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Coaching and mentoring can be used in an organisation for the successful development of employees. Both have grown in popularity and many employers use them to help the progression of their employees, knowledge, skills and performance. Coaching and mentoring are used as development approaches in business which establishes the use of individual conversations to enhance an individual. 
Coaching 
The aim of coaching in an organisation is used to monitor and develop employee performance and how they can enhance their work abilities. This process usually last for a specified period or will be used to shape the way a manager works. Although characteristics can vary in different organisations, there is a general list of agreed characteristics which underlines coaching:
· It’s essentially a non-directive form of development.
· It focuses on improving performance and developing an individual.
· Personal factors may be included but the emphasis is on performance at work.
· Coaching activities have both organisational and individual goals.
· It provides people with the opportunity to better assess their strengths as well as their development areas.
· It’s a skilled activity, which should be delivered by people who are trained to do so. This can be line managers and others trained in coaching skills.
Mentoring 
The aim of mentoring in the workplace is for a more established employee to mentor another who is less confident or possibly new to the job role. The established employee will share their knowledge to support the inexperienced employee by listening, answering, or asking questions, clarification and reaffirming, this is linked to coaching. An essential difference is that mentoring relationships may last longer than coaching arrangements. Mentoring relationships tend to be more effective when feedback does not come from a more senior colleague who has a “tell it like it is attitude” this will give the opportunity from both parties to learn from each other and allowing integrated learning from opposite genders and different ages or between job roles. 
Coaching can be linked to learning and development strategies. According to the CIPD Learning and Skills at work survey, coaching is one of the most effective approaches along with development programmes in an organisation. 
HR and L&D teams have a central role in designing and managing coaching and mentoring guidelines, the quality and the results received will depend on the identification of performance gaps. It is vital to choose appropriate coaches and mentors, to managing the relationships and to evaluate success. People professionals need to be clear when it is appropriate to introduce coaching and mentoring and introduce the relevant people or person, either externally or internally.
According to Marshall Goldsmith (2014) it is important to have a transferrable coaching module to adapt to an organisation, which can be used by stakeholders, the CEO or any business leader or manager. Coaching is or should be required, it is important to gain confidential feedback and communicate with others.
To create a coaching culture in an organisation it is important to consider the following:
· What is the organisations strategy?
· How does the organisation position itself? 
· What priorities does the organisation have?
· Who supports coaching and mentoring?
Taking the above into consideration, practitioners can focus on the practical aspects of working through who will deliver the coaching and how this is to be implemented. There is a difference between coaching and mentoring and counselling, there have been misconceptions between them over the years. They both stand for helping professions, although counselling outlines when I person needs possible Mental Health Support, this support should be provided by a mental health trained professional. A good coach will have awareness and training when a client or employee needs a licensed mental health professional and will refer them to the relevant person. Ethical counsellors will also have an understanding of coaching and the value to develop symbiotic relationships. 
Counsellors will follow a medical module, whereas coaches and mentors have several modules that could escort them in their role. Councillors will deal with issues confidentially whereas coaches need to communicate their personal values and business expectations, which will help in protecting themselves as well as employees. However confidentially is an important part of both roles and the expectation of privacy, coaches under the law state conversations can be obliged by a governing body whereas the Law cannot compel a counsellor’s conversation. Counsellors will hold a licence that will maintain boundaries but is more flexible with coaches for example coaching will be based around a dual relationship which allows a higher level of self-disclosure, a coach could therefore arrange to meet an employee for coffee. 
As a mentor or coach, you will agree boundaries in what you will and won’t do, in sessions, this is normally written into a contract. The employee being coached should check, read and sign a contract. It is vital that both parties agree and are clear about the boundaries and guidelines of their relationship, it can also be a useful tool to return to in future if necessary.
An overview of the differences between coaching and counselling, Bluckert (2005) and Clutterbuck &Schneider (1998).
	Coaching and Mentoring 
	Counselling

	Focus is prospective 
	Typically, retrospective 

	Orientation on solution and capacity for change
	Client or employee has decreased level of individual functioning

	Achievement focused/ goal orientated 
	May involve mediations and collaboration of care with a medical team 

	Co-created 
	“Why” orientated 

	Coaching – short term
	Long term, although this can vary

	Certification and credentialing are strongly encouraged
	Theory driven 

	Not diagnostic 
	Master’s degree will be required to hold a licence, the licence is required by law

	Clarifying for clients or employees 
	Typically generated through illness or dysfunction

	Provides practitioners with standards 
	Diagnostic

	Can make therapist Jobs easier 
	Healing for maladaptive behaviours 

	Clients viewed as whole when entering a coaching relationship 
	Recovery from past traumas 

	Change is self developed
	Relieving psychology suffering

	
	Explores cognition and psychology on well being 




Coaching could be useful in an organisation by having a positive impact on an employee’s career by helping them to establish and take actions towards achieving their goals and gaining work/life satisfaction, they can also benefit from communicating more effectively and to work more productively with others. According to Sean O’Connor (2014) Leadership development through coaching has shown a positive result for individual levels of wellbeing in an organisation. It has also transformed quality and interaction and achieved favourable leadership; however, some did view this to be more positive for managers than for personal gain. 
Mentoring can be a powerful tool within an organisation, when applying an adequate mentoring programme, it can also benefit in recruitment and retention as well as assisting to develop the current employees and keeping hold of their knowledge and organisational wisdom. It explores avenues that allow the employee to contribute to the business by expanding the skills for both mentor and mentee. Junior employees can discuss how to cope with difficult situations such as political savvy and ways they can promote professional goals. Managers themselves are active participants in mentoring programs. There are many benefits to mentoring such as:
· Improved productivity 
· Well rounded, skilled workforce 
· Ability to grow future leaders (to promote internally)
· Knowledge sharing in the organisation
· Broadens perspective 
· Increases opportunities across the organisation
· Enhances professional development 
· Exposure to new ideas 
· Networking 
· Can create an open/inviting culture.


The EMCC (The European Mentoring and Coaching Council) is the only one in the UK that covers both coaching and mentoring, it has been established to encourage best practice and that high standards are met and maintained in an organisation, there is a code of profession conduct and ethics that circulates coaching and mentoring. This code of ethics is arranged in four sections and covers the bodies general expectations of professional behaviour and conduct:
1. Terminology
2. Working with Clients 
3. Professional Conduct 
4. Excellent Practice
Types of coaching and mentoring modles that can be incorporated into an organisation. 
The life cycle of mentoring and coaching relations, regardless of what approach is taken in coaching and mentoring the relationship will progress through similar stages, according to Zachary (2006) and Megginson et al’s (2006) US model. 


Zachary 
(2006)
Megginson Et al 
(2006)

        

                                                               

                     Preparation                                  Rapport, Building 
                     Negotiation                                  Setting direction 
                     Enabling                                        Progression 
                     Closure                                          Winding up
                                                                             Moving on
                                  


Zachary (2000) US Model 
Preparation, it is important for Mentors/coaches to prepare themselves for their relationships, which should include where, when and what behaviours they demonstrate, skills and resources they will use and their beliefs and values.
Negotiation, this is a discussion between the mentor/coach and mentee/coaches about the aim of the mentoring relationship. Setting the ground rules and discussing the contract.
Enabling, this is the doing stage where both parties complete the work, they need to achieve developments identified. The Mentor/Coach will provide support and information through this process. 
Closure, this stage can be difficult even when the end of the relationship is agreed mutually. Closure is an inevitable part of a relationship, which will usually end once the specified goals have been completed and met. An exit plan should be developed to support both parties to understand the closure process. 
Megginson, Garvey and Stokes (2006) European Model 
Rapport building stage, here both parties will explore their compatibility if they can work together. They focus on exploring their rapport through exploring their perception and alignment through values.
Setting direction stage, Although the initiation of the relationship involves discussing the purpose at this stage both parties clarify what the relationship should achieve on both sides.
Progression, this is the core stage to success, both parties at this stage should feel comfortable and able to challenge each other, if necessary, when exploring issues, while mutually learning.
Winding up, this will occur when both parties have achieved a huge part of their set goal or feels equipped with confidence, insight and plans to continue their journey. Planning for a good end it vital for both parties to ensure they part with a positive experience.
Moving on, this is about reformulating their relationship, typically into a friendship in which both parties can meet each other on an ad-hoc basis to discuss issues or to network. 
Clutterbuck outlines key examples of mentoring practice in the workplace, these are as follows:
· The civil service public sector leaders scheme allows fast stream civil servants to pick a mentor to help with their development and leadership capability.
· Ericson the mobile phone company no owned by sony uses mentoring from top executives.
· BAE gives its graduates a mentor for the first year of their training. 
· Shell Exploration uses mentoring to Develop local indigenous talent for its engineering and management activities.
The Oscar Coaching Model was developed by Andrew Gilbert and Karen Whittleworth and has won wide acclaim and a National Training Award. The Model builds upon and enhances the popular GROW model and is particularly useful for managers seeking to adopt a coaching style.
O outcome, this is where you help the team member to clarify their outcomes.
What would you like to achieve from today’s session?
What is your long-term outcome?
What would success look like?
S Situation, this is where you get clarity around where the team member is right now.
What is the current situation?
What’s actually happening?
C Choices and Consequences, This is where you help the team member to generate as many alternative choices as possible and raise awareness about the consequences of each possible choice. 
What choices do you have?
What options can you choose from?
What are the consequences of each choice?
Which choices have the best consequence?
A Actions, this is where you help the team member to clarify their next steps forward and to take responsibility for their own action plan. 
What actions will you take?
When will you take those actions?
Who will support you in taking action?
On a scale of 1 to 10 how willing are you to take those actions?
R Review, this step creates an ongoing process of review and evaluation. This is where you help the team member to continually check that they are on course.
What steps will you take to review your progress?
When are we going to get together to review progress?
Are the actions being taken? 
Are the actions moving you towards your outcome?

The GROW Coaching Model 
[image: ]

The GROW model is one of the most popular and widely used in coaching. It was created by Sir John Whitmore in the 1980’s, the GROW model provides a basic understanding of how to structure training sessions. 
It is based on four major stages; these are as follows:
Goal, It is important to be familiar with the meaning of goal and for a goal or target to be set before training. It should be clear of what is intended to be achieved, which will provide the primary floor for the entire training session. 
Current Reality, After the client sets a goal, it is then time to focus on their skills, knowledge. Strengths and abilities. It will help to find a relation between their goals and Skills. 
Options, at this stage the coach will help the client/ employee to explore different options available to them and discuss how their goals can be achieved using their existing skills and what new ones they can learn. 
Will, this is the final step of the model, which focuses on finalising the goal. The employee or client should now be able to understand what path they should go and how to develop new skills. Besides, you must focus on your commitment to the training process.
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The CLEAR model was developed by Peter Hawkes, CLEAR model share similarities with the GROW model. This model helps people wit transformational change and coaching. 
Contracting, start with developing a clear understanding of what your client’s desired outcome is and what they are expecting to achieve from the coaching.
Listening, it involves active listening to your employee/client, listen to their point of view. 
Exploring, the coach has to explain to the client/employee their emotional connection, mindful and present coaching techniques and ask questions to become more transparent. 
Action, Encourage and motivate the employee/client.
Review, at this stage feedback is given regarding their performance and suggestions on if they can improve. 


The best coaching session ever, by Heather Cristie (2016)
Part 1 I get what I tolerate, this means if a project is delegated it will need to be communicated efficiently and effectively from the coach which will lower mistakes. This could fall back to the coach, who will need to remember not to give up if a mistake is made. 
Part 2 Train what I tolerate, which means that it is vital to train appropriately, if the individual can not complete the task and the coach takes this on and completes for them, the employee/client will not learn and improve their abilities, skills, and knowledge. It is important to train the employee/client that all work tasks should be at it’s best, this needs to be communicated from the start and the kind of standards that are expected within the organisation.
Clutterbuck (2004) states that one of the main roles of managers is the staff that they are responsible for, suggesting that coaching and mentoring are two of the most powerful tools in supporting the development of people. However, there was a suggestion that despite the approach followed there could be conflict in being line manager and also coach/mentor in the same work setting. A key challenge for the line manager is making decisions and giving the most appropriate response in circumstances, if they get things wrong then this can have a negative impact on working relationships with the individual concerned and the team as a whole. Coaching and Mentoring is an important skill for line managers, they can develop, skills, knowledge and can maintain quality throughout their team while offering appropriate support and job structure. Although it is crucial to consider that coaching and mentoring may not be an appropriate solution in all scenarios and that other training methods or options need to be explored. 
The CIPD have completed Surveys around line managers and the effectiveness of coaching and mentoring. The coaching climate survey report 2011 shows the different people involved in coaching in organisations and how this has changed since the previous survey in 2009. The results were that the role of the line managers had reduced from 37% to 32%. Other CIPD surveys report that line managers in many organisations lack coaching and mentoring skills. 
When implementing coaching and Mentoring in an organisation, there are some common approaches that appear successful and should be considered. These approached are
· Clear reasons for implementation, all employees in the organisation should receive a clear message regarding the coaching and mentoring program. This should explain what it entails, communication about coaching and mentoring is crucial for it to be implemented and lead to a successful outcome.
· Alignment and fit with values, structure, objectives and culture of the organisation, they should respond to the needs of the organisation, its objectives, culture and structure. The coaching and mentoring program is more likely to be supported by employees.
· Roles and who will fill them, responsibilities, tasks and roles should be noted, it would also be beneficial to include a CIPD expert, while implementing coaching and mentoring, certain areas should be defined by internal and external professionals.
· The degree of intervention required, it is vital to implement realistic goals throughout the process, organisational situations should be considered to allow for effective planning.
·  Financial implications, during the whole process for coaching and mentoring return of investment has to be included. 
Coaching and mentoring in an organisation can bring successful benefits to both parties as well as the organisation, it can result in improving communication, maximising employee performance, engagement, and loyalty. Focusing on goal setting and improving internal and external satisfaction through clients, employees and/or customers. A pandemic can have an influence on coaching and mentoring in the workplace, prompting change and the way coaching and mentoring is distributed, during the Covid 19 pandemic, many organisations had to allow and face rapid changes in the workplace, one of these changes was to work from home. Coaching and mentoring relationships would have changed to virtual meetings or the possibility of them being non-existent. There is also a major challenge for mentors/coaches to ensure they adapt their strategies to effectively mentor or coach employees. 
Coaching and mentoring can be beneficial for an organisation to empower the employee, increase employee and staff engagement and improve individual performance. It can support the mentor/coach as well as the organisation to identify individuals’ strengths and development opportunities and can identify and develop high profile employees. The coach/mentor can also learn from the individual and gain a positive working relationship. By an employer being interested in the growth or their staff, their showing care and compassion towards them. By spending time investing in and the growth of the employee, it is allowing for the objectives of the organisation to achieve their objectives. 
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