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Coaching and Mentoring 

Organisations spend a lot of time and money acquiring people with the necessary skills and experience that it requires through its effective recruitment. Once employed, the attention of the organisation then shifts to finding ways of getting the best out of its people and manage their performance to ensure organisational outputs are met. 

Development activities help in the growth and development of employees, which in turn can help employees feel motivated and develop a sense of attachment to the organisation. Management Study Guide (2021) highlights the importance of developing employees “to enhance their skills and upgrade their existing knowledge in order to perform better”. 

Organisations might choose to use methods such as ‘Coaching’ and ‘Mentoring’ to achieve this. CIPD (2020) imply that these development approaches are based on the use of one-to-one conversations. 

1.0 Coaching 

Coaching, as defined by Mullins (2010) “is a supportive relationship aimed at creating understanding, direction and action”. SkillsYouNeed.com (2021a) expand on this by saying how the ‘Coach’ is not an expert, instead their role is to act as a facilitator of learning, helping the individual to improve their own performance by helping them to learn. Whitmore (2004) agrees with this, defining coaching as “unlocking a person’s potential to maximise their own performance. It is helping them learn rather than teaching them".

Early models of coaching were developed relating to the impacts of sports. Performance Consultants (2019) discuss how Timothy Gallwey’s book, The Inner Game of Tennis, revolutionised the thinking about coaching. Gallwey suggests that the biggest obstacles to success were caused by a person’s internal factors, and that an essential part of coaching is to help people learn to silence their inner voice, and allow their instincts, and/or their subconscious to take over. This can be achieved by causing a distraction, or by removing the fear. 

1.1 Mentoring 

The term ‘mentor’ originated in 800 BC and is noted in Greek mythology, whereby the goddess of wisdom, Athena, took the form of Mentor, the son of Alcimus, to provide guidance to the son of Odysseus, Telemachus in times of trouble (GreekMythology.com, 2015). More recent definitions of the term originate from the 1970’s, from when the nursing profession began exploring its benefits, and its connection to coaching and teaching. 

The aim of mentoring remains the same as coaching, however it is a “relationship between two people with the goal of professional and personal development” (Mindtools, 2021). The ‘Mentor’ is typically an expert in a particular area/field who can offer advice, guidance, and support to the individual. Mentoring describes a relationship where a more experienced colleague shares their knowledge and experience with an inexperienced member of staff (Cambridge University Press, 2021a). 

In 2004, David Clutterbuck devised an acronym for the role of a mentor: 
· Manage the relationship 
· Encourage
· Nurture
· Teach 
· Offer mutual respect
· Respond to the learner’s needs (SkillsYouNeed.com, 2021b)

1.2 Similarities between Coaching and Mentoring 
Research highlights the importance of establishing that coaching and mentoring are not the same thing and are two separate approaches to employee development. However, they do have shared similarities. 

Coaching and mentoring aim to facilitate the exploration of needs, motivations, and skills to assist in making real and long-lasting changes. As previously addressed, one is through developing individual learning skills, whilst the other is sharing knowledge and information from someone more experienced in that field. Both use a method of questioning to determine the necessary requirements. Stanier (2016) developed ‘7 Powerful Questions’ that aimed to assist the coach to get the most out of the coachee, whilst making the process simple. Questions included: ‘What is on your mind?’ and ‘What do you want?’.  

As noted by CIPD (2020), each approach is based on one-to-one communication, therefore the relationships between both parties needs to be positive, with good rapport. Time needs to be spent getting to know one another and building that level of understanding that will assist in the development process. 

The want and need for development are a good starting point for coaching and mentoring, and as such an agreement is normally formulated between both parties to encourage commitment (Surbhi, 2018). 

In many instances, coaches may choose to use a hybrid approach, utilising coaching, and mentoring approaches. Clutterbuck et al. (2018) explain that when being mentored, and the appropriate skills or competence increase, the use of coaching may increase confidence in a specific area, whereby new ideas or solutions are generated. Similarly, where coaching has been established, a coach may identify a lack of knowledge, and therefore mentoring can be used to close the skills or knowledge gap. 

1.3 Differences between Coaching and Mentoring

Even though there are many similarities, it is the differences between coaching and mentoring that sets them apart. 

The purpose of coaching is to improve an individual’s performance on the job, either by enhancing their current skills, or by acquiring new ones. Once these skills have been acquired, the coach is no longer needed. Alternatively, the purpose of mentoring is to develop an individual not only for their current job, but also for the future. 

Mentoring requires significant time commitment from both the mentor and mentee. Mentors and mentees commonly start out as acquaintances, however over time build strong relationships that can often last for years. Coaching has a defined ending. Once the requires skills have been acquired, the relationship between coach and trainee will dissolve. 

Coaching uses a non-directive approach, allowing the individual to formulate their own solutions and actions because of listening and targeted questioning from the coach (Vitae, 2021). Alternatively, mentoring uses a directive approach, due to the mentor providing advice or direction based on their experience and expertise. Based on this, Landsberg (2015) developed the ‘Ask/Tell Repertoire’ implying that asking is more empowering (non-directive), whereas telling is more controlling (directive).

When evaluating the success of mentoring, measurements is difficult. As specific goals are clearly defined in a coaching relationship, measurement of the success is a lot easier (Jacobs, 2018). 

1.4 Other Learning Initiatives 

Although coaching, mentoring, and counselling are all one-to-one activities, their purpose is very different. Counselling focuses on employee emotions, and behaviour, rather than performance. Cambridge University Press (2021b) define this approach as “the process of listening to someone and giving that person advice about their problems”. Counselling focuses on the causes of today’s issues, compiling a picture of events from the past, whereas coaching turns its attention to the future. 

The advice given can be professional or personal. It is important, when approached with such problems, to signpost the individual to the necessary support available. For example, with an increase in organisations engaging with employee well-being initiatives, they may be signposted to Occupational Health, or supporting charities or agencies. 

One-to-one training typically revolves around the process of “an employee being taught a new skill or information which they do not currently possess” (BCF Group, 2020). Training is carried out when the individual has no existing knowledge of the subject area. Thorpe and Clifford (2003) believe that training and coaching are part of the continuum of development, whereby you must first be taught the information by attending training, before being able to put it into practice. 
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Training might be conducted on issues such as GDPR and Health & Safety, information individuals must know, but may not be aware of the implications. 

2.0 Types of Coaching 

Coaching and mentoring can be formal or informal, depending on the type of coaching or mentoring that is being carried out. 

Coaching does not necessarily focus on development for the purpose of work. Personal, or life coaching, helps individuals take the necessary steps to change their lives and accomplish their personal goals. Wong (2020) implies that a life coach will help individuals to understand their emotions and thoughts, to develop a strategy in overcoming their fears. By establishing fulfilment in an individual’s personal life, they will be more engaged and motivated to succeed in work. 

Like life coaching where individuals are looking at personal progression outside of the workplace, career coaching helps individuals to identify their career aspirations, and determine the best course of action to them achieving such goals. In times of redundancies and unemployment, a career coach will assist in encouraging and informing individuals to assist in career progression or re-engaging into work. 

Zentis (2016) explains how ‘Targeted Behavioural Coaching’ aims to help individuals to change specific behaviours, or to develop and learn new ways of working and interacting with others. This type of coaching can be beneficial to those who are taking on new responsibilities, such as a new job, or a change of role, where it requires a change of behaviour. 

2.1 3 Types of mentoring 

Like coaching, there are also different types of mentoring that can be incorporated by organisations to better their employees. In an article by Zimmerman (2016), millennials have been highlighted as a key focal point for organisations, whereby by offering such employees the opportunity and ability to grow, organisations are more likely to retain these employees. 

Mindtools (2021) suggests that the view of having more knowledge from experience, is often not the case. Reverse mentoring is the relationship between a junior team member, sharing skills, knowledge and understanding, to those more senior. The advances in technologies and social media is a good example of when this is used. Reverse mentoring can help to bridge the gap between the varying generations within the workforce. 

With an increased demand for mentoring within the workplace, many organisations resort to group mentoring, whereby one mentor is responsible for numerous mentees in a group setting. Although working within a group, learning is individual with each mentee working on their own learning needs and development goals (Carvin, 2011). This approach allows for discussion with multiple viewpoints shared. 

Often, when working within a group environment, a mentor may not be needed. Instead, peers can meet in smaller groups and help to mentor one another, providing a give-and-take approach, where both parties can offer advice and learn from each other (Kuligowski, 2019).  Unlike traditional mentoring approaches, peer mentoring overcomes the hierarchical gap. 

2.2 Role of Line Managers in Coaching and Mentoring 

Line managers are responsible for ensuring that their employees are working to their full potential. There is a requirement to ensure that employees have the necessary skills, knowledge and understanding to meet such expectations. 

O’Dell (2019) addresses how in modern times, organisations have moved away from external learning and development activities due to the cost associated, instead, time and effort has been placed on strengthening internal learning and development functions. White (2016) suggests how line managers should act as facilitators and enablers, and less as directors, focusing on performance and improvement. The findings of the ‘Learning and Skills at Work survey’ carried out by the CIPD, illustrates how line managers now have the main responsibility for delivering coaching (CIPD, 2020).  

The CIPD survey concurs with earlier research carried out by Downey (2003), suggesting that a line-manager’s role is made up of three generic elements that enable both the employees and organisational needs are satisfied: leadership, management, and coaching. 

The GROW coaching model developed in the 1990’s, allows for coaching and mentoring sessions to be structured (Lea, 2020b). GROW is an acronym for: G – Goal, R – Reality, O – Options, process W – Way forward. This acronym forms four key questions and stages for coaching and mentoring sessions:
1. What do you want?
2. Where are you now?
3. What could you do?
4. What will you do?

The OSCAR model was built upon the basis on the GROW model, whereby its intentions aimed to develop those in managerial positions to adopt a coaching style. The acronym stands for: O – Outcome, S – Situation, C – Choices, A – Actions, R – Reviews (Lea, 2020a).

Research highlights there are visible benefits of line-managers as coaches. They suggest that it is not only more cost effective, but creates more committed teams through open dialogue, which in turn, impacts on team performance. They have also noted that this process can be very time consuming. In current times of the pandemic, this is particularly the case, whereby workloads have increased, therefore causing potential conflicts.  

In addition, the CIPD (2020) suggests that the Human Resources and Learning & Development functions play a massive part in determining the quality of coaching provided within an organisation. They need to ensure that performance gaps are clearly identified, and that the appropriate coaches and mentors are selected.  Therefore, by working alongside line-managers, they can ensure the necessary information is passed on and followed. 

2.3 Implementing Coaching and Mentoring 

CIPD (2021) suggest that “learning and development is about creating the culture and environment for individuals and organisations to learn and grow”. This is achieved by analysing the current and future requirements of the organisation, to ensure that employees are equipped to meet these requirements. 

For coaching and mentoring to be successfully implemented within an organisation, its purpose needs to be aligned to the organisation’s strategic objectives (CIPD, 2020). Coaching and mentoring can be carried out externally or internally, formally, or informally. 

External coaches will not only have knowledge of the subject area but will also have more experience in conducting a coaching session. Often, employees feel more able to discuss issues with an external party, which could be critical to improving performance. External coaches allow for an alternative opinion or suggestion to be raised. 

On the other hand, not only can be it be expensive, external coaches will lack the specific organisational knowledge or processes and culture, factors which can cause problems. 

By using internal coaches, the coach is likely to already know the individual, and will therefore spend time in developing a foundation of mutual trust and respect for one another. Due to more regular interactions, internal coaches can provide opportunities to influence through their pre-existing organisational knowledge. Even though internal coaching is more cost-effective, more time is spent developing employees to become coaches. 

There are specific regulations that must be followed when implementing and conducting coaching and mentoring within an organisation. The ‘General Data Protection Regulation’ (GDPR) aims to protect the person data of EU citizens. Organisations will be responsible for carrying out a Data Protection Impact Assessment for any new project or initiative involving the use of personal data. In turn, coaches need to ensure confidentiality. Expectations are set out in the ‘Coaching Agreement’, setting out how things will work and manage expectations. 

Ethical standards and principles within an organisation define acceptable conduct and underpin how management make decisions. Kew and Stredwick (2010) refer to a definition that consists of three core elements; ethical practice by treating people fairly can help to develop and maintain positive relationships within the team/department; ethical standards impacting on the business brand or reputation; and acting as a role-model.

Unlike the Human Resources profession, there is no one overarching professional body for coaching and mentoring. Instead, there are several. As a result, there is no one set of policies and procedures relating to such topics. 

2.4 Coaching and Mentoring in a Pandemic 

The coronavirus pandemic has certainly changed the ways in which organisations now operate. With Government guidance advising employees to ‘work from home where possible’, technology is playing a massive role in ensuring organisations can continue to function. This has also impacted on learning approaches and has therefore had to be incorporated into all Learning & Development strategies. 

Consideration must be given to the amount of time employees are spending on technology to ensure that they do not develop fatigue. Coaching can therefore be utilised as part of an organisation’s wellbeing strategy, checking in on employees. 

3.0 Benefits of Coaching and Mentoring 

There is not a set list of benefits of coaching and mentoring, however it does have a detrimental impact to both coach/mentor and coachee/mentee. Such benefits also impact the organisation. 

Benefits include: 
· Employee Retention – By providing employees with an opportunity to further develop their knowledge and understanding, they often feel a sense of loyalty the company for providing them with such opportunities, therefore improving employee turnover. 
· Confidence – Those being coached have more knowledge of the subject area and can translate this into their work. Coaches/mentors feel a sense of achievement. Organisations gain by having a more motivated workforce. 
· Communication – Coaching and mentoring is a two-way communication process whereby questioning techniques are used by the coach/mentor and informative responses given by the coachee/mentee. Such techniques can be used within the organisation when working with stakeholders. 
· Knowledge Sharing – Such learning approaches allows for knowledge to be shared initially on a one-to-one basis, but can passed on wider when working within teams, or groups. 
· Recruitment – From word of mouth by its employees, and publication of its procedures, having an appealing learning and development strategy can attract new employees to the organisation. 

4.0 Conclusion 

It has been highlighted that organisations need to have an effective Learning and Development strategy in place to develop its employees. Using development approaches such as coaching and mentoring, it is not only the coach/mentor, coachee/mentee, that gain the benefits, but also the organisation. 
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