How the organisational context affects Coaching or Mentoring.

Within any organisation there are many factors that can affect how coaching and mentoring
is implemented, encouraged, embedded and the results of any such intervention, support or
guidance.

Coaching is becoming increasingly popular in today’s business environment (Hamlin etal.
2011); more and more organisations are using coaching as a means of improving
performance, developing skills and capability, facilitating leadership development, as well as
career managing. The Chartered Institute of Personnel Development (CIPD) Coaching
Climate survey report (2011) proves this fact. The CIPD (chartered institute of personal and
development, also conducted research into organisational barriers and suggests the
following barriers prevent an organisation from maximizing the benefits of coaching as a
way to develop their employees:

® The organisational culture

e Lack of understanding of the value of coaching

* Not seen as a priority for the business

® Resistance from senior management

e Low levels of skills and experience within the organization
e Lack of time and resources

CIPD’s (Chartered Institute of Personnel Development) Coaching Climate survey report
(2011) stated, compared with CIPD coaching survey 2009, the number of respondents who
reported that coaching is focused on improving good performance increased from a quarter
to almost half. More than 60 % of respondents reported that the purpose of coaching is to
aid leadership development, this is three times more compared to 2009. Almost a quarter of
respondents always focus on improving personal effectiveness delivering coaching
assignments. Supporting career transition is also among key areas of coaching agenda, 10 %
of respondents always and 44 % frequently address this issue in coaching agenda. For
further detail — https://link.springer.com/article/10.1186/s40852-016-0028-x[30th April

2021]

Organisational context is crucial to whether Coaching or Mentoring will succeed. For
example, if the organisation, has a poor understanding of Coaching itself, this will be a
barrier to effective Coaching. This is because a poor understanding of Coaching itself can
lead to bad habits in Coaching, but also a lack of Coaching culture where Coaching is not
encouraged or placed value upon. If an organisation does not train or develop coaching
capability in its leaders this will negatively impact the effects that Coaching can have. Each
future Coach or Mentor needs time to learn and practice, and to be taught the valuable
theory behind Coaching. For example, if Coaches or Leaders are not taught about active
listening, and instead focus on their own mind clutter or judgement during Coaching
sessions, or leaders during their 1 to 1’s, then the person on the receiving end may feel
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judged or ignored. The amazing realisations and breakthroughs that can happen during a
Coaching session which lead someone to unlock their potential, probably won’t happen.
Similarly, James Brook (Brook, J. (2015) ‘Common Barriers to Coaching Culture’,
Strengthscope, 26" November 2015. Available at:
https://www.strengthscope.com/common-barriers-Coaching-culture-overcome/ (Accessed:
8™ January 2021)) writes that if leadership at the top does not appear to encourage
Coaching, then it can create a major barrier to Coaching culture. It is important that they
don’t just ‘pay lip service’ to Coaching, but to actually lead by example, and show others
what great Coaching looks like. This can be done by everyone including the CEO and the
managers below, explaining the benefits that Coaching can have, giving Coaching
themselves and receiving it from other trained Coaches. This makes it more likely for other
employees to buy in to the Coaching culture, as they will have seen their leaders do the
same thing and will naturally follow their example.

The International Coaching Psychology Review (Volume 5 No. 1 March 2010) highlights that

“Implementing coaching within an organisation necessitates time, effort and a clear
framework for stakeholders, coaches and coachees to function within. It is essential that
coaching has top management commitment with a clear strategy that supports other
organisational strategies (Hipkiss, 2006). Time factor was found to be one of the biggest
barriers to an effective coaching process (Sutherland, 2005), tending to be abandoned in the
face of more urgent, if less important, demands on the manager’s time.

Along with the clear requirement for a framework and top level commitment, in the article
‘An HR perspective on executive coaching for organisational learning’
(https://www.arema.co.uk/uploads/5/3/0/3/53034997/an-hr-perspective-on-executive-
coaching-for-organisational-learning 2011.pdf) it is noted that

“An open culture and support from within the organization was considered by of participants
to be a critical factor in the success of executive coaching. Research has shown that
organizational culture, namely shared values and norms, establishes the environment for
learning and impacts on organizational performance (Jones, 2009). Kilburg and Diedrich
(2007) identified coaching may not be effective as a learning intervention without a
supportive organizational environment. The findings of the study indicate organizations are
at varying stages in the creation of a coaching culture, with few having fully embedded
strategies.”

David Clutterbug states that top of the list of excuses that managers give when coaching is
‘inadequate time’, ‘general time management’ and ‘sacrosanct period of reflective space’
(Clutterbug associates 2003). David Clutterbugg also refers to the need of a coherent
approach within organisations stating that it ‘requires a much more concentrated,
integrated approach than most companies have applied’. Coaching is becoming increasingly
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popular in today’s business environment (Hamlin et al. 2011); more and more organisations
are using coaching as a means of improving.

Failure to continue support and continuous professional development for those coaching is
also a barrier. In particular it is crucial that an organisation continue to support internal
Coaches. This is because without support, a Coach could accidentally slip into bad habits
which lead to ineffective or dangerous Coaching (eg. forgetting to contract), or a Coach
could simply have doubts or concerns about their ability which leads to a lack of confidence
in their Coaching ability, which might mean they Coach less. Support for Coaches can be
provided through regular supervision and Coaching networking/peer groups on platforms
like Teams, where Coaches can ask each other questions or seek reassurance.

In order to truly reap the benefits of coaching, organisations need to invest and focus
steering a culture that embraces the power of vulnerability and psychological safety.
Coaching needs to be integrated into ‘the way we do things around here’, otherwise the
value delivered by coaching programmes will be limited. (Lee Hecht Harrison, (2018)
Creating a Coaching Culture: Amplifying the impact of coaching
https://www.lhh.com/lhhpenna/en/-/media/Ihh/uk/pdfs/creating-a-coaching-
culture.pdf?la=en&hash=BD83CBOCD4A891992EA304D8899BE2D821171590; American
Management Association, (2008). Coaching: A global study of successful practices
https://www.opm.gov/WIKI/uploads/docs/Wiki/OPM/training/i4cp-coaching.pdf)
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