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Understanding Coaching and Mentoring in the Organisation

1.1. Define and explain the concepts and coaching and mentoring
Coaching and mentoring is a 1 to 1 approach used in employee development to enhance an individual’s knowledge, skills and performance in relation to specific goals (CIPD, 2020a).  They are processes that enable both an individual and the organisation to maximise their potential by focusing on enhancing motivation and productivity (Coaching and Mentoring Network, 2021).

The CIPD Learning and Skills at Work 2020 (CIPD, 2020b) report refers to coaching as an on the job training approach.  It focuses mainly on performance but can also have a positive impact on confidence and interpersonal skills.  It can be used as a tool to help enable individuals to perform at their best, with emphasis on specific goals and skills (CIPD, 2020a).  Whilst is it is generally used to support individuals in their current role, it can be used to support career transitions (CIPD, 2020c).   Coaching usually lasts for a defined period of time and takes a non-directive approach with both Snape (2017) Landsberg (2015) and Clutterbuck et al. (2016) referring to it as a process whereby an individual is supported to solve a problem by themselves.  Whitmore (2016, quoted by NHS Education for England, 2021) describes it as a process whereby you help an individual to learn how to do something rather than teaching them how to do it.  It should be supported by tools, strategies and techniques that promote desired and sustainable change for the individual, with the potential to also benefit stakeholders (Grant, 2013).  A coach is not required to be a subject expert, but rather is focused on helping an individual to unlock their true potential (Cardiff and Vale UHB, 2021).  An example of a coaching scenario is supporting an individual to improve in a particular area of work, i.e. project management.

Blakemore (2014) describes mentoring as a relationship between two individuals, whereby the more experienced shares their greater knowledge with the less experienced individual.  A mentoring relationship tends to focus on the future and career development in contrast to coaching which tends to focus on the here and now (Cardiff and Vale UHB, 2021).  Mentoring if often used when someone is promoted into a more senior role or move from project to programme management and need to learn new skills quickly to enable them to perform well in their new role.  

1.2. Analyse similarities in and difference between coaching and mentoring and evaluate the validity of grouping the two concepts together. 

There are key differences between coaching and mentoring.  Coaches have specialist coaching skills, which can be applied to a range of scenarios, whereby mentors process specialist organisational knowledge.  Coaches focus on specific areas for improvement, both personally and professionally, whereby a mentor focuses on work-based performance and career development.  The coaching relationship tends to take a structured approach, which lasts for a short to medium length of time, with regular scheduled meetings.  In contrast, mentoring relationships are more flexible, lasting for a prolonged time period, with interaction as and when required.  A coach encourages individuals to solve problems for themselves, whereas mentors offer advice, guidance and can teach individuals through a problem or towards a goal (Academi Wales, 2021) and (Cronin, 2019).  In summary, coaching is a short to medium term, task based, performance driven approach, whereas mentoring is a long term, relationship based, development driven approach.

Coaching and mentoring have many similarities in that they are both development approaches which use one to one conversations to enhance the skills, knowledge and performance of an individual.  Both require the use of questioning, listening, clarifying and reframing skills (CIPD, 2020a).  Both approaches facilitate the exploration of an individual’s needs, motivations, skills and thought processes to help make a long-lasting change (Coaching and Mentoring Network, 2021).  There is therefore value in combining the two approaches and taking a hybrid approach, with Clutterbuck, Megginson and Bajer (2016) highlighting the overlap and that blending the different approaches to suit the situation encourages creative understanding and positive change, with a focus on the underlying conversation with regard what is happening for an individual internally and the wider professional environment.  Both coaches and mentors are able to gain insights into these internal and external contexts and influence conversations that bring the two together, giving the individual the capability to make better decisions and generate better results.  

1.3. Evaluate how coaching and mentoring differ from counselling and from one-to-one training

Whilst there are clear similarities between coaching and mentoring and counselling in that they both involve two-way conversation and dealing with problems, they are not the same thing.  Coaching and mentoring is used to support general life scenarios, with the aim of making improvements and achieving better results, whereby counselling tends to be more specific, dealing with issues related to trauma and mental illness (Starr, 2011).  Coaching is provided on the basis that the individual is self aware and does not require therapeutic or psychological intervention (Coaching and Mentoring Network, 2021).  It is not appropriate for a coach or mentor to look to identify and resolve deep underlying personal issues.  

One to one training also takes a different approach.  This is where a knowledgeable individual facilitates the learning of another in a specific task and then measures progress (Agarwal, 2021).  This differs to coaching as the purpose is to train them how to do something, rather than helping them to learn how to do it.  One to one training is more suited to the transfer of specific knowledge and skills from one person to another rather than developing competencies and personal attributes (Coaching and Mentoring Network, 2021).  Unlike coaching and mentoring, this form of training tends to take a more generic approach and is not tailored for the individual.   One-to-one training would prove useful when there are changes in processes or technology in the workplace.  

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

GROW Coaching Model
The Open University (2021) described this model as a framework for structuring coaching sessions.  It focuses on goals, reality, options and will.  A coach would use exploratory conversations to identify the overall goals of the individual and sets objectives to support their achievement, alongside contributing to the goals of the organisation.  These are supplemented by questions relating to the coachee’s understanding of the situation and the problems they wish to address (reality).  The third stage of the model focuses on what actions can be taken to move towards achieving the objectives and overall goal (options).  The aim is for the coachee to identify options themselves rather than them being suggested by the coach.  The final stage is will.  This is where both parties commit to which actions to take forward.  This method can be used in business coaching by focusing on the individual’s contribution to achieving business goals (Institute of Organization Development (2016).

OSKAR coaching framework 
Mindtools (2021) describe the OSKAR framework as a solutions-focused coaching approach.  It stands for Outcome, Scale, Know-how, Affirm & Action and Review.  It is used to focus on the solutions to problems rather than the problem itself and can be used to address specific behaviour or performance problems.  It is used to help bridge the gap between the coachee’s current state and their desired future state, with more focus on behaviours and ways of working rather than simply actions (World of Work, 2019a).  It involves the coach helping the coachee understand what they want to achieve (outcome), set reasonable goals (scale), understand what skills and resources they will need to achieve their desired outcome (know-how), reflect on what is working well and wish to continue and draw out areas for development to help them achieve their objectives (affirm and action) and finally reflect on progress ensuring the coachee remains accountable for progressing their agreed actions.  

Coaching Wheels 
World of Work (2019b) also discuss the use of coaching wheels as a self-assessment tool used to aid coaching discussions.  The wheel encourages coachees to talk about different elements of their work life, e.g. work life balance, role-fit, workplace relationships and development, and gauge how satisfied they are with each element.  Once complete, it provides a visual summary of how satisfied the coachee is in relation to different elements of their work and can be used as a decision-making tool and help to identify which areas of work need to be developed or improved.  This approach can also be used with life coaching, with the purpose to help the individual gain clarity on their personal goals, with emphasis on better understanding themselves, their thoughts and feelings.  This method allows them to identify what action they need to take to change their lives and achieve their ambitions (Institute of Organization Development (2016)

Reverse Mentoring
Reverse mentoring is being used to develop skills in the workplace and is becoming more popular.  It focuses on sharing the knowledge and insights of the younger workforce with their older colleagues (CIPD, 2019).  This can prove particularly useful in the current climate, where there has been a significant shift to digital ways of working and those who have grown up in the digital age can share their knowledge and understanding with the older generation.  

Reciprocal mentoring 
This is an approach recommended by NHS England (2014) based on a two-way relationship entirely driven by the individuals involved to meet the specific learning needs of both.  It is not based on seniority or status.  The process is used to trade knowledge, skills and experience for mutual benefit.  An example is a manager sharing their experiences of networking with a member of staff who lacks this knowledge and, in return, they provide guidance in the use of social media.  

Three-stage process 
Megginson et al (2006) refers to Egan (1994) and Alred, Garvey and Smith’s (1998) approach to mentoring - exploration, new understanding and action.  The aim is that through exploring new understanding is gained following which actions can be set.  The process requires the mentor to listen and question the mentee (exploration), support, counsel and provide information, advice and feedback (new understanding) and examine options and develop an action plan (action).  This model can be used in both work and personal life with the purpose to achieve lasting change and empower individuals to manage their own problems and find effective solutions.  It can encourage coachees to look at things from another’s point of view and could be particularly useful when looking at behavioural issues in the workplace (University of Glasgow, no date).

2.2. Evaluate the role of line managers within coaching and mentoring.
The learning Skills at Work (CIPD, 2020b) report states that 43% of line managers support learning and development in their organisations with coaching.  Fatien and Otter (2015) attribute this to three factors affecting organisations:

· Learning and development is becoming a key function within organisations
· Line managers are taking more responsibility for HR activities 
· Organisation are moving towards a leadership culture 

CIPD (2020) describes coaching by line managers as a day to day activity, embedded into performance discussions and 1:1 meetings and an ever more critical element of line manager responsibilities (Downey, 2003).  Fatien and Otter (2015) highlight how managers are best placed to identity knowledge and skill gaps and identify learning opportunities for improvement.  Hamlin, Ellinger and Beattie (2006, quoted by Fatien and Otter, 2015) state that a key to being an effective coach is the ability to create a learning environment, and line managers are therefore best placed to identify these.  

Downey (2003) discusses three facets to line management, leadership, management and coaching.  This is referred to by Fatien and Otter (2015) as wearing multiple hats, with leadership requiring role modelling and motivational skills, management focusing on appraisal and objective setting, recruitment and the planning and organisation of work and coaching involving discussions on how objectives will be achieved and feedback.  

However, being a line manager does not necessarily make you a good coach or mentor.  Wales (2021) highlights the potential for “groupthink” whereby those who work together tend to think the same and therefore miss opportunities to take different approaches.  CIPD (2020) also question the effectiveness of the manager as coach/mentor due to the need for distance in the relationship and impartiality.  There are potential conflicts that can occur when a manager becomes a coach or mentor, including a perception of favouritism towards the coachee from others, having responsibility for discipline versus being a supportive friend and being able to focus on short term results, when there is need to look at the bigger picture and the longer term goals of the organisation.  There is also a risk for managers and employees to fall into parent-child roles and that each party could have a hidden agenda.  There can also be conflict with regard the need for confidentiality from the coachee/mentee and the need for the manager to be accountable for the welfare and performance of their team (Clutterbuck, 2019 and 2012) 

Forbes (2019) describes how being a good coach can have a positive impact on managerial skills.  An effective coach must have good listening skills, a skill that is often overlooked by managers.  Coaching encourages collaboration and empowerment amongst teams.  Therefore, an effective line manager coach can build strong teams and boost morale, with a focus on the team identifying ways to solve a problem together rather than being directed to do so.

2.3. Assess factors to be considered when implementing coaching and mentoring programmes in organisations.
There are a multitude of factors that need to be considered when implementing coaching and mentoring in an organisation.  Clutterbuck (2014) describes how cost is significant, particularly as the learning and development budgets of many organisation has reduced.  Therefore, consideration needs to be taken as to whether to utilise internal or external coaches and mentors, with the latter being significantly more costly.  It is therefore recommended that the purpose of the coaching and mentoring is identified.  External coaches can be useful for one off interventions, particularly in small businesses where capacity to provide the service is low, whereas internal coaches can be more easily used in larger organisations, where capacity is available.  However, for internal coaching to be effective, there needs to be a high level of trust within the organisation (Schalk and Landeta, 2016). It is therefore important to understand the culture of the organisation when determining whether to use internal or external support.  

Internal coaching can also have other drawbacks.  Whilst they are considerably cheaper than external coaches, the ability for an internal coach to manage their time effectively against other priorities can be challenging as well as their experience outside of the organisation and understanding of best practices outside of their field of expertise.  There can also be issues with confidentiality and the ability to be impartial, which is not the case when using external coaches.  

Another significant factor to consider during current times is the impact the COVID-19 pandemic is having on coaching and mentoring programmes.  Where the focus of coaching and mentoring on organisations pre-pandemic was generally focussed on work-based issues, the pandemic has brought about significant personal difficulties for a high number of workers, including furlough, bereavement, isolation and health and wellbeing issues.  This is therefore an opportunity for organisations to rethink their coaching and mentoring strategy and its purpose as the techniques used can equally apply to supporting individuals through personal difficulties.  Harvard Business Review (2020) discusses how individuals can feel as though they have lost their sense of purpose and belonging and may have even re-evaluated their lives.  There is therefore a stronger need to assist individuals with finding their way.  Leaders applying coaching techniques can help identify new ways of working that suit individual circumstances and what they would like to achieve over the coming weeks, months and years.  This provides an opportunity for individuals to bring more of themselves to work and can help inform future business decisions such as how businesses will function in future, i.e hybrid working.  

Merrick (2020) discusses how organisations’ approach to mentoring needs to be adapted during the current pandemic, and behaviours need to change.  Where the previous aims of mentoring was to look further ahead, during these uncertain times, taking smaller steps in the right direction is now a better approach.  She also recommends taking a more holistic approach to conversations, exploring how mentees are managing home working and personal circumstances.  Coaching and mentoring during these times needs a stronger focus on health and wellbeing.  Therefore, I believe coaching and mentoring and health and wellbeing policies and processes can be used to complement each other during this pandemic and beyond.  An example of where this approach is already used is NHS Wales’ Managing Attendance at Work (2018) policy, which takes a coaching approach by encouraging individuals to help themselves in order to facilitate a return to work or enabling them to stay in work.

3.1. Assess the potential benefits of coaching and mentoring for the coachee/mentee and coach/mentor.
Coaching and mentoring in organisations can have positive benefits to both the coach/coachee and mentor/mentee as well as the organisation as a whole.  Merrick (2020) discusses how mentoring, particularly during the pandemic can be of mutual benefit and developmental mentoring can change to peer mentoring where both parties can discuss their thoughts and feeling as part of the conversation.

IES (2013) study surveyed 100 coachees from approximately eight public sector organisations prior to beginning their coaching programme, at 6 months following completion and again at 6 – 9 months later.  This demonstrated a significant rise in employee perception of their own wellbeing at work in the short term, but this did not appear to be sustained.  However, their ability to remain relaxed, feel useful at work and think clearly was maintained.  The survey did highlight a possible negative impact on employee engagement, perceived to be due to coachees understanding their own motivations and what they would like to achieve, but the organisation being unable to enable them to achieve these.  Therefore, this leads to lower levels of engagement and can impact staff retention levels in the long term.  It is therefore important that organisations can act on the outcomes of coaching programmes to ensure employees remain engaged and able to continue to develop, leading to a higher proportion of staff remaining in the business.  

Cronin (2019) discusses how mentoring can have mutual benefit to mentor and mentee and the organisation.  Successfully mentoring a mentee can have a huge impact on self confidence, as the success of the mentee reaffirms their capability in this area.  There is also the opportunity for both parties to identify new ideas and different approaches to problem solving, leading to greater confidence in innovation, leading to improvements in the organisation.  

Quast (2011) describes how becoming a female mentor can boost your career prospects with mentors reporting that they were able to understand the issues in their own business, which they were not aware of before.  They also reported being able to better understand how they were perceived by others and how it allowed them to create larger networks of allies who could be relied upon when needed.  Finally, it helped them with problem solving as they were able to approach problems from other people’s perspectives.  Quast quotes the Sun Microsystems Survey of 1000 employees, with both mentors and mentees 20% more likely to receive a salary increase and mentees five times and mentors six times more likely to receive a promotion.  This therefore demonstrates how effective mentoring in organisations can aid retention.

3.2. Assess how coaching and mentoring programmes can support the achievement of organisational objectives 

There are many ways in which coaching and mentoring programmes can contribute to organisational objectives.  Downey (2003) discusses how employers recruit employees to achieve its mission and employees join organisations to achieve their goals.  Therefore, for the organisation to be successful, the relationship between the two needs to be effective.  Coaching can support this relationship by encouraging employees to perform to their potential, understand their role and responsibilities and learn how to approach and resolve problems.  

Cronin (2019) discussing how using coaching and mentoring techniques throughout the organisation can help develop and maintain a coaching culture, where learning and development is supported enabling employee growth.  Employees who are satisfied with their work and able to add value, will contribute significantly to their own objectives, in turn aiding the business to achieve its overall strategy.  Successfully supporting a coachee/mentee to achieve their goals or being a coachee/mentee who has received a positive experience will improve motivation for both parties and create an environment of innovation, leading to improved job satisfaction and overall retention of staff.  

Coaching can also have a positive impact on employee engagement (Royal, 2019).  The techniques used bring the human element to the workplace, encouraging open discussions.  These open discussions can help managers understand the challenges faces by individuals and facilitate discussions that help them overcome them.  Discussions that align to day to day activities will help employees focus on their strengths and be accountable for their objectives, in turn having a positive impact on their engagement levels.  A highly engaged workforce can produce higher productivity impacting positively on business objectives (Wickham, 2020).  

Whilst effective coaching and mentoring programmes cannot guarantee individuals will stay with an organisation, it can be used to encourage information sharing and be used effectively in succession planning, ensuring skills and knowledge remain in the business.  Human Factors International (no date), provides an excellent example of how such a programme has enabled the business to retain the knowledge and skills it requires, without necessarily retaining staff.  Providing a short programme to senior technical staff focusing on trust and respect, using appropriate questioning techniques, listening skills, summarising and feedback, influencing and providing support encouraged information sharing across the organisation, ensuring it remained in the organisation and enabled it to continue to meet its objectives.
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