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ABSTRACT

This article is based on the experience of long-term Coaching courses
as a method of management, conducted in the Faculty of Economics and Management
of University of Defence. It deals with the different positions of educational methods
of coaching and mentoring in managerial practice. Authors used their long experience to
show why managers in both civil and military environment fail to implement in their long-
term leadership and management of the method of coaching and why they turn so often
to the method of mentoring.
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In the last twenty years, the society has changgdfisantly its atti-
tude of education, personal development, and tlssipitity of realization at
work. People who become participants in the edacatiprocess, emphasize
not only on the acquisition of professional knovgedbut also on the soft
skills which help them to ,sell” the newly acquirgdormation, to work with
personal values, to fulfill oneself in the socia¢a etc. Moreover, this era
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puts high demands on the ability to work with laegeounts of information
to be able to recognize what is important and vi&ss supporting, what is
general and what is specific, what is flexible amght is constant, what is
important and what can be omitted. One of the @ffecmethods, which
works with different ways of thinking, is coachinig. the military environ-
ment, this method is a rarely used form of persamal professional devel-
opment. However, it is coaching which is the patltembine perfectly the
professional and personal education to learn tieeraltive, creative, strategic
and global thinking — while the necessary order apstem is still main-
tained. During the practice we discovered that naayagers, commanders
were convinced that coaching was used in their waskwell. However,
in a deeper analysis, it is clear that their manabapproach is far away
from coaching.

If somebody wants to know how the educational metlcalled
»coaching” is working he does not have to pay aolomoney for overpriced
course on which he can learn about the thesis aoopitions under the
close supervision of an expert and he does not kawpend much time
of coaching methods and try to get a certificate.

It is enough to invest time and energy into a fecland conscious
observation of aspects which distinguish the bedraef leaders and iden-
tifies what is different between the people whodé&srmal power to en-
force their interests and those who need an infoamghority, a certain
type of communication, an ability to see their sulbdoates as personage,
and the arts to motivate their team, so that tteam-members were look-
ing forward to solve the problem and they would st this task
as a duty.

One of the authors of this article has a huge espee of coaching,
more than 3,500 hours of individual coaching (egdgctop-managers), and
he, as a leader, has a certified course on theame&thcoaching in both mili-
tary and civil environment. Those coaching hourgewan inexhaustible
fount of information for the author to get sugogess for reflection
and to be able to make a comparison.

It is surprising how negatively most of the managetith a very
successful professional career get coaching at &issa method of man-
agement and leadership. We follow our traditiont tha the beginning
of the coaching process we focus on the goals apdatations of partici-
pants, meanwhile we would like to clarify their njmn about the method
and their depth of knowledge about this educati@pgroach. Almost all
participants are aware of the method, but only ayv&mall fraction
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of them has a proper point of view (we never exmatexact definition,
therefore it is enough to give us insight and ustirding of the principle
of the method). Very often, we are told that ,evgnod manager is the
coach of his team”, ,in coaching it is importantdive challenges and to
push people to accept it”, and ,a good manager &e@peye on the results
and manages it” or ,coaching is a method how yaufoace the people to
use their best as much as possible and show themlitmits”. (Author's
note: All statements are direct quotes from marmageith many years
of experience.)

By the result of reactions of courses in militarmvieonment
it is shown that managers-commanders have veryaimiews: ,Coaching
is an individual method to motivate subordinateBerg is no place in the
Army for this; the Army has clearly created ruleSbme opinions are even
harder: ,It's something from America”, or ,Coaching management is the
same — to get the others where needed. | do nat, usis enough my regular
military methods”. Another commander had a bit mildopinion about
it: ,Coaching is the American method of managingge. Normally | use
it to inspire my subordinates”.

What is the reality? These people really are coagchiheir team?
Even though this method currently is very populad & is trendy having
a proper coach just to prove the professional stafua manager by the re-
sponses it is clear that many of these successdnbgers do not realize the
difference between the method of coaching and miegtolf these methods
were well used they would take part among the #ffeananagement ap-
proaches.

However, the following three points are signifidsrdifferent accord-
ing to our experience:

— different personal characteristics of individuatgeging into the de-
velopment process;

— different approaches, which lead the participaniatal his goal,

— different characteristics which are developed i phocess of coach-
ing or mentoring.

All three of these aspects logically arise from tizure of the pro-
cess during different methods. As we will show,oir opinion, neither
method is always suitable for all types of persiies and even more we
dare to say that in some cases it must necesdarilywe know that this
view is different from the commonly accepted idedssupporters and
promoters of coaching approaches. However, we elilkat it is possible
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for this area to call up a controversy and cladifferent opinions; we are
even convinced that this fact offers the most ¢fecway for the interest-
ed individual.

How does coaching differ from mentoring?

In what their ways are different and how it is pbkesthat they can ar-
rive to the same goal?

Coaching is a method of personal, social, professional bhgve
ment. Its mission is to bring the coachee to useenedficiently his poten-
tial, to acquire or to develop skills for furtheergonal growth. Coaching
is a process in which there is no leader or teaehe coach has the role
of the activator the real forces of coaching peoflee coach and the
coachee are completely equal in the process, lath the right to request
a change in attitudes or terminate the process,caadhing is not a nor-
mal access client — service provider. When well agga coaching pro-
cess find confidential, voluntary and at the sanmmet an equal
relationship between the coach and coachee.

A very similar definition was created by other aurth ,Coaching
helps to teach skills and to solve problems whimhiat not be solved proper-
ly by an individual under different circumstances”

Maren Fischer-Epe had more psychologically appradmbut coach-
ing and she puts the method deeper into the psygital level, but her point
of view is also very similar: ,Coaching is a comdiiion of individual coun-
seling, personal feedback and practice-orientadim@ In the coaching the
existing question is concerning to the professioald and roles and the per-
sonalities of the client”

One of the creator and active promoters of thelgaganethod, John
Whitmore, defined coaching process and its essenoee pragmatic:
»Coaching is a management style which is the opgpgmles of ordering and
controlling (...). The beauty of coaching is thapéenetrates below the sur-
face, goes to the heart; it is extremely effecéind can be used without hav-
ing psychological educatiofi” Coaching itself is likely to be viewed
as a method which does not deal with past failares its possible causes.
It focuses heavily on future possibilities, oppoities and goals of the indi-

L
2005, 8.
2 M. Fischer-EpeCoaching.Principles and Techniques of Vocational Guidance

Portal, Prague 2006, 17.
% Herein, 17.

. Fleming, A. Tailor, Coaching. Pocket Management Portal, Prague
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vidual. However it depends to coachee to choosgadlaés, and also the path
and speed to achieve them. Coachee can even ctwoneéto go to any ob-

jective and remain in place. He can get feedbamk fnis coach if requested,
his position can be clarified through suitably stdd issues or other meth-
ods, but his will is essential for personal deveiept and continuation in the
coaching process.

Our experience is that after certain time every agen gets used to
method of coaching if once he used to be a coachee.

If managers learn to coach, struggling with decisizaking and their
habitual patterns of behavior, they go throughghldegree of uncertainty.
In this character there is no different between agen of the Army and man-
ager of the civilian environment. Very often beauos$ that feeling the man-
agers move from coaching method toward the morepaable mentoring
method.

What kind of facts can cause the most problemsifanagers? The
possible answers are the following:

— necessity of do not ordering and do not using daoiytrol;

— accepting and keeping the volunteering of all pssce

— do not giving the goals for coachee, leaving theiah of goals
on him, even if he is dissatisfied with it;

— do not dealing with failures and do not punishiogthem;

— allowing to make a change in the decision on hiy veavard the
goal;

— do not evaluating, just giving the possibility afadher point of view
on the situation;

— do not seeking the mistakes in the opinion andviiiets of the
coachee;

— respecting for the coachee’s pace;

— underlining the possibilities, but do not callifgetn, and do not to of-
fering them,;

- finding the ways to arise occasion (and not diyeicténtifying or de-
fining);

— working with questions instead of councils;

— do not taking a difficult situation as a competitiohich is the chase
the best solution;

— do not asking from coachee the best solution.
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It is obvious that coaching requires a high dosep@fsonal and
social maturity from the coach and coachee. Inniilgary environment
the situation is even more difficult because of tleed to respect the
rules, orders and ingrained and ,verified” behasjarespectively differ-
ent abbreviations of thought like ,in the militagpvironment there is no
place for democracy” or ,when we get in a fight hvd soldier we cannot
philosophize”.

The coachmust learn to be in the background, he must netepr
his knowledge, largest experiences or his highatust If the coach
Is also the leader he must leave the learnt stiyleebavior and decision
which results from his obligation of responsibildpout his team toward
his superiors. The useful thing is in the traininf coach-managers
is putting inside the development plan which focus® development
of creativity and focuses on alternative thinkidgst rigidity in thinking
and decisions of managers is the biggest limit badier to effective
coaching methods. That is not only our perceptibmpractice, but this
looks like wide problem according to Lukas Kovand&)o is moving
in the business environment: ,Even the iconic instov Apple returns
some part of its share to shareholders insteadwdsting it in new pro-
jects. Probably because there is nothing in to shvand there are no
enough creativity and fresh ideas which are extian@ire, promising
and potentially profitable”

It is logical that today's manager, who is pushetd ithe highest
possible performance to maintain his status by shgvwhis power and
who is bombed by huge amount of information, he &asndency to slip
into the ,verified” stereotypes which facilitateshwork. However, in or-
der to plan his career with a perspective viewest necessarily reflect
on the fact, as far as his approach in today'sespcsustainable and long-
term effective.

If the manager wants to acquire a coaching metmabiacorporate
it into its management package, concerning to bisgnal development he
must focus on three major issues:

1. Creative and alternative way of thinking.
2. Ability to consciously work with his professionaha social status

(ego).

* L. KovandaCreativity crisis,Profit, 23 (17), [23. 4. 2012], 3.
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3. Increase the inner modesty (which is not preseritgdmodesty
around, even it is not linked with an ascetic ).

The coacheehas equivalent status with the coach in the coachi
process itself, but his role in the whole processciucial. It depends
on him if and what for he will decide in his furthdevelopment, which
pace he will choose and if he will keep the agresdns. He will do all
of this with the sureness that nobody will checiknhno one will criticize
or evaluate him. Therefore it is necessary for sasful conducted coach-
ing that the coachee has exceptionally developedimportant character-
istic, which we call internal accountability. Froaolassic responsibility
it is different which means that it does not dependneasurable parame-
ters, it does not expect to be controlled and offennot encouraging,
it is not dependent on the evaluation of othersedaon individual and
knowingly received personal values and standardscBiee, who is per-
fectly suitable for coaching process, must havaadlycmature personali-
ty, his clear scale of values, high self-controldamnternalized
responsibility.

Mentoring is a method which the managers most often confuse
with coaching. If we ask during a coaching courbe tnanagers to
describe more accurately their activities, whicHezhcoaching, we learn
that | give the goals to my team, | explain theand then | motivate them
to achieve its. When they need it, | give them adysometimes directly
| show them how it is working. Always it depends the level of coach-
es”.

Comparing described process, we can see that st re far away
from the real definition of actual coaching. Howewse have earned a per-
fect definition of good mentoring.

Mentoring can be understood as a method which &scos the indi-
vidual targeted development of the mentee who leas bf experience
(e. g. mentee can be graduate) by the experiencdespionals on the posi-
tion of mentor. There is still no common definitiohmentoring or too many
publications on this topic.

Experience show, however, that pillar of the whalecess is a volun-
tary relationship with a helpful attitude. Althougiis is a confidential and
voluntary relationship, like in coaching, but dotrmd here equivalence.
Mentor logically based on their professional anaiaoexperiences and
therefore his status is much higher. This allows to evaluate advice, con-
trol, confront and to give orders.
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Mentor is also the person who sets the objectiv@snientees.
This result comes from his knowledge about the adituin, from his
profession, from the environment, and from the Bighocial maturity,
etc.

What is included in mentoring process?
Here are the following main points:

— determination of the required goals (usually restribm needs of the
job position or company) regarding the possib#itd mentee;

— clarification of the responsibility for the processd who is responsi-
ble to achieve the planned goals;

— establishing a timetable for the process and cbisyrstem of each
part;

— method of checking achievement of sub-goals;

— the rights and responsibilities of the mentor arehtee (e. g. infor-
mation from the process may not be used anywhea® €. g. in
a meeting, etc.);

— conditions for leaving the process of mentoringldoth parties.

For thementor, it is important to be able getting individual apach
for each mentee in order to use their capacitynéxt development. Instead
of creative thinking, mentor must pay attentiontlo® knowledge of develop-
ing methods and the ability to know what is besbéoused directly in prac-
tice.

From the above description it is evident that ititarly environment
mentoring makes much less ,revolution” than coaghBy its nature, men-
toring is closer to commanders than the free comchrocess with emphatic
appeal to mutual equality in the relationship.

Mentor must know perfectly the environmental coiogis for which
mentee is prepared. Based on the input informatieentor selects a goal
which is consulted and explained to mentee. He ldhoel a master of giving
stimulation and also evaluating feedback and heldhamonduct his mentee to
self-reflection. He must be a model, example anghsel in the professional
and social field.

If a manager wants to adopt mentoring skills, reuges his develop-
ment on three core areas:

— recognition of individual abilities and capabilgi€in talent, motiva-
tion, personal and social development);

154 COLLOQUIUMWNHIS



Kreatywne i alternatywne mignie w coaching’u oraz doradztwie naukowym ...

— knowledge of the method of development (educatang their cor-
rect use;
— ability to listening.

As it is seen from the previous list the creatinel alternative think-
ing are not essential, for the manager-mentorihkeoaching. If the mentor
posses this capacity, it is a big advantage, bopesing with coaching is not
an absolute necessity.

Mentee enters mentoring process as a person who is aware
of its lower powers and who wants to voluntarilypirave it. He is aware
of needs of special and experienced advice; he Enthat his behavior
will be confronted with the required environmentthndards. In the
process of mentoring it is obvious to do not demiagdrom the mentee
as high requirements in terms of social and peilsalevelopment,
as in the process of coaching. Mentoring process lsa understood
as a method of personal development, in which apstent person — the
mentor gives the professional, social and perseopport to less experi-
enced person — mentee. The support is implementdteiform of advice,
guidance, patronage, and transfer of knowledgewsigpexamples, eval-
uating and providing feedback. The mentee can repobkly and effi-
ciently complex social, professional and persormataelopment by using
mentor.

IN SUMMARY

Comparing information necessary inputs and durioth ktraining
methods we receive interesting result.

Fig. 1. Comparison of training methods of coactdand mentoring
in practice for manager

aspect compari- coachin mentorin
son/method g 9
defined by mentor under
defined by coachee who may the ne(_ad of environment regard-
goal o ing the possibility
modify it o
of mentee; it can be consulted
with mentee
leadership nil the mentor posses
responsibility for coach and coachee have the both have responsibility, how-
the success same measure ever the mentor has higher
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same for both, but the opinion mentor has higher, it results

status and thinking of coachee arel from his personal and profes-

more important sional maturity

it is an advantage for both side,

but it is enough to have externa
responsibility

1%

significantly by the side
of coachee

inner responsibility

it is not the priority, it can

control result the demand of coachee  clearly given in advance
or the situation
evaluation it is not acceptable it is the part of process
advice, explangﬂons it is not suitable it is the part of process
and consultations
changing goal it depends on coachee only in exceptional case
. . voluntary, confidential and , .
essential of relation equal voluntary, confidential
necessity
of knowledge it is not necessary it is necessary
of field-work
need of creativity need of open mind of coach It 'S;n advantage for mentor,
ut it is not necessary
the possibility Normally it cannot happen, but
of undesirable per- high if it happens is not a problem
sonal transfer” generally

correctly formulated question, examples, advices, explanations,
reshaping reality, pushingtg  demonstration, monitoring,
reality, tales, fables, discus-{ feedback, discussions, confron-
sions and analytic managerial tations with the required stand-
methods ards

most common met-
hod

Source: The table was created by the authors.

This comparison shows that the educational mettiatbaching and
development is a prerequisite of an advanced,igeeand alternative think-
ing. It is appropriate to give it systematicallyarthe education of coaches
and managers in both military and civilian enviramn This gradually will
eliminate uncertainty in the use of executives boag and their subsequent
.escape” to the method of mentoring which threattres managers of the
Army. Mentoring is very good and effective methduait for socially and
professionally mature individual is not attractisecause it does not allow to
them to further develop the long term and to shbeirtpersonality, their
value system, self-esteem and self-assertion. Bumentoring the mentee
can occur up to the professional or personal lefdlis mentor, but he can
hardly ,,outrun” him. With proper use of the methafdcoaching the coachee

156 COLLOQUIUMWNHIS



Kreatywne i alternatywne mignie w coaching’u oraz doradztwie naukowym ...

has unlimited possibilities which depend only os tdmpetences and condi-
tions about the environment; but he is not limivgchis coach.
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KREATYWNE | ALTERNATYWNE
MY SLENIE W COACHING'U
ORAZ DORADZTWIE NAUKOWYM
W SRODOWISKU
CYWILNYM | WOJSKOWYM

STRESZCZENIE

Artykut opiera sie na dtugoletnich doSwiadczeniach kursow doradczych jako
metody zarzadzania przeprowadzonych na Wydziale Ekonomii i Zarzadzania
Uniwersytetu Obrony w Brnie. Artykut opisuje rézne podejécia do naukowych metod
coaching’'u i doradztwa w kontekScie zarzadzania. Autorzy bazujg na swoich
dtugoletnich dos$wiadczeniach, aby wykaza¢ dlaczego managerowie w Srodowiskach
zaréwno cywilnych, jak i wojskowych nie sg w stanie wdrozy¢ metod coaching’u
w diugofalowym zarzadzaniu oraz dlaczego tak czesto zwracajg sie ku metodom
doradczym.
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Stowa kluczowe:

coaching, doradztwo, do$wiadczaé niepewno$ci, spoteczna dojrzato$¢, sztywne
myslenie, wrodzona skromnos¢, coach, wewnetrzna poczytalno$¢ kontra
odpowiedzialnos¢, doradca.
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