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Introduction
Currently working with a Local Authority within the HR department and an associate member of the CIPD. The organisation operates in a wide range of sectors, from leisure, the environment, education, health, and social care to hospitality. Coaching and Mentoring staff in this broad and dynamic organisation will require a diverse set of knowledge, skills, and abilities from their coaches. It is also my intention to shortly become a self-employed coach and mentor.
The literature available for coaching and mentoring is equally as diverse and suggests many conflicting and overlapping definitions for each process. This critical analysis will use the definitions of coaching and mentoring stated below to evaluate how the following effect the provision and delivery of appropriate coaching and mentoring services in my organisation.
· The underpinning theories behind coaching and mentoring.
· The ethical considerations required when considering service provision.
· Relevance and value of coaching and mentoring models and their use as a vehicle for delivering targeted successful outcomes.
According to CIPD (2022CM) and Cox, Bachkirova, and Clutterbuck (2018) coaching and mentoring is gaining popularity as a way of enhancing the performance of employees. Cox, Bachkirova, and Clutterbuck (2018) and Garvey, Stokes, and Megginson (2011) also suggest coaching and mentoring are as diverse as the backgrounds from whence the coaches originate and this diversity influences their philosophy, perspective, and practice of their skills. However, despite this diversity Aboujaoude (2020) advises coaching is not a replacement for therapy and should not be avoided for clients who have these issues which could be exacerbated by the process.
 Koopman et al (2021) study shows there is a strong historical aspect for coaching and mentoring which has changed and developed into the practice seen today. They also suggest that the difference between the two is related to the labelling rather than the practice. 
Garvey, Stokes, and Megginson (2009) suggest the diversity is attributable to the subjectivist and the objectivist viewpoints. Parsloe and Wray (2000) suggests mentoring is instructional and coaching is non-directive Parsloe and Wray (2000) also suggests that at the time of their publication there was a time of flux and development in the field.
 Ives (2008) echoes this change suggesting coaching benefitted from input from different fields and approaches, but it has obscured definitions of coaching and mentoring. We can also infer from Ives (2008) that both definitions are influenced by the coach’s perspective, the approach and the model used to affect the development of the client. 
However, we still differentiate between and pigeonhole both practices even though there is influence and inter-changeability between them which is highlighted in the definitions of both.
CIPD (2022CM) and Cox, Bachkirova and Clutterbuck (2018, pg. XXViiii) have a similar ethos of coaching, the latter define coaching as:
“A human development that involves structured, focused interaction and the appropriate use of strategies, tools and techniques to promote desirable and sustainable change for the benefit of the client and potentially other stakeholders.”
 CIPD (2022CM) has a more descriptive format mentioning the characteristics of coaching as a focused, work specific non-directive form of development, led by trained individuals. The development supports colleagues to carry out self-assessment of themselves, situations, and opportunities. Achieved, using curated activities, for mainly organisational benefit but may have some personal benefit attached. 
CIPD (2022) CM also links mentoring with the coaching and describes mentoring as a longer-term relationship between colleagues with different lengths of experience or different generations. However, it goes further to suggest that using the coaching method of listening clarifying and reframing, being less directive in nature and more an equal opportunity for learning for both participants achieve the most productive mentoring relationship. 
This viewpoint, echoed by Koopman et al (2021) who also suggests that sessions need not be defined as either coaching or mentoring but should be a blended opportunity of both practices. 
I also agree with them we should provide any client with their best opportunity for progress and development in the sphere they specify. They are unbothered by the semantics of whether is coaching or mentoring and more focused what they have achieved, how measurable it was, could they leverage it personally and professionally and the value for money gained. 
The profession should come together as a whole to agree aims, standards including behavioural ones preferably on a worldwide rather than national basis due to humanity’s newfound mobility and working practices, progress in IT and the necessities created by the COVID Pandemic. For this reason, I would support an international umbrella organisation with national branches who echoed a set of standards and specialized their work with the national law of the country they represented to support coaches to work internationally.
A worldwide consensus would also bring more kudos to the profession, stimulate more specific research into the topic and provide a more focused approach to theories investigated by other professions and how developments can support and impact coaching and mentoring.
One strand of research into the neuroscience (cellular level) approach to support coaching and mentoring is in its infancy and much of the knowledge and investigation currently beyond our capabilities but has enormous potential. Bowman et al (2013). 
However, it provides the analytical coach with leads to develop their practice in relation to human behaviour. Boyatzis and Jack (2018) suggest the Intentional Change Theory (ICT) is a driver to develop client’s knowledge of their Default Mode Network (DMN) and change it using positive emotions (PEA) also termed coaching for compassion uses models that are solution based. 
 Boyatzis and Jack (2018) also discuss the opposite style of coaching using negative emotions (NEA), also termed coaching for compliance, which uses models that are ‘problem based’.
Both have their benefits and drawbacks Boyatzis & Jack (2018) and Boyatzis, Rochford, and Jack (2014) suggest using PEA and the client’s ideal vision to harness positive emotion to produce a harmonious relationship, with greater engagement and the motivation to complete and sustain a change.
Bowman et al (2013) support also support these points this by suggesting coaches frame and reframe changes in terms of what the client will gain to encourage lasting change and permanent behavioural change.
Whereas Boyatzis and Jack (2018) advise NEA which is problem centred can discourage lasting change because it causes stress and guilt resulting in demotivation and loss of self-confidence. 
Also supported by Bowman, et al (2013) who advise that emotion is central to coaching issues and positive emotion is less debilitating than negative ones to both the client, their relationship with the coach and the development of metacognition and new behavioural approaches. 
However, Bowman et al (2013) also suggest that friction between a client’s DMN and a task benefits mental health because it uses two different areas of the brain. Farb et al (2007) suggest mindfulness would support and develop the skill of independently analysing feelings and actions using an out of body perspective. While Bowman et al (2013) suggest using the technique and journaling to support self-reflection and evaluation.
As a coach the choice of topic by the client, and default mode for all participants must be considered and the models, tasks thoughtfully developed and utilised to produce effective measurable outcomes. 
Another strand is the systemic theory of coaching because knowledge at the cellular level does not provide answers for the whole system and the environment inhabited Laurence (2019).
Whittington (2012:5) states systemic coaching
	“Illuminates, clarifies and resolves the system dynamics while also integrating your own particular style and orientation”. 
Therefore, enabling each section of the system to work cohesively together without conflict to produce a desired outcome. However, there are issues with this type of coaching.
I believe Clutterbuck (2007) gets to the nub of the issue comparing the use of systemic thinking which is linear, tends to use lower first and second order level of thinking and is discrete from the organisation. Whereas, thinking systematically incorporates the organisation, more helpful to the coach and client, and uses the higher level, thought processes and complex systems theory. 
The table below from Laurence (2019: 48) describes the levels of thinking and behaviour of the systemic perspective.
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Figure 1: Beliefs underpinning four hypothesised perspectives, Laurence (2019:48)
Laurence (2019) also advises the coach needs a more complex approach to incorporate interpersonal dynamics, dialogue, and storytelling of all involved, particularly leadership and cultural influences within the organisation to affect any meaningful change. 
Equally as important in my view is the advice of Laurence (2019); Cox, Bachkirova and Clutterbuck (2013) and Wilber (1996, 2000) that the implications of theories and methods is that coaches should be aware of them, refuse to align their practice with one model, perspective or value but appreciate that all have a use in a variety of settings. 
Cox, Bachkirova, and Clutterbuck (2013) summarises perfectly using the category diagram below to describe how coaches should approach achieving understanding of any event or problem presented by a client. It would also enable a coach to reflect if they are showing preferences and bias in their practice. In my opinion it is also a suitable approach for mentoring clients.
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Figure 2: Explorations of the dimensions of coaching described by Wilber (1996,2000) and illustrated by Cox, Bachkirova and Clutterbuck (2013:5)
Cox, Bachkirova and Clutterbuck (2018), Garvey, Stokes, and Megginson (2011), Passmore (2010), Hardingham (2012) and Whitmore (2002) recommend the use of coaching models to deliver client services. The advantages and disadvantages using a coaching model are listed in the following table.

	Advantages
	Disadvantages

	· Supports new coaches in the profession
	· Model proficiency can impact results and coach confidence.

	· Provides a structure and framework for sessions
	· Too much structure, familiarity can lead to client stagnation of ideas and reduction of commitment during sessions

	· Provides a client with consistency, familiarity, and a sense of security during a session enabling them to focus on the task and their personal development.
	· A client sense of security can lend itself to session becoming an opportunity for chatting or ‘venting’ rather than the results driven process. 
· A coach’s sense of security can lead to lethargy, lack of preparation and slow responses of investigation

	· Enables the client to pinpoint and prioritise their goals. 
	· The number of goals and /or opportunities that present to a client could become overwhelming and lead to inertia.

	· Opportunity to develop client and coach insight into the goals, their context, and the environment.
	· Knowledge of the area can lead to assumptions related to the coach’s experiences, career, or other sessions.  


	· Supports the meaningful development, evaluation, and analysis of opportunities to resolve a targeted issue. 

· Provides a safe experimental environment.

· Personalises each session to enable delivery of communication and information in a client’s preferred format.

	· Develops a reputation for one type of coaching. Although niche coaching seems to the recommended way forward in literature in today’s climate it limits business potential as people, we are multifaceted and able to coach over several environments.

· Client outcomes could become homogenised rather than unique.

	· Enables development of an action plan specifying achievable milestones; timeframes; a list of potential road blockers with a resolution plan 
	· Delivering information in the same format time after time does not encourage client flexibility or provide the opportunity for self-discovery that other formats sometimes provide

	· Supports coaches to achieve consistent measurable results while developing a particular brand to encourage new clients requiring similar services
	· Maintaining one type of model can lead to paths not taken because they do not appear or due to the opportunity not ‘fitting’ the model

	· Multiple coaching models can be employed to ensure their disadvantages do not impact service delivery.
	



Figure 3: Information sourced from Cox, Bachkirova and Clutterbuck (2018), Garvey, Stokes, and Megginson (2011), Passmore (2010), Hardingham (2012) and Whitmore (2002)

The three coaching models were selected for their relevance to my current organisation, experience and career to date but should also take me forward in developing my own coaching business.
The GROW family which is a learner centred gestalt approach and OSKAR/ OSCAR which is solution focused approach (Cox, Bachkirova and Clutterbuck 2018) used in my current organisation. I have also used it in teaching with students, colleagues, or children in my family in both a coaching and mentoring setting to develop understanding of themselves, the effects of other’s actions on them, their own actions on others and how to change the outcomes.
CLEAR a Gestalt approach model (Cox, Bachkirova and Clutterbuck 2018) chosen to pair with the other models and focus mainly on behaviour modification for clients but also to develop coaches and assess their skills. The behaviour modification I could also link with my HR role and teaching students with additional learning needs (ALN) for managing /mentoring disciplinary/behavioural issues where people can change and practice responses to colleagues within the workplace that have resulted in reported grievances. The practice in a safe setting would support change and development of new neural pathways and more appropriate automatic responses.
I have also had to consider my employment position on a fixed term contract and select at least two models that are the most popular and would support me in any future role in any sector. That said, I am cognizant that one of the disadvantages of using a model is that it is a limiting factor both in its use in a session and as a practice when client’s needs are shoe-horned to fit a model.



	Model
	Advantages
	Disadvantages

	GROW; REGROWTH; GROWTH; TGROW.
G-Goal
R-Reality
O- Options
W- Wrap Up
T-Target/Topic
H-Habit
R- Review
E- Evaluation
	· Popular with coaches and clients
· Well documented with a broad base of evidence
· Simple, memorable, and flexible for coaching and mentoring
· Enables planning to provide support and modicum of control during times of flux.
· Tangible outcomes and benefits from delivering the plan.
· Used for coaching and mentoring
	· Hindered by a negative outlook, anxiety, and cultural differences.
· Remaining objective can be difficult.
· Effectiveness requires experience and knowledge.
· Blurred lines between coaching and mentoring reduces efficacy 

	CLEAR 

C – Contract
L – Listen
A – Action
R – Review

	· Capable of transformational changes
· Habit forming
· Flexible and capable of single or multiple tasks
· Less personal approach
·  opportunities to practice changes before application 
	· Future focused rather than self-development based.
· Client could view coach as less supportive or committed.
· Reduced change potential if followed blindly

	OSCAR OSKAR

O – Outcome
S – Scaling
K - Know How
C – Choice
A – Action
R - Review

	· Capable of brief and more prolonged interventions
· Positive, unique solution focused approach
· Coach is a collaborator promoting self-reliance and learning.
· Flexible for coaching and mentoring

	· Hindered by unresolved past issues.
· Can lack definitive evidence of improvement.
· Changes to client level of thinking required for worthwhile solutions.
· Blurred lines between coaching and mentoring reduces efficacy.


Figure 4: Information sourced from Cox, Bachkirova and Clutterbuck (2018), Garvey, Stokes, and Megginson (2011), Passmore (2010), Hardingham (2012), Starr (2016) and Whitmore (2002)

Implicit in this document so far are 3 facts the client is an adult, their mindset is open to change and self-development, and that the culture (personal or organisational) benefits the coaching and mentoring methodology. 
Culture should be viewed on two levels. Cox, Bachkirova and Clutterbuck (2013) suggests that culture is always an influential factor in coaching and mentoring as infiltrates all areas of life both personally and professionally and can be a cause of bias. 
Culture is not just the concern of an organisation it should also be of prime importance to the self-employed coach. From the proposed definition of Gormley and Nieuwerburg (2014:99) for organisations the individual coach’s culture should be transparently embedded, within their business strategy and hence the core of their brand to connect with and attract clients who make a connection with that brand. That said every coach will also need to take a ‘look from the outside in’ and see how others may perceive them, their strategy and brand (Covey 2006). 
When stepping back to take an overview of coaching practice, consideration to both professional, personal and client, ethics is essential.
Those who coach and mentor originate from a wide and varied background. However, a trawl of search engines and social media platforms asking for advice to become a coach and start a business highlights the ethical issue faced by those who wish the practice considered and viewed as a valued and legitimate profession.
This easier said than done as even CIPD acknowledges that organisations have difficulty embedding and establishing an articulate ethical culture which is transparent and brings their core values to life. (CIPD 2022).
When it comes to coaching and mentoring added tensions as described by Cox, Bachkirova and Clutterbuck (2018) are due to:
· Multiple governing bodies with several even if similar codes of practice 
· Enforcement of ethical codes has little monitoring and regulation.
· Different statutory laws and guidelines depending on the country of origin.
· Competition and overstepping competence boundaries to engage the client.
· Conflict of interests due to contract terms 
· Requires significant self-knowledge and management to recognize personal bias.
Having an additional professional status e.g., psychologist, teacher, medical professional or, in my case, being a CIPD Associate. I must consider my ethics as a HR professional in addition to any ethical values related to coaching and mentoring as would any other professionals who also participated. 
CIPD (2015:6) advises that HR professionals should, to maintain their professional status, view all their ethical dilemmas, coaching and mentoring without exception, through 8 HR lenses: 
· Fairness - to the client and yourself to contract your services.
· Merit – maximum return on investment for client, coach capability and experience
· Markets – Is it within coach niche market or is it diversification- reflected in cost.
· Democracy – circumstances of the request, voluntary or imposed by organisation.
· well-being – will it harm the participants, provide support or improvement.
· rights and duties – ethical considerations, culture, reasons for request, client expectations and interests
· character – compatibility of participants, organisational culture, coach ethical character
· handing down – ensuring coach environment fit for purpose for next generation / client prepared for next stage of their journey.
· law – coaching must be lawful, any illegal acts reported to authorities.
According to the CIPD (2022), at an organisational level, a code of ethics is a set of guidelines (moral compass) set out by an organization, governing body or an individual about their practice and behaviour towards, employees, stakeholders, and society. 
(CIPD 2015). Cox, Bachkirova and Clutterbuck (2018) also identifies 5 common themes which mirror some of these 8 lenses mentioned by CIPD:
· Do no harm -
· Duty of care
· Know you limits.
· Respect client interests
· Respect the Law
On a personal level, we should always examine our own personal motivations and agenda for becoming a coach or mentor, and contracting this specific client e.g., financial or kudos Cox, Bachkirova, and Clutterbuck (2018), Megginson &Clutterbuck (2009).
Covey (1991p54) echoes this stance:
 “The ethical person looks at every economic transaction as a test of their moral stewardship”.
Whether a coach for an organisation, part of your line-management duties or as a self- employed coach your reasons for being should be transparent, part of your story telling and psyche (Whitmore 2002).
For transparency as an individual coach having a formal contract stating terms and conditions is essential. Heitz and Leach (2022) suggest the most common ethical conflicts or dilemmas centred around the topics of confidentiality, conflicts of interest, competence, mental health, and multiple relationships.
On a client level, when considering a contract, the first considerations are should any coaching or mentoring services be provided, appropriate and likely to be productive Cox, Bachkirova and Clutterbuck (2018).
Whitmore (2002) and Cox, Bachkirova, and Clutterbuck (2018) advise we can only positively coach someone when we have a belief if their potential could be better than their current and past performance. Otherwise, we should not ethically work with that person and recommend a suitable alternative coach or mentor.
Whitmore (2002) also insists we must cultivate a coach persona and put our ego, career insecurities and status to one side. In organisations, managers coaching or mentoring employees must always ask can I do this for this individual?
When considering contracting to an organisation, Whitmore (2002), Cox, Bachkirova and Clutterbuck (2018), advise considering their ethical stance, their requirements as well as your own and the client you are working with and ethically decline if you feel your values or brand is undermined. 
Megginson and Clutterbuck (2009) advise aligning your goals with the managers and stakeholders of the organisation as part of the contracting process and produce a set of agreed objectives and outcomes for the coaching process. However, these may not align with your ideas and ethics, or the ideas of the individual client in receipt of the coaching and conflict can arise.
Analysing the theory and research sources related to coaching and mentoring advises that a professional must actively maintain a current knowledge through a career development plan (CPD). Balancing this development with the amount of information available constantly increasing will need careful planning, judgement, and honest self-assessment CIPD (2023) recognises this and provides suggestions and tools to support the development. Particularly if coaching is only one facet of the job role as it is in HR. To be effective Cox, Bachkirova and Clutterbuck (2013) and others suggest they must also leverage that learning to:
· Develop and present their authentic self to their client (Gatling, Castelli, and Cole (2014). 
· Provide a planned, documented, well-balanced, structured approach. For example, look at positive and negative client issues Cox, Bachkirova, and Clutterbuck (2018), 
· 
· Reflect on and analyse their practice Megginson and Clutterbuck (2009)
· provide a comfortable environment for the client e.g. The use of additional activities such as mindfulness and journaling Megginson and Clutterbuck (2009)
· Actively listen to the client and provide constructive feedback Hardingham (2004), Starr (2016)
· Communicate effectively using appropriate language and learning strategies Whitmore (2002)
· maintain their objectivity in delivering their service Starr (2016) 
 When using a coaching model, they must be beneficial never slavishly adhered to Megginson and Clutterbuck (2009). Coaching models are beneficial to the practitioner, particularly a new practitioner, by focusing on the topic, developing goals, and driving the session forward Cox, Bachkirova and Clutterbuck (2013). There are copious coaching and mentoring models. Practitioners must regularly develop their knowledge of different types of models and their benefits and methods but always practice them in their developmental and philosophical context. Megginson and Clutterbuck (2009) to develop a flexible practice and accommodate client needs (Starr 2016).
Cox, Bachkirova and Clutterbuck (2013) advised there are common elements between existing codes of several coaching organisations and argues this proves the point to move towards a shared code of conduct. However, they will need to take the lack of borders and the reliance on written documentation with the advent of e-coaching and mentoring making transparency and written evidence difficult Garvey, Stokes, and Megginson (2011).
Personally, I would appreciate a leap further for a single worldwide registration with a base in each country who are accountable for supporting coaches and knowledge of with the legal aspects for that country with a maintained system for complaints and sanctions. Who also partner with other professions who coach and mentor.
As an HR practitioner, or manager organisational culture often expects coaching and mentoring provision as part of the role and Whitmore (2002) and Gormley and Nieuwerburgh (2014) provides several key factors linked with the success of delivering worthwhile coaching and mentoring within an organisation:
· Planning for coaching - accounted for in the business strategy and business plan of the organisation.
· Leadership – a top-down approach for the delivering support and provision of the services at all levels.
· Time – time must be set aside exclusively for the provision of coaching and mentoring.
· Transparency – available to all not just to an elite or used as a remediation for capability disciplinary or other perceived problems.
· Culture – equality and diversity embraced and harnessed for an inclusive service provision.
All the factors mentioned above are equally important to a coach or mentor contracted in to provide services. They will have to judge whether they can ethically provide the services requested and many of the above factors would be relevant to making that decision.
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