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[bookmark: _Toc456901515][bookmark: _Toc8986081]Introduction 

Throughout this essay a reflection on an employee of their experience of Coaching and Mentoring while working at Carphone Warehouse observation of the differences and similarities between the two will be made. Which is a retail business whose main business is selling mobile phones and contracts. This employee worked within the head office. Using the GROW model, one of the very many models for Coaching which will be examined on the benefits to employees and organisations. Examining the strategies used to develop and support employees and what barriers there are. Find what skills knowledge and behaviours are needed to be a beneficial coach and mentor. To do this example will be used from her experience of Coaching and Mentoring at different points of her career within the Carphone Warehouse.

It is only prudent to look at defining coaching and mentoring. To start with coaching. John (Whitmore p24 2017) states “coaching is unlocking peoples potential to maximise their own performance”. It is about what is happening now and improving focus and performance through helping people enhance their individually abilities. Guiding as a opposed to teaching.
(Clutterbuck & Megginson, 2011) has written a book on coaching entitled Mentoring Executives & Directors which defines mentoring as “off-line help by one person to another in making significant transitions in knowledge, work or thinking”. 
Mentoring and coaching have become more and more popular in recent years, in both people’s personal and business life. In work life they are used as tools to improve how one does things and aid in their career development. A manager may notice a gap or weakness in skills, a problem with work performance, there may be changes in the organisation or need to help with conflict management that needs to be addressed to resolve the matter, coaching or mentoring is recommended. Once introduced it is of great benefits to the organisation for staff retention and staff morale; it is not difficult to see why they have become so popular. A study conducted in a major midwestern hospital found that when it is apparent that an organisation is committed and showing support with career development of their managers, the managers then develop a deeper commitment to the business and turn more likely to develop their employees (Tansky & Cohen, 2002). ( Lamb, et al., 2012) say that when conflict is handled effectively and managed well by professionals it can deliver long term sustainable effective change, incredible benefits and successes.
Coaching and mentoring aid with enabling the thought process towards making changes and motivating individuals to pursuing their desires. They use question technique to activate a thought process to find a suitable next step, solution or direction to consider, and provide support in setting realistic goals and measuring progress check one is on track for the goal(s). The process is also to ask questions, listen and observe in order to understand the customer. Applying tools and techniques that encourage, counsel and promote the development of personal growth. Being supportive and non-judgmental and staying positive towards the customer. It is important to stay neutral and not allow the customer to become dependent; they must develop their own competencies.  Measures set to asses customers’ status on goals set and to check that the relationship between coach/mentor and customer is working well, should be used. When a goal is achieved set the next one and if still working towards a goal encourage them to persist to the end for their development. Never push the customer to try going beyond their competences. Coach/Mentor’s need to stay within their credentials and area of knowledge where skill-transfer is offered. Ensure the customer receives the right service for the correct amount of time by managing the process and relationship. (Network, n.d.).
From the paragraphs above the similarities between mentoring and coaching are quite evident yet they are different. Mentoring as we know it today goes back to the 1920’s from the Big brother/sister programme and has grown in popularity ever since (Merrick, 2012).
 A mentor needs to be someone with experience in the subject area. The mentor is the guide and shares their experience and knowledge while bringing the “mentee” up to the levels required. This takes a long period of time and usually steers in the direction of a relationship; the focus is on the future. Constant supervision is not necessary, no planned end date can be lifelong (Weafer, 2006).
The term comes from the 1800’s and is associated mainly with sports and gradually changed over the years. It was in the 1960’s and 1970’s with Human Resources finding the need to treat people better, coaching started to advance. In the late 1970’s it became an essential support to aid managers. Today there are several coaching models and they are used in several business areas and at all levels. Coaches are people that help individuals become more proficient in certain areas or enhance important workplace skills they might be lacking. The focus is on the present the goal can be achieved in just one meeting, or over a short period of time, it ends once the goal has been reached. Progress is supervised and there is a conclusion to the coaching sessions which is achieving the set goal (Weafer, 2006).
[bookmark: _Toc456901517]Between coaching and mentoring Sean Weafer 2006 states that a mentor has skills or knowledge specific to a role which they then transfer to somebody junior. They do not need to be in their direct line of management or supervised. They may not even work in the same organisation as the mentor. Mentoring is delivered in hierarchical form from the top down. Coaching on the other hand can be delivered, colleague to colleague up on down the hierarchical chain (Weafer, 2006). 
As stated above coaching and mentoring are often thought of as the same although the method of delivery may be similar; the approach and purpose are somewhat different. Both are also often linked to counselling and training. There is an overlap between them which is outlined below.
Depending on an individual’s circumstances there may be a need for either a coach, mentor, counsellor or trainer. The trick is to know when to do what, for each some form of relationship needs to be built in order to have the trust of the person, be able to communicate effectively and have interpersonal sensitivity to be able to get to the root of any issues. 
Coaching and mentoring have a delivery method of asking questions and organising a personal route for the person to accomplish their personal goals. Although the mentor focuses broadly on both professional and personal growth, coaching is much more specific and is task based (Stone, 2007).
Counselling also has the method of asking questions the difference is the tendency not to be about tasks and performance. Counselling helps to discover undercurrent and core issues for an individual and their relationships. In counselling the goal is to encourage self-understanding (Stone, 2007).
When training, questions may need to be asked but often come as a result of findings from coaching, mentoring and counselling (Stone, 2007). Its more of an implantation of knowledge and development of skills. There is more telling involved than asking.
The key is to know which is needed; is it coaching, mentoring, counselling or training? When performing either of the roles the person conducting the task needs to understand their purpose and when to use which method and prevent confusion of the roles. 
[bookmark: _Toc8986082]GROW Model

The method of delivery for coaching that the Carphone Warehouse staff use is the GROW model. This is a process that provides the sequence for questioning by steps as a guide for the coach to follow in their delivery a Coaching session. GROW is an acronym which stands for:

· Goal = What does the client want the outcome to be by the end?
· Reality = Where the client is currently?
· Options = What obstacles are in the way and what action, strategy will be taken?
· Will = What is the way forward?

A GROW Model illustration is in Appendix 1. 

Although the steps have an order to follow the great thing about the GROW model is that coaching can be implemented at any stage of an on-going process or task. As the framework is flexible it can be successfully begun even if some form of process has already been made or other discussions already taken place (Whitmoore, 2017).

When looking at this model logically it seems odd to set goals before looking at the reality of a situation. However, this is intentional, often when reality is the first thing looked at all that is seen is the impossibilities and negatives of the circumstance. That then gives room for the barriers to set in the thought that existing trends will continue to be an issue. The idea is to not limit one self to what has been done before and really set up for the future.  When goal is set with creativity it then motivates to work on solutions to enable the realisation of the vision (Whitmoore, 2017).

It is important to note that GROW can not work without being brought into context. The coach needs to bring in the objectives, awareness, accountability and skill, with influential questioning and active listening (Whitmoore, 2017).

To be effective in using this model time must be spent really getting to grips to discover what the goal is in order to move on to the next stage. Example questions are in appendix 2. To put to action the GROW Model stage by stage first G which is to decide what they would like to concentrate on by shedding light on what they would like to focus on (their goal). Second R examine the reality of where they are now, what is affecting them currently and ensure they are aware of the existing realities. Third O find out what all the options are and how they can be made available. Promote brainstorming and thinking about resolutions. Finally, fourth W help the coachee to become motivated for the next step (O’Riordan, 2011). Lower down in this essay is an example of how this worked for the Carphone Warehouse employee.

[bookmark: _Toc8986083]What are the benefits

[bookmark: _Hlk8761795][bookmark: _Hlk8762593][bookmark: _Hlk8762717]Emotional Intelligence was made popular by the psychologist and journalist Daniel Goleman. He wrote a review article entitled Leadership That Gets Results” which put his stamp on the concept. He came up with the thinking there were six different and essential styles of leadership. Coaching was highlighted as a style that impacted performance, culture and the bottom line in a markedly positive way. However, of the six it was the least used. The reason Goldman was given was that leaders felt that in times of high-pressure economy they just did not have the time. They felt this form of coaching to be a slow and monotonous way of training individuals and facilitating in their growth. This all came about in 2000, so much has changed since then.  Now is a time of globalisation, everyone has access to emails and smartphones, coaching as a term used widely. Yet in practice it still is not used as often as it should be. Where it is being put to use it is not noted as working well (Stanier, 2016).
[bookmark: _Hlk8628077]Coaching and Mentoring are on the rise in popularity throughout organisations. They are being used as a method of improving knowledge, performance and skills of their staff for specific goals and skill sets. The only thing is coaching tends to be seen as a cure for all for developmental needs, when it should only be used to specifically with a person’s learning and development (CIPD, 2019). 
The benefits are in the advance development of an individual’s skill level, finding causes of problems and achieving goals. Job satisfaction levels increase along with encouraging professional personal development. Improvements are made in an individual’s self-confidence. Helps identify areas of weakness to possibly convert them to strengths or develop mechanisms to deal with that area. Making improvement on problem solving. Aids in the development of healthy relationships, can aid in the management of low self-esteem and dealing with disappointment. Provides the opportunity to consider better work and career choices (Passmore, 2015).  The level of benefits must take into consideration all other factors such as; the approach of coach/mentor, the receptiveness of the recipient to the organisational interest and level of participation (Passmore, 2015).
Carphone Warehouse has like many other companies been conducting coaching and mentoring for some time. The employee’s first role was as one of their call centre advisors. Where every week two or three calls would be picked at random and listened to. The coach would then play the recording back to the employee in its entirety and then play section by section. The coach would then ask questions on what the employee thought about the calls. What went well? Did they notice anything that did not go so well? What they could have done differently? What is preventing them from handling the call differently? The questions would be dependent on the content of the call. There was always something that would come up whether it be a repeat of something that happened before or something totally new. Once they found an area or two to focus on the next set of questions would unfold. What can you do to handle this type of call differently? What is stopping you from handing the call differently? What can be done to help you improve? Then a commitment would be sort from the coach by the employee as to what action they will take to achieve what was agreed. What will be the first action? Is there anything that would prevent them from the plan of action? If so, what they thought could be done to over come that? When they felt that plan would need to be reviewed. 
This worked at helping to improve call quality and from time to time also helped employees accomplish positions in other roles as was the case for this employee. The sessions were not always just about the call handling. The advisor would be asked about their career interest and what if any interest they had in other areas of the business. Once an interest was established the coaching session would also be used to help the staff member to make plans on how and what they need to do to achieve their goal.
It is important to note here that all employees did not buy into the idea that coaching was not only for the company’s benefit but them. Also, the relationship between the coach and coachee was not always paired very well; which meant that only a few took up on the opportunity to develop themselves to better positions although the call handling was kept to a very high standard.
There has been an implication that as ethics differ this is where the problems can stem from. A controlling coach, misuse of power, even amplified emotional reliance which can come from the coach or the coachee. Human Resources have to be very careful when appointing a coach. They need to be able to execute their role of understanding and supporting of their client (Rhodes & Beneicke, 2002).

(Stone, 2007) referred to Abraham Maslow and others conducting research on motivation which showed that most people have a real interest in self-development and achieving their goals. It is natural and does not need to be forced or threatened out of them once an individual is given a reason to perform, they will. They do not even have to offer promotion or financial rewards. Once given the chance to increase their portfolio through training, and giving them projects to help with their development to aid in increasing potential to develop beyond their current 
position. If the employee feels recognised for their ideas and free to share them and they be implemented; they then get the sense of job satisfaction and a feeling of contribution that makes them increase their performance. To gain loyalty, respect and confidence a manager needs to be willing to coach the employees to accomplish their full potential.

Leadership development firm Blessing White conducted research in 2006, which found that out of the seventy-three managers that were trained for coaching, less than one in four percent coached, (twenty three percent) thought that it had a substantial effect on their development or job satisfaction. While ten percent found the coaching, they received had a negative effect (Stanier, 2016).

[bookmark: _Hlk8893956]For this employee of Carphone Warehouse the coaching received was of great benefit. The employee had not advised them that she was dyslexic but through the coaching it was picked upon.  The employee expressed it was something she wanted to get support in dealing with as she felt it was holding her back. So as a result of the coaching, they recommended that she should be assessed by an assessment centre for dyslexia diagnosis. They assessed her level of dyslexia, then provided information on what would help her in day to day life. They also suggested equipment that could be purchased to assist with her working life. Carphone Warehouse purchased the items and her confidence grew to the point that she applied for the Administration Manager role and got it. While being coached she advised she had a love for customer service and was given the opportunity to complete an NVQ in customer service, as she expressed that she would like to have the chance to further her education. She and others did the course through the organisation as work place learning and passed. As they promote the GROW model the goal of becoming an Administration Manager was not blocked by extrapolation but driven by vision.

Once in the role as Administration Manager her Manger become her mentor. They met up once a month. Although questions where asked advice was also given. Examples of how they dealt with certain situations was given and left for her to decide if that was the route she wanted to take. Unfortunately, Carphone bought about some changes that meant redundancy so the relationship to not get to develop as it should have. 

[bookmark: _Hlk8913803]The benefits to having a mentor is that he/she is there to encourage and support; give practical advice. As above, help you learn from their experience, they encourage the growth of social and academic confidence as you learn more. Decision making becomes easier as does communication, studying and personal skills. There is development in the ability to deal with strategies, academic issues, distinguish goals and setting objectives. Gaining new visions and clarity on next steps (Jakubik, et al., 2016).

Coaching can help in many areas, for example one of the colleagues had an issue with time keeping. She was reported and had to go through a disciplinary although very good at the job when she arrived. However, she was always late which had a negative impact on the other team members. Within the disciplinary it was decided she would benefit from coaching sessions, they set out a goal for her to action to arrive at work on time. This was thought as the best way forward and the best disciplinary action as the employee was excellent at her job, they did not want to lose her but would have no choice if coaching did not work. She worked with her coach and put a plan in place, and it worked. Coaching within Carphone Warehouse for most worked well in helping to improve their performance, for some it led to promotion and others move into a department or position they were much happier working in. For a few it was a very unpleasant experience which did not work in their favour. In some case the recipient was not very receptive, in others the relationship between the coach and coachee was not working and in even fewer case the coach was not up to the role. Yes, this was addressed but, in the time, it took to pick up on this any damage was already done.
(Stanier, 2016) suggest that there are three causes for coach’s training not to stick.
1. The training received was excessively theoretical and complicated, did not seem connected to real life demands and situations, although the training itself was very engaging.
2. It is very possible that there was not much time if any to spend on working out how to action and adjust to the new way of delivery and do things differently; as old habits die hard, very shortly it is back to the old ways.
3. Changing from giving advice to asking questions is not as easy as it sounds. The practice of giving good advice and receiving rewards such as promotions and praise for a job well done make this a hard behaviour to change. The coach is the one in control adding value. Changing means the control of the conversation is lost, however the whole idea is to empower the client.
[bookmark: _Hlk8721881]Coaching is not the only way staff can be supported and Carphone Warehouse is good at supporting their staff. They are very big on internal promotion and sending staff on courses. Other benefits to using a coach include assisting with change management behaviour. Due to people’s differing outlook, point of view and beliefs mean their reaction to change can be very different. On a whole change is seen as something out of their control. Therefore, a resistance is put up towards the change. Coaching can aid in developing communication and encouraging flexibility in facing change.
[bookmark: _Hlk8901357]A study conducted by (Jenna Filipkowski, et al., 2018) recommended a few points linked to coaching, for change management to work for organisations they need to consider the following as well as a couple of other matters. Change management initiatives should take into consideration how to include coaching at every stage. Lead each stage of the change with a range of coaching activities focused on common needs of the business. For the management and leadership teams, maintain current development of coaching skills. Extend the opportunity for coaching from professional consultants may they be internal or external to heighten their coaching skills. All managers and Leaders need to recognise that they need to actively listen to not only what is said but take note of body language and tones of voice, also that they themselves need to be present and focused. Ask questions that would help the team move forward towards the same goal. They need to be able to know when and where to use their coaching skills. They also need support from the organisation and feedback on how, where and when to use their coaching skills.

(Jenna Filipkowski, et al., 2018)state that coaching has been rated the most helpful activity to attaining the goal of change management; through one-on-one coaching, team coaching and work group coaching with a professional coach practitioner. Coaching may not be the most quoted tool for change management, however it is noted as the most helpful.

[bookmark: _Hlk8903169]Unfortunately, this level of coaching was missed by Carphone Warehouse when they decided to merge with Best Buy. Very little of these measures took place and as a consequence the merger never worked. The quote made to (BBC, 2013) “Carphone said the two companies had decided to focus on their own regions”.
[bookmark: _Toc8986084]Other Benefits 
[bookmark: _Hlk8893215](Passmore, 2015) quotes research from as early as 2002 until 2013 by various groups that conducted quality of the valuation. Just over a decade ago the first inhabitants in this area their return on investment was calculated at five hundred and twenty-nine percent. He quotes American Management Association 2008 statement who found that although it is very difficult and complex, where coaching is concerned, it is difficult to work out the return on investments. When they added the results from the coaching programme integral to leadership it jumped to seven hundred and eighty eight percent. A study of executive coaching, one to one coaching and career coaching held in Manchester 2001, showed they experienced five-point seven times their initial investment return. Passmore also quotes Dembkowski (2005), as saying an example of an indication of investment return for coaching on an average comes in at 22:1 US students in the 2009 ICF global coaching client study.
Even though times are busy, and people have many complicated circumstances it would only take ten percent of one’s time to coach. It may seem a lot of time but when you weigh it up against fifty percent plus of time that would be spent when things grow beyond coaching or mentoring to counselling. As not actioned when the challenges occur. Without coaching problems can escalate and dealing with them can include having to pick up the slack to having to dismiss an individual. Continuing problems can mean time away justifying an individual’s dismissal. If the individual feels they were unsupported and treated unfairly, this could lead to a lawsuit (Stone, 2007).
There are so many benefits to coaching in so many different areas both for organisations and for individuals, it is easy to see why coaching is becoming more popular. There is still no agreed upon way to evaluate coaching, this could be the reason there are so many different models for coaching out there. What most agree on is that coaching does work and is effective for enhancing wellbeing, improving performance, developing self-regulation and helpful in developing coping strategies. It is a significant component in the morals and values of professional standing of which all professions should embrace (Comte, & McClelland,, 2016).  
(Comte, & McClelland,, 2016) state that “However, the diversity of coaches’ backgrounds means that personal professional backgrounds and the subtle variations in cultural differences may lead to differences in interpretation when faced with ethical dilemmas” 

In order to benefit from coaching and mentoring managers and leaders need to ensure they have the correct skills to deliver a great service. Most, coaches and mentors are managers or leaders and need to have training to be successful in their coaching role. They are more prone to tell individuals what to do whereas with coaching they need to ask questions and explore, listen and let the individual self-discover and confidentiality. The most noticeable skills would be the ability to spot and set goals and give feedback, but it is much more than that. They need to be understanding and be intuitive and that comes with emotional intelligence empathising which can be naturally acquired or developed over time. A good starting point and really important is to want to help the person develop, and not see themselves as a problem fixer. The role is to support the individual in their development (Bacharach, 2013).

[bookmark: _Toc8986085]Conclusion and Recommendations

Carphone has in place a very good coaching and mentoring programme for personal development, goal setting and an aid to help with disciplinary issues. Where they may be missing out is in the use of coaching for change management.  This may have made the difference with the merger with Best Buy and created the culture for change. 
It also seems that although on a whole it is agreed that coaching is the way forward the fear of it being too time consuming hinders its use. While the benefits to the individual is plain to see, looking at the results of the research conducted to date would be very encouraging. As that shows the return on investment to the organisation in a very positive light.  
[bookmark: _Toc456901523]Coaching and mentoring are important developmental tools to use for manages and leaders for business, personal ever day life. Once the coach is trained correctly and follows a rule of practice like the GROW model, they can then develop individuals to see their full potential whether for their career, education our self-development; it helps to be more effective in all they do. It helps organisations with staff retention provides the information as to understand where training is needed and ensure that they have all the tools they need to work efficiently. It helps to create a better working relationship and happier working environment.
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[bookmark: _Toc8986088]GROW Model
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[bookmark: _Toc8986089]Appendix 2

[bookmark: _Toc8986090]GROW example question

[bookmark: _Toc8986091]Goal Setting 
1. What is the aim of this discussion? 
2. What would need to happen for you to walk away feeling that this time was well spent? 
3. If I could grant you a wish for this session, what would it be? 
4. What would you like to happen that is not happening now, or what would you like not to happen that is happening now? 
5. What outcome would you like from this session/discussion/interaction? 

[bookmark: _Toc8986092]Reality 
1. What is happening now? (what, where, when, who, how much, how often). 
Be precise if possible. 
2. How do you know that this is accurate? 
3. How have you verified, or would you verify, that that is so? 
4. What other factors are relevant? 
5. Who is involved (directly and indirectly)? 

[bookmark: _Toc8986093] Options 
1. What could you do to change the situation? 
2. Tell me what possibilities for action you see. Do not worry about whether they are realistic at this stage. 
3. What approach/actions have you seen used, or used yourself, in similar circumstances? 
4. What else could you do? 
5. What if…? (time, power, money, etc.) 

[bookmark: _Toc8986094]Will 
1. What option or options do you choose? 
2. To what extent does this meet all your objectives? 
3. What are your criteria and measurements for success? 
4. When precisely are you going to start and finish each action step? 
5. What could arise to hinder you in taking these steps? 

Example questions from (Flander, 2019).
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