

[image: cover]




[image: image]




[image: image]


Coaching and Mentoring Learning Resource Manual


By: Jimmy Petruzzi


© Jimmy Petruzzi 2012




Table of Contents


AC 1.1: The Skills, Principles and Practice of Effective Management Coaching and Mentoring


The Purpose of Coaching and Mentoring Within an Organisational Context


• Exercise:


The Skills, Behaviours, Attitudes, Beliefs and Values of an Effective Coach or Mentor


Coaching


• Exercise:


Mentoring


• Exercise:


How does coaching and mentoring compare to therapy and counselling?


Organisational Context – Vision, Mission, Size and Structure and readiness for Coaching and Mentoring


Organisational Vision and Policy


Organisational Mission and Strategy


Organisational Size and Structure


Organisational Culture including Management Style


• Exercise:


Individual and Organisational Benefits of Coaching and Mentoring


• Exercise


• Read online/take notes, or download: The Costs and Benefits of Coaching and Mentoring


AC 1.3 Alternative Strategies for Developing and Supporting Employees, Including Different Training Strategies


• Checklist


[image: image] Exercise: Cost and benefits and utility in developing particular knowledge and skills.


Informal Learning Opportunities: Coaching and Mentoring in the “Corridor”


[image: image] Exercise:


Corporate Objectives and the Contribution of Coaching and Mentoring to their achievement


The Wake Up Call


AC 1.2 Organisational, Operational and Individual Barriers to forming a Coaching and Mentoring Culture – and what to do about them.


• Exercise:


• Extra reading recommended


Organisational Barriers and Strategies to Overcome Them.


• Summary Box: Organisational Barriers and Strategies to Fix These


Operational Barriers and Strategies to Overcome them.


• Exercise:


Individual Barriers and Strategies to Overcome them.


Techniques for Programme Monitoring, Review and Evaluation.


AC 2.1 Different Perspectives on Mentoring and Coaching


Contracting and Agreeing the Coaching Process and Framework


• Exercise:


Organisational Context of Coaching


Senior Manager Buy-In


Other Related Policies and Procedures


Different Models of Learning Style and Preference


• Extra reading recommended


The Knowledge, Skills and Behaviours of an Effective Coach and Mentor.


Build rapport or relationship


Focused listening


Effective questioning


• Exercise:


Constructive feedback


• Exercise:


Models of Coaching and Mentoring able to Contribute to Performance Improvement.


Performance Coaching


Exercise:


• Exercise - Performance Coaches – Ideal Traits


Life Coaches


GROW model – Goals, Reality, Options and Will


Training Models that enhance Coaching and Mentoring


Argyris’s Double Loop Learning


• Extra reading recommended


Kolb’s Learning Cycle


• Extra reading recommended


Gardner’s Multiple Intelligences


• Extra reading recommended


Myers Briggs


• Extra reading recommended


Hemspherical Dominance


Transformational Learning


• Extra reading recommended


Johari’s Window


• Extra reading recommended


Neuro Linguistic Programming


• Exercise:


Emotional and Spiritual Intelligence


• Extra reading recommended


Learning and Counselling Therapies


AC 2.2 Legal Aspects of Coaching and Mentoring and Ethical Issues


The role of supervision in coaching and mentoring


Concepts of Power and Authority


Personal/Positional


Zero Sum


• Exercise:


Cultural issues working within a diverse workforce


• Exercise:


Personal beliefs and values, their source and effect on attitudes and behaviours


• Extra reading recommended


Behavioural traits, their drivers and effect on others


• Extra reading recommended – to improve cognitive understanding of sex, gender, sexuality and influence of nurture in multiple areas see:


Communications theories


Exercise:


Modernism, Structuralism, Post Modernism and Feminisim


[image: image] Extra Reading Recommended:


AC 2.3 Relationship characteristics and contrasts between coaching and mentoring


Transactional Analysis


[image: image] Extra Reading Recommended - Video


Distinguishing the appropriate physical environment for mentoring and coaching, especially the need for confidentiality


Exercise:


Managing Confidentiality – recommendations from the Institute of Coaching – where a group has agreed to form a ‘coaching partnership’.


AC 3.1 Processes and Models for Effectively Coaching


Processes and Models for Individual and Team Coaching and Mentoring Sessions


• AC 3.1 Explaining the purpose, principles, ethics and practice of coaching and mentoring to gain stakeholder understanding.


• AC 3.1 Questioning processes and techniques


• AC 3.2 Contracting arrangements – who is involved: individuals, teams, stakeholders


• AC 3.3 Goal setting when contracting.


• AC 3.3 Contracting timescales and scheduling coaching or mentoring activites.


Explaining the different contracts for coaching and mentoring, and different focus of relationship explored at contracting stages.


GROW


ARROW


[image: image] Extra Reading Recommended – Free E-book


Case Studies – the coaching path


[image: image] Exercise


OSKAR/OSCAR


SKILLED HELPER – Egan’s Skilled Helper Model - Mentoring


STAGE 1 – Current Scenario


Stage 2 – Preferred Scenario


Stage 3 – Action Strategies


[image: image] Exercise


[image: image] Extra reading recommended:


AC 3.4 Supervision – principles and practice


Links to contracting


Codes of practice (used when contracting to support)


Values, ethics and principles underpinning coaching and mentoring


Exercise:


AC 4.1 Organisational Structure, culture and the role coaching or mentoring has in supporting performance.


[image: image] Exercise:


Support for coaching and mentoring internally (policies, procedures, strategies and senior level support)


Barriers to coaching and mentoring within organizations (individual, team, operational, organisational)


[image: image] Extra reading recommended


Determining and agreeing strategic objectives relating to coaching and mentoring


AC 4.2 Measuring the Success of a Coaching and Mentoring Programme.


Standards and indication of competence applicable to coaches or mentors.


[image: image] Exercise


Standards, indicators and success measures (return on investment and evaluation techniques) to monitor and evaluate the impact of coaching and mentoring in an organisation.


Return on Investment calculations – team and organisation in stages:



Learning Logs


ILM Level 5 Coaching and Mentoring Certificate





AC 1.1: The Skills, Principles and Practice of Effective Management Coaching and Mentoring


Strategies for developing employee capability are an important part of overall corporate objectives. Competitive organisations retain employees, inspire them, and support them to learn continually. To further these goals, learning and development requires a series of complex decisions relevant to employee needs, and increasingly, coaching and mentoring are seen as essential aspects of effective organisational learning strategies.



The Purpose of Coaching and Mentoring Within an Organisational Context


The business environment for most organisations is fluid, with many experiencing extensive restructuring, radical changes to work roles, and enhanced line-management responsibilities towards employees in particular.


Major factors include:




	Globalisation and the need for wider knowledge of global business practice.


	Continuing advances in technology and communications.


	Social and demographic changes and the movement of labour markets.





If we look back ten years, it is clear that these changes have had a dramatic impact on the role of management.




	Current expectations are that workers and managers will deliver higher levels of performance using fewer resources and people.


	All employees are expected to demonstrate more knowledge and a wider range of skills, along with self-motivation, initiative and innovation.


	Emphasis is placed on teams that work collaboratively and share knowledge, which means managers need to act as instructors, conflict mediators, mentors and coaches.





Job market trends have produced major issues for business.




	Shortages being experienced in some occupations are predicted to intensify in coming years as the workforce ages.


	Retaining talent is becoming crucial in a competitive marketplace where higher salaries result in staff poaching.


	HR staff turnover figures have become a major indicator that informs corporate strategy.







In 2001, Clutterbuck, a British authority on mentoring, observed that employees in the US were 35% inclined to change jobs within that year. Those employees involved in mentoring programs showed a reduced 16% desire to leave their company.








Line Manager responsibilities have changed and now include responsibilities that used to be undertaken by HR.


In a study by CCH Australia, the Australian Human Resources Institute and Melbourne University (Kulik and Bainbridge, 2005), over 70% of respondents reported that the people management responsibilities of line managers had increased over the last five years.


The study found that line managers (rather than HR) had primary responsibility for:




	promotions,


	coaching,


	performance management,


	employee disciplinary action,


	termination decisions,


	career development,


	recruitment and selection


	knowledge transfer







A 2005 study by Accenture found that over 40% of organisations have no formal processes for passing on the knowledge of retiring employees.








Many line-managers stated they were uncomfortable with many of these responsibilities, having been originally hired for technical or job-specific proficiency.


Learning and Development studies show a dramatic improvement when coaching is combined with training. In 2000, a study published by the International Personnel Management Association, compared outcomes of training against outcomes obtained when training was combined with coaching.


The productivity gains for training alone were 22%, but when coaching was used as well, the gains were 88%.


Teaching and training alone seldom achieves employee competence. Training needs to be followed by practice, coaching and support back in the workplace. If this does not occur, new skills quickly atrophy and competence is never achieved.


People need to be coached and mentored through constructive performance feedback sessions on a one-to-one level with their line-manager.


Coaching and Mentoring qualifications provide vital skills, and the toolkit that today’s managers need in order to effectively gain best performance from staff.



• Exercise:


Discuss/Write/Reflect




	How does coaching and mentoring operate in your organisation? Is there a formal structure? Do some employees receive it and others don’t?


	How do you think your company would benefit from coaching and mentoring? What are the job market trends affecting the business?


	What people management responsibilities are you uncomfortable/comfortable with managing and why?






The Skills, Behaviours, Attitudes, Beliefs and Values of an Effective Coach or Mentor


Definitions of Coaching and Mentoring


How are coaching and mentoring defined, and what are the differences between them?



Coaching


In society the term ‘coaching’ has many meanings. Coaching can refer to programs of sports development, or skills coaching for personal growth and development, such as job search skills.


Executive coaching is another manifestation, where senior executives are assigned a person who can clarify and guide their strengths, weaknesses and goals.


Coaching in the workplace provides an impartial and insightful means of support, designed to assist the career pathway within an organisation for an individual.


Organisations often begin their involvement in coaching with executive coaching. Where the outcomes are positive, the organisation may then decide there is value in extending coaching further down through the management ranks. In most cases, external coaches are engaged for these purposes, and the impact on both individuals and the organisation can be profound. For example, a study by Manchester Consulting (McGovern et al, 2001), found that 77% of executives reported improved working relationships as a result of coaching.


Workplace Coaching


Line-managers who are trained to deliver “workplace coaching”; defined as the coaching of employees by their managers, with the purpose of improving the worker’s capability and workplace performance; can have a dramatic effect on their organisations.


Unlike executive coaching, where the outcomes enhance leadership and company direction, the “workplace coach” may encourage the following subjects:




	Vocational skills training that suit the employee’s role.


	Generic skills associated with working in teams.


	Mapping a career development path within the organisation.





The outcomes for employees may include:




	Enhanced vocational knowledge and skills.


	Enhanced generic skills - communication, working with others in teams, problem-solving, initiative, planning and organising tasks, conflict resolution and self-management.


	Greater motivation and morale.


	Improved clarity about career direction.






• Exercise:


Discuss/Write/Reflect




	Write a definition that explains what coaching is in the workplace.


	Have you any personal experience of coaching and how did you benefit as the recipient?






Mentoring


Mentoring is understood as the process by which knowledge is shared between employees in an organisation. An informal understanding would be to say “a senior manager showed a junior manager the ropes”.


In recent years the mentor role in organisations has become formal, as the concept of knowledge management highlights the importance of ‘informal’ knowledge-sharing between employees.


In order to maintain a productive pool of talent, momentum within the organisation, and profitability, it is crucial that effective use of knowledge in organisations is conditional not so much on technology and databases, as on conversations, where experts share knowledge with others.


So how does Mentoring work?


The assigned mentor, offers assistance, guidance, advice, encouragement and support to another person in order to foster their vocational and professional development.




	The mentor works with a person to help them identify areas for improvement and develop positive approaches to professional, organisational, and change issues.


	The mentoring process enables the person being mentored to discuss issues that may be controversial and involve risk.


	The mentoring relationship is a dynamic one, involving a balance of nurturing and support on the one hand, together with stretch and challenge on the other.





The skilled mentor is able to move smoothly between the two modes.


Coaching and mentoring terminology


The person being coached may be referred to as the coachee the subject, or the protégé. The person being mentored may be referred to as the protégé, mentee, performer, aspirant, or mentoree.


The choice of terminology is a question of what is accepted most easily in the culture of the organisation.


It is useful to identify the similarities and contrasts between coaching and mentoring.


Table 1: Contrasts between coaching and mentoring
















	

	Coaching

	Mentoring






	Who does it?

	Can be external to organisation; can be the person’s manager

	Generally not line manager; can be external to organisation






	Who sets direction of activity and interaction?

	Coach drives goal-setting process

	Mentor gives person more scope to set agenda; mentor offers advice, experience, suggestions






	What is the focus of activity?

	Focus is on short-term tasks, specific skills

	Focus is on longer term development, capability; person’s future roles






	What does coach/mentor do?

	Gives feedback, encouragement on performance; offers techniques for improvement

	Gives feedback but also offers insight, broader perspective






	What is the time frame?

	Likely to be 3-12 months

	Likely to be 1-2 years






	What are the coach/mentor’s key qualities?

	Skilled in facilitating learning of skills, development of confidence; need not be subject matter expert

	Similar skills; mentor is generally acknowledged expert in Field (technical expertise or leadership roles)







It is worth noting that there is often much overlap between coaching and mentoring, particularly if organisations ask managers to perform both roles simultaneously. The key difference is that the coach need not be an expert performer in the subject matter area, (consider sports coaching), but a mentor has usually been an acknowledged performer.


Another perspective is that the coach is more focused on immediate improvements in performance, while the mentor places more emphasis on company relationships. Building trust and confidence is the key, rather than outlining specific tasks and skills needed for performance. A mentor is viewed as a role-model and encourager.


Coaches and mentors often talk about switching from one role to the other. A mentor may talk about using coaching on particular occasions, when it is relevant for the mentoree to acquire a particular skill or address a particular obstacle in their development.


A coach may shift into the role of mentor when the coachee broaches broader career questions and the coach has relevant personal experience to share.


The skills needed for coaching and mentoring are very similar. Both provide one-to-one support for a person’s learning and development.



• Exercise:


Discuss/Write/Reflect




	What do you see as the key differences between the coaching role and the mentoring role?


	What overlap can you identify between the coaching and mentoring role?


	How often do people ask you questions about their work and expect you to give them solutions or advice? For example, “How do I do this?” or “This has happened – what shall I do?”
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