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Understanding Coaching and Mentoring in the Organisation


1.1 The concepts of coaching and mentoring 

It is essential to enhance skills and knowledge in the workplace, for both personal and professional development of an individual and the development and success of the organisation. It is important to invest in the employee and this can be supported by coaching and mentoring developmental approaches provided by skilled and trained peers, colleagues and leaders. This is performed by verbal guidance and by demonstrating a process. Coaching is usually set for a specified period of time, however can be on going when needed (CIPD, 2020). 
 
Coaching 
 
The main aim of coaching is to help the individual reach their best potential in their practice and performance in the workplace. Coaching takes the form of demonstrating a process with verbal prompt which aims to guide the individual to improve their practice, perform a task, manage a situation better than they may have before and influence future decision making and problem solving. Beneficial effects of coaching can also have a positive impact on personal attributes such as confidence. Within the workplace coaching aids development, can improve individual performance and skills, identify areas for improvement and overall is a beneficial to both the individual and the organisation (skills you need, 2021). 
  
Mentoring 
 
Mentoring is given by a person who shares the effects of their experiences gained, knowledge, and thoughts about how to develop in the workplace. In the workplace mentoring is provided by provided by someone who has more experience than a new employee. The experienced member of staff is able to pass on and share their knowledge and experience in order to help develop a new employee or colleague (CIPD, 2020). The mentor would usually be someone who has developed their skills in listening, monitoring, observing and questioning. The mentor can also learn from this experience and both parties will have contributions to make and they will learn from each other. They will have varied life skills, knowledge and experiences that they can share which has an influence on their way of thinking and how they can make improvements. New staff need and expect to be mentored and coached when they start a new job. They want to learn how to perform well in the workplace and develop their skills, which will lead to new challenges and advance their career prospects (Francis, 2019). 

1.2 Similarities in, and differences between, coaching and mentoring and evaluate the validity of grouping the two concepts together 
 
There are similarities between coaching and mentoring as the purpose of the task has the same goal - to support the individual to learn new skills and knowledge, encourage development, and gain from the experience of their mentor or coach. The mentor and coach deliver their support with a non-judgemental attitude and help the mentee/coachee identify learning needs and goals. Both mentor and coach utilise observation, questioning and teaching skills. This is usually carried out on a 1:1 basis and is performed over a number of meetings and duration of time. The coaching and mentoring may be more conducive if there is a good relationship between the parties involved in the process. Both the mentor and coach will apply their skills and knowledge to facilitate the training and nurturing of the individual and will be committed to the task. They will encourage and empower the individual to learn and develop and promote personal growth (Clutterbuck, 2016). 
 
Differences between coaching and mentoring can include the duration of the process, with mentoring generally being long term. A coaching relationship will tend to end when the coachee has acquired the skills and techniques that they need. A mentor will usually remain in the relationship longer as more time is needed for the mentee to develop their confidence and improve on their strengths and weaknesses, which can only be done with experience as this will grow over time. The mentoring relationship is a more informal process with the coaching process being more formal and structured. Coaching tends to be utilised when it needs to be focused on teaching an individual how to perform a task successfully, learn their role and responsibilities, and improve performance.    
 
It is evident that the roles of the mentor and coach pass on and share their knowledge, skills and experiences to help and encourage the growth and development of another individual. The relationships are built on trust and over time mutual respect is gained. This has a positive impact on all involved in the process both on a personal and professional level. All parties can draw on this experience, gain from the practical skills learned and also see improvements in self-esteem, confidence and life-long learning (Grant, 2013).

1.3 How coaching and mentoring differ from counselling and from one-to-one training
 
There are various forms of training and support available for a new employee with coaching and mentoring being very valued. Coaching, mentoring and counselling all use a framework and each framework will have similar themes as all three are looking to find solutions. It is clear that all three approaches require the tutor to use effective communication and observation skills, such as listening, talking and problem solving skills. However, there are key differences between counselling and coaching/mentoring. The role of a coach or mentor does not include providing therapy. A counsellor is a trained and accredited therapist. It is important to distinguish what type of support and framework is required as coaching/mentoring is usually work based and focuses on improvements. Counselling is usually focused on a particular problem specific to the individual, which requires a certified counsellor. It is not the role of a coach to provide counselling. Coaching is not a therapy and it is essential to outline this in the coaching session in order to avoid confusion. It could however be as part of the role of the coach to sign post the individual to counselling should this be identified. It is evident that counselling and coaching are similar in that they are both useful tools to support an individual. Counsellors are bound by confidentiality and maintain personal and professional boundaries. The role of the coach/mentor allows for some overlap of the relationship whereby the coach or mentor disclose more when considering the information they share as part of their role. This includes their personal values, their expectations aspirations, visions and goals. It is clear that this relationship is on more of an equal footing as apposed to the role of a therapist/counsellor where privacy, personal opinions/values are not shared (Jacobson, 2017). 
 
Coaching/mentoring is beneficial when considering the training needs of an individual who is new to an organisation. The coach ensures that the trainee is given the tools and opportunities to learn in a safe and structured manner. The coach will work closely with the individual to work towards their goals and overcome barriers and obstacles and will disengage from the process when the coachee is competent and confident that they have reached their goal.  Counselling services provide a safe, confidential space for the individual to receive counselling therapies around the personal issues/trauma they are dealing with. This is usually a difficult and emotional situation for the individual and the therapist is trained to provide psychological interventions. The expectation is to give the individual an opportunity to process their thoughts and feelings and find a way to move forward with their lives and give them the tools to cope with emotional situations should they arise in the future (Miller, 2020).

2.1 Three different types of coaching and three different types of mentoring which can be implemented within organisations 

Three different types of coaching:

Executive coaching

Executive coaching is usually the most popular way of coaching. It allows leaders of organisations to gain new skills and behaviours, enabling them to enhance their performance (Zentis, 2016). Often, the coaching will be delivered by an external qualified professional who will first carry out an assessment to understand the current level of expertise, then use this information to create a development plan. The development plan will usually involve learning new ways of thinking and acting (CCL, 2021). Executive coaches do not offer advice, but instead will help the coachee to gain clarity on their problems by asking questions and challenging assumptions (The balance careers, 2019). 

Team coaching 

Team coaching is a useful tool as there are numerous ways it can be done, it can be structured, but can also be more casual when observing how individuals interact with each other when working on a project. A team can be observed as a whole and can also then be coached on a one-to-one basis where required (CCL, 2021). 

Performance coaching

Performance coaching allows employees to gain a better understanding of what is required of them at work and the skills they need to meet these requirements. It also helps to identify skills gaps within the business, presenting opportunities for employees to enhance their performance. Part of the coaching is to create a development plan for professional development (Zentis, 2016). 

 Three different types of mentoring: 

Developmental and career mentoring 

This form of mentoring is typically a long-term process where managers mentor their employees within the workplace to assist them in reaching their career goals. This is particularly useful where the mentee is aiming towards a promotional opportunity at work and wants to gain new skills. It can also be useful for employees who are new into the organisation with little experience (Creighton, 2018). 

Group mentoring 

Group mentoring involves assigning one mentor to a group of mentees (UC Davis, 2021). This can be a useful tool when setting up a new team/department within a business. It can be helpful for the mentees to be able to discuss what they have learnt and what their challenges are. 

Reverse Mentoring

Reverse mentoring is when managers are mentored by their employees. For example, an employee may join an organisation and share their up-to-date knowledge on a particular topic with their line manager. It can also be helpful in relation to topics such as the use of technology, a manager may ask an employee to teach them how to use certain IT equipment (MindTools, 2021). 

2.2 The role of line managers within coaching and mentoring 

The role of the line manager within organisations is becoming less traditional, it now tends to focus more on coaching and mentoring employees to succeed in their roles rather than giving orders. Managers have adapted their skills to enable them to support and offer guidance to their employees (Harvard Business Review, 2019). Although there can be many benefits to this role sitting with the line manager, such as increased productivity within the team, some may argue that coaching and mentoring is best kept separate and delivered by an impartial professional (CIPD, 2020). 

Line managers can use models such as the GROW model, created in the 1980’s: Goal, Reality, Options, and Will. Models like these guide managers on structuring coaching and mentoring sessions. To begin with, managers should be clear on the goals and objectives that they wish to achieve. Then, managers should gain feedback from the mentee to gain an understanding of the ‘current reality’ of the situation, they then need to decide what route is best to go down to be able to achieve the goal. Finally, once the mentee is clear on what needs to be done they need to be motivated enough to take the next steps, complete the task, and reach the final goal. (MindTools, the grow model, 2021). 

This way of managing can also provide benefits for line managers themselves, if their employees have learnt to think on their feet and use their initiative this can free up time for managers to focus on completing other tasks. For this to work managers must be able to inspire others and build trustworthy relationships (Goodman, 2020). 

2.3 Factors to be considered when implementing coaching and mentoring programmes in organisations 

Many organisations recognise that it is usually beneficial to ensure robust coaching and mentoring procedures exist within the business. It can cost a lot less money to coach and mentor employees internally, rather than paying for external professionals, and internal coaching has proven to be more effective in many cases. Internal coaching and mentoring is most successful when strategically integrated within other aspects of organisations, such as performance management, learning and development, and workforce planning. Organisations will also need to consider what can be sourced internally, if anything will need to sourced externally, and if so what the cost will be (Clutterbuck, 2014).

Coaches and mentors in organisations must remember that they have a duty to comply with confidentiality rules, GDPR, and codes of conduct. Abiding by these rules is essential, and also helps to maintain a trustworthy relationship between the mentor and mentee (Clutterbuck, 2013). Coaching and mentoring professional bodies such as the ‘Association for Coaching’ set standards which promote best practice standards when coaching and mentoring. The Association of Coaching have also created a ‘global code of ethics for coaches, mentors, and supervisors’ (Association for Coaching, 2021). 

Some organisations may prefer to hire an external coach for the following reasons: greater level of confidentiality, they tend to specialise in a specific field of practice; they can bring fresh ideas and perspectives; they hold a variety of coaching and mentoring skills. Although, in other organisations the benefits of internal coaching will outweigh those of external coaching. As well as costing a lot less money internal coaching can sometimes work better as the coach/mentor will have a breadth of knowledge about the organisation, and the organisation has more control over the training methods used (Linkedin, 2015). 

3.1 The potential benefits of coaching and mentoring for coachee/mentee and coach/mentor. 

In summary it is evident that coaching and mentoring are beneficial for the individuals involved in the process and the development of the organisation. Coaching and mentoring provides both personal and professional development and ensures a workforce that is trained and feels supported to perform their roles to the best of their abilities. Coaching has a positive impact on employee well-being and job satisfaction. This has a positive impact on the success of the organisation with a workforce that feels valued and invested in by it’s employers and encourages commitment and loyalty, and ensures all are working towards the organisational goals and vision (Coach mentoring, 2019). With coaching and mentoring programmes embedded within the organisation, the mentee and coachee benefit from being allocated a ‘buddy’ for the duration of their training/induction to the organisation. The  ‘buddy’ will provide guidance, advice, training, perspective, and draw on the strengths of the individual.  They will identify areas for growth and development and focus on implementing support for the individual to develop. The individual will be encouraged and empowered to reach their potential and feel confident and competent to fulfil the obligations of their job role. Both mentee/coachee and mentor/coach can draw their life experiences of one another, giving a range of perspectives that will aid their decision-making and broaden their knowledge. They will become accomplished in their roles and can work towards further development and improve their future job prospects and promotion opportunities.  Personal benefits gained include a boost in confidence, a boost in self-esteem, knowledge, respect, problem solving skills, and will have a positive impact on interpersonal relationships within the workplace (Brighthr, 2021). 
 
3.2 How coaching and mentoring programmes can support the achievement of organisational objectives 

Coaching and mentoring programmes are beneficial for both the employee and the organisation. The organisation benefits from the loyalty and commitment from staff who feel valued and invested in by their employers. They will work towards the organisational goals and vision resulting in increased productivity and staff retention. Existing staff are given the support and opportunity to develop professionally and pass on their knowledge and skills to new members of staff. The organisation is able to create a positive culture amongst the employees which conveys a credible reputation for the organisation. This looks attractive to potential new recruits, which in turn attracts talented individuals to the organisation (PM Insight, 2021). 
 
Work based coaching and mentoring programmes within the organisation have the opportunity to develop and retain a talented workforce. These employees will go on to mentor and coach other new recruits at no further cost to the business. There is a continuous cycle of coaching and mentoring across the organisation encouraging employee engagement, increased productivity and staff retention (Merrick, 2021). Many organisations aim to change or make improvements in issues around behaviour, culture and productivity in the workplace. Coaching and mentoring programmes are implemented in an attempt to improve these issues. Leadership and management programmes will incorporate coaching and mentoring in the training in an attempt to influence a positive culture and improve overall organisational performance (HRD Connect, 2017).
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