Qualification: CIPD Diploma in Applied Human Resources

[bookmark: _GoBack]Module Name: Coaching and Mentoring in the Organisation

Assessment I1K1007

Word Count:
LO 1: 1,472
LO 2: 1,353
LO 3: 445
Total: 3,270

Student Name: Sharon Richards
Student Number: 2014447
CIPD Membership Number: 57493181

By signing below, I confirm that the work/evidence presented is my own, unaided work. I understand the regulations pertaining to candidate malpractice and the action that may be taken as a result.

Signed: S Richards
Date: 12th May 2021




1	Understand the concepts of coaching and mentoring
1.1 Define and explain the concepts of coaching and mentoring
Whilst there are similarities, coaching and mentoring are different approaches with their own definitions. (CIPD, 2020a)

Academics have discovered references to coaching back as far as the 15th century. Over the last four decades the model advocated by sports coach Gallway has informed the definition of coaching in a business context (Sparrow, 2008). Clutterbuck et al. (2016) define coaching as ‘a process by which the coach, through direct discussion and guided activity, helps an individual to solve a problem, or do a task better than would otherwise have been the case’. Performance Consultants (2021a) cites Whitmore’s description of coaching as helping an individual to unlock their potential through learning rather than teaching.

It is believed that mentoring originates from Greek mythology. Academics became interested in mentoring back in the 1970’s (Colley, 2000) and research conducted by Vance in 1982 showed clear benefits of mentoring in the nursing profession.

Marchington (2008) cites Gibb’s definition of mentoring as a rounded approach to learning that focuses on the relationship between individuals in which a more experienced person will support another to improve their skills and knowledge in a particular area. 

Connor (2012, p8) aligns both concepts to a learning relationship which allows individuals to own their development and achieve their goal. Connor suggests that coaching and mentoring are two-way processes in which the coach/mentor also develops through learning. 

Figure 1 below highlights the spectrum of coaching approaches. The coaching style may be different depending on the situation.  

Figure 1: Directive and Non-Directive coaching spectrum
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Source: Big Rock (2021)

A directive approach focuses on a transfer of information and advice from the coach to the coachee, based on their knowledge of the subject area. This approach tends to align more with mentoring. Non-directive coaching focuses on allowing the coachee to facilitate their own learning guided by the coach, which tends to align more with coaching (TURAS, 2021).

Clutterbuck (2014) emphasises the importance of asking powerful questions in a coaching and mentoring context and specifically refers to the PRAIRIE model for questioning; questions should be: Personal; Resonant; Acute; Incisive; Reverberant; Innocent; and Explicit.

1.2 Similarities in, and differences between, coaching and mentoring and an evaluation of the validity of grouping the two concepts together 
Coaching and mentoring both: 
· Help individuals to understand their goals and how to achieve them;
· Apply questioning approaches to support individuals to problem-solve;
· Use methodologies to facilitate discussion;
· Encourage individuals to commit to actions to support their development;
· Measure progress to ensure the individual in on track to achieve their goals. 
Coaching and Mentoring Network (2017)

A hybrid approach may sometimes be adopted when the parties have a strong relationship; whilst certain issues are managed through a coaching approach, they continue with the mentoring relationship to support longer-term learning (Richards, 2015).

Table 2 sets out the key differences between coaching and mentoring.

Table 1: Key differences between coaching and mentoring

	Area
	Coaching
	Mentoring

	Timeframe
	Short-term intervention with a specific outcome.
	Longer-term intervention, building trust.

	Focus
	Improve the individual's performance on the job. 
	Develop the individual not only for the current job, but in terms of career development.

	Structure
	Formal, structured and regular.
	Informal, ad hoc.

	Expertise
	Coach is an expert in a desired development area. 
	Mentor is more senior and experienced in a particular profession. 

	Agenda
	Agreed between the parties.
	Set by the mentee.

	Questioning
	Coach leads on questioning, encouraging the coachee to come up with solutions. 
	Mentee questions, seeking to enhance their knowledge through the mentor.

	Outcome
	Outcome is SMART (specific, measurable, achievable, realistic and time-bound).
	Focused on overall development of mentee.


Source: Kent State University (2021)

	As a more formal and structured learning process, it is important that the relationship between the coach and coachee is one of mutual trust and respect. Stanier (2016) suggests that a successful relationship is reliant on the coach being able to understand and focus on the coachees needs and has identified seven key questions a coach should ask to guarantee an effective coaching experience. 

Research conducted by The Institute for Employment Studies (2016) shows that effective coaching is also reliant on the ‘compatibility’ between the parties and that a positive coaching relationship leads to better outcomes. According to coaches, an important factor to a positive coaching relationship is the willingness and openness of the coachee to learn and change. Conversely, the coachee considers the coaches’ communication and emotional intelligence skills as two of the most important factors of success.

In the 1960’s, psychologist Rotter suggested that our behaviours and attitudes had a direct bearing on people’s lives. The concept of ‘locus of control’ is about how much an individual believes that an outcome or event has resulted from their own behaviours (internal) or from other forces (external) (Figure 2). 

Individuals with an internal locus of control believe that they are able to influence for their own success; this is fundamental to coaching. Individuals with an external focus of control, who believe that they cannot control their success, are unlikely to be suitable for coaching (Saigal, 2021)

Fig 2: Locus of Control Scale

[image: ]
	Source: MindTools (2021a)

In the late 1980s, Covey (1989) set out a model for change through seven habits. These habits focus on personal change, collaboration and sustainability and can be applied to effective coaching and mentoring approaches. These are:

· Be Proactive – aligns to the ‘locus of control’ where individuals believe that they can influence change in their lives and take responsibility for this.
· Begin with the End in Mind – identifying the goal.
· Put First Things First – understanding what is important and making time for coaching and mentoring activities.
· Think Win/Win – when considering solutions, think about the benefits to you and others.
· Seek First to Understand, Then to Be Understood – be an active listener and understand the issue before responding.
· Synergize – working collaboratively to achieve better solutions.
· Sharpen the saw – taking the time to take care of ourselves physically, spiritually, mentally, and socially for our own well-being.



1.3 How coaching and mentoring differ from counselling and from one-to-one training
Whilst coaching and mentoring are two forms of learning and development initiatives that organisations might employ, they may not always be the most appropriate approach to learning nor may not be the best solution for an individual (Marchington, 2008, p 369). 

Training may be a more appropriate intervention when the development need relates to a specific aspect of the job; for example, if a new member of staff requires training on a computer system. Unlike coaching, training centres around the transference of knowledge or skills, rather than the development of an individual (Maestro, 2019). 

Other factors that distinguish training from coaching include:
· The opportunity to train to a number of people simultaneously;
· A more structured and formal learning approach; and
· Often delivered off-site or in a training facility.

Training relies on the individual to remember knowledge. Research shows that learners will have forgotten half of what they have learned within an hour and within a week of training will only retain 10% of what they learned (Learning Solutions, 2020).

Counselling is a learning and development initiative that helps individual’s to identify and solve life problems in a supportive way. Both counselling and coaching are based on good listening and questioning techniques and help individuals to progress in aspects of their lives and to reach their potential. However, counselling is focused on coping strategies and helping the individual to recognise and deal with feelings; whilst a coach may ask challenging questions, a counsellor will take a gentler, more empathic approach to questioning; and lastly, counselling may focus on the past rather than just the present and future (Jacobsen, 2017). Counselling may be more appropriate for individuals dealing with issues of anxiety, depression or self-esteem. With well-being high on the agenda post-pandemic, organisations will want to support access to specialist counselling services for their employees (CIPD, 2020c).
The use of digital learning has accelerated during the last year due to the impact of the coronavirus pandemic. The CIPD (2021) define digital learning as learning that’s ‘facilitated, enabled or mediated using electronic technology for the explicit purpose of training, learning or development in organisations.’ Digital training can offer employers access to a wider breadth of training opportunities, at a time and place that suits the learner and at a potentially more cost-effective price than face-to-face training. However, digital training may incur costs to organisations where there are limits to IT infrastructures or access to IT facilities. Employers may also need to consider if online learning can effectively support business needs.
Organisations may benefit from using alternative workplace learning methods to support development at an individual or organisational level, such as in-house development programmes, action learning sets or classrooms style learning (CIPD, 2020b).

Coaching and mentoring can work alongside other learning methods; the key is to ensure that the right approach is selected for the appropriate purpose. For example, whilst mentoring might be appropriate for improving performance at work, it would not be appropriate for someone who needed training in health and safety practice or someone who required support with emotional needs.



2	Understand the different ways coaching and mentoring can be implemented in organisations.

2.1 Types of coaching and mentoring which can be implemented within organisations
	There are various ways in which coaching and mentoring can be implemented in organisations; the method used will depend on the situation and the needs of the organisation and individual.

	Three types of coaching 
a) Coaching is an effective way to improve performance of employees, helping them to build confidence in areas of development (Griffiths, 2003). Performance coaching focuses on supporting employees to recognise any gaps in performance, to identify actions to improve their competency and act as a baseline for continuous professional development (Zentis, 2016). 

The OSCAR model offers a framework for the achievement of performance outcomes through the setting, reviewing and taking forward of attainable actions (BusinessBalls, 2020). 

Figure 3: The OSCAR model  
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Source: BusinessBalls (2020)

b) Transformational coaching is different to other forms of coaching in that it focuses on an individual’s perception of themselves rather than on their actions (Careers in Psychology, 2021). Animas Coaching (2019) describe transformational coaching as a more holistic approach that focuses on a person’s ‘cognitive, emotional, sensory and relational’ behaviours, that can help to change attitudes or beliefs that might have previously prevented them from achieving their goals. 

The CLEAR coaching model (Figure 4), developed by Hawkins in the 1980s, is recognised as an effective framework for transformational coaching (Leadership Centre, 2021).



    Figure 4: CLEAR coaching model

   [image: ] 
.  Source: Leadership Centre, 2021

c) Business coaching can be used to enhance an individuals’ capability to contribute to the organisation’s overall objectives (Nguyen, 2018) and is often used to support business owners to understand and clarify their vision and to plan on how they will achieve this (The Alternative Board, 2015). 
The GROW model (figure 5), one of the most widely used coaching models, is a four-step process developed by Whitmore at al in the late 1980’s (MindTools, 2021b). This model focuses on the process of getting from ‘A’ to ‘B’ and would be an appropriate model to support the delivery of business goals, allowing the coach to take the coachee through each step without having to be an expert in their business field.

Figure 5: The GROW model
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Source: Performance Consultants, 2021
	
Three types of mentoring	
a) In recent times, reverse mentoring has been introduced in some organisations, whereby young people mentor their older colleagues; for example, in the development of digital skills and technological advances (CIPD, 2019). Jordan and Sorell (2019) suggest that reverse mentoring has multiple benefits for organisations, including the retention of younger employees and the promotion of diversity and inclusion.

b) Situational mentoring is an approach used for a time-limited period to address a specific need, usually one of a training nature; for example, training a new employee on an unfamiliar IT system. The mentor will work with the mentee until such time as the specific need has been addressed (Creighton, 2018).

c) Peer mentoring is a two-way process with individuals or groups mentoring each other on specific areas of interest (Creighton, 2018) Peer mentoring usually takes place between individuals who are at a similar point in their career, facilitating a transfer of knowledge and skills (Art of Mentoring, 2019). Universities often use peer mentoring to assist new students to transition to university life (The SU University of Bath, 2021)

As mentoring generally involves the transference of information and knowledge from one party to another, the effectiveness of the mentor is more important than the use of a specific framework, in achieving success. Mitzen (2015) suggests that to be an effective mentor, individuals must be willing to commit the time, have empathy with the mentee, be a good listener and be open to learning themselves. 

Clutterbuck (2019) proposes four fundamental qualities that mentors must possess: the courage to ask difficult or probing questions that can help a person reflect inwardly; a high level of compassion and caring for the person they are working with; and, curiosity, having a genuine sense of interest in the other person and what is important to them.

2.2	The role of line managers within coaching and mentoring
Coaching is often embedded in line management activities such as one-to-ones and performance management processes. Some question the effectiveness of line management coaching given the power dynamic and the fact that there is an existing relationship between the parties (CIPD, 2020a). A coachee may find it difficult to open up to their line manager if they perceive issues of impartiality. Barber (2018) suggests that balancing the role as line manager, and the responsibilities that brings in terms of managing performance and behaviours, versus that of a supportive ally may cause conflict in a line management coaching relationship. Research conducted Ferrar (2006) by shows that ttime pressures on line managers can result in targeted coaching of particular individuals who are seen as potential high-fliers; this can cause inequality within the workplace and feelings of resentment (Wales). 

Downey (2003, p111) considers how coaching aligns with the line-manager's role and how this approach can be employed to benefit both the organisation and the individual. Downey suggests that traditional organisational performance management processes are outdated and that coaching and mentoring approaches to objective setting would improve employee motivation and enhance organisational effectiveness. 

Weintraub and Hunt (2015) advocate the role of line managers as coaches but highlight four key attributes of coaches and mentors to ensure success. These include the importance of coaching as a tool to achieve business objectives, a desire to help people to develop, a genuine interest in the person and an interest in making connections.

Research suggests that adopting a coaching approach can have advantages and disadvantages for organisations. As line managers will have an understanding of the organisation, they are best placed to identify and address employee development needs that will help the organisation meet its goals (Carter and Miller, 2009). Both River Island and Nestle have embedded coaching as part of their team performance management process and as a result have seen an increase in staff engagement (CIPD, 2017). 
 
Conversely, Hoyle (2012) advises that having both performance and development discussions with a line manager is contradictory and may deter the coachee from discussing development needs or future aspirations. Coaching may be ineffective if line managers do not receive coaching training or do not have the relevant skills required which could lead to variable experiences for employees (Reilly, 2018).

2.3 Assess factors to be considered when implementing coaching and mentoring programmes in organisations
Organisations must consider how coaching and mentoring fit with their overall strategy and priorities, and develop a learning culture that provides the structure and tools to support learning. Clutterbuck et al (2016, c4) describe the need for a coaching culture vision; to engage and motivate staff to adopt coaching principles that will support the organisation to deliver its key objectives. Learning and Development professionals must work with senior leaders to share their vision for learning and how this aligns with the organisation’s goals (CIPD, 2020d, p2). 

Organisations will need to consider whether they want to use external or internal coaches. Both have a cost implication; the cost of commissioning external coaches vs the cost of training internal coaches and the cost of the coachees time lost to coaching activities (Angle, 2018). 

Calculating the return on investment (ROI) for coaching and mentoring activities is difficult. Studies have shown that that coaching can provide a ROI of between $4 and $8 for every dollar invested (Center for Executive Coaching, 2016). Benefits cited included increased productivity, better customer service and reduced customer complaints and profitability for organisations. For coachees, benefits cited included better working relationships and greater job satisfaction.

A more recent consideration must be the impact of the pandemic. Since the pandemic, more people are working from home and there is now a much bigger focus on well-being as we enter recovery (Walker, 2021). Merrick (2020) outlines the added value that mentors can bring to employees; checking in on how they are feeling, agreeing shorter term goals during an uncertain period, maintaining regular contact and having rounder conversation about other influencing factors such as concerns about job security or managing childcare.

Organisations also need to consider the impact of relevant regulation such as that around data protection and confidentiality (Association for Coaching, 2021a) and the introduction of a code of ethics that set out the expected behaviours of both parties (SAGE, 2016)







3	Understand the potential benefits of coaching and mentoring in organisations.

	Table 2 outlines the key benefits for of coaching and mentoring to organisations, employees, line managers and other stakeholders.

	Table 2: The benefits of coaching and mentoring for stakeholders

	Stakeholder
	Benefits

	Coachee/mentee
	Benefits of coaching for the coachee include improved performance, personal development and motivation (Institute of Coaching). In their research following 100 coachees, Hicks et al (2013) found statistically significant evidence of improved well-being soon after being coached, although longer-term impact could not be evidenced. Through setting goals, coaching can support individuals to progress in their career (Armstrong, 2019). Goal setting gives the coachee purpose and ownership and the setting of actions enables them to see how they are going to achieve their goals. Coaching can also help with career growth by providing networking opportunities to help build relationships and a good reputation over time (Coaching and Mentoring Network, 2017).

	Coach/mentor
	Chakraborty (2019) suggests a number of benefits for line manages as coaches including improving their communication skills, enhance their emotional intelligence and own self-awareness. He also states that coaching by line managers can help to develop trust and rapport with teams. By investing time to develop their team, managers will benefit as employees improve their problem-solving skills which will in turn free up the manager’s time to focus on more strategic tasks (BCF Group).

	Organisation
	Developing employees through coaching and mentoring allows and organisation to develop staff and enhance the organisational skill base which can in turn can increase staff loyalty (Bright HR). It can also result in improved organisational performance and increased productivity (HRD Connect, 2017). 
Carter (2015) suggests that coaching is a significant contributor to a positive and open organisational culture where coaching is embedded in business as usual. Mentoring can support organisations to create a culture of diversity and inclusion, resulting in better engagement and performance (Fain, 2020). Coaching is an effective way of transferring knowledge, skills and behaviours to employees (Training Industry, 2013). 

	Team
	Coaching can benefit teams by facilitating new ideas, innovation and new ways of working (Mye Coach, 2021). Coaching can also be used with teams or organisations as a method to help support the delivery of a common goal and improved performance (Association for Coaching, 2021b).

	Customers and suppliers
	McGurk (2013) suggests that coaching for marketing or sales employees can help to encourage more open and honest conversations that can facilitate a problem-solving approach to issues. O2 Retail UK have successfully used video coaching to reach enhance customer satisfaction; mystery shoppers film their experience with a sales adviser which is shared with the store manager. The store manager in turn coach the sales person, using praise and limiting development needs to three areas (Personnel Today, 2007)
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