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Understanding Coaching and Mentoring in the Organisation
1. Introduction
CIPD (2019a) describe coaching and mentoring as an effective development tool for employees to improve the knowledge, skills and performance aligned to specific goals. Coaching and mentoring can be used interchangeably however, differences can be identified between the two methods. 
2. Definition 
Different definitions for coaching and mentoring exist across professionals and academics. CIPD (2019a) describe coaching and mentoring as:
Coaching - Coaching focuses on enhancing performance and developing an individual’s specific goal or skill however, through the coaching process, personal characteristics such as confidence and social ability may improve. The process has a defined period of time and is delivered by a trained professional coach. During coaching, the coachee will have the opportunity to assess their strengths alongside areas for development (CIPD, 2019a). 
Mentoring - Workplace mentoring is generally a relationship whereby, a more experienced or skilled employee will share their knowledge to a less experienced employee, to support their development. Mentoring is over a longer period compared to coaching and goes beyond telling the mentee what to do, instead it is a learning opportunity for both parties sharing knowledge across roles and generations (CIPD, 2019a). 
David Clutterbuck has authored various coaching and mentoring academic books. He describes coaching as a process of guided activity and direct discussion, to help improve an individual’s ability to complete a task or solve a problem, better than they would have been able to without coaching intervention (Clutterbuck et al, 2016). Whereas he describes mentoring as a long-term relationship to identify and nurture the potential of the mentee. Goals can change during the mentoring relationship, but they must be set by the learner. The mentor helps the mentee gain insight from intrinsic observation (Megginson and Clutterbuck, 2004).
Megginson’s and Clutterbuck’s definition is dated but it still mirrors the recent CIPD definition of nurturing or developing the mentee however, it has evolved to become a mutually beneficial experience where both parties can gain from the experience. Clutterbuck’s coaching definition suggests there is no rigid structure in place therefore, coaches have flexibility to adapt models to suit the situation.
3. Similarities and differences between coaching and mentoring
Both coaching and mentoring share similar characteristics especially in its aim; both methods facilitate an individual to explore their needs, skills and motivation to help the individual enhance personally and professionally, having a lasting change. As such, the individual may understand how their actions can affect their performance, wellbeing and effectiveness (CIPD, 2019a; Bluckert, 2005). 
Effective listening, clarification and questioning techniques are skills which overlap in coaching and mentoring; these skills will facilitate the individual to identify solutions instead of being entirely directed. The mentor or coach will observe their client, listen and ask questions to fully understand the situation. Both mentoring and coaching may enlist the use of different tools such as one-to-one training, or different models such as GROW or OSCAR to provide a structured development framework (Coaching & Mentoring Network, ND). The application of these skills can differ; coaching will be more direct in their questioning and feedback whereas, mentoring will use a long questioning process (CIMA, 2008). 
The duration of the process differs between coaching and mentoring. Coaching is a short-term process focusing on a specific goal, such as enhancing performance, over a set period of time and structured scheduled meetings whereas, mentoring is longer-term focusing on a broader range of goals, such as widening knowledge or succession planning, it is informal and takes place as and when the mentee needs support. A coach does not necessarily need to have direct experience of the coachee’s job role or industry whereas, the mentor is usually more experienced or qualified than the mentee as they pass on skills, knowledge and experience. Coaching agendas are focused on immediate and specific goals determined in advance whereas, mentoring agendas are set by the mentee with support from the mentor and are open-ended evolving over time (Richard Winfield, ND; CIMA, 2008).
A coaching and mentoring hybrid can develop with a coach or mentor adopting parts of both roles, or if the roles blur together. For example, a specific issue may be dealt with in a coaching environment however, as the relationship strengthens both parties may choose to continue working together to resolve other longer-term challenges (Richards, 2015). Different scenarios may call for a hybrid approach depending on the goal or the working environment; the pure form of coaching of being non-directive may not suit busy working environments who want quicker results therefore, may adopt some directive approaches seen in mentoring. Alternatively, some personalities may not respond well to coaching techniques therefore, the coach may take some mentoring approaches to suit the client (BrightHR, ND). 
4. How coaching and mentoring differ from counselling and one-to-one training
One-to-one training is used to develop new skills or refresh existing skills, such as system training or keeping up to date with industry legislation i.e. employment law. It generally has a short-term focus, has a transactional approach and is led by a trainer or expert. At the end of the training, the relationship with the trainer will usually cease and the learner will receive no further support. The outcome is to see an increased skill set however, usually there is no plan of how to apply the skills in practice. Training has cost implications; it could be a one-off cost to pay for the training course plus additional delivery costs such as venue charges, catering and travel (Accipio, ND). 
Counselling is a talking therapy where the counsellor helps the client explore their problems in a safe environment, to seek change or to understand their feelings and thoughts. Counselling will use questioning skills to encourage their client to talk to uncover the cause of the issue. The counsellor may develop a plan of action to help the client cope or resolve the problem. Counselling is used to deal with trauma or dependency issues such as drug addiction or bereavement. Counsellors are trained, registered with a regulated governing body and are required to complete supervisions. Private counselling will cost an individual however, referrals can be made to receive free counselling through the NHS or mental health charities (Counselling Directory, ND; Jacobson, 2017). 
Whilst coaching and mentoring can overlap with counselling and one-to-one training, distinctions can be made between the different approaches. Coaching and mentoring has a transformational approach with a specific focus on developing skills or the individual, helping to achieve goals such as networking ability or self-confidence, it is led by exploration with the coach/mentor, and will have a plan of how to apply the developed skill. Coaching can cost an organisation however, these could be ongoing fees; alternatively, organisations may have in-house coaches where employees are trained coaches. Mentoring can be inexpensive if the mentor is from internal sources. Coaches are trained however, there is no single overarching professional body or statutory supervision requirements therefore, it can be difficult to establish set standards. Mentors may be trained of how to effectively deliver mentoring however, their knowledge and skills are due to their extensive experience (Accipio, ND; Jacobson, 2017). 
Coaching is not appropriate for on-going dependency issues such as alcohol, or issues of abuse or mental illness (Starr, 2011). Therefore, if a coach identified their sessions was entering counselling territory, for ethical reasons they should signpost of refer to a counsellor. 
5. Types of coaching and mentoring
Coaching and mentoring can be delivered as different approaches to suit the situation, environment or individual; delivery can also vary such as face-to-face, telephone and video calling. Organisations will adopt the approach which will suit their outcome such as enhanced performance or career planning. 
Performance coaching will help employees understand their role responsibilities, competencies, performance gaps and to identify opportunities to enhance their performance. The coach will enlist the support of the individual, their manager and colleagues to identify what the performance gaps are, how to bridge the gap and develop action plans to further their professional development (Zentis, 2016). This approach could be used to improve the performance of individuals or poor-performing teams.
Executive coaching is similar to performance coaching by enhancing performance. This approach is delivered by external coaches, focusing on the most influential people within the organisation to enhance their performance. This approach hopes that business performance will improve when the performance of influential people improves (Richard Winfield, ND). This approach would be useful to organisations which are under-performing or if there are changes to the structure or new appointments within the executive team, in order to bring cohesion and stability. Coachees can benefit through improved relationships, building on existing strengths and improve leadership capabilities (Anderson, 2017). 
Developmental coaching is used to develop individuals who have been identified as key players for the future of the organisation or for the organisation’s succession planning. The coach will work with the individual to assess the stage of development they are at, their current skill set and competencies; the coach will use assessments, 360 feedback and discussing past experiences. The coach will also alter their delivery to suit the experience of the individual for example, a recent graduate with little experience will be coached differently to an individual with thirty years’ experience (Zentis, 2016; Pickett, 2015). 
Peer mentoring is where two parties engage in a professional exchange to support each other in achievement and personal growth; both parties will act as teacher and student. The relationship is generally more successful when at least one party has had experience of traditional mentoring. Both parties do not have to be at the exact level however, it is beneficial that both parties have a similar amount of experience as they will face similar challenges, line management and office politics therefore, truly understanding issues they may be facing (Clutterbuck et al, 2016; Kuligowski, 2019). 
Reverse mentoring is becoming increasingly popular within HR seeing a younger employee mentor their older counterparts to share knowledge such as technology, or to diversify the organisation by educating leaders. Younger employees may enhance their career prospects by being visible to their leaders alongside experiencing enjoyment and pride; the senior employees will learn or develop skills and build relationships with different people (Clutterbuck et al, 2016; CIPD, 2019b).
Group mentoring is when one mentor will mentor a group of people, typically between three to eight people; this may occur if there are not enough mentors to meet demand. The group will decide the format of the session such as a collective discussion surrounding a chosen topic, or a conversation on a chosen topic between mentor and one mentee which the group observes. One-to-one mentoring may occur if specific issues arise which expand the group setting (Clutterbuck, 2016; David Clutterbuck Partnership, ND).
6. The role of line managers
Downey (2003) argue that the line manager role encompasses three generic overlapping roles; leadership, management and coaching. Leadership has been accepted as a fundamental part of the line manager role however, in recent years coaching is now emerging as a critical element. To coach, line managers will have conversations about how their employees can deliver previously agreed goals and plans, providing effective feedback, offering advice and making suggestions for improvements and providing on-the-job training. Line managers mentoring and coaching in the workplace can reduce organisational silos, reduce process-driven hierarchical approaches in the workplace (Sharp, 2018). 
Line managers coaching or mentoring can see benefits of; increased productivity and engagement; increased wellbeing, working relationships and reduced absenteeism; retaining talent as the workforce is engaged and motivated; and strengthening employee autonomy, innovation and adaptability (Goldschmid, 2016). 
Organisations typically apply coaching to daily management activities such as performance conversations and one-to-ones. However, the effectiveness of line managers coaching is questioned due to the power relationship between manager and employee, plus the necessity of being impartial and having distance in a coaching relationship is harder to achieve when working closely together (CIPD, 2019a). 
Barber (2018) highlights that line managers coaching and mentoring can result in conflict due to balancing roles of; being responsible for discipline versus being a supportive guide; having a direct input for reward versus having open conversation about performance and; focusing on short-term results versus long-term career focus. Barber suggests viewing the roles of coach or mentor as sperate complementary relationships to resolve conflict however, states that the mentoring relationship has a deeper level of honesty and disclosure therefore, it can be difficult to mentor a direct report. 
When coaching and mentoring, line managers should possess the following skills: 
Ethics and professional boundaries – they must have self-awareness and have the coachee/mentee best interest in mind, whilst understanding the expected professional standards and boundaries of the relationship and what to do if the relationship breeches the boundaries. 
Effective communication – active listening, direct communication and powerful open questioning is critical to successful coaching and mentoring. 
Facilitate learning - to help their coachee/mentee evaluate their own performance, reflect and to create learning opportunities to achieve progression. 
Honesty and transparency – to build an effective relationship, the coachee/mentee must feel their line manager is being open and honest to aid their development.
Management skills - addressing management issues such as under-performance or employee’s not achieving their goals; without defining goals and having clear expectations, coaching is not possible.
(John Chisolm, 2015; Downey, 2003)
7. Considerations when implementing coaching and mentoring
When implementing a coaching or mentoring programme, the organisation must consider a range of factors. Firstly, the organisation should establish the purpose of implementing coaching/mentoring; having clarity will help the organisation align this to the organisational objectives and strategy. Once the purpose is established, the specific objective to achieve should be considered next, such as reoccurring business challenges, to identify direction. Next, identify who will be the mentor; organisations should not assume that their managers and leaders can coach therefore, it is beneficial to consider an internal or external approach (Ray, 2017). 
An internal mentoring programme is cost effective with no direct costs and the coach will have in-house expertise of the culture and processes. Internal coaching sessions are easier to organise and the coach/coachee may be able to be more flexible, as such the coaching programme may progress quicker. The coach/coachee relationship will build easier and more organically as it is likely they would have a former working relationship. On the other hand, the coachee may be reluctant to release sensitive information, have difficulty maintaining confidentiality or be worried to challenge established organisational norms (Angle, 2018). 
External coaching can bring in specialist skills and experience to the organisation and it will reduce distractions from other organisational responsibilities. The coach will be more at ease discussing sensitive issues as they are not involved with organisational culture or politics, as such able to provide effective feedback which is crucial to enhancing performance. However, external coaching often comes with a high cost to the organisation and the coach’s availability may not align with the coachee’s need on a short-term basis (Angle, 2018). 
Considerations should be made to who needs coaching or mentoring. If there is a high demand, the organisation should consider how to prioritise demand. Also, if the organisation has awareness of the issues at hand of those wanting mentoring or coaching, they should assess whether coaching or mentoring is the correct intervention as opposed to counselling or training. 
GDPR, ethical practice and confidentiality must be considered, ensuring these areas are maintained throughout the process. Confidentiality could be breached as coaches share stories with other clients therefore, organisations must highlight the importance of anonymising information (Cox et al, 2018). Organisations should also consider if their purpose for coaching/mentoring is ethical, for example are they only considering coaching to gather evidence of poor performance to use for dismissal? A coaching or mentoring contract sets the foundations of the relationship such as:
· Confidentiality
· Frequency
· Duration
· Venue
· Ethical relationship limits
· Professional boundaries
· Purpose
· Cost
· Mentoring approach
(CIPD, ND)
8. Benefits of coaching for coachee/mentee and coach/mentor
The coachee or mentee engagement at the workplace can improve through coaching or mentoring, especially if their line manager is taking a coaching approach, providing opportunities to take on challenges and use their strengths. Engaged employees do not let barriers affect their performance, they identify ways of how to work at their best and they take accountability for their actions (Royal, 2019). 
Benefits for the coachee include a positive impact on their career, improved communication skills, improved job and life satisfaction, the ability to contribute more effectively to their team, improved working relationships and taking greater responsibility and accountability (Institute of Coaching, ND). Benefits for the mentee include improved performance in the workplace, increased visibility within the workplace, development of skills and knowledge and confidence to develop strengths or overcome weaknesses (Page, 2015). 
For a mentor, the benefits include recognition and acknowledgment of being a leader or expert, an opportunity to reflect on their own practices and goals, development of their mentoring style, and being exposed to new ideas and approaches (Page, 2015). Benefits can vary depending on the type of mentoring approach used, for example in reverse mentoring the mentor is not a leader but will experience pride and be have visibility to the organisation’s leaders. Benefits for the coach is job satisfaction through helping enhance an individual first-hand, strengthening personal and professional relationships, acceleration of their personal and professional growth, and expansion of their professional networks (The Coaching Academy, 2015). 
9. Using coaching and mentoring to achieve organisational objectives
Coaching and mentoring in the workplace can benefit organisations; Google found employee engagement, retention and motivation improved as a result of coaching; additionally, employees were better performers and satisfaction survey results improved. Google conducted extensive research called ‘Project Oxygen’ to find out what top ten behaviours their managers share; the top behaviour was coaching. As such, to ensure managers were consistent in their coaching approach, Google adopted the GROW model to facilitate their conversation, as demonstrated in image 1 (McLaren, 2019; Schneider, 2018; Harrell and Barbato, 2018). 
[image: ]
[bookmark: _GoBack]Image 1 – GROW model (Performance Consultants, ND)
Merrick (ND) promotes the use of coaching and mentoring programmes to drive organisational success finding that organisations are using programmes to develop talent; Merrick further promoted internal coaching to develop others to save time, cost and increase employee satisfaction and retention. Merrick highlighted that retention increased by 25% after mentoring and 71% of Fortune 500 companies offer mentoring programmes. 
Coaching and mentoring programmes can help employees experiencing a change culture and/or embed agility and readiness for change therefore, having a workforce which can adapt and be flexible to organisational change which in turn, helps the organisation achieve objectives. Coaching enables employees to be confident when dealing with challenges, supporting them with their thoughts, the ongoing challenges and their fears surrounding change (CIPD, 2013).
The high-street jewellers H. Samuel sales were down following the recession; they adopted a coaching approach to embed mindful customer service to try increase sales. The coaching programme led employees to reflect on their behaviour and actions and think of ways to improve, as opposed to taking a disciplinary approach. As a result of the programme, the sales significantly improved seeing an 8% increase, at a time where competitors sales were falling between 10% - 15% therefore, demonstrating the direct link between coaching and achievement of organisational targets (CIPD, 2013).
10. Conclusion
It is clear that coaching and mentoring programmes have a wide range of benefits which expand to the coachee/mentee, coach/mentor and organisation. Careful considerations should be made before adopting coaching and mentoring programmes to ensure the correct approach and type of programme is fostered, once the purpose of the programme is established, to achieve the desired results. The skill set of a coach and mentor overlap although the approach may differ i.e. directive or non-directive however, the aim is similar whereby they focus is on providing enhancing the individual.
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