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[bookmark: _Int_HmCvfzib]Coaching and mentoring model suitable for Yr Athrofa Initial Teacher Education. 

Introduction
[bookmark: _Int_pyGWwxCu]Initial Teacher Training (ITE) at University of Wales Trinity Saint David (UWTSD) is underpinned by effective coaching and mentoring to enable student teachers to become the best educators possible.  Coaching contributes significantly to the Professional Learning element of the Professional Standards for Teaching and Leadership (Welsh Government 2018) as according to Davies et al. (2020) coaching develops negotiation and interpersonal skills and enhances leadership skills. As a lecturer in ITE, coaching is essential not only for the student teachers but also for school professionals in the partnership. Coaching has to be therefore a personalised response to each individuals professional learning needs taking into consideration their experiences, expertise and aspirations (Welsh Government 2019). My role is to work closely with students and school-based staff providing the support, guidance and training necessary for the success of the student teachers. 

This assignment critically examines a range of differing perspectives and underpinning theories for mentoring and coaching as well as exploring any issues that can arise from these. Furthermore, I intend to critically evaluate the value and relevance of several coaching and/or mentoring models. Subsequently, I will identify a model that is appropriate for the needs and culture of UWTSD Yr Athrofa ITE by outlining a clear rationale for my choice of model. 



Coaching and Mentoring
Distinguishing between coaching and mentoring can be difficult as many of the skills and techniques used are interchangeable (McCarthy 2013). Adams (2010) explains that there is a common goal between both, that is the individual being coached/mentored has a desire to grow personally by learning more about themselves and their ideologies. By doing so, the mentee will be able to deal with situations more effectively as he will be better equipped through the process of self-realisation learning about his strengths and weaknesses. Hamlin et al. (2008) previously explained this as helping individuals improve their own performance by enhancing their personal development, growth and personal effectiveness. 

The Department for Education and Skills (2005) recognises that mentoring and coaching can be used differently depending on context. In the education system, both terms were described as a “structured, sustained process”, however mentoring is described as supporting whilst coaching enables development. 
“Mentoring is a structured, sustained process for supporting professional learners through significant career transitions.”
“Specialist Coaching is a structured, sustained process for enabling the development of a specific aspect of a professional learner’s practice.” (DfES 2005)

As the techniques and terms are often used interchangeably, it is important to note the slight difference in the processes. Adams (2010) explains coaching as a question based process. Using a series of ‘open’ questions and avoiding ‘closed’ ones, a coach is able to extract several options for progress or problem solving from the coachee. This process gives responsibility and ownership over decisions to the coachee as well as allowing them to evaluate decisions to identify the most effective path forward. This supports the definition of coaching by the DfES (2005) as the coach enables the development of the coachee. 

Mentoring is a solution based process and can be faster in pace (Adams 2010). The mentor will provide solutions and guidance to the mentee and guide discussions in a way that allows them to impart their knowledge and wisdom. This again is alike to the DfES (2005) definition of supporting the mentee. The mentor will normally be someone with significant experience in the field, similar to the concept of the more knowledgeable other in which a person is able to develop via guidance and scaffolding within their zone of proximal development (Vygotsky 1978).

Critical Review
Relationships are hailed as an important element of successful coaching. Coutu and Kaufman (2009) stress the importance of finding the right match of people for a successful coaching experience as there needs to be an element of trust to develop performance. McCarthy (2013) also claims that the relationship built is what leads to a successful outcome. The importance of positive working relationships would raise questions as to whether mentoring should be formally or informally organised. Carmel and Paul (2015) claim better outcomes come from harnessed coaching rather than forced indicating that perhaps informal arrangements could be more beneficial. 

Lumpkin (2011) noted five benefits to coaching, all supported by the findings of others. Firstly, Lumpkin noted the workforces retention, advancement and recruitment can be improved. Feldman et al. (2013) who also indicated that mentoring when robust can aid individuals with career satisfaction and advancement and supports the retention of staff. Alabdali (2020) also noted coaching leads to a reduction in staff turnover rate and aids to form a succession plan by building and moulding your future leaders. 

Lumpkin (2011) secondly notes coaching welcomes and socialises new staff into the workforces culture. A point previously made by Hobson (2003) who claimed mentoring is crucial in academia to create a feeling of belonging in staff as well as to improve their self-confidence and advance the careers of staff. Lord et al (2008) noted that the impacts of coaching appear to be stronger for new staff especially when implemented as a part of training.  

Thirdly, Lumpkin (2011) claimed coaching builds relationships and networks between staff forging collegiality. Smith and Lynch (2014) further supported and developed this finding claiming it plays a part in creating a positive learning environment in the workplace, improving communication and feedback as well as developing caring and supporting staff. Alabdali (2020) also noted the effect of keeping staff motivated and engaged through coaching. 

Lumpkin (2011) also claimed coaching increases productivity in both mentees and mentors. Douglas (1997) had previously explained that coaching can increase motivation and productivity. This point was further built upon by Coutu and Kaufman (2009) who explained the ability of coaching to develop potential in individuals or staff in their performance which can impact upon an organisation positively. Feldman et al, (2013) then note it is a large contributor to academic productivity in academic workplaces. 

Finally Lumpkin (2011) explains that coaching promotes professional career growth, advancement or development. This again backed by Feldman et al. (2013) who state robust coaching aids career satisfaction and advancement and Hobson (2003) who also claim career advancement as an outcome. Lord et al (2008) noted a commitment to professional development after coaching in a school environment and also highlighted improved sharing of knowledge and skills as well as increased reflectivity in both coaches and coachees. Increased reflectivity being particularly important when exploring the Professional standards for Teaching and Leadership (Welsh Government 2018). 


Coutu and Kauffman (2009) highlight that within the coaching industry there is a lack of clearly defined boundaries and therefore blurred lines between what is considered to be in the remit of coaching or the remit of mental health professionals. This can be potentially dangerous when dealing with clients who may have mental health disorders such as stress, depression or anxiety. A coach needs to be aware and familiar with the blurred territory to ensure that the coaching remains in their remit. Ethical guidance for coaching and mentoring should always be adhered to following a code of Ethics such as Global Code of Ethics (2021).

Blurred boundaries become further problematic as outlined by Coutu and Kauffmann (2009) when there is no agreement as to the role of coaches and why they are hired. This leaves a wide variation between different coaches and mentors and can often lead to them venturing into personal territory despite being employed for work based coaching. Jones and Smith (2022) also note variability in the quality and effectiveness of coaching due to lack of consistency with the design and delivery of programs.

A similar issue again brought about by Coutu and Kauffman (2009) is the potential problem of a coach morphing into a business advisor as a coach would rarely have the in depth knowledge to develop strategic ideas in the company. Again this raises questions and supports the point above that coaches often disagree and don’t have a clear understanding of why they are hired. To combat this issue, Jones and Smith (2022) recommend induction or toolkits to clarify timescales, expectations, models, tools, techniques, ethical guidelines and codes of conduct through contracts ensuring that all parties are aware of the boundaries and expectations. Key mentoring and coaching regulatory bodies such as the EMCC, ICF and AC all endorse the use of handbooks (Jones and Smith 2022). This recommendation is particularly relevant to UWTSD as the research was undertaken in a university context so can inform our future practice. 

Carmel and Paul (2015) note that many coaching systems in academia often fail due to lack of effective time management from both parties. It is important that academic institutions value coaching as a means of professional development and build capacity that facilitates and encourages mentoring. A point previously made by Coutu and Kaufman (2009) who expressed the need for the management to be committed to developing the staff through the coaching system. 

Hutcheson (2006) makes the point that a process containing too much structure and formality can lead to the benefits of the process being outweighed by the burden of coordination and administration. Coutu and Kauffman (2009) stress that some structure is essential for successful coaching and mentoring but so too is flexibility within the process. 

Coutu and Kauffman (2009) also highlight the difficulty in measuring performance with coaching as much of the evidence in its favour is anecdotal or qualitative. They note a lack of quantitative feedback which makes the effectiveness hard to measure. Without clear feedback on the progress made with coaching, employers can potentially disregard the process at not having impacted and therefore be unwilling to engage in a program. Passmore (2006) clearly identified that there needs to be more investigation into understanding the effects and outcomes of coaching. 

Lord et al (2008) highlighted the issue of acquiring evidence to show how coaching impacts directly on young people in education and stated that evidence was “rare”(p31), however it was suggested that a culture of coaching will, over time positively impact their learning. Jones and Smith (2022) also noted that despite coaching and mentoring becoming increasingly more popular in the education sector, context specific case studies identifying best practice remain limited. This indicates more research should be conducted before recommending suitable models with findings to back up suggestions. 

Kay and Hinds (2005) however do offer four basic principles to mentoring that can be applied to different situations for effective implementation and development whether in a formal or informal mentoring agreement. (i) The mentor should be independent from management and act in an impartial manner. (ii) There needs to be agreement by the mentor and mentee as to the purpose of the mentoring and this needs to be regularly reviewed. (iii)Means of contact between mentor and mentee need to be established and agreed. (iv) Confidentiality must always be maintained. There should be consideration of these principles with any potential future mentoring or coaching arrangement.

Suitable Models
Feldman et al. (2013) explained that there is not one single correct method to coaching, however the approach used must be identified to be appropriate for the circumstances of the organisation and what it aims to achieve. An argument backed by McCarthy (2013) who highlights the importance of establishments identifying their coaching aims in order to identify a method that best fits their needs. Yr Athrofa aims to deliver teacher education in partnership with schools providing high quality education and support to develop the next generation of inspirational teachers. With this in mind, three coaching models have been identified as having potential to be used at Yr Athrofa, the Grow, Oscar and Solve models.

GROW 
The GROW model is a goal based, action orientated framework originally designed by Alexander Graham and made popular by Sir John Whitmore (1992). Othman & Yee (2015) state that this model is widely used in the field of education due to its simplistic and efficient method of problem solving. Its simple nature identifies it as suitable for Yr Athrofa as it is easy to follow for coach and coachee and efficient when time is valuable for all concerned.   

Figure 1 –GROW model diagram created by myself using Whitmore (1992).
1. Goal – determine the focus of the session, a clear goal (usually a SMART goal: specific, measurable, achievable, realistic, timebound)
2. Reality – Raise awareness of present reality, identify coachees strengths and weaknesses and identify any progress towards the goal.
3. Opportunity – Solution focussed opportunities or solutions are developed
4. What next/Way forward – Action plan development creates a specific set of actions. 
The coach will ask open ended questions steering the coachee through the framework as a guide to their interaction. The cyclical model allows the coachee to return to the Goal stage if they  discover something during a latter stage by providing continuous evaluation which supports reflective practice in education. This method of coaching can be used one to one or in group coaching sessions again supporting its suitability for a large organisation that may coach several people at one time (Whitmore 1992).

OSCAR
The OSCAR model developed by Mark McKergow and Paul Z Jackson is a solutions focussed model that doesn’t focus only on the problem (Jackson and McKergow 2007). It requires the coach to ask a series of open ended questions to focus the coachees attention onto desired outcomes and away from issues. This model has potential at Yr Athrofa due to its cyclical nature and the option to review supporting reflective practice in education. 

Figure 2 – OSCAR model diagram created by myself using Jackson and McKergow (2007)
1. Outcome – identifying the objective, goal or solution
2. Situation – identify the coachees current situation and feelings
3. Choices – choices identified
4. Actions – coachee carries out actions
5. Review – identify improvements and next steps
The OSCAR model is suitable for Yr Athrofa due to it taking into consideration the situation and feelings of the coachee. This makes the process more human rather than procedural which is important when dealing with humans and a vocational career. (Jackson and McKergow 2007)

SOLVE 
The SOLVE model created by Dr. Ron Muchnick is a straightforward, solution focussed process based on problem solving. It involves the following five steps as outlined in figure 3 below.

Figure 3 – SOLVE model diagram created by myself using Muchnick (2019). Personal Coaching Book | The S.O.L.V.E. Model (solvemodel.com)
S - State the problem specifically
O – Observe the problem resolved
L – List the exceptions
V – Verify the plan
E – Execute the plan
Emphasis is on solutions and empowering the individual to solve their problems themselves using the personal and contextual resources available around them. Often in educational settings, advice and guidance is already in place, the coachee just needs to know where to find the answers. SOLVE trains staff to solve their problem and the coach guides them to come to their own conclusions about future steps. In ITE when time is limited and complex systems are in place for support, this model of coaching could be implemented effectively in turn making staff and learners more independent. (Muchnick 2019)


Evaluating Solution focussed models
With the three potential coaching models identified, noting their strong emphasis on being solution focussed it is imperative that literature surrounding solution focussed coaching is evaluated. Grant (2011) explored solution focussed models of coaching and highlighted that a positive element of this type of coaching is that goals or outcomes are central to the process so outcomes tend to be positive and successful. However, it was previously noted by Grant and O’Connor (2010) that there is a lack of research or knowledge concerning the process undertaken to reach these solutions. Grant (2011) highlighted that many proponents argue that there is no need to understand the process as long as the model works and one knows how to make it work. Grant then evaluated this idea further and identified that a lack of research into the process could have a detrimental effect to the understanding and growth of solution focussed practice. It could be argued that without the knowledge concerning its process, solution focussed coaching will become stagnant in time as it will be unable to evolve due to lack of theory. 

O’Connell (1998) explained that there is a focus on solution construction and disengaging from problems in these model types. The coach will facilitate solutions using the personal and contextual resources surrounding the coachee that they may not realise are present which is positive, however it could be stated that just focussing on ways forward rather than deconstructing the issue and attempting to solve it could be detrimental in the long term process of coaching. This could lead to potentially just papering over the cracks. This was further backed by Grant (2011) who raised concerns that these solution based approaches were future focused and the past was not used or recognised to explore the causality of the problem and deconstruct it. It was also noted that not all mentees would engage well with this style of coaching as some may prefer to be more reflective and take things from a theorist perspective. 



[bookmark: _Int_BR7FVoWj]My recommendation
My recommendation for a suitable model to implement at the Athrofa would be the OSCAR model. With its focus on review and reflection during the latter stages, it aligns well with the reflective nature of teaching and education highlighted in the Professional Standards for Teaching and Leadership (Welsh Government 2018). Its emphasis on exploring the situation and feelings of the coachee is also of benefit due to the fact that we are institution supporting training of individuals into a vocation making it less procedural and more human. Everyone involved in the partnership are working towards the same goal of making a difference in education and may therefore have strong feelings or viewpoints which need consideration. 

However, all coaching and  mentoring models, OSCAR included do have their limitations and as Othman and Yee (2015) explain no fixed model is going to be appropriate for every coaching session. Therefore this leads me to conclude that forced coaching using any model could be less successful than informal coaching based on good relationship building. Perhaps there is a need in a large organisation to match mentors and mentees based on personalities to ultimately get the best outcomes for all involved. A suggestion of using a program such as the Insights discovery system based on the work of Jung to analyse personality types, would provide information about potential positive working relationship matches and therefore identify workable coaching partnerships. Combining this with the option to use the structure of the OSCAR model with reflection being a key focus point could be the future of developing effective, reflective practitioners in the field of education. 

Nevertheless, this option of personality/relationship matching mentor and mentee combined with any of the coaching and mentoring models available, not just limited to those identified in this assignment could still produce the desired effect. As Passmore (2006) identified, any model used ends with an outcome and they all have their individual strengths. Perhaps a singular model is not the way forward for mentoring and coaching at Yr Athrofa and instead we should adopt a more inclusive approach that allows for coaches to be more fluid and identify a model which best fits both parties once positive relationships are identified and matched. This combined with a strong culture of coaching that is supported by senior management with clear and ongoing commitment is essential for a coaching or mentoring scheme to be successful (Jones and Smith 2022). 

As Passmore (2006) highlighted, the skills of the coach are of utmost importance rather than the model. It could be suggested that no matter the model, as long as the coaches are trained effectively by exploring the professional skills and knowledge required such as active listening, emotional intelligence, effective questioning and analysis, value conflicts, culture and ethics then effective coaching and mentoring will ensue. 
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