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[bookmark: _Toc38965741]Introduction
Asda is a British supermarket retailer which is operating its business operation since 1949. The founder of the company is “Peter and Fred Asquith and Noel Stockdale”. The company operates its business operation form “Leeds, West Yorkshire”. Asda is a subsidiary to Walmart. More than 1650000 people work with the company and in recent year the company is facing problem like job retention and poor customer service. All this is related to the company human resource management. That is why, this internal organisation context is been selected for this report. People are important for Asda to achieve success in the business. Here, the importance of coaching and mentoring will be analysed and how it can help the company to improve the HRM practice of the company. 
[bookmark: _Toc38965742]
Coaching and mentoring 

The employee is important for an organisation to provide service to the customers and for that it has been considered as one of the most important assets for an organisation. “Coaching and mentoring” is an approach which an organisation can use to develop employee skills so that employee performance can be improved (Alred and Garvey, 2019). The task of HRM of an organisation is to improve the skill of the employee and for that, the organisation needs to use this approach. 

The process which Asda can use to improve the skill of employee by conducting a one to one conversation so that employee skills and performance can be improved is known as “coaching and mentoring” (Holliday, 2010). This is the definition of “Coaching and mentoring” in the workplace. By using this tool the HR manager of the company to conduct a one-to-one conversation with the employee of the company which is not good at the work which the employee is doing and communicate the skills which the employee needs to improve and the ways the employee can do it (Slater, 2016). Coaching is for the short-term period and for the skills which the employee already has but needs to be improved. For example, if an employee of the company previously showed good expertise in dealing with customers but now facing a problem in it. This means that the employee is good at it but needs to be pushed and in this type of case, coaching can help the employee of the company. 
Conversely, mentoring is a long-term process and had been used for improving the skill which the employee does not have. For example, if Asda recruits an employee who had no previous skill in dealing with customers. In this case, the management of the company can use mentoring. So, “Coaching and mentoring” can also be defined as the process which an organisation uses to improve the short term and long-term skill of the mope. 

Improving employee skills so that organisational goals can be achieved effectively is the responsibility of the HR management of Asda and “coaching and mentoring” can help the company do that (Washington and Cox, 2016). Because of this reason this approach is important for this context of Asda. This is also important for the company because it is now facing problem-related to the company employee and for that, the company must have to use this approach to improve the company customer performance. 

[bookmark: _Toc38965743]Coaching, mentoring, training and selecting and counselling differences and overlaps 

All these approaches can be used by an organisation to improve the skills of the employee. But there are still some differences between these. All these approaches are important for an organisation employee skill development and can help HR management of Asda to solve the problem which the company is facing. This part of the report will first analyse the differences between these and then overlaps and find out the best approach. 

[bookmark: _Toc38965744]Differences and overlaps 

Goal: The goal of coaching is to improve the behavioural performance of the employee of the company so that employee can achieve both personal and professional success. Mentoring goal is to guide the employee so that the employee can ensure personal growth (Sawiuk, 2017). Training and selecting are aims to help the employee or transfer specific skills to the employee so that employee performance can be improved. Counselling goal is to improve the employee performance who is performing below standard. For this, it can be seen that the process of all these approaches may be different but the main objectives of all this approach are to improve the performance of the employee and in this case, these approaches are overlapped. 

Results: The result of coaching is goal achievement whereas the result of mentoring is succession. Training and selecting helps the employee to learn and counselling helps to improve the performance of the employee. All these approaches deal with an employee of an organisation and it is the point where it overlaps in case of results. 

Approach: In the case of approach these are different. Coaching helps the employee of Asda to discover own problem and take the responsibility to improve the areas in which the employee is not good at. By mentoring the HRM will transfer knowledge and best practice to the employee who needs to support so that the employee mindset and skillset can be improved (Payne, 2011). Training and selecting is about transferring specific knowledge to the employee so that employee can achieve or improve skill in specific areas. Counselling helps the employee of the business to confront and correct in the areas in which the employee is performing below par. The overlaps among these in term of approach are that all these approaches try to teach something to the employee so that employee skill can be improved. 

Focused areas: Coaching focus on the goal of the employee, help the employee to discover the hidden talent which the employee has so that performance can be improved. Mentoring focuses on the mentee’s goal and it can be done formally and informally (Pask and Joy, 2012). Training focuses on helping the employee to achieve specific skills and it will be based on some predetermined curriculum set by the trainer. The focus of counselling is to improve the employee performance which is performing below par and try to understand the issues and reason for the performance. In this case, also all these approaches try to improve the employee, and this is how these overlaps. 

Relationship: The relationship between coach and the employee is collaborative where the coach helps the employee to discover a hidden talent. Mentor advises the employee of the company so that employee career goal can be achieved. The trainer teaches the employee of the business about how to achieve specific skills and counsellor help the employee of Asda to improve performance.   

Communication styles: The communication style of the coach is no-directive and questions are asked and feedback is given based on the answer. Mentor communication method can be directive and non-directive and like coach asks questions and provides feedback. The trainer communication method is more directive than the other two approaches and advise the employee and ask questions (Armstrong and Landers, 2018). As a trainer, the communication method of the counsellor is directive and asks a question and advice the employee how to improve performance. These approaches are overlaps in this case also as these all are trying to establish communication with the employee so that employee skill can be improved.    

Time orientation and duration: Coaching, mentoring and counselling are related to present and future skill development of the employee (Scott, 2015). But training is related to the only present skill development of the employee of Asda. Coaching can be short to medium term whereas mentoring is medium to long term. But training and selecting and counselling are short term.  Despite the time difference, all these are related to employee performance improvement and because of this, it overlaps. 

Figure 1: Differences
Source: Scott (2015)
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The most appropriate approach

The best approach among these four approaches is mentoring because of its works as a motivation for the employee of Asda. This approach provides the chance to the employee to ensure in professional and personal growth. The mentor plats the role of a supporter so that the employee can have the skills for personal and professional growth (Sawiuk, 2017). Other reason for which this approach is been considered as the best because it enables the mentee to achieve skill form the mentor, can have the ability to set a reasonable goal and most importantly motivate the employee to perform better by increasing performance. If an employee tries to perform better, then it will help the company to achieve its goal effectively and HRM will perform its duty effectively. 

[bookmark: _Toc38965746]Individual and organisational benefits of “coaching and mentoring”

The process of “coaching and mentoring” provides benefits to both the employee of the company and the company itself. GROW model of “coaching and mentoring” will be used to analyse the benefit which the employee of the business and the business will get from the process. There are four steps in this model (Huffman, 2016). The first one is a goal where the HR manager of Ada needs to define the goal of “coaching and mentoring”. Then the reality of the goal needs to be checked. If the management of the company set a goal which cannot be achieved, then all the time and effort will be in vain. Thirst step is to evaluate the option by using which the goal of “coaching and mentoring” can be achieved. Form the options the best possible solution needs to be selected and it is the fourth step of the GROW model of “coaching and mentoring”. 

Figure 2: GROW Model
Source: Huffman (2016)
The benefits which an individual and organisation will get because of “coaching and mentoring” include:    

[bookmark: _Toc38965747]Benefits for the individual 

Help to understand talent and opportunity: Coaching helps an individual to understand the talent which the employee has and mentoring help to identify the opportunity to grow. GROW model of “coaching and mentoring” can be used by an individual to understand the goal which the individual wants to achieve from the process of “coaching and mentoring” (Holliday, 2010). In this way, the employee of the Asda will be able to grow and the HR problem of the company will be solved. 

Increase employee engagement: One cannot improve the skill by not participating in the work. This process provides the chance to the employee of the company to take part in the task of the organisation and in this process, the individual will have the opportunity to learn how to conduct a specific task. 

Gain perspective: Gaining perspective is important for an individual because provides the chance to the employee to tale about serious issues (Hastings and Kane, 2018). There are different issues which an individual might not want to talk with the manager but might feel comfortable to talk with a coach or mentor. For this, gaining perspective is another importance of “coaching and mentoring” for an individual. 

Improving key skills: The main purpose of “coaching and mentoring” is to help the employee to develop some key skills which will help to perform the job effectively (HAMPTON, 2016). For example, effective customer engagement skill is important for the employee of Asda and this process helps the employee of the business to achieve that skill. 

[bookmark: _Toc38965748]“Coaching and mentoring” benefits for Asda 

Significance: Asda is facing the problem of customer dissatisfaction because of its employee ineffectiveness. It is the responsibility of the organisation HR manager to ensure that the company has the necessary employee to provide the best quality service to the employee. “Coaching and mentoring” will help the employee of the company to achieve the necessary skill which the HRM of Asda can use (Asda.com, 2020). In this process, the employee of the company will have the necessary skills to provide good quality service to the customer and this will improve the organisational significance of Asda.   

Retention: Employee retention is a major problem for the retailing company of the UK like Asda. This reduces the productivity of the company and at the same increase cost. “Coaching and mentoring” helps the employee of the company to achieve necessary skills and also provides the opportunity to grow and this works as a motivation (Flaherty, 2015). Because of the learning opportunity which Asda HR manager will provide and motivation the employee retention rate of the company can be reduced. 

Personal development: One of the most important features of “coaching and mentoring” is that it provides the opportunity for personal development. Coaching helps the employee of the company to discover hidden talent whereas mentoring helps in personal and professional growth (Cook, 2010). If the employees of the business have the opportunity to develop and it is good for the business because this helps the company to improve its customer services, the problem which the company is facing because of its ineffective HRM. 

Team effectiveness: The success of an organisation depends on team effectiveness because every employee of the company is part of the team. “Coaching and mentoring” allow the manager of the company to identify the weakness of the team member and using this process the HR manager of Asda can solve the problem which will help the company to increase employee effectiveness.          
 
Figure 3: Benefits for Asda
Source: Cook (2010)

[bookmark: _Toc38965749]The costs and benefits of “coaching and mentoring”

[bookmark: _Toc38965750]Costs

“Coaching and mentoring” can help the HRM of Asda to improve the skill of the employee which will help the business to achieve productivity. But the fact is that this is not free. For conducting “coaching and mentoring” the organisation must have to incur some cost and it can also be understood from the GROW model (Chandler and Ellis, 2011). A business might not be able to conduct the process with costs. The salary of the coach and the mentor is the first cost which the organisation must have to consider before stating “coaching and mentoring” the employee of the company. It is important for the company because without a coach and mentors there will be no “coaching and mentoring” as coach and mentor determine the goals, check its reality, determine the option. 

For “coaching and mentoring” facility and location are required, and this will also incur a cost for the company like rent, lighting, computer and other facilities, the employee who will take part in the process needs to treated well and food is an essential part of that. Different material will be required for conducting “coaching and mentoring” (Carmel and Paul, 2015). Other than coaching and mentoring the process also need personnel for maintenance and supply. All these will incur a cost for the company, and these are the cost which Asda must have to incur for “coaching and mentoring”.  
   
Figure 4: Costs of “coaching and mentoring”
Source: Author
[bookmark: _Toc38965751]Benefits of “coaching and mentoring”

For “Coaching and mentoring” Asda needs to incur a cost, it is true, but at the same time it will also provide benefit to the organisation and the individual who will take part in the process.  “Coaching and mentoring” help the employee of the company to improve performance as this process helps the employee to identify the areas in which the employee has to improve (Washington and Cox, 2016). This will also help the employee of Asda to learn how to conduct a specific task. Relationship of the employee and the management of the company can also be improved in this process which is important in term of problem-solving. The most important benefit which the employee of Asda will get because of the process is that it helps to achieve some employability and personal skill which will help the employee to grow personally and professionally. 

Asda will also get the benefit because of “coaching and mentoring”. This will help the employee of the company to achieve the skill of customer engagement the problem which the company is facing. More ideas will come which is important for the company innovativeness as the employee will have the chance to share ideas (Alred and Garvey, 2019). Employee engagement is required to improve Asda productivity, and this can be improved by “coaching and mentoring”. Because of problems like Brexit and COVID-19 most of the companies of the world will have to change its organisational culture and this process will help Asda HRM to do that. An effective workforce is a strength for an organisation and that could be ensured by the HR manager of the company “coaching and mentoring”. These are the benefit which Asda will get because of “coaching and mentoring”. 

[bookmark: _Toc38965752]“Alternative strategies for developing and supporting employees”
“Coaching and mentoring” is one of the most effective ways of supporting and developing employee which the HR manager of Asda can use. There are some other strategies which can also be used for supporting and developing employees. These strategies are also effective if used properly. Those strategies include: 

[bookmark: _Toc38965753]Training and development

This is another effective employee developing and supporting strategy which Asda HR manager can use to solve the problem which the company is facing. This is the process which an organisation can use to develop some specific skills which are required to perform a job. This is one of the most important functions of the HR department of any organisation including Asda (Sinha and Sinha, 2012). This process helps the employee of the company to develop the skills which the employee does not have. If the employees can achieve those skills, then it will help the company to increase its organisational effectiveness. 

For training and development, the HR manager of Asda at first needs to identify the needs of this strategy. Then how the training will be provided needs to be identified by evaluating different options by HR manager and after that training needs to be provided to the employee of the company and assess the success of the training program by establishing success criteria. The last step of the training process will make the change as a culture so that other employee of the company feels motivated (Foucher and Hassi, 2012). This process helps the employee of the company to grow and understand the areas in which the employee needs to improve skills and some important skill can be improved by this. Asda will also be benefitted in this process as it will able to provide good quality customer service, its productivity will be increased and team effectiveness as well.

[bookmark: _Toc38965754]Counselling

The process in which the employee of the company who performs below standard provided help to improve performance is counselling. This is the place where the employee can freely share the issues which the employee is facing and the reason for the bad performance in the workplace (Milne, 2011). The main purpose of this strategy is to improve the performance of the organisation employee. For providing the appropriate counselling to the employee of the company at first the HR manager of Asda needs to find out the employee who is not performing in full potential. Then the reason for that needs to be identified so that support can be provided to the employee, the process of providing the support is important. For that “employee assistance program can be used as an effective tool to provide counselling. 

The main benefits which Asda will get because of counselling include there is available counsellor which the company can hire. The employee will have a place to talk about the problem which the employee-facing and it will help the employee to understand how to improve performance. There are skills which the employee will achieve in this process that will help the employee in future. 

[bookmark: _Toc38965755]Asda objectives and contribution of “coaching and mentoring”
For “coaching and mentoring” Asda needs to incur some cost as it cannot be done for free. So, it is natural that there will be some objectives of the company and the company will like that it will contribute to achieving those objectives. The objectives of “coaching and mentoring” and its contribution to HR problem-solving in the company will be discussed here. 

Improve organisation performance: This is the most important objectives of the “coaching and mentoring” approach of the company (Asda.com, 2020). Asda is facing a problem regarding the company employee performance and for that, the performance of the company is not as effective as it should be. This will help the company employee to improve the skills which the employee has and achieve the skill which the employee has not. In this way, Asda will be able to improve the company performance by “coaching and mentoring” approach.  

Increase employee commitment: Committed employee is a great asset for an organisation and “coaching and mentoring” will help Asda to ensure that the company’s employees are committee (Washington and Cox, 2016). “Coaching and mentoring” provides the chance to the employee of the company to improve skills and ensure professional and personal. All these factors will work as the motivating factors for the employee and this will help the company to increase employee commitment. 

Improve employee skills: This is the purpose of “coaching and mentoring” approach of Asda. The company try to ensure that the skill of the company employee increase so that the HR problem which the organisation is facing can be solved (Sawiuk, 2017). “Coaching and mentoring” help the employee to find out the areas in which the employee needs to develop skills and assist so that those skills can be improved. In this, this process helps the employee of the company to improve skills and achieve the company objectives. 

Increase productivity: Achieving these objectives is an important reason for which the company take this program. “Coaching and mentoring” provides the chance to the organisation employee to develop the skills which the employees do not have. The skills which the employee will be achieved in this process will help the employee of the company to perform the task effectively and this will improve the productivity of the company.   

Effective work relationship: Asda by using “coaching and mentoring” approach aims to improve the relationship among the employee of the company. This approach helps the manager of the company to identify the strengths and weakness of the organisation employee and initiative can be taken to solve the problem (Payne, 2011). In this way “coaching and mentoring” help the HR manager of the company to achieve these objectives. 
Decrease employee retention: This important objective of Asda which the company can achieve by using “coaching and mentoring” approach. Employee retention is hurting most of the companies in the UK. The opportunity which the employee gets because of this approach will motivate the employee to stay in the organisation and this will help the company to reduce employee retention. 

Figure 5: Asda objectives
Source: Author
[bookmark: _Toc38965756]Organisational, operational and individual barriers and strategies to overcome those barriers 

“Coaching and mentoring” is important for an organisation to ensure that the employee of the company has the necessary skills to perform a specific task. But there are some barrier’s which might hinder the approach of Asda. This can organisation, operational or individual. Those barriers will be analysed here. 

[bookmark: _Toc38965757]Organisational barriers 

The organisational culture of Asda, lack of understanding of the importance of this process by the management of the company is the important barriers of “coaching and mentoring” in Asda. Other barriers include lack of skills and experience of the coach and did not consider this as a priority. Because of this these barriers, Asda might not be able to make sure that its employee will have the opportunity to learn (Pask and Joy, 2012). Solving the problem is important for the organisation as “coaching and mentoring” can help the company to solve the problem which the business is facing. The strategies which the HR department of the company can follow to overcome these includes clarify the benefits of “coaching and mentoring” to the management of the company and early engagement. If the organisation management understood the importance of the approach them, it will help Asda HRM to overcome the barriers.   

[bookmark: _Toc38965758]Operational barriers 

The cost which the approach will incur, lack of skill of the employees who will manage the approach, unrealistic goal set up are some of the operation barriers of “coaching and mentoring”. For providing “coaching and mentoring” opportunity to the employee of the company, Asda needs to incur some costs which the management of the company can think as unnecessary. Another barrier and perhaps the most important one is that the employee who is the approach will not available for work and this create problem in the day to day operation of the company. For this, the management of the company might think that it is unnecessary (Huffman, 2016). Clarifying the importance of the approach to the management of the company and continue this process in the holiday might help the HR manager of the company to overcome these barriers. For this, the employee needs to be given extra compensation. 

[bookmark: _Toc38965759]Individual barriers

Individual unwilling to take part in the process, unable to understand the benefit which it will provide to the individual and HR manager inability to motivate the employee to take part in the process are individual barriers of “coaching and mentoring”. If the employee of the company is unwilling to take part in the process, then the effectiveness of “coaching and mentoring” will be reduced. Individual willingness to take part in the process is an important determinant success (Holliday, 2010). To overcome these barriers the HR manager, follow strategies like motivating the employee by analysing the benefits of taking part in the approach can help to solve the problem. In this way, the employee will know what benefit the employee will get and it will motivate the employee.     
       
[bookmark: _Toc38965760]“Knowledge, skills and behaviours of effective coach and mentor”

Coach and mentor are an important part of “coaching and mentoring” as without these parties this approach cannot be executed. There are some specific skills and knowledge and behaviours which an individual must-have. Some of these include: 

Able to understand what the problem of the employee: This is the most skill which a coach and mentor must-have. The approach is to improve the skill of the employee so that employee performance can be improved (Hastings and Kane, 2018). For that understanding, the areas in which the employee is facing a problem is important because without the solution which will be created will be infective. For this, the coach and mentor of Asda who will be in charge of “coaching and mentoring” must have this skill. 

Help the employee to prioritise needs: It is the responsibility of the coach and manager of the company to help the employee of the company who takes part in a process to prioritise the needs. “Coaching and mentoring” is the process where the employee will have the chance to improve the skill by analysing the area in which the employee needs to improve skills. This is not about pushing what the coach wants and for that, the learner must have the skill to help the employee to prioritise. 

Effective questioning and feedback: Asking a question and providing feedback is the part of “coaching and mentoring” and for that having this skill is must for the coach and mentor of Asda. If the coach and mentor are not able to ask the right question then there will be a possibility that the learner will not provide the right answer (HAMPTON, 2016). This means that the coach will not be able to help the employee of the company to understand the areas in which the employee needs to improve skills. Providing effective feedback is also a skill which the coach and mentors needs have as this will help the learner to understand the weaknesses.    

Offer confidentiality: “Coaching and mentoring” provides the chance to the learner to share things and issues which the learner cannot share with others and for that confidentiality of those issues is important. If the coach and mentor are unable to ensure learner confidentially then in the future other will be demotivated to share anything with the coach and mentor. For that, it is a must skill for the coach and mentor of Asda and the company try to ensure that the employee participates in the process. 

Listens actively; this approach is not about what the coach and mentor want, it is about what the employee of the company who takes part in the process required. For that coach and mentor must have to listen to what the learners need to say (Flaherty, 2015). If the coach and mentor of the company have this skill, then the needs to learners can be identified easily and support will be provided to the employee based on the needs of the learner. It is important in term of achieving the goal of the approach.     

[bookmark: _Toc38965761]Conclusion 

“Coaching and mentoring” approach can be used by the HR manager of the company to ensure that the employee of the company has the necessary skills to provide good quality customer service. This approach is different from training and counselling, but all these approaches aim to improve the skills of the employee so that employee performance can be improved and for that, it also has some similarities. Mentoring is the best approach as this helps the employee to personal and professional growth which works as a motivation. Individual because this approach has the opportunity to develop some important skills and Asda can have the opportunity to achieve its objectives by using this approach. Costs like the salary of coach and mentor, material, facilities, personnel required for “coaching and mentoring”. Training and development and counselling can be an alternative to this approach. The main objectives of Asda to use the strategy are to improve employee skills. Skills like active listening, proper questions, understanding what learner needs is important for coach and mentor.     
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