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Speaker 1: Welcome, and a big shout out to David down in New South Wales who asked the question that led to this week's Blackboard Fridays episode. He said, look, as a leader of people, I understand that I've got some different hats that I've got to wear. It's no longer okay for me to just be their manager. I also have responsibilities to be their coach and also I think to kind of mentor them a little bit. What's the difference between those three and can I wear all three of those hats? So here you go. Here's the answer. And this is applicable to any manager, whether you're a business owner or whether you're sitting within a business of any size. If you've got people that you're working with and particularly if you're directing them, you do need to juggle at least two of these three hats. So back in episode 16, I talked about the five different advisory skills and we talked about coaching and mentoring as those. Now I pointed out that we often blur the lines between them, but in understanding the difference between them, the simplest thing to recognize was that coaches come from an ask space. They will ask the questions to guide the coachee along their journey. Mentors are responsible for helping the mentee based on their own personal experience of having walked the path before. So a mentor has specific industry or job role experience that a coach may not. And because of that, mentoring can come from a tell space. They can tell the mentee, well, this is what I did or this is what I think you should do, could do, would do in that situation. So a key difference between being a coach and being a mentor is when the person you're working with, the person that is reporting into you has some challenges or some questions. Are you responding from an ask space and coaching them through it? Or are you responding from a tell place and sharing that experience? So where does the manager come in? Well, the manager is also coming from a tell space. And I know you want to be involved and I know you want to treat your business like a democracy and you want to ask people, hey, could you please do this for me? The reality is if you've got a team member that needs to do something, even if you phrase it as a question, you're telling them to go and do that. So how does the manager differ from the mentor? And it comes not from the skill set that you're applying, but rather from the different context that you're running. In an advisory space across all five of those different skills, the context, the agenda, the purpose that you're running belongs to that individual. It's their agenda. So when you're coaching somebody through their career or through their role, you're asking them in the context of supporting their agenda, the outcomes that they want. Similarly, when you're mentoring somebody, it's your responsibility to understand their context, their decision-making filters, and to be able to then tell them some answers based on that context. When you're a manager, you're running your context, your agenda. This is your business, your team, your responsibilities. In this situation, rather than it being critical that you understand the agenda of the team member, it's critical that you help the team member understand your agenda. And this is where being able to integrate things back to those different layers of context, your vision, your strategy, your resource plan, whatever it might specifically be, helps the team members that you're managing to align the tasks that you're telling them to do, your agenda, their agenda combine, and that makes it easier for them to understand and to deliver on what you expect. David, I'm sure you'll send me a follow-up question, and I'm sure we'll have more discussion of this over time, and I'll offer that to anybody who's watching this video. I hope you understand how you can run those three different hats, and it depends on the approach that you're bringing, and an awareness of whose agenda you're running, and whose responsibility it is, to make sure that that's understood by both parties.
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