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Understanding Coaching and Mentoring in the organisation

[bookmark: _GoBack]Coaching is a human development process that involves structure, focused interactions and the use of strategies, tools and techniques (Clutterbuck, 2014, pp 1). Coaching continues to grow across organisations and are often used to support staff at different levels within their careers.
CIPD states that coaching, and mentoring has grown in popularity with many organisations using these procedures to enhance skills, knowledge and performance or people for a specific skill or goal (2019). Clutterbuck states that coaching and mentoring are two of the most powerful and well published ways to support someone’s development (Barber, 2018).
Coaching and mentoring are often built up from one on one conversations about a certain subject or skill, sharing knowledge and building capability to achieve a desired goal (CIPD, 2019).  Julie Starr describes that put simply, coaching is a conversation, or a series of conversations that one person has with another. What makes the conversations different from others is the impact the conversation has on the person being coached (2016, pp.7). All of these different definitions are very similar but none quite the same, although they all have the same desired outcome. 
Coaching is often used to focus on producing a desired outcome such as a skill or performance and normally has a time period attached.  There is no precise definition on what makes a good coach or how to implement coaching there are some agreed attributes of coaching within organisations, these are that they are essentially a non-directive form of development, focusing on developing and improving performance, personal factors may be included, coaching activities may have personal and organisational goals, it provides an opportunity to better assess strengths and weaknesses and it is a skilled activity which should be delivered by people trained to do so (CIPD, 2019.)
Within some organisations there can be team coaching vs one to one coaching to support with achieving the desired goal however team coaching is often hard to sustain if structure isn’t followed (Sandahl, 2018). Coaching would normally take place in formal work environments such as weekly catch up meetings however sometimes coaching can be a conversation whilst passing in a hallway. Anything that is going to help and support to improve an individual or organisational performance or skill is effectively coaching. 
When considering coaching within an organisation it is fair to say it has rapidly evolved and in the twentieth century found its way into organisations, the coach would often be an experienced member of the organisation often sharing their knowledge and experience and feeding back on how the coachee can improve in the future. It is now quite common to have something known as a coaching contract within many organisations, a coaching contract or agreement is what sets out the rules and tone of the relationship between the coach and the coachee. There are often different elements of the coaching contract however most include, personal data, goals that the coachee wants to achieve, payment, expectations, the coaching process and a disclaimer that will declare that coaching is not a substitute for therapy (Schuy, 2016).
Mentoring is often more focused with the relationship where a more experienced member of staff shares their greater knowledge with someone who is newer to the business. Mindtools imply that a mentoring relationship can be rewarding to both involved personally and professionally (2019). CIPD state that to be a great mentor you should use skills such as questioning, listening, clarifying and reframing.  Mentoring relationships are often more long term and to avoid using the tell approach is sometimes used with reverse mentoring approach when an older member of the organisation is paired with a younger member of the organisation to be able to share knowledge on certain subjects such as social media or technology (Mindtools.com, 2018). When both individuals can learn something off each other this is when you know that you have an effective mentoring relationship (CIPD, 2019.) 
When considering the similarities of coaching and mentoring they both explore the needs, motivations, desires and skills to help support and make real lasting change, both use questioning techniques to identify how best to approach the situation, both support the individual with setting appropriate goals, both observe listen and ask questions to understand the situation, both encourage commitment to change  and promote development and growth and both provide unconditional support at all times ensure there is no judgements on where they are currently at or where the aspire to be in the future (CIPD,2019). 
It is important to realise the benefit of both concepts, whilst we consider a coach vs a mentor for someone who is wanting to develop within the business, a coach is only going to be able to provide information to achieve a certain skillset where as a mentor will be able to share experiences and knowledge of how they have approached situations in the past. As mentioned early there is an opportunity with reverse coaching which sits more within the mentor relationship as this is based upon building relationships and wanting to learn off each other whereas a coach ultimately has a desired end goal and they are more tied with the time constraints of having to complete a  task by a designated timescale. However, having these two concepts work side by side can have a positive impact on an organisation. When approached and completed in the right way coaching and mentoring can do great things for employees and organisations, it can help grown, learn, connect with an organisation, retain and develop great people and encourage loyalty to an organisation (Long, 2020). 
Coaching is often linked to counselling and this can sometimes cause confusion. Clutterbuck states that it is true that coaches may use similar techniques to counsellors or therapists but there are boundaries which coaches need to be aware off (2007, pp19). Coaches try to improve performance, emphasis on finding solutions and is often future focused such as development within an organisation or towards a certain goal, whereas counsellors  can deal with clinical issues such as depression and it is stated that to be an effective coach you should have a good understanding of human psychology and behaviour to recognise signs of danger (Clutterbuck, 2007, pp.20). When considering the traditional approach of training to coaching these are often interlinked. Training is the transfer of knowledge or skills to another where coaching is enhancing skills or knowledge which in short is someone’s development (Maestro, 2019). Guy Buckland states that coaching has a direct impact on positive employee wellbeing, this is down to building positive relationships and helping people perform, improving culture and generally improving people happiness (Buckland, 2019) this will also link within the organisations bigger long term goals such as employee engagement and retention of great people. 
Taking into consideration the traditional approach verses a new more popular approach of coaching and understanding what is right for your organisation, When training you have a specialist on a certain subject and it’s their role to be able to transfer their knowledge to others, when you are a coach or a mentor you have been selected to empower others especially through conversations to build trust, honest and transparency something which most organisations tend to fall down on. It is also important to remember that whilst may organisations have a 5-generation workforce there is sometimes a predominate Millennial culture and they hunger for development opportunities and feedback Willyerd, K. (2015). If our Millenial workforce is not getting the opportunities and feedback they desire they may be more inclined to job hop, so how we coach these employees would be imperative to their commitment to an organisation. When considering training compared to coaching and mentoring have on an organisation there is a keen desire to continue to develop coaching within organisations. Forbes states that coaching has gone from a fad to a fundamental within an organisation, the 2010 executive coaching survey showed that 63% use some form of internal coaching. There is however a need to ensure that we have given our line managers the right level of information and desire to want to be effective in their role as coaches Frankolvegia, C. (2010).
When Coaching there are different models that can be used to help organisations, individual performance or day to day activities. The GROW model which stands for Grow, Reality, Options and Way forward is one of the best-known coaching models. This model is used for developing people, it is stated that the best way to use this model is think of planning a journey deciding where to go (your goal) your current situation (reality) explore routes (options) before establishing your journey (Your way forward) (Mindtools, 2019). Oscar is also another common model, Outcome, Situation, Choice, Action and Review is what it stands for and is also used predominately for personal development. This model starts off with the outcome that is in sight for the coachee and works with supporting them with the situation, what choice they can make to move forward, what actions they can do to achieve their outcome and reviewing on regular intervals to keep it on track (Mentoring and Model, 2019). Both GROW and OSCAR are popular with career coaching to ensure that development is a key focus from the coachee. Instant payoff coaching is another model used for coaches who don’t have the full knowledge on a subject or the time to complete a full coaching session, these sessions are also known as corridor conversations (Landsberg, 1996, PP.48). Instant payoff conversations are often used with executive coaches who don’t often have the time for the full coaching sessions.  Many organisations often use the formal models as this is structures and consistency however the little corridor conversations are also very effective and make a real difference on the day to day work between mentors and support in building their relationship. 
As with coaching there is different methods of mentoring, the three most common approaches to mentoring are, the traditional one on one mentoring, distance mentoring and group mentoring. Traditional mentoring is when there is a mentor and a mentee, and they complete a programme or framework over a period of time. Distance mentoring is when mentors mentor more than one mentee from different locations, so this is done remotely. Finally, group mentoring is when a mentor has a selection of mentees to support and guide through the structured framework however the mentor can monitor progress, pace and activities (Human Resources, 2018).
Clutterbuck has a four basic styles of helping which allows coaches and mentors to implement support depending upon the coachee, which is key to understnad how directive you need to be as a coach, this model can be used alongside appraisals for future development(Clutterbuck, 1991). 
When taking into consideration a line managers role within coaching there are some key things we need to consider. Clutterbuck expresses that as a line manager one of the principles responsibilities of their role would be the development of their direct reports (Barber, 2018). CIPD states that often the question around line managers and coaching is how effect is the coaching due to the power relationship and needing of some impartiality (2019). Clutterbuck describes powerful questions as a tool to use to support line managers with their ability to be an effective coach and mentor and have a positive effect on the quality and direction of a person’s thinking about issues that are important to them, the questions use the acronym PRARIE which stands for Personal, Resonant, Acute, Reverberating, innocent and explicit. By asking these questions it will help the coach or mentor understand what is important to the coachee or mentee and why they want to get to their end goal, if there an emotional reason behind their desire, it allows the coach to get to the heart of the desire and understand how they can move forward, it would allow both parties to reflect upon the needs and desires of each other so what the coach can give the coachee and what the coachee would like of their coach with the questions focused on clearly describe their wants, needs and desires all of which will help the coach get a better understand of the coachee and how they can effectively move their sessions forward (Davidclutterbuckpartnership.com, 2012). Line managers are the people who should know their teams best so it would make sense for them to coach or mentor their own team however as mentioned there are many reasons as to why line managers don’t see coaching as a priority, often time constraints, their day to day role and the culture within the organisation are some of the hinders that prevent coaching from being completed. 
There are many factors which need to be considered before implementing a coaching and mentoring programme or framework. Most commonly the cost associated with a coaching and mentoring programme can be large for any organisation if they were to bring in external coaches or mentors, if there are inhouse coaches or mentors then this would potentially be a smother process as they would already be aware of the company, they would have relationships with stakeholders and be aware of the organisation and all its policies and procedures and would have a better understanding of what the organisations end desires and goals are. If you were to have an internal coach or mentor, they would also have a trust relationship with the organisation so they would want to do a good job but also would have effective relationships with stakeholders so would have their trust in getting the job done. There would also be the option of succession planning if internal, knowing your people and what makes them tick is important within any organisation and allowing them to know that progression is an option is a key factor in all aspects of an employee life cycle. Whether the coach or mentor is internal or external the key focus for implementing any chance initiative would be to know that it is going to add value to the business. No stakeholder would invest time and money into an initiative that has no promise of a successful return, so the benefits need to be clearly sold to the stakeholders as part of a bigger change plan. CIPD state that it is important to remember how coaching is linked with the overall learning and development strategies, coaching should not been seen as a solution for all kinds of development needs as not everyone is the same and people learn differently but as a way of helping and monitoring employee development (2019) there is more than one way to coach or mentor someone.  It is also important to remember that when implementing any coaching or mentoring programmes that there are certain things which need to be adhered to, confidentiality is a must, whether it is ensuring there is notes left around where someone could read them to not discussing coaching session with other employees, when an organisation signs up for a coaching and mentoring programme they are seen as the sponsors and have a duty of care to ensure that confidentiality is adhered too (Clutterbuck, 2014).
To be able to understand the benefits of coaching it is important to understand who the stakeholders in coaching and mentoring are. We often think of the stakeholders as peers and people within the organisation who make decisions however, stakeholders within coaching and mentoring could be employees, ones who are being coached or mentored or the ones who are doing the coaching or mentoring they both have key roles to play within the success of the process. The organisation if they are sponsoring this process, they need to ensure they are following in their commitment to the organisation and allowing the time for these sessions to be completed, to know that coaching and mentoring is now part of the culture and is as important as any other task. The benefits to these sessions would hopefully see that there would be more sustained development within organisations, there would be less attrition as employees would feel as though they have development options and that the organisation would want to support them rather than manage them. There should also be a desire for employee to continue learning so once they achieved one goal what would be their next focus promoting and ethos of treating everyone with the potential to learn more (Starr, 2011). The culture would hopefully improve as people would feel happier at work and would want to do a good job as they feel supported and performance would improve. Having an improvement in performance would mean that there is an increase in performance which in turn should result in giving better customer service and should see less complaints from customers and suppliers.
It is well documented to say that proving the return on investment for coaching and mentoring is difficult to measure, over the years there has been different theories tried and tested, we know that coaches are not cheap but are becoming a necessity within many organisations. Seeing the benefits of effective coaching such as increase in morale achieving goals and employees being retained within an organisation should be classed as enough proof that the process has been a success and was a beneficial to the organisation, other people see coaching as part of the learning and development and HR indicatives and as we know the value they add that is again justified. More often than not when a coaching and mentoring exercise has been implemented well the return on investment will be clear and there should be little if any challenge (Sparrow, 2008).
When considering how coaching and mentoring can support organisational objectives it is important to review the increase of how many organisations are currently working with internal or external coaches or mentors and building this into their own organisations culture. Forbes describes the successes and failures of the coaching industry and it is stated that in 2016 coaching was estimated to be a 2billion dollar industry which was continuing to grow. There were however three sticking points to the success of coaching within organisations, failing to recognise the context of coaching, failure to capture the complexity of coaching and failure to consistently calculate the value of coaching (Whittaker Dunlop, 2017). As previously described, we know that there are challenges proving the return on investment in coaching and whilst there are many coaching and mentoring models there is no defining body for coaching or an agreed definition of what coaching and mentoring is. There is also the consideration of the future of Artificial Intelligence to consider, how will coaching continue to grow, how will coachees feel about having a robot as their coach instead of a person, for some they may see this as a positive, however with the ever-increasing development of technology and social media this is definitely a future watch out.  As previously described organisations need to look at the small gains they are getting from their employees who have been on a coaching or mentoring programme, such as the improvement in culture, statistics, customer service to customers or suppliers but also the retention of the great people they have invested time in. 
In conclusion we know that both coaching and mentoring are growing at a rapid pace within many organisations, with there still being different requirements for coaches and mentors depending upon the time frame, skill gap and relationship of both parties. However something that many organisations still need to consider is the desire how to we continue to build coaching into an organisations culture, ensure it is seen as a worthwhile investment and allow the time to be able to reap the rewards of having a consistent, effective coaching and mentoring programme within their organisation without falling behind with the current knowledge we already have about the future of coaching. 
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