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Understanding Coaching and Mentoring in the Organisation

Coaching and mentoring are fundamental activities within an organisation and usually describe effective approaches to develop employees. Coaching tends to be more performance driven whilst mentoring is more development driven. Employers use these methods to enhance the skills, knowledge and performance of their people around specific skills and goals (CIPD. 2020). 

Defining Coaching and Mentoring

Coaching and mentoring have evolved over the years with both having areas of commonality which tend to overlap: 

Coaching

The CIPD (2020) define coaching as “the aim to produce optimal performance and improvement at work by focusing on specific skills and goals”. Whilst John Whitmore (cited in Brockbank and MacGill, 2006) defines coaching as unlocking a person’s potential to maximize their performance; it is helping them to learn rather than teach them. 

Mentoring

Whilst mentoring is similar in principle, the CIPD (2020) describe mentoring as more of a relationship conducted by someone senior / experienced who shares their knowledge to support the development of an inexperienced member of staff. This is echoed by Megginson and Garevey, (2004) (cited in Brockbank and MacGill, 2006) who define mentoring as a ‘relationship between two people with learning and development as its purpose’. In other words, a mentor acts as an adviser, role model and can help influence an individual. 

Coaching and Mentoring Models

There are models which can be used to support employers during this process as they act as a framework to guide an individual through the process from where they are currently to where they want to be. This is usually achieved by establishing a goal and looking at potential routes of how to achieve this. Examples of models used include GROW, FLOW, or the SOS. 

For example, the GROW model, developed by Sir John Whitmore, is used to assist with problem solving, goal setting and performance improvement. This model uses a four-step process that helps to structure coaching and mentoring sessions as follows:
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(Performance Consultants.2017)

In essence, you would set the goal, establish the current position (reality) and explore various routes (options) to achieve this goal. The journey ends with establishing the will; you commit and be prepared for any obstacles which maybe encountered. 

Difference between Coaching and Mentoring

Jonathan Passmore (2010) outlined key differences between both activities as follows: 

[image: ]





Similarities between Coaching and Mentoring

However, there are also similarities between coaching and mentoring, such as:

Change: each activity requires a form of change whether it be a change of thinking, behaviour, attitude, or performance.

Reflection: each activity allows an individual to analyse and reflect which will enable development and improvement.

Process: each activity involves a series of meetings and tends to take place independently of line managers, thereby creating open and honest relationships.

Coaching and Mentoring Relationship

Coaching and mentoring offer a two-way relationship with individuals and the organisation. As such, both must be experienced in the role for which they are grooming their mentees or students for (Levin and Feldman, 2013). 

Prior to undertaken either activity it is crucial the employee is committed to change, able to choose their mentor/coach, can prioritise and plan and most importantly have patience as it can be a long-term process.

Examples of whom coaching and mentoring might be appropriate for include senior managers, staff wanting to focus on their career path or change direction, employees returning to work after a leave of absence or in general staff wanting to improve their skills and abilities. 

Coaching Styles

Coaching styles that can be used to inspire, support, and develop mentees can be either:

Non-Directive: defined as ‘a relationship of rapport and trust in which the coach uses their ability to listen, to ask questions and to play back what has been communicated in order to help the client to clarify what matters to them and to work out what to do to achieve their aspirations’  (Thomson, 2013). The main benefit from using this approach is that it will enable the recipient to explore and form their own answers because of skilled listening and open questioning from the coach / mentor. Listening is key as playing back to the recipient what we are hearing will assist with their overall thinking; the quality of your attention determines the quality of my thinking (Wonfor, 2019).

Directive: this is more of a “tell, show, do” approach and defined as a ‘transfer of wisdom, where the mentor or coach provides advise or direction, probably based on their experience and expertise’ (Approaches to coaching and mentoring,2021). Here, the coach will have more input than the recipient and will usually use more “closed” questions to focus the recipient conclusions are drawn and based on their own thoughts and experiences. 

The Seven Habits of Highly Effective People

This model was developed by Stephen Covey who cites seven crucial habits that  effective people have: 
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(Lubinski, 2020)

The model is based on an “inside-out” philosophy, meaning that change starts inside each of us and works its way out (Cramer, 2010). This has parallels with coaching and mentoring such as:

Habit 1: this revolves around the mindset of individuals and demonstrates we have the freedom of how we react to situations; we choose our own response, like that to someone who is being coached / mentored. For instance, a proactive individual will take responsibility for their actions and recognise they are responsible for what they do, whereas a reactive individual will always find external sources to blame for their behaviour.    

Habit 2: This suggests starting with the end goal which ultimately provides a clear route of how to achieve this. Similar to that of a coaching model; will ask for the end goal and look at processes involved to achieve this.  
Habit 5: reiterates the importance of listening to understand an individual prior to providing any form of advice. Listening is a key component within coaching and mentoring as without it a coach / mentor is unable to support the needs of an individual.       

Traditional Training Approaches

There are several traditional training approaches used for the delivery of learning and development within an organisation that work alongside coaching and mentoring such as:

Counselling: this involves helping an individual to improve their performance by resolving problems from the past. Its knowing when to sign post further for support. Like the role of a coach, which is to primarily teach people to do their best, an element of which includes solving problems that are holding them back (MindTools,2021). 

Wellbeing Programmes: contribute to focusing on the physical and emotional well-being of employees. This has become a key factor during the COVID-19 pandemic and has reiterated the importance of having someone there to listen and provide emotional support. A mentor can provide this role by helping to talk them down when they’re triggered, scared, burned out, or confused – all off the record (Fessell, Chopra and Saint, 2020).

Employee Engagement Programmes: Macleod and Clarke (2009) identified four key enablers that were “commonly agreed to lie behind successful engagement approaches” (MacLeod and Clarke, 2009, p33). For instance, Employee Voice which enables employees to contribute to their own learning by allowing them to actively contribute in “real time” activities through collaboration, exploration, and discussion with peers. 

E-Learning: This is a method used to deliver training electronically.  It is flexible so you are not tied down to a schedule and is accessible in that it is available at any time. However, utilising this method lacks the social interaction element and tends to be more theory focused as opposed to “hands-on” experience. 

Self-directed Learning: individuals can use their own initiative and formulate their own training requirements and seek out the resources, guides, and information they require to achieve their own goals. 

Coaching verses Counselling

Coaching and counselling are similar in principle in that they both aim to create a sense of trust, provide support, deal with solving problems, and focus on listening. However, it should be noted they are not the same process. 
Coaching is more action orientated in that it helps you achieve goals, whilst counselling is more coping orientated in that it helps you recognise and solve your problems in life (Jacobson, 2017).

Julie Starr (2012) advises that coaching would be appropriate for:

· Putting together a life plan, understanding our aims and goals.
· Finding ways to reduce stress in our lives.
· Building a lift/work balance that fulfils us.
· Improving our awareness of ourselves.
· Improving our self-discipline and motivation.
· Improving our health and well-being routines. 

Whilst a coach with no relevant, specialist skills should avoid the following situations:

· Ongoing dependency on class ‘A’ drugs.
· Significant alcohol issues.
· Where someone has experienced violent or sexual abuse and needs further support.
· Where someone is abusing others, either physically or sexually.
· Mental illness. 

Types of Coaching

Coaching is becoming more widespread within the workplace and the type of coaching used is dependent on the situation. Types of coaching used within organisations can include:

Solutions-Focused Coaching: For example, the OSKAR model which helps organisations to focus on a problem’s solution, rather than on the problem itself. According to “The Complete Handbook of Coaching” it places primary emphasis on assisting the client to define a desired future state, and to construct a pathway in both thinking and action that assists the client in achieving that state (MindTools,2020). The key benefits of this model are its collaborative approach; it involves two parties therefore ensuring the outcome is achieve and it places an emphasis on progress as it focuses on small achievements to encourage an individual to achieve larger goals. 

Transformational Coaching: This method is based around the CLEAR Model and aims to create ‘shifts’ in the understanding and reasoning that are behind certain behaviours. The same process is used for each session and can assist with individuals achieving transformational change through five simple steps: Contract, Listen, Explore, Actions and Review (CLEAR). The key benefits are that it can be applied to many scenarios; it does not solely rely on the employee noticing they need to make a change and it is flexible as it can promote both long and short term growth (CLEAR Model, 2020).
ACHIEVE: This model is designed to increase trust between client and coach through 7 stages:
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(ACHIEVE Model, 2020)

This model provides a better understanding to an individual of the methods involved in goal and problem solving. It is flexible and repetitive so that once a goal has been achieved the situation can be reassessed at stage 1 allowing new pathways to be implemented and rebuild momentum towards the final goal. 

Types of Mentoring

This is being used as a ‘development’ tool for organisations as it focuses on the mentee finding their own solutions to challenges as opposed to the mentor providing the answer. 

There are several methods used to achieve this such as:

The Three Stage Process: Alred et al. (1999) developed this model which operates on a three-stage basis: 

· Exploration – think about the route, listen, and ask open questions.
· New Understanding – listen and challenge, provide information and advice and share experiences with the mentee. 
· Action Planning – encourage new ways of thinking and agree action plans to monitor progress (Clutterbuck and Megginson, 2009).
This can encourage the learner to develop ownership and gain independence.   

‘Helping to Learn’: this model is simple yet inclusive in that it offers two spectrums of the mentoring relationship; first dimension goes from directive to non-directive, whilst the second focuses on the individual’s need from being stretching to nurturing: 
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(Clutterbuck, 2004)

Within the two dimensions Clutterbuck (2004) identified four “helping to learn” styles: Coaching, counselling, networking, and guiding, each of which represents a different way of helping someone to learn (Workplace mentoring, 2012).

Peer Assisted Learning: defined by Murray (1991) (cited in Alderman and Milne, 2005) as a “deliberate pairing of a more skilled or experienced person with a lesser skilled or experienced one, with the agreed-upon goal of having the lesser skilled person grow and develop specific competencies”. This method can encourage the mentee to ask questions, receive constructive feedback which will overall contribute to improving their own performance. 

The Role of the Line Manager

Downey (2003) argues that there are three generic elements to the role of the line-manager:

Leadership: act as a role model, inspire and motivate employees and reiterate the organisation’s mission, vision, goals, and values.

Management: conduct appraisals, set individual and departmental goals, create personal development plans, and conduct disciplinary meetings.

Coaching: will have conversations about delivery of goals and plans, provide feedback and offer advice, receive on the-job training.  

The coaching element is echoed by the outcome of the ‘Learning and skills at work’ survey which illustrates that line managers usually take the main responsibility for delivering coaching (CIPD, 2020). 
The benefit of having a line manager as coach is that it occurs naturally through day to day activities, one to one meetings or performance conversations. Nevertheless, there are potential conflicts that may arise such as being the person who is responsible for discipline whilst on the other hand being that supportive person or focusing on achieving short-term results as opposed to long term career plans. 

Factors to consider when implementing Coaching and Mentoring Programmes

A coaching and mentoring strategy needs to tie into the strategic objectives of an organisation and should form part of an overall learning and development strategy (CIPD, 2020).  

Factors to consider prior to implementing a coaching and mentoring programme include:

Pandemic: working remotely has become more common because of COVID-19. This has resulted in the delivery of learning being undertaken remotely/virtual. Different technologies should be considered which will be seen to strengthen the effectiveness and reach of coaching.  

Wellbeing Strategies: programmes do not necessarily need to be focused on work. They can form part of ‘check-ins’ with individuals such as participation in meetings via Microsoft Teams or Zoom. This tends to be more of an informal approach and can enable an individual to voice concerns within a comfortable environment simply by having someone there to listen.

Promote a Learning Culture: create a positive environment for learning by promoting the ethos of the organisation to enable the drive of cultural change. As the drivers of change, HR can ask questions and publicise this with what the organisation want to achieve. 

Approaches to Coaching

Coaching generally tends to be undertaken by one of the following two methods:

Internally: undertaken by someone who works within the same organisation as the coachee. The main advantages to this are that there is no direct cost, the coach will understand the organisations culture and processes, and the coach and coachee will get to know one another on a more personal level. Nevertheless, this may impact on the organisation as it will take time away from the coach and their day to day responsibilities and the coachee may not feel as if they can question organisational processes (Angle, 2018).

Externally: undertaken by a professional certified coach who is outsourced from outside of the organisation. The main benefits to this approach are that an external coach will have specialist set of skills and experience, they will have no distractions from other responsibilities within the organisation and they will be able to offer feedback crucial to performance improvement. However, this method entails a high cost, the coach will not be familiar with the culture and processes and some of the changes which could be suggested may not be feasible with the organisation (Angle, 2018). 

Regulations and Professional Practice

Implementing a coaching and mentoring programme will require consideration of:

GDPR: A Data Protection Impact Assessment will have to be undertaken to help identify and minimise the data protection risk associated with the personal data involved. For example, how long should the data be kept, who has access etc. 

Confidentiality: this is paramount within the coaching and mentoring relationship and ensures trust and rapport are built up between two people. The coach has a duty to ensure the boundaries are agreed in writing at the start of the engagement. Therefore, having a contract, agreed by all parties, will set out expectations for confidentiality from the offset. 

Ethical Practice: Gert (1988) (cited in Cox, Bachkirova and Clutterbuck, 2018) defines a code of ethics as “providing foundational guidance in relation to what to expect from those in the profession”. This outlines the concepts and principles that should direct a professional’s behaviour. 

Format

There is no “right” model for coaching and mentoring or a common code of practice that is recognised by all parties for organisations to use. Therefore, a practical and evidence-based approach to coaching and mentoring will provide a range of information / models which could potentially be adapted by organisations to suit their requirements.
 
Benefits of Coaching and Mentoring to the Employee

Coaching and mentoring have proven to be invaluable to the employee as it is focused on developing and enhancing their skills both professionally and personally. Research shows that individuals benefit from improved confidence by taking ownership and responsibility, increasing self-awareness, improving their skills and learning how to solve their own problems.  

Benefits of Coaching and Mentoring to the Coach or Mentor

The coach and mentor benefit as it reinforces knowledge; as after all the best way to learn is to teach, expands skillset; y working with colleagues who possess different areas of specialist knowledge, form relationships with other departments and most importantly improve listening and interpersonal skills; these are key areas for the success of any leaders.

Benefits of Coaching and Mentoring to the Organisation

Coaching and mentoring makes an employee more valuable to an organisation by increasing motivation which improves organisational productivity and performance, it can improve retention and overall, it will increase the quality of customer service provided. 

Benefits of Coaching and Mentoring and the impact on Business Objectives

Coaching and mentoring enable organisations to achieve their objectives as it provides employees with knowledge and a set of skills that enable them to carry out their role in a more efficient and effective way.

For example, it can: -

Improve diversity: This was made evident by Virgin Media who introduced ‘reverse mentoring’ to improve their cultural barriers.  The aim was to improve the diversity profile of colleagues by pairing senior colleagues with colleagues from BAME backgrounds, LGBTQ or who were disabled. As a result, this created cultural transformation at the company and encouraged individuals to “take action to break down barriers and promote inclusivity” (Jolin, 2018).

Improve Employee Wellbeing:  this impacts positively on the way individuals work and their feelings towards work. This was evidenced within the coaching outcomes of the IES Report (2013):

· Made me feel better equipped to handle whatever comes my way.
· Made me more aware that if I’m in trouble then I can usually think of a solution.
· Made me more aware that I could solve difficult problems if I tried hard enough (Hicks, Carter and Sinclair, 2013).

Conclusion

It is evident from the research that different approaches are used to achieve the business goals and organisational objectives. Managers should identify areas that require coaching or mentoring with their employees, and the employees should fully cooperate in order to achieve the best possible outcome from this process for their own benefit and development.  
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