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Understanding Coaching and Mentoring in the Organisation

Coaching and mentoring can be used as a way of developing employees by working to improve individual’s skills and knowledge within a particular area which can ultimately result in improved performance and benefits for the organisation (CIPD 2019).

1.1 & 1.2

Coaching looks at helping individuals to solve a problem or develop knowledge and skills to improve performance or enable the individual to carry out the task better next time around through direct discussion or guided activity (CIPD 2019). The Chartered Institute of Personnel and Development explain that there is no precise definition of coaching in organisations, but it usually includes the following concepts:
· Focusing on improving performance and developing individuals
· Provides employees with the ability to evaluate their strengths and areas for improvement 
· A skilled activity which are usually delivered by line managers and those who are trained to do so  
(CIPD 2019).
Whitmore, J (2017) describes coaching as revealing an individual’s potential in order to improve personal performance and looks at assisting the employee to learn compared with teaching them.
Mentoring can be described as a relationship between an experienced individual who uses their knowledge to support and develop a less experienced employee (CIPD 2019). It should be a one to one relationship and usually lasts for a prolonged period of time. Mentoring relationships are often more successful when both parties can learn from each other by encouraging sharing and learning between roles (CIPD 2019). 
There are many similarities in coaching and mentoring. Clutterbuck (2018) identifies features that they seem to have in common:
· Both require and draw upon the helpers’ (coach/mentor) experience 
· Involve providing advice or guidance in some form 
· Encourage commitment and personal growth ambitions
· Both are based around goals set by, or for the learner
· Both deal with substantial changes the learner wishes to make 

There are also clear differences between both methods: 
[image: ]
(NHS Education for Scotland 2016).

There are various models of coaching and mentoring which can aid mentors/coaches including:
· GROW – Goals, Reality, options, Wrap Up
· CLEAR – Contracting, Listening, Exploring, Action, Review
· COACH – Current, Competence, Outcome, Action, Checking 
· OSCAR – Outcome, Situation, Choices, Action, Review 

All the above, look at where the individual is now, where they need/want to be, how achievable it is and what needs to be done to get there. 

One of the best known and widely used models of coaching is the ‘GROW’ model. 
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(www.coachingcultureatwork.com)

Developed in the 1980s by performance coach Sir John Whitmore, the GROW model has been used successfully in various organisations that have introduced coaching and mentoring methods. 
The first step in the GROW coaching model is defining the Goal of the coaching, and ensuring that is SMART (Specific, Measurable, Acceptable, Realistic and Timely). The second step is that the coachee must examine the current Reality to allow the individual to reach their goal including considering any obstacles. Next, it is important that all Options are explored by using brainstorming techniques to evaluate every option. The final step is where the coachee must establish the Will. At this stage, there should be an established goal, an idea on how to achieve it and a plan of action to ensure the coachee’s motivation to follow the plan and achieve is maximised (Chamberlain, J. 2015). Understanding how to use the model as a guide can assist HR practitioners and organisations in ensuring that the correct support is provided to employees.

1.3
There are numerous development initiatives traditionally adopted in organisations such as:
· Counselling
· Wellbeing programmes
· Employee engagement programmes
· E-learning 
· Self-directed learning/development
· Focus groups
· Peer support groups 

Some of these can be considered as having similarities to coaching and mentoring methods. Whether they are defined as any of the above, they all promote one common objective which is to improve human performance.  Coaching and mentoring offer different benefits to traditional training methods and there are various contrasts between these:
· Training is usually designed for group delivery in a work setting 
· Coaching and mentoring are precise developmental plans tailored to the individual and their skills and usually take place in a ‘live’ practice environment 
· Training is ordinarily a single event, often completed upon completion of that training session where as coaching and mentoring is carried out over time 
· Coaching and mentoring is able to support the application of newly learned skills in formal training to the workplace
(CES 2017)
Counselling vs coaching in particular, both include lots of talking and listening, and both ultimately work to solve a problem (Starr 2011). However, there are many differences in the way they are handled and their focus which can be listed below: 


	Coaching
	Counselling

	Narrower focus usually looking at one thing 
	Broader focus and greater depth 

	Goal is usually to  improve performance at work 
	Looks at understanding the root cause of individual’s problems

	Tends to be short term intervention 
	Usually lasts for long periods of time due to complexity of issues and can be used to address underlying psychological problems

	Often involves other stakeholders such as line manager
	Doesn’t usually involve other stakeholders

	Action and results are monitored 
	No obligation to action 


(CIPD 2004)

It is important that organisations recognise when individuals require coaching or counselling in order to ensure that individuals receive the correct intervention for the individual circumstances and understand where to signpost for support. 

There are circumstances where using a coaching method would be appropriate which include:
· Improving certain skills such as self-discipline and motivation, improving personal awareness and awareness of others or improving the ability to relate to others.
· Creating a life plan which includes individual aims and goals 
· Looking at work life balance – including discovering ways to reduce stress and utilise time efficiently
· To improve personal health and well-being routines 
(Starr 2011).
However, there are also some circumstances where a coaching method would not be appropriate, and so other more traditional methods such as counselling should be applied. These include:
· Individuals with dependency problems such as drug or alcohol
· Individuals with significant issues due to previous or ongoing abuse, either physically, emotionally or mentally and so requires ongoing support for help through these difficult circumstances 
· Mental illness/conditions and experience side affects of these such as mood swings or depression 
(Starr 2011)

Some situations where mentoring should be applied could include:
· To motivate talented professionals to focus on developing their career
· To inspire employees to develop their skills 
· Allow the transfer of vital skills and knowledge from senior members of staff to more junior staff members
· Using the mentoring process to aid in succession planning 

2.1

It can be useful to distinguish between the different types of coaching that are available as it helps organisations to decide the right coaching type, for it’s individual needs or requirements. (Stockdale, S. 2014). Coaching may have different levels of formality and structure. There are several different types of coaching which can be implemented in an organisation:
1. Business coaching – which looks at providing support, feedback, and advice to an individual or team with the aim of improving personal or business performance for the benefit of the organisation. A business coaching style would usually be more focused on the business performance and increasing understanding of the business to allow individuals to learn new skills for the benefit of the organisation rather than improving individuals’ abilities for personal development (Stockdale, S. 2014). 

2. Executive (one to one) coaching – is usually associated with helping senior leaders within the organisation to improve their leadership skills and personal performance. Due to the high expertise required at this level, it is usually delivered by an external coach who is highly skilled and trained in delivery of coaching for a set period of time. Coaching at this level is often liked to organisational goals and organisational improvements are expected (Stockdale, S. 2014). 

3. Career coaching – a coach in this areas’ focus is on the individual’s career or career development. It involves individuals identifying what they want and need from their career and apply techniques or ways they are going to be able to achieve what is needed. 

Mentoring can be carried out informally by anyone, anywhere and at any time or can also be more of a structured lay out. Assessing the mentors and mentees needs and what is hoping to be achieved can assist the organisation in deciding what method is implemented. CIPD (2016) identify that mentoring is a long-term relationship where the goal is to support the development of the employee. Mentoring may take many different forms within an organisation. Some of the most widely used are below:
1. Peer mentoring – can be described as a professional exchange where both parties support each other. Often, peers can meet in small groups and help mentor one another by sharing feedback or best practices and typically works best when one or both parties have had previous experience of more traditional mentoring methods (Creighton, K. 2018). 
2. One to one mentoring – usually the most widely used form of mentoring and allows the mentor to develop a good relationship with the mentee and focuses more on individual skill building.
3. Group based mentoring – involves several people and can be useful for situational mentoring scenarios. Group members can assist one another through the mentoring process and help keep each other on track (Creighton, K. 2018). 

2.2 & 2.3
It is important that line managers understand where it is appropriate to use a coaching or mentoring approach. Discussing with the individual their ultimate goal and what the employees wishes to achieve at the end of the process can assist the manager in this decision. 
Clutterbuck (2012) identifies a number of attributes which a line manager should possess for the coaching/mentoring to be successful:
· Commitment to the organisation
· The ability to improve individual and team performance
· Excellent communication skills – being open and honest with colleagues
· Have positive working relationships with employees – build a trusting and supportive relationship
· Investing time and effort in employees
Downey (2003) further discusses the requirement for line managers to possess coaching skills to identify goals in the first instance and having the ability to lead and be role models to their subordinates. 

However, it is identified that there may be some barriers to the line manager as a coach/mentor such as:
· A possibility there both parties may have a hidden agenda
· Conflict between the individual employee and the line manager
· Time pressures with a tendency for mangers to focus on short term goals rather than long-term development for the individual employee or team 
· Lack of ‘fresh’ ideas for the organisation
· Inequality in who can access the coaching and mentoring with some line managers having pre-conceived ideas on who is most deserving or more likely to succeed 
· Existing organisational culture
(Clutterbuck 2012)

Organisations need to consider different factors when considering implementing coaching/mentoring programmes. It is important that the below are considered to help ensure the success of the programme delivered:
· The requirement for the programme
· Identifying stakeholders and gaining ‘buy in’ from senior management
· Identifying the audience – who would be likely to take part
· Providing the correct training to coaches/mentors 
· Resources required
· Costs of the implementation 
· Identify whether internal or external would be most appropriate for the organisation 
(Merrick, L. 2020)
There are different types of coaches – internal and external coaches. An internal coach is somebody who already works within the organisation such as a line manager, whereas an external coach be an individual from outside the organisation who are usually professional, certified coaches hired specifically for the purpose of providing coaching to a group of employees for a set task or an individual (Clutterbuck 2016). 
Both approaches have advantages and disadvantages and it is vital that organisations consider all aspects before deciding which is most appropriate.

Internal Coaching
	Advantages
	Disadvantages

	Lower cost
	Falls under in house T’s & C’s and policies

	In-depth knowledge of the organisation and it’s needs 
	Inability to identify existing issues in the workplace – too close to bring ‘fresh’ ideas 

	Existing relationship with employees/stakeholders
	Strict deadlines with other work pressures 

	Professional interest in the success of the business
	Confidentiality issues

	Flexibility
	Assigned coach may have lack of training – no qualification in coaching 

	
	Pre-conceived ideas of the individual coachee/mentee



External coaching
	Advantages
	Disadvantages

	Fresh perspective and ideas
	High cost

	Higher credibility
	Limited availability 

	Greater exposure to tools and techniques towards coaching 
	Limited knowledge of the organisations culture 

	Higher levels of confidentiality allowing honesty without repercussions 
	Inconsistent methods 

	Experiences in different organisations – able to apply skills and knowledge effectively with measured success
	‘coachee’ may not know how to set measurable goals – could be timely leading to more cost implications

	Unaffected by internal policies and practices
	



There are also legal implications and other factors which organisations need to consider upon the implementation of coaching and mentoring initiatives including:
· GDPR (General data regulation procedures) – organisations need to ensure that personal data is stored appropriately, and the correct authorisation has been sought from mentees/coaches which includes note taking and storing of meetings between one another. Storing the personal data in safe and responsible manner, and ensuring any irrelevant data is destroyed appropriately within strict timelines (Cox et al 2018).
· Confidentiality - confidentiality in the coaching/coachee relationship is paramount. Participants must ensure that when discussing scenarios, specific names or examples should be anonymised. Organisations should ensure the provision of a suitable environment which is quiet, free from interruptions and not easily overheard. GDPR should be adhered to ensuring that notes aren’t left on display and data is stored appropriately. 
· Ethical practice – is about behaving appropriately and understanding what is right and wrong in certain situations. Generally, the European Mentoring and Coaching Council (EMCC) identify that having integrity and professionalism are vital components in ethical practice and these principles should be adhered to by coaches/mentors (Coaching Focus 2020). 
· Coaching Contract – usually in place to inform both parties of their obligations during the coaching/coachee relationship. It usually includes the schedule for any coaching sessions and any associated costs. Ensuring a coaching contract is in place provides some level of legal protection for both parties and so it is good practice to ensure implementation.
· Coaching/mentoring professional bodies – although there is no one single overarching professional body for coaching it is important that professionals adhere to the behaviours expected of coaching and mentoring professional bodies. 

3.1
Clutterbuck (2018) identifies that there are many benefits of coaching for all parties.

Personal benefits for the individual receiving coaching/mentoring can include:
· Become for self-reliant 
· Improved personal performance
· Improved self-awareness
· The ability to overcome work related issues more easily
· Improvement in personal skills and behaviours such as communication
· The ability to contribute more effectively towards the team and organisation
· Take greater responsibility for own actions and behaviours 
· Provide potential work opportunities 
The ICF (2009) states that 80% of individuals who receive coaching feedback benefits such including increased self-confidence, improved work performance, better work relationships and improved personal skills. 
Benefits to the organisation include:
· Empower individuals to take responsibility for own actions
· Increased employee engagement – which could result in improved individual performance and ultimately benefit the organisation as a whole 
· Helps recognises talented and high performing employees
· Shows organisational commitment to person development
· Departmental relationships can improve
· Improved productivity for the organisation
(Institute of Coaching)
There are also numerous benefits identified to mentoring for the individual and the organisation. Page, M suggests that receiving mentoring is extremely valuable to the individual and having the guidance, encouragement and support of a skilled and experienced colleague results in numerous benefits leading to improved performance. Some of the key benefits include:
New ideas and ways of thinking
· Develop the ability to identify weaknesses and overcome them 
· More able to identify personal strengths and act on them
· An opportunity to develop new skills and knowledge 
· Increased recognition within the company
· Develop new skills and abilities
Mentees who successfully complete the mentoring process can then deliver the benefits back to the organisation by implementing the newly acquired skills and knowledge and help to develop other colleagues.  It is suggested that investing in mentoring is a cost-effective way to develop a pool of future leaders and some of the benefits for the organisation include:
· Creating a culture of personal and professional growth and development
· Shared organisation behaviours and attitudes
· Equip managers with leadership and coaching skills
· Help towards employee engagement and improved business performance
· Improved staff retainment – thus saving costs on recruitment 
(Page, M)
There can also be a number of benefits for mentors in the relationship which exceeds personal satisfaction of sharing their skills and experience, it can also result in:
· Recognition from senior management and peers of expert knowledge in specific subject matters
· Professional development for the mentor being able to provide support and training to junior colleagues
· Providing an opportunity which allows the mentor to reflect on individual work practices and identify any changes required
· Development of personal leadership and coaching skills
(Page, M.)

It is important to consider the success of coaching and mentoring in the workplace and whether it delivers what is required and can support the achievement of organisational objectives. The international Coach Federation (ICF) estimates that the number of professional coaches has grown significantly in recent times with coaching related research also increasing (Dunlop, C. 2017).
A study carried out by The Bridgespan Group found that some of the main factors contributing to high turnover were limited opportunity for promotion and a lack of mentoring and support programmes in place. In order to combat this, one of the solutions presented to the turnover problem was to provide opportunities and mentorship to employees as it found that similar organisations with low turnover was as a direct result of a created culture of mentorship (Landles-Cobb et al 2015). It also is suggested that employees who believe that organisations are supporting personal growth and development will trust the employer to continue to invest in them on a long-term basis 

According to Bright HR (2020) coaching and mentoring an employee shows individuals that the organisation encourages and cares about developing their skills and increases that chance that employee will be loyal to the organisation. It allows a trained coach to teach individuals and groups of employees up on a particular area without consulting external training courses and resulting in cost saving measures being achieved. Trained coaches and mentors can teach new skills such as problem solving, recognising strengths and looking at situations from a different perspective. It is suggested that employees who commit to gaining new skills, recognise the personal value they can contribute to the organisation. Coaches/mentors who are observing development of employees over a long period of time, can also assist in enabling crucial business decisions to be made by aligning the career path of employees with the skills required for the business. It is also argued that appropriately trained employees, often perform better which can help to bring in more revenue for the organisation. 
The Centre for Effective Services (CES) (2017) identify that mentoring initiatives can help with staff retention as mentoring can assist in ensuring employees feel supported, tools on how to manage stress and help to prevent burnout which can all be positive contributors to staff retention rates. The CES (2017) also suggests mentoring can help towards succession planning with initiatives that aim to upskill employees and assist with career progression. Mentoring can help to ensure the future success of the organisation and can turn good managers in to great leaders. Research carried out by the CES which considers the effect of coaching in organisations indicates that coaching can help to improve leadership behaviour and assist in producing successful managers that obtain the desired skills and behaviours. 
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