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Coaching and Mentoring Briefing Paper

Introduction
Post-pandemic, change is inevitable.  Leaders need to consider how they will reshape the future to enable their people to achieve their goals (CIPD 2020).  Adams (2017) describes how learning generally defaults to classroom-based delivery.  90% of what colleagues learn however is through social conversations and experience; not through formal teaching.
In light of plans to introduce more people-focused activities as part of a revised Talent Management strategy; this briefing paper provides an overview of Coaching and Mentoring; an indication as to how coaching and mentoring can be implemented, along with an understanding of the benefits of these approaches.  
Coaching and Mentoring
Where a ‘Coaching Culture’ is present both Coaching and Mentoring are used as interventions to encourage understanding, continuous progression and change (Clutterbuck et al, 2016).  Google demonstrates a Learning culture; encouraging its people to teach and pass on their wisdom to their peers.  Google understands that both personal growth and enabling others to develop is crucial for job satisfaction (Bock, 2015).
The UK Working Lives Survey Report 2018 indicates that Middle Managers are feeling the most stretched (CIPD, 2018).  When under pressure, Managers often focus on short term demands; become fixated in their mind-set and engage in a directive approach.  Coaching is more non-directive; operating as more of a partnership, enabling employees to develop and cope more confidently with future situations (Snape, 2017).
 “An effective coaching conversation influences someone’s understanding, learning, behaviour and progress” (Starr, 2016, p. 07).  Coaching intends to enhance performance or achieve peak performance, whilst enabling colleagues to more effectively evaluate their strengths and areas for development (CIPD, 2020).  Coaching increases colleagues’ awareness, insight and choice in a situation (Starr, 2016).
Clutterbuck (1985, cited in Clutterbuck et al. 2016, p. 166) discusses how “mentoring is off-line help by one person to another in making significant transitions in knowledge, work or thinking”.  Generally, a more experienced colleague will mentor a colleague with less experience through knowledge sharing.  The relationship is usually longer term than that of Coaching (CIPD, 2020).  Mentoring is centred on the achievement of specific goals.  The mentoring relationship can be reciprocated; mainly focused on the development of the mentee, however the mentor also benefits through developing their mentoring, coaching and leadership skills (Clutterbuck et al, 2016).
Coaching and Mentoring improve skills, knowledge and performance through one to one discussions (CIPD, 2020).  Both offer advice; however a directive approach is not a default style of either.  Reflection is fundamental for both.  Consideration for the duty of care for the Coachee or Mentee is a priority.  Similar skills and mind-set are required whilst being guided generally by the same ethics.  Some Managers are mentored in order to practise their coaching skills.   Powerful Questioning is used during both methods to enhance an individual’s ability to think (Clutterbuck et al. 2016).   A powerful question can be used to tackle resistance to either approach (Landsberg, 2015).  Stanier (2016) has developed seven essential questions that when used routinely allow Managers to have greater impact, increased capacity and a content workforce.  Often Managers default to being directive, but as a Coach, it’s crucial to allow for options to be a consideration (Landsberg, 2015).  

Covey (2020) states that an individual needs to make the decision from within to be willing to be coached or mentored.  There is a need to be proactive and focus on what can be changed; focus on the ‘end goal’ and how to get there;  prioritise important tasks;  seek a ‘win win’ solution; demonstrate empathetic listening; work collaboratively to understand other perspectives and invest time to renew oneself physically, mentally, spiritually and emotionally. 

‘Coaching’ and ‘Mentoring’ as terms are used interchangeably but there are differences (CIPD, 2020).  A context-specific knowledge is generally required to be a Mentor however it’s not essential to be a Coach.  Mentors are more likely to be role models whereas Coaches operate in more of an observation capacity and give feedback around performance (Clutterbuck et al, 2016).   Coaching and Mentoring can be used for Performance and Development purposes.  Performance Coaching could be used to fix a specific problem; whereas Coaching for Development would focus on the individual fixing the problem (Stanier, 2016).  

Mentors are typically reactive; responding to issues as they arise.  The Coach is proactive; working collaboratively to achieve success.  A mentoring relationship tends to be open-ended whereas more formal coaching is introduced to address specific concerns.  A ‘Hybrid’ scenario sometimes develops in which Coaching and Mentoring are provided in parallel.  A coaching relationship may have been initiated to address a certain issue but occasionally both parties choose to continue working together long term.  A talented Coach or Mentor will transition between both methods depending on the situation (Richards, 2015).
‘Training’ tends to be delivered by an Instructor; linked to a specific topic to enhance skills or change behaviour.  ‘Learning’ tends to be self-directed; potentially provided through coaching or mentoring, or through an online community or a personal learning network.  ‘Development’ indicates that the process is longer term with the individual gaining knowledge or skills through various different methods such as Coaching, Formal and Informal learning, Education or Experience (CIPD, 2020).
CIPD (2020) state that 61% of Organisations in their Learning and Skills at Work survey reported ‘On the Job Training’ as the most commonly used intervention.  ‘Coaching and Mentoring’ were also considered one of the most effective approaches along with ‘In House Development Programmes’, often incorporating Coaching.  Coaching is effective for developing careers, helping senior colleagues develop a strategic mind-set, supporting with conflict resolution and the impact of change (CIPD, 2020).  
Lamb (2013) discusses how Coaching has become the default option to an abundance of development needs.  Coaching will not suffice if an individual needs ‘Counselling’.  Addiction or mental health issues must be supported by someone trained in this area (Starr, 2016).  If it was identified that an individual needed to recover from a past trauma or was suffering psychologically then Counselling would be appropriate (Miller, 2020).
‘One to One Training’ generally takes place whilst a colleague carries out their role through observation or colleague support.   It’s normally a planned and structured activity.  When development is relevant to basic job needs, this method is effective (CIPD, 2020).  Coaching is more flexible with the individual taking responsibility for their learning.  An effective coach will empower the individual to take action (Starr, 2016).  Imru-Mathieu (2018) discusses that Leaders ‘Ask’ rather than ‘Tell’ when they coach which requires a radical mind-set change. 
Coaching and Mentoring Implementation
Coaching and Mentoring Models help provide a framework for discussion.  GROW is one of the most commonly used with the Coach being the Facilitator.  The model is structured to define the desired goal; review the current situation; explore available options before finally establishing the commitment to achieve the goal (MindTools, 2012).
Goldsmith (2014) discusses that the Coachee must want to change and take responsibility to improve when ‘Coaching for Behavioural Change’.  The Coachee receives feedback from Key Stakeholders about their strengths and areas for development. They pick which behaviour they want to improve.  The Coachee involves the Stakeholders and shares what they’ve learned in regular follow-up sessions.  Typically, other Colleagues within the Organisation choose to follow suit and pick a behaviour they also want to improve on.  Consequently, a significantly higher number of people will improve their behaviour as a result of the coaching.
 ‘Instant Payoff Coaching’ should be used when time may be restricted or there is a lack of knowledge to have a meaningful coaching discussion for development.  This can also be useful when a colleague has become ‘stuck’ on a task.  The Coachee needs to establish what they want to achieve and the challenges they face along the way.  A quick brainstorming session takes place to determine which blocks the Coachee can influence to achieve the outcome and determine next steps (Landsberg, 2015).
‘Peer mentoring’ is where both parties support each other to develop, grow and achieve.  It tends to be more effective if one colleague has prior experience of mentoring.  ‘Reverse Mentoring’ takes place when the junior colleague mentors the more senior colleague.  This is beneficial for educating Senior Leaders on diversity needs (Clutterbuck et al, 2016). 
Many of the UK’s most successful companies are using 'Be the Business’s Mentoring for Growth Programme'.  This matches experienced Executives from leading companies with aspiring small business owners to help them build their business and progress.  Amazon, Facebook and Rolls Royce are just a few of those companies providing talented volunteer mentors (People Management, 2020).
Line Managers are most likely to take responsibility for delivering coaching according to the 2020 Learning and Skills at Work Survey.  Coaching tends to be encompassed into one to ones and performance conversations.  The suitability of Managers being the coach is often questioned given the power relationship and the importance of impartiality (CIPD, 2020).  Downey (2014) discusses that establishing trust can be difficult and some colleagues prefer to be provided with direction rather than take responsibility. 
Clifton & Harter (2019) discuss how Line Managers must coach to develop their employees to achieve success.  By investing this time, time will be saved longer term as Employees will be able to make effective decisions and complete tasks to the desired standard.  Where Line Managers involve their Employees in objective setting, employees are nearly four times more likely to be engaged.  Employees who receive regular feedback from their manager are three times more likely to be engaged.  
Connor & Pokora (2012) discuss how Coaching is more beneficial when it’s centred on colleague development rather than performance.  Some Managers consider Coaching to be too soft an approach.  Others feel it’s too time consuming and that some employees will always be un-coachable (Ibarra & Scoular, 2019)
Clutterbuck (2012) discusses that typically the relationship between a Manager and Employee can mirror that of a Parent and Child which proves difficult when establishing a coaching partnership.  Additionally, the demands on Line managers to deal with the short term performance pressures often take priority over employees’ longer term development.  Additionally, when individuals work closely together, they begin to think in a similar way which doesn’t allow for alternative viewpoints. 
Clutterbuck (2012) argues that a change in mind-set is needed.   When trust in a Coaching partnership is established, employees will seek out coaching opportunities.   The Line Manager must create an environment for coaching to take place.  Leaders who coach, empower their colleagues by giving them autonomy, honouring their competence and engaging them, allowing for increased job satisfaction (Imru-Mathieu, 2018).
How Coaching and Mentoring is applied within an organisation must link with the overall Learning and Development strategy (CIPD 2020).  In light of the current pandemic, Organisations must consider their current learning and development framework to assess suitability (Nevins, 2020).  Prior to COVID, most organisations were delivering less than 20% of their total learning and development activity online.  This has increased rapidly and research has found that good quality learning online is as effective as traditional in-person training.  Some research suggests however those individuals with lower incomes and under-represented backgrounds don’t flourish as well when learning online (CIPD, 2021).  Frost (2020) discusses how meetings via Zoom have fewer interruptions which have made them more productive.  Individuals don’t tend to get spoken over, which ensures others listen.  This has reinforced the importance and power of Coaching Skills.  Zoom fatigue can be a risk to purely digital learning and meetings however.
A spotlight is shining on Colleague wellbeing due to the current pandemic.  Coaching could also sit under the Wellbeing Strategy.  The pandemic has left a skills gap with People Managers unable to spot signs of their employee’s physical and mental ill health (Cassidy, 2020).  ‘Modelling’, ‘Coaching’ and ‘Care’ has been suggested as the approach for Line Managers to adopt to support colleagues’ wellbeing.  This ensures Line Managers practice what they preach by looking after their own wellbeing; attempting to understand how the individual is feeling through Coaching and checking in on colleagues using peer mentoring (Winfield, 2020).
For Coaching and Mentoring to become fully embedded it’s important to establish a vision for developing a Coaching Culture.  This vision needs to be aligned with that of the wider business.  Where this is done effectively a strategy for coaching will be easier to implement and there will be increased buy-in.  It’s important to establish how progress will be measured (Clutterbuck et al. 2016).
HR & L&D are significant in developing a Coaching Culture.  Both need to be involved in identifying where performance gaps exist, establishing criteria for selecting appropriate Coaches and Mentors, managing these relationships and evaluating their success.  People Professionals must have an understanding of when coaching and mentoring should be used; evaluate models for their relevance and credibility and develop a selection criterion for selecting external Coaches (CIPD, 2020). They may also need to provide costings to Stakeholders ahead of any internal or external coaching taking place.  Goldsmith (2014) only charges organisations if there is evidence improvement has been made following a period of coaching.  The requirements for external coaching must be clearly defined in a policy as to when it should be used.  Measuring return on investment can be challenging and there is additional pressure to evidence this when using external coaches.  Often results won’t be visible until many months after the coaching has ended (Clutterbuck et al, 2016).  Matuson (2016) discusses how internal coaches are more beneficial when only slight changes are needed, whereas external coaches should support with more intensive change.  Often, internal colleagues feel they can be more open with external coaches.  Internal coaches are more easily accessible however they are also more likely to have an additional day job.   Clutterbuck et al. (2016) discuss that if creating a Coaching Culture is the vision, then the organisation needs to create internal capacity for coaching to be developed.
Ensuring personal information gathered as part of the coaching and mentoring schemes is secure is paramount (Clutterbuck et al. 2016).  Under GDPR regulations, a Data Protection Impact Assessment (DPIA) is required anytime a new project is initiated that is likely to be considered a high risk to colleagues’ personal information (GDPR.EU, 2018).
Starr (2016) discusses the importance of a Coaching Contract being agreed which is essentially a list of Coaching guidelines.  These principles are created to achieve success over time and help to understand the reasons why coaching may have failed.  Another area of ethical practice that needs to be considered is the choice of venue to ensure confidentiality.  Coaching Supervision also needs to be considered as it’s a joint learning practice for the coach to continually develop through reflective dialogue which benefits the coach and the client (ICF, 2020).  Coaching Supervision needs to be built into data sharing policies.
There is not one single overarching Coaching and Mentoring Professional Body or code of practice which could indicate a risk to consistency.  There are however a number of credible organisations that exist such as the Association for Coaching and the International Coach Federation amongst others.  To develop Coaching and Mentoring policies, best practice would be to undertake thorough research of these organisations to fully understand which is most closely aligned to the strategy and vision of this organisation.
Benefits of Implementation
Leaders should use Coaching to talk with their employees about their strengths and empower them to consider how these can be adapted to the new ways of working (Gino & Cable, 2020).  Gallup has found that 70% of a team’s engagement is linked to their Manager.  Managers that coach, empower their employees to use their strengths which in turn will see engagement increase (Royal, 2019).  Engaged employees are healthier, happier and more motivated.  Organisations that have engaged staff have higher performance.  Customer satisfaction is also increased along with productivity, colleague retention, creativity and capability (CIPD, 2021). 
Millennials are the next generation of emerging leaders.  They need to be coached so they can learn from the wisdom of generations before them.  Coaching can tap into the brilliance of this generation.  79% of millennials want a coach or a mentor. They can access Leadership Gurus online at any time however they wish for that human to human interaction from a Coach or Mentor; from someone who knows them.  They need a Coach to identify their talents which can be turned into strengths to solve problems that we face in the world today.  People want to know they matter; they want to feel listened to and respected (Bye, 2018).
An effective coach will have more time for their own development due to the successful development of their people through coaching.  It will allow them to delegate more and achieve higher performance more quickly.  Coaches are continually practising and developing their interpersonal skills which typically enable them to become better communicators (Landsberg, 2015).
Bock (2015) discusses how American companies spent $156,200,000,000 on learning programmes in 2011.  The average employee received approximately 30 minutes of training per week with most of the time and money wasted.  Corporate training can be effective but it’s difficult to justify this investment when there’s no measure of what is actually learned and what behaviours change as a result.  Quite often this learning is aimed at the wrong audience, delivered by the wrong people and not measured effectively.  Google will only invest in learning which can measure changes in people’s behaviour. 
Coaching is estimated to be a 2 billion dollar global industry that is rapidly growing.  In order to sustain this growth there are some areas that need to be addressed.  Coaches have to work in a dynamic context which is often described as VUCA (Volatile, Uncertain, Complex and Ambiguous) however the coaching industry relies on fixed competency frameworks that don’t allow for flexibility.  Coaching models are structured and don’t allow for the complexity of coaching whilst it’s incredibly problematic to systematically calculate the value of coaching (Dunlop, 2017).
Reverse Mentoring is beneficial for enhancing knowledge and awareness of diversity.  It helps break down cultural barriers as it’s difficult to understand the challenges people face when they are distant.  Virgin Media operates a reverse mentoring scheme; pairing senior colleagues with colleagues from lower grades who are from BAME backgrounds, LGBTQ or are disabled.  Mentors have unique experiences and can provide valuable insight that encourages others to break down barriers and promote inclusivity (Jolin, 2018).
H Samuel developed a coaching approach for its workforce due to a significant drop in retail sales.  Coaching allowed colleagues to reflect and consider better ways of doing things. Sales improved by approximately 8% in comparison to other retailers whose dropped (McGurk, 2013).  Lamb (2013) discusses how one of the biggest barriers facing Coaching is the lack of hard evidence about its benefits.  Morrison (2013) discusses how the return on investment of coaching is evident over decades in the performance of individuals.
An IES Report indicates at six months following a period of coaching, Coachees perceive it to have had a positive impact on their general wellbeing and in work.  Sustainability of this approach however is questioned as when measured again at 12 months, results weren’t as positive.  This area needs to be explored further however as this could have been due to a lack of support in the organisation, or work practices reverting back to the norm (Hicks et al. 2013).
Conclusion
This briefing paper has provided an overview as to how Coaching and Mentoring could potentially be incorporated into a Talent Management Strategy.  Continuing to follow the same rigid approach to developing colleagues by simply putting learning content online will not have the required impact.  Leaders need to invest in approaches to both upskill and reskill employees (CIPD, 2020).  The research indicates there are many benefits to making this investment, however to fully develop and embed a Coaching Culture will require careful planning and consideration, including how success will be evaluated and return on investment measured.
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