Kate Houston - 1403228


Qualification: 
CIPD Diploma in Applied Human Resources
Module Name: 	
[bookmark: _GoBack]Understanding Coaching and Mentoring within the Organisation
		
Total Word Count:			     	3034 words
Student Name:					Kate Houston
Student Number:				1403228
CIPD Membership Number:			49777067
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: [image: ] 
Kate Houston
Date:  			18th January 2020




1. Introduction

Coaching and mentoring are utilised by organisations for a variety of purposes as a development tool; enhancing skills, knowledge and performance using one-to-one conversations and are often interchangeable (CIPD, 2019).

2. Definition 

Mentoring is a mutuality of learning via a partnership between two people; the mentor has experience sharing knowledge with the less experienced mentee developing their personal or professional growth (Webster and Webster, ND).

Megginson and Clutterbuck (2005) state mentoring primarily is the identification and nurturing of potential of a person.  Goals are set by the learner however, these may change over time as the relationship is longer-term.  The mentor provides insight to the mentee through understanding intrinsic observation and becoming aware of their own experiences.

Coaching is more non-directive form of development focusing on specific goals, tasks and skills building an individuals’ confidence, performance and social interaction at work (CIPD, 2019).

Megginson and Clutterbuck (2005) state coaching primarily is to improve performance for a specific skill area hence the relationship is short-term.  Goals are primarily set by the coachee with the process led by the coach.  Coaching provides direct extrinsic feedback with the coach reporting on their observations.

On reflection mentoring in many ways is easier as the mentor does not need any qualification, drawing instead on their own experiences providing advice and solutions although the relationship involves a high-level commitment and time.  Whereas, coaching requires skill; using strategies guiding the individual to achieve goals and the ability to question therefore relating more closely to counselling.  

3. Compare and contrast

Mentoring relays on listening, questioning, clarifying and reframing similar to coaching; a key difference is the mentoring relationship is forged between both parties and is for a longer period developing the individual for the future like succession planning.  Mentoring is concerned with character determination and based on mutual interest usually undertaken informally.  A mentor has achieved success in their field passing on their shared experiences, beliefs, values and opinions providing direct assistance.  The relationship may start as a casual acquaintance building over time to a stronger relationship over decades based on shadowing and role modelling (BUISNESSBALLS, ND; iMENTORING, ND; Jacobs 2018; Richards, 2015).  CIPD (2018) state it is more effective when both parties learn from the relationship sharing and encouraging one another between roles. 

Coaching, in contrast, is for shorter periods, lasting as long as needed to achieve the relevant competency such as thinking strategically or assisting with performance management.  It is structured, meeting regularly and once the skill is learnt coaching ceases.  Coaching is not directive rather assisting the individual to obtain answers to burning questions.  It requires active engagement finding their own solutions, in contrast, to mentoring when questions are answered.  The personal character of the coachee is unaffected (iMENTORING, ND; Jacobs 2018; Wilson, 2018).

Mentoring and coaching are used as management techniques often undertaken independently of line-managers where the relationship is open and honest, working for the individual’s best interest (CIMA, 2008).

Mentoring should be considered: when an organisation wishes to develop internal talent; preserving internal knowledge and expertise like succession planning; wishing to remove barriers for certain groups like minorities or women; or when senior leaders wish to altruistically motivate giving back.  Coaching should be considered: for an individual to master new skills or competencies; when employees are not meeting expectations; to improve performance in a short period; or when introducing a new system (Jacobs, 2018).

Coaching actively engages and is capable of producing quick results on the individual’s performance by teaching new skills, improving performance and will build soft skills like confidence or self-awareness.  Coaching is often carried out by a trained coach whereas, mentoring is usually by a more experienced staff member.  Coaching may not always be the best option, it depends on the individual’s personality; other options include mentoring and online training (Brighthr, ND).

Connor (2012) state coaching and mentoring often overlap; both encompass knowledge, skills, with both practices able to be effectively underpinned by nine key principles; and facilitative rather than a directive approach.  Richards (2015) state a coach and mentor roles blur creating a hybrid scenario with certain aspects dealt by coaching but due to the strong relationship continue working on longer-term opportunities.

4. Coaching and mentoring differ from counselling and from one-to-one training 

Mentoring sometimes is confused with coaching.  Mentoring differs as mentors impart their knowledge, share experiences, teach, become a trusted guide providing advice to those with less experience in the same field of work to progress mentees’ careers.  It provides insight into challenging issues assisting the mentee to refine their thinking cultivating their instincts over time (Furman, 2018; Wilson, 2016). Schuneman (2019) state mentoring is appropriate to: develop new leaders, part of succession planning; developing diverse employees to achieve success removing barriers; to address knowledge gaps; or pass on internal expertise and experience.

One-to-one training focuses on: sharing information to perform more efficiently; to stay updated; teaching; or to learn new systems. It has cost implications like delegate fees, accommodation, travel expenses and contact between the trainer and the individual ceases after the training is delivered.  Training is generic and is not tailored to the individual, the individual decides whether they practice the knowledge (Collingwood, ND).  Training is better suited to: training and development as part of succession planning, up-skilling, multi-skilling; transfer of skills or knowledge rather than developing personal competencies and qualities (Schuneman, 2019).

Coaching is concerned with setting goals, creating action plans and exploring values and beliefs largely by questioning and facilitating self-directed learning achieving future outcomes.  The coach does not require expert-knowledge, skills or experience; the advantage being able to ask neutral questions. It is non-judgemental, solution focussed and positive.  Effective coaching relates to emotional intelligence and increasing self-awareness.  Emotional baggage can surface, sometimes no further exploration is needed, or alternatively referring the individual to a counsellor (Furman, 2018; Wilson, 2016).  Coaching is appropriate to improve:  specific competencies as a management tool; individuals who are not meeting expectations; used in small groups to increase specific areas; awareness of others; self-discipline; motivation; finding ways to distress freeing up more time; understanding goals and aims; and building work-life balance (Star, 2011; Schuneman, 2019).

Choosing whether to outsource or provide mentoring and coaching in-house needs to be weighed up due to time, cost implications and whether a different method will provide a better return on investment (Hayden, 2019). 

Counselling is emotional support ‘someone to talk’ with who listens to the individual’s grief, anxiety or shock regarding the individual’s personal or professional issues in greater depth.  Counsellors are trained to diagnose and help with matters surrounding the individual’s past leading to self-directed actions achieving goals whilst a coach is not (Wilson, 2016).  Star (2011) state counselling is appropriate for: on-going dependency; experiencing mental or physical violence; or mental illness.

5. Different types of coaching and mentoring

There are many different types of coaching like: business coaching assisting an individual or group to meet organisation needs and requirements like creating the vision, mission or strategic direction of an organisation; skills coaching focusses on transferring particular skills in such a way that suits the coachee’s specific knowledge level in order for them to perform in their role linked to the organisation’s needs; or career coaching ascertaining what an individual requires from their career enabling them to make decisions and take actions to accomplish their objectives balancing with other parts of the lives (IOD, 2016; PCU, ND).

Mentoring also has a variety of forms like: peer mentoring when both parties have a professional exchange supporting each other in personal growth.  It encourages and motivates one another becoming a sounding board for ideas and supporting each other at times of difficulty.  It aids in maintaining focus and accountability, keeping the individual on track of their goals and aspirations.  The relationship works better when one has more or prior experience in traditional mentoring; reverse mentoring is normally a junior employee mentoring a senior employee.  For the junior mentor it creates visibility gaining insight into leaders of the organisation and gives them an opportunity to network and to share their ideas, this is especially popular with millennials.  For the senior mentee it allows time to catch-up on technology or specialist knowledge they are missing whilst creating a diversity-friendly culture; network mentoring is a growing trend allowing the individual to have more than one mentor.  The individual could establish a longer-relationship with a mentor focussing on career advancement whilst utilising another mentor to focus on up-skilling (insala, 2019; IOD, 2016; PCU, ND).
GROW and the later OSCAR models can be utilised to assist with coaching and mentoring approaches in managerial positions developing skills.  The OSCAR model is less autocratic allowing the individual to take charge of their own actions and is useful to ensure goals are achieved in a structured and time effective manner (The Coaching Academy, ND).
6. Role of line managers within coaching and mentoring

Silverman (2004) state there has been a devolution in responsibility for line-managers to develop their teams referred to as ‘soft skills’ introducing coaching skills and techniques as a primary role for line-managers (CIPD, 2019).  This is because it is focussed on a task, improving performance or skill with an emphasis on feedback.

Downey (2003) state it is the responsibility of the line-managers to ensure the needs of both parties are satisfied in the learning relationship playing a critical role as coach or mentor.  Connor (2012) state there are nine principles to this: the learning relationship is the heart of the change; the client sets the agenda and resources; the coach or mentor facilitates; the context is work; change and action is the outcome; movement and direction is set by the model or approach; skills provide insight and deliver results; qualities of coaching or mentoring enable and sustain the process; and ethical practices are followed.  Organisations’ cultures are changing were senior leaders embed learning and development through internal coaching and mentoring rather than externally sourcing.

Sharp (2018) indicated the need for a mind-set shift towards mentoring and coaching with line-managers taught the differences between training, coaching and mentoring, skilling appropriately.  Forbes (2018) believe core coaching skills like empathy, curiosity, asking powerful questions, actively listening reflect a good leadership approach.  In the 2017 study on coaching skills employees stated if their line-manager coached they were more likely to trust and be empowered (Kwak, ND).  

CIPD (2019) state coaching is often undertaken through day-to-day activities via one-to-one’s and performance meetings.  This raises debate over effectiveness due to the power relationship and the need for impartiality.  Napolitano (2015) states that although line-managers can apply coaching techniques at times they will be required ‘to call the shots’ rather than waiting for self-discovery.  Objectivity and favouritism can also be a balancing act, as often, the manager and employee have a close bond.
Line-manager support via coaching and mentoring exhibit a number of barriers hence they are not always best suited like: lack of resources, pressure of time, organisation’s culture; employee motivation; not understanding the different approaches; or lack of senior manager commitment.  Peers often know more about their colleagues’ strengths and weakness therefore 360-degree feedback may be more practical (Silverman, 2004; Cunningham, 2007). 

Line-manager as coach can produce team commitment, better team performance, help with communication and ensure an organisational culture (CIMA, 2008).

External professionals can be sought to coach due to the particular skill-set needed and the professional distance between the coach and coachee (Brighthr, ND).
7. Factors to consider when implementing coaching and mentoring programmes in organisations

There is not one leading professional body for coaching or mentoring however, the three main bodies are: Association for Coaching; International Coach Federation and European Mentoring and Coaching Council ensuring: consistent standard; competency; best practice, confidentiality and working ethically. 
It is often assumed that external coaches are more capable however, many internal coaches have similar qualifications and know the organisation’s culture (Clutterbuck, 2014).  
External coaching may be sought as they offer: specialist skills and knowledge; are unaffected by the organisation’s politics or culture; have no distractions; the individual may feel confidentiality is more secure; impartiality; and can offer sensitive feedback.  Disadvantages are: high costs, immediate availability, unfamiliar with the organisations culture and norms therefore changes may not be feasible within the team or organisation (Angle, 2018).
Internal coaching benefits are: no direct costs; they understand the culture and norms; and allows the coach and coachee to know one another on a personal level.  Disadvantages are: time pressures; confidentiality; less likely to discuss sensitive information; and less likely to share ideas (Angle, 2018).
Coaching may not always be suitable as the individual may resist coaching or lack self-insight.  Therefore before coaching is instigated the organisation needs to consider the individual’s readiness’s, the coachees’ motivation and whether a different form of intervention would be more appropriate (CIPD, 2019). 
Sharp (2018) reflect traditional organisations which are hierarchical, process-driven, with lots of silo’s and are risk-averse are not naturally good at receiving feedback, holding difficult conversations or open to new approaches.  Therefore, mind-sets have to be changed introducing toolkits and a variety of coaching and mentoring like peer coaching, reverse mentoring or development mentoring.

Connor (2018) state organisations’ need to build a coaching culture to remain competitive.  Leaders need to be role models, fostering regular learning, constructive feedback, reframing coaching to ensure all conversations are coaching conversations, allowing employees to continually grow as it benefits the company and individual.
To execute a coaching and mentoring programme within the workplace the organisation needs to identify how it links to the organisation’s strategy, its purpose, its objectives, organisational culture; identify stakeholders, identify mentors and coaches, training; how this will impact on workload, the matching process, offer support, be innovative and creative in its approach and how the process will be measured (CIMA, 2008; Merrick, 2019).

Mentoring contracts are important as it sets the scene for the relationship, clarifies and agrees issues clearly stating the expectations of both parties.  Privacy Policy and GDPR legislation must be adhered with hence the individual’s authority must be obtained and stored correctly (CIPD, ND; Buren, ND).


8. Potential benefits of coaching and mentoring for coachee/mentee and coach/mentor
Mentees benefit as it improves: knowledge; accelerates education; technical ability; develops skills; improves behaviours; increases confidence; builds self-awareness; encourages the mentee’s to speak out; creates better career goals; and develops a wider network (Clutterbuck, 2004; iMENTORING, ND).  

Coachees benefit: achieving new skills or competencies; improving time management; increasing job satisfaction; increasing motivation; overcoming obstacles; maximising strengths; aids in preparing for new responsibilities; become more self-reliant; be able to work with your team and manager productively; able to communicate effectively; and aiding with goal setting and clarity (IOC, ND; McManus, 2006).
Mentors in return benefit in: sharing their knowledge and expertise increasing job satisfaction; can learn from mentee; and develop their own mentoring and leadership skills (Clutterbuck, 2004; iMENTORING, ND).
Coaches in return benefit: as it is awarding and satisfying; strengthens relationships; expands networks; accelerates own professional and personal development (The Coaching Academy, ND).
Benefits of mentoring to an organisation: reduces cost of training; mentees less likely to make mistakes; increases employee loyalty; reduces staff retention; and higher productivity (iMENTORING, ND).
Benefits of coaching to an organisation: empowers individuals; encourages ownership and accountability; retains staff; improves individual performance; encourages individuals to excel; improves working relationships; fosters more productive teams; reduces conflict; uses resources effectively; demonstrates organisational commitment; and develops high potential (IOC, ND; Croner-I, ND).

9. How coaching and mentoring programmes support the achievement of organisational objectives

Companies are widely endorsing mentoring and in return supporting organisational objectives:-

Organisations need to adopt a coaching culture supporting mentoring, coaching and continuous feedback to thrive.  Deloitte, River Island and Nestle have achieved this moving to a fluid interactive approach.  Nestle have incorporated coaching into their communication strategy providing a coaching model to follow and have had fantastic results from peer-to-peer mentoring on the factory floor.  Engagement and pulse surveys have been utilised to measure success for all companies (CIPD, 2017).  
KPMG believe reverse mentoring has assisted in a cultural transformation at their company; connecting black heritage colleagues with senior partners providing insight, breaking down barriers and promoting diversity (Jolin, 2018).

Peer mentoring was utilised by business development experts mentoring participants through three C’s; competence, confidence and capability aiding small businesses to expand creating jobs in the market (JPMorgan Chase & Co, ND).
Mentorloop (ND) indicate: Deloitte attributed their retention and company alignment to their mentoring programme where senior management invested in younger protégées advancing their career development; Boeing in response to a major shortfall in labour and skills wished to attract and retain employees by an extensive learning and development mentoring scheme; Intel utilised peer-to-peer mentoring programme to increase knowledge and disseminate skills which were in demand.  Mentoring aided in restructuring, increasing their market share and launching new products.
Clutterbuck (2004) states mentoring has numerous benefits for an organisation: effective succession planning; greater engagement and job satisfaction increasing productivity; and better recruitment and retention rates.

Insala (2019) reflect mentoring promotes knowledge sharing within an organisation, diversifies leaders, increases employee engagement and retention, aids in succession planning, aids in the organisation’s marketability attracting talent, increased productivity and internal growth.  Reverse mentoring is credited for benefiting diversity, providing new perspectives to knowledge sharing and millennial retention.

Merrick (2019) refers to City & Guilds research on coaching stating: 79 percent of UK professionals believe it is useful to adopt new technologies or new way of working; 76 percent of employees believe it assists in organisational change; and 64 percent feel it facilitates with intergenerational working.  Hicks et al. (2013) reflect coaching increases well-being and significantly rises employee perceptions and their own motivations.
10. Conclusion
Mentoring and coaching can benefit the individual and an organisation seeing a wide variety of benefits such as improving: performance; motivation; knowledge and skills; job satisfaction; reducing staff retention; to managing change.

Organisations must consider a range of factors from: an individual’s readiness as other forms of intervention may be more effective; whether to provide the service internally or externally; cost implications; whether its current structure is suitable or has the ability to adopt a coaching culture, one which fosters learning and continuous feedback to remain competitive; to executing coaching and mentoring programmes which are aligned to their strategy, purpose and objectives.
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