of excessive workload. Coaches and mentors can empower the coachee or mentee to cope with current situations and build their overall level of resilience. They are the individuals who can bring optimism explaining how change can bring a positive outcome, provide awareness on coachee capabilities to manage new or difficult situation, encourage to ask for help and promote the change, rather than be overwhelmed by it (Clutterbuck, 2017).
Change management is an organized, systematic application of the knowledge, tools and resources of change that provides organizations with a key process to achieve their business strategy (Wanner, 2013). The drivers of organisational change, includes growth opportunities, economic depressions, technological developments, competitive, customer or supplier pressures, learning new organisation behaviours and skills or government legislation/initiatives. Coaches and mentors ensure the long-term sustainability of a change, through effective design and delivery of learning initiatives. Failure to introduce effective change can have a high impact: loss of market position, removal of senior management, loss of stakeholder credibility, loss of key employees and reduction in employee engagement and motivation (CIPD, 2021).
One of the most effective tool in change management is Lewin’s Three Stages Change Model:
1. Unfreezing involves preparing the organization to accept that change is necessary.
2. Movement is the stage where employees begin to resolve their uncertainty and adapt to the change, believe and take action that support the new direction.
3. Refreezing is the stage when change is accepted and employees adapted to the change, while change drivers work actively with the people in the organization to install, measure and enhance the new system (Lewin, 1958).





[bookmark: _Toc89852428]5.5 Reflection

The purpose of this part of the report is to reflect on my competence and performance in the peer coaching exercise based on the Instant Pay-Off Coaching Model, using Gibbs’ Reflective Learning Cycle. The coaching session was a learning and development experience for me as a beginner coach. The primary purpose was to facilitate the coachee’s self-directed learning, personal growth and improved performance on time management. During the session, I have asked for issue and specific examples of this, enabling coachee to offer more detail. I have asks the coachee how they would feel if they improved their skills, and gradually moved on to discuss obstacles in stopping this being achieved. I had a good connection with the coachee in discussing ways to overcome her obstacles. Throughout the session, I paid attention to coachee, maintained focus on coachee and have had eye contact, as far as possible via an online platform. The session was pleasant, encouraging the coachee throughout, I was supportive and communicated clear with her. The coachee did most of the talking during the coaching session and clearly felt comfortable talking with me. The coaching session was conducted on-line, which gave me and coachee, the advantage of being in our own comfort zone, making the session even more relaxed. Conducting a self-reflection of my experience during the completion of the coaching session, I felt that the coaching model that I followed was ideal for developing awareness, skills and resilience in the coachee required to have a good time management, therefore, in my opinion, the session was a success. 

                    [image: ]
(Source: Google Image)
[bookmark: _Toc89852429]6. Conclusion

Coaching and mentoring involves more than just introducing a new employee to be more productive and skilled within his position in the organization. Coaching and mentoring are two separate strategies for continuous development, parallel staff needs, and daily routine duties. Coaching and mentoring require much assistance to provide appropriate professionalism and the environment for development, training, capacity, and self-experience related to the establishment of a structure within the organization. Coaching and mentoring has proven to be critical methods of development and learning used to bring   about   change, develop   efficiency, raise   awareness, and   change   attitudes   and   behaviours   in organizations. Several critical areas of Coaching and mentoring have been investigated. Different organizations in different sectors are encouraged to integrate coaching and mentoring policy into their firm’s policy as this aspect is highly beneficial to firms who consider the prospects of sustainability. This   paper   Contributed   to   the   growing   body   of   knowledge by   enrich   the   understating   of interrelationships between external factors, internal capabilities and practices related to the development of coaching, mentoring practices and employee competency. Practically, the results of this paper can also help managers understand what defines a well-developed coaching and mentoring initiative and what other firms are doing regarding coaching and mentoring practices.
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