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Few people understand the coaching industry better than Debbie 
Phillips. Debbie has been a coaching professional since the 1990s 
during the nascent years of the industry. Before becoming a coach, 
Debbie worked in journalism, and in public administration as 
the deputy press secretary for John Glenn during his run for the 
Democratic nomination for president, and as the press secretary 
for former Ohio governor Richard Celeste. One thing she observed 
is the low number of female role models at the executive level and 
in public administration. Even within small networks of women, she 
encountered women who were not willing to share their strategic 
insights, reminiscent of the “Queen Bee” phenomenon. She 
recognized women needed strategic support that went beyond 
knowledge and skills learned in school. So, informally, she began her 
own network of female friends who met regularly to share insights, 
offer support, and guide each other in areas where women were few 
and far between. She found, after a while, that both men and women 
were looking for a more personal touch to help them develop their 
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own private strategies for career management and navigation. While organizational 
development initiatives addressed some of these issues at the organizational level, 
people were really looking for more personal support and guidance. Debbie began 
working in an investment banking firm, providing this type of personal strategic support 
for the leaders in that organization.

In 1996, a Newsweek article highlighted the work of Thomas leonard, a CPA who 
had applied the term coach in a business context, started a training organization called 
Coach University, and founded the International Coach Federation. When Debbie 
read about this, she finally realized that the work she had so adeptly recognized as 
necessary now had a name—coaching. Debbie immediately reached out to Thomas 
and began her education as one of the first trained coaches in the world. After that, she 
left her work as an internal coach, and began working as one of the most sought-after 
executive coaches in the country.

After working in the coaching industry for a number of years, Debbie was again 
reminded of the importance of building a network to support women. The glass ceiling 
was, and is still, a barrier to the advancement of women in organizations, and she wanted 
to find a way to help women feel less isolated and more supported by their peers. She 
found upwards of 80% of her clients at that time were women, and she knew there was a 
niche that needed to be filled. Thus, in 2003, Debbie founded the organization Women on 
Fire, whose mission is to offer women a powerful community that provides support as 
they achieve their greatest ambitions and navigate their toughest transitions. now over 
100,000 women strong, WOF supports women regionally, nationally, and internationally 
to achieve success, no matter their profession, age, or stage in life.

Debbie believes that personal connection and strategic support are necessary 
for anyone to achieve success and reach his or her dreams. Connecting with one’s 
core values is key, and coaches are poised to help people reach their full potential. It 
is Debbie’s mission to ensure that we don’t stand on the shoulders of others once we 
achieve our own success, but reach down to help everyone reach their full potential. It 
is the role of the coach—whether a manager, supervisor, or external coach—to provide 
support, guidance, and inspiration to others, and Debbie embodies this in her own life 
as she seeks to inspire other women to greatness. For more information about Debbie 
Phillips and WOF, go to www.womenonfire.com.

T he textbook, up until this point, has largely addressed the training side of training and 
development. Specifically, in addressing the needs analysis and instructional design 

process, most attention has been placed on the need to assess current gaps between 
desired and actual performance of employees. Development, however, goes hand in hand 
with training, as noted in the introductory chapter, as it looks beyond current needs and 
focuses on the career path of employees and the knowledge, skills, and abilities (KSAs) 
organizations identify as necessary for the future.
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278  STRATEGIC TRAInInG AnD DEvElOPmEnT

Because of the tight link between training and development activities, development 
is naturally addressed alongside many of the training topics discussed in this textbook. 
It is important to note that training and development strategy, legal issues, needs anal-
ysis, learning theories, and training evaluation are equally important to both training 
and development activities. Strategy must drive development activities to ensure the 
KSAs focused on are important to the organization. Organizations must also comply 
with the law when designing development programs and choosing who will participate. 
Learning theories apply to development programs, just as they do to training activities, 
and must be considered when designing and developing these programs. Needs analysis 
is key to determine what is needed for development and why. Lastly, just as we would 
evaluate training programs, the same must be done for development activities to ensure 
the development program accomplished what it set out to accomplish, participants learn 
what is expected and utilize what they learned on the job, and development activities 
have a strategic impact on the organization’s bottom line.

While training and development activities work in concert, what differentiates 
training from development is the time horizon of the program. Training programs focus 
on the KSAs needed immediately, whereas development programs focus on the KSAs 
needed now and into the future. Both the organization and its employees must ask a clear 
question to address employees’ current KSAs: What skills do employees have now, and 
how can they best prepare for potential organizational needs and a long future career 
with the company? One way to think about this is to consider that training employees 
to do their job now is an essential first step to prepare them for the organization’s future 
needs. We start in the present moment to develop employees for their work now and 
into the future.

In the chapter on careers and succession (Chapter 10), we began a more in-depth 
discussion on development, and the impact of how employees think about their careers 
and how organizations develop career paths for them. Comparing the career paths in 
the organization to the career desires of employees is important for building a devel-
opment plan in the organization. As well, succession planning addresses the depth and 
breadth of expertise in the company to prepare employees for advancing careers within 
the organization. It is important to anticipate employee needs so the organization is 
ready for changes in personnel and is building a pipeline of talent ready to step in where 
needed. Identifying good internal talent, known as high-potential employees, and help-
ing them achieve their potential through the pipeline is another key strategic aspect of 
employee development.

STRATEGIC IMPORTANCE OF DEVELOPMENT

The strategic importance of employee development cannot be overstated. As an organiza-
tion develops short-term and long-term plans to accomplish its mission and objectives, a 
ready workforce is essential for success. If the organization has an eye to the future about 
where it wants to be, the employees have to be prepared to help the organization achieve 
that objective. This requires the organization to be clear about where it wants to go and 
the KSAs employees need to get there. It also requires planning to, first, understand how 
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ready the workforce is to meet those goals and, second, be ready to develop employees in 
anticipation, and advance, of those needs where necessary.

HBR.org highlights a discussion about development that states organizations spend 
upwards of $164 billion on learning and development, yet the executives who run those 
programs are at a loss on how to improve and enhance the programs they have.1 The 
strategic importance of development programs makes it imperative organizations ensure 
they are as effective as possible. Exhibit 11-1 lists the seven challenges organizations 
must address to create development programs with a meaningful impact on the strategic 
objectives of the organization, and to deliver what organizations need to be ready for 
future opportunities and challenges.

As discussed in Chapter 6, managers play an important role in ensuring mat e-
rial employees learned in training and development programs transfer to on-the-job 
performance. Coaching is one way that managers can fulfill that role. Even if there 
isn’t a formal learning opportunity for employees where coaching can have an impact 
on direct transfer, the manager or coach is responsible for helping the employee deal 
with unanticipated workplace or job-related issues. We discuss this in the context of 
internal coaching.

Inertia can also present a problem for organizations when it comes to learning and 
development. Many managers assume that the development program they delivered in 
the past is still relevant today. As we noted in Chapter 1 on training and development 
strategy, with a rapidly changing environment, the organization must be ready to adapt 
the KSAs employees need to succeed on the job. Add in the challenge of trying to predict 
what they will need in three to five years, and organizations face even greater hurdles 
to stay current, let alone forecast the future. Development is an ongoing process, and 
development plans need to be updated as often as strategic plans and objectives.

Development must take into consideration the organization’s needs, as well as the 
employees’ career development needs. However, the organization can only advocate 

Exhibit 11-1 Seven Ways to Improve Employee Development Programs

1. Ignite managers’ passion to coach their employees.

2. Deal with the short shelf life of learning and development needs.

3. Teach employees to own their career development.

4. Provide flexible learning options.

5. Serve the learning needs of virtual teams.

6. Build trust in organizational leadership.

7. Utilize different learning options to reinforce learning across all learning styles.

Source: Adapted from Keith Ferrazzi, “7 Ways to Improve Employee Development Programs,” 
Harvard Business Review, July 31, 2015. Available from https://hbr.org/2015/07/7-ways-to- 
improve-employee-development-programs.
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280  STRATEGIC TRAInInG AnD DEvElOPmEnT

for what it wants and needs from employees. This is because the organization’s needs 
may conflict with what employees need for their careers. In circumstances where the 
employees have aspirations, but the organization lacks resources or the strategic impetus 
to develop the employees as they might like, the onus is on the employees to take control 
of their development. This may include volunteering for or requesting development 
opportunities, actively participating in development opportunities when offered, or look-
ing outside the organization to develop and enhance their own skill set. In Chapter 12,  
“Practical Skills for Training and Development,” we discuss a range of skills employees 
may seek to obtain, whether organization- or employee-directed. We also emphasize the 
importance of employees owning their own career development.

As discussed in Chapters 4 and 6, utilizing a wide variety of training approaches 
can be very advantageous to improve learning and, ultimately, transfer of learning to 
the job. First, a multimodal approach to development provides ample opportunity to 
reinforce KSAs employees need to master to be ready for future job opportunities. Sec-
ond, as we expect more from employees with fewer available resources, time is limited 
for them to engage in training and development programs outside of the job. There-
fore, to manage the dearth of free time employees have to participate in development 
programs, greater flexibility in development delivery is needed. Technology is just one 
way that development can be made readily available for employees. As well, greater 
flexibility means employees who work remotely via telecommuting or in global loca-
tions can access development opportunities previously offered only to those employees 
who work on-site.

Because global or telecommuting employees are oftentimes “out of sight and out 
of mind,” they face two major obstacles to development. First, because they work at a 
distance, their development needs may not be readily identified. Second, even if those 
needs are identified, because the employees are not working proximate to their senior 
managers, they may be overlooked when development opportunities are available. This 
“face time” challenge can be managed when the organization makes the effort to ensure 
managers are properly trained in how to manage telecommuting and other distance 
employees. Also, by using more technology-based training and development programs, 
these programs facilitate greater opportunities for all employees, especially for those 
working at a distance. More details on the impact of technology on training and devel-
opment are provided in Chapter 9, “Technology-Mediated Training and Development.”

Lastly, and most importantly, organizations need to build a culture of trust between 
leaders and employees. Transparency is needed with respect to who gets chosen for 
developmental opportunities and why. As well, if organizations want managers to lead by 
example, what managers are doing for their own development should be visible for all to 
see. As noted in social learning theory (see Chapter 4), as employees observe what others 
are doing for development, they model that behavior. If managers are self-starters and 
take control of their own development opportunities, employees do the same. If upper 
management models active engagement in all development opportunities, employees 
follow suit. It is important employees trust that the opportunities made available to those 
above them in the corporate hierarchy will be made available to them when the time 
comes. Be consistent in how you handle development opportunities for all employees to 
build trust and avoid lawsuits.
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LEARNING AGILITY

An underlying assumption of employee development is that employees are eager and 
able to learn continuously and adapt to changes and mistakes where necessary. Learning 
agility is defined as the mindset and corresponding collection of practices that allow 
leaders to continually develop, grow, and utilize new strategies that will equip them for 
the increasingly complex problems they face in their organizations.2 Leaders have to 
remain open to new ways of thinking and to continuously learn new skills. The research 
done by the Center for Creative Leadership shows us that leaders who refuse to let go 
of entrenched patterns of behavior tend to derail, whereas successful leaders continue to 
develop on the job. We now know that these successful leaders are learning agile, mean-
ing they show the willingness and ability to learn throughout their careers.

Learning agility is a necessary characteristic for employees who want to grow and 
develop. We can see this in two ways. First, employees with high learning agility are 
willing to take ownership of their own career development. As well, organizations recog-
nize those employees who are learning agile, and are therefore more willing to provide 
development opportunities for them. Whether the development is self- or organization- 
directed, learning agility is important for success.

Employees who are learning agile typically exhibit the following characteristics.3 
First, they are willing to be innovative and question the status quo. Second, they perform 
well by staying calm when faced with difficulty. Third, they reflect on their experiences 
to learn from them. Fourth, they are willing to take risks and volunteer for learning 
opportunities even if there is a chance of failure. Lastly, employees who are learning 
agile are open to learning and resist the temptation to become defensive in the face of 
adversity. They seek feedback, process it, and adapt, and are highly self-motivated to 
learn and grow. When employees exhibit learning agility, they find themselves on the 
path to leadership and leadership development opportunities within the organization. 
In the next section, we outline the different types of employee development opportuni-
ties. Regardless of the approach organizations take for development, learning agility is 
necessary for employees to succeed.

EMPLOYEE DEVELOPMENT

Chapter 10 addressed the variety of theories that explain the career decisions and 
paths of individuals. Whether we are addressing the different career stages in which an 
employee is ensconced, or the career anchors that indicate the driving forces behind the 
employee’s career plan, the challenge in developing and designing a development plan 
is to balance the needs of the organization with the career aspirations and development 
plans of the individual employee. Further, while training is more focused on groups of 
employees who may need training in broad areas, development tends to be much more 
customized to the individual employee’s needs, as defined in the employee’s career objec-
tives and during annual evaluations of performance.

Performance appraisal is directly related to employee development and has two 
broad purposes. First, and most common, appraisals function as evaluation tools, and 
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are inputs for determining appropriate rewards or punishments given the employee’s 
performance over the previous review period. Promotions, for example, are considered 
a reward for good performance, which directly impacts the career path of the employee. 
Second, and less common, the appraisal serves as the framework for employee devel-
opment plans. The gap between current KSAs and desired KSAs given the employee’s 
career aspirations and the organization’s needs informs the development plan provided 
for the employee. The focus is less on the reward or punishment or evaluative aspect of 
the appraisal, and more on the goals for improvement and growth of the employee over 
the next review period.

Employee development focuses on two areas: how individuals manage their careers 
within and between organizations, and how organizations structure the career progress 
of employees in alignment with organizational goals. Development has both formal and 
informal components. While the most common tools for consideration in development 
are coaching and mentoring, the scope of activities that can be included in employee 
development is much broader. Exhibit 11-2 illustrates a variety of development tools 
available to organizations.4

Assignments and Enrichment Opportunities

Not all development opportunities are embedded in a formal, structured program. 
Development can just as easily occur within the boundaries of normal work activities and 

Exhibit 11-2 Approaches for Employee Development

Development Activity Definitions

Stretch Assignments 
and Projects

Special project assignments outside of the scope of the employee’s normal job

Job Enrichment Knowledge and skill development within the scope of the employee’s normal job

Extra-Role Enrichment Volunteer activities that benefit the employee’s current role

Job Shadowing Employees follow others in different positions for exposure to other job opportunities

Job Rotation Employees rotate through different job opportunities over a period of time

Lateral Move Movement to a position at a similar level of responsibility and pay, but with different skills to develop

Promotion Movement to a position at a level above one’s current position to reward performance and 
develop new skills

Mentoring A formal or informal program in partnership with a senior employee for long-term career growth

Coaching A formal or informal program with a direct supervisor or external coach for performance 
improvement or resolution of work issues

Source: Adapted from Jerome Ternynck, “7 High-Impact Approaches for Employee Development,” Inc., February 2, 2015. 
Available from http://www.inc.com/jerome-ternynck/7-high-impact-approaches-for-employee-development.html.
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assignments, as it can within a formally planned and designed development intervention. 
Even if the organization does not have the resources to engage in intensive development 
programs, managers, and the human resource (HR) professionals who support them, can 
direct employees to programs, assignments, and opportunities as they become available 
in the organization and as the employees grow in KSAs.

These assignments and enrichment opportunities, however, should not be 
meted out haphazardly. Whether a formal needs analysis has been done or the develop-
mental goals evolved out of the performance appraisal process, the assignments should 
align with the developmental needs of employees.

Stretch assignments and special projects.

Stretch assignments and projects are typically outside of the scope of the employee’s day-
to-day work activities but still within the boundaries of direct job-related projects. These 
opportunities, however, represent unique learning and development opportunities for 
employees. Because they are special assignments, they provide the visibility needed for 
an employee’s efforts to be noticed in a public way. As well, these special projects and 
assignments represent occasions for skill development employees wouldn’t typically get 
in the normal scope of their job. These special assignments and projects may not come 
up often, so it is imperative that the employees chosen are ready for the opportunity 
and will directly benefit from the experience in their development plan. An example of 
a special project is the need for an ad hoc committee to address new technology or new 
processes the organization is considering adopting. The committee would have a central 
role in researching and recommending what would best meet the organization’s needs. 
The employees chosen for this committee would have a visible role in advancing the 
needs of the company and would be able to showcase skills that might not be apparent 
in their current job.

A major consideration in utilizing special assignments and projects is to ensure you 
are fully considering all the employees who may benefit from these assignments, not just 
those the manager likes or with whom the manager has the closest relationship. The HR 
professional may recommend to managers which employees would most benefit from 
the special assignment. If special assignments are the only development tools available in 
the organization, this could represent a liability issue if the company isn’t mindful about 
spreading out the opportunities among a wide variety of employees. Before leaping into 
assigning a favored employee to the special project, take the time to assess the readiness, 
motivation, and development goals of all employees who are eligible for the assignment 
and ensure the reasons for the assignment are not biased or discriminatory in any way.

Job enrichment.

While job enrichment is a term typically associated with job design activities (e.g., Hack-
man and Oldham job characteristics theory),5 enrichment activities in this context 
include opportunities in the course of job-related activities that benefit employees and 
can be added to their job assignment on a permanent basis. As employees develop greater 
mastery in certain areas of their job, additional opportunities can be provided for them to 
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broaden the range of skills they possess. This type of growth is usually on a predictable 
trajectory, building on existing KSAs as the foundation for the next level of development. 
An employee might move from a team member to a team leader, entering the rotation of 
leaders who take turns leading projects. Or the employee may move from behind-the-
scenes preparation of projects to becoming a key member of the presenting team. As 
employees grow in experience, they are given increasingly more difficult, and broader, 
opportunities to develop.

Job enrichment activities are typically part of a formalized development plan, but 
may not necessarily be formalized as such. This plan could be explicitly outlined in a 
development plan, but could also just be a normal progression of job training as identi-
fied in the job description (an example of the overlap between training and development 
programs). The most important consideration is to ensure employees are developing at a 
reasonable pace, as they prepare to advance to the next level. If an employee’s progress is 
ignored and/or delayed for no good documented reason, this could erode trust in organi-
zation leadership, further eroding the effectiveness of employee development programs.

Extra-role enrichment.

While special projects and job enrichment function within the boundaries of job-related 
projects, extra-role enrichment activities go beyond projects directly related to the job. 
If the company develops extra-work committees, such as a diversity committee or a vol-
unteerism committee (e.g., coordinating a United Way or blood drive campaign), these 
committees provide enrichment opportunities outside of the direct work of the organi-
zation. The employees can then develop and showcase KSAs during a visible company- 
wide campaign or activity. This not only develops and demonstrates good competencies 
that apply to job-related activities, but can also benefit the organization and its employ-
ees by modeling ethical and socially responsible activities.

Job Design

Motivation considerations are important for training and development as noted in the 
needs analysis (Chapter 3), training evaluation (Chapters 5 and 6), and training trans-
fer (Chapter 8) discussions. Motivation has both extrinsic and intrinsic components. 
One key aspect of intrinsic motivation is how jobs are designed, not only to meet the 
job demands, but also to address issues of intrinsic motivation among employees. Two 
easy areas in which development can be aligned with job design are job shadowing 
and job rotation.

Job shadowing.

Job shadowing is the process by which employees follow around, or “shadow,” cowork-
ers to get exposure to other job opportunities. They walk with and observe the daily 
workings of other employees doing jobs the shadow employees are interested in pur-
suing. While it may not be a direct development activity, shadowing is important to the 
early exploration stage of career planning and development. It enables employees to 

Copyright ©2020 by SAGE Publications, Inc.  
This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher. 

Do n
ot 

co
py

, p
os

t, o
r d

ist
rib

ute



CHAPTER 11 • EmPlOyEE DEvElOPmEnT  285

understand what career opportunities may be available for them as they consider their 
future in the organization. The decision to job shadow could be employee driven or 
organization driven. In either circumstance, job shadowing serves as a realistic intro-
duction to career opportunities so employees are aware of what it takes to do a certain 
job, the KSAs needed to advance to that position, or the KSAs one would develop by 
taking that position.

Job shadowing is an important aspect of apprenticeship programs. Apprentices learn 
on the job while shadowing an employee with greater skill and experience. More dis-
cussion about apprenticeship programs is given in Appendix B, “External Partnerships.”

Job rotation.

In job shadowing, employees get to observe job opportunities on a one-on-one basis 
with employees in those jobs. Job rotation is similar, but instead of simply observing 
as they would do under shadowing, employees get a taste for particular jobs by work-
ing in those positions for a period of time. The time frame can vary depending on the 
intentions of the organization and the objectives of the rotation program, as well as the 
organization’s size and access to key resources. For example, if the rotation program is 
used to help employees exhibit mastery of a skill, the time frame of the rotation will be 
much longer than if the purpose of the program is to simply introduce the employees to 
a wider variety of skill and job opportunities.

Some organizations bring in high-potential management trainees and expose 
them to a variety of career options over the first year of their employment. The man-
agement trainees are hired for their broad knowledge and competencies, as well as for  
person–organization match, not for job-specific KSAs. The intention is to rotate trainees 
through different jobs on a quarterly basis, giving them enough time to learn about the 
job and begin skill development needed for career advancement. For example, a new 
management trainee could rotate through positions in operations, HR management, 
customer relations, and new product development. Not only is this a great opportunity 
for the management trainee to learn about the company and different career advance-
ment options, but the organization uses this opportunity to assess management potential 
and determine which career track would be best for the trainee. This option is ideal for 
larger organizations with greater flexibility and resources to absorb the low productivity 
of trainees for their first year as they rotate through the varying positions.

Another way to use job rotation is to shorten the rotation periods and have employ-
ees continually rotate through a variety of jobs. This serves two purposes. First, as we 
know from the job design literature, job rotation breaks up boredom and monotony. 
Second, rotation expands opportunities for employees to develop skills, preparing them 
for possible future job prospects. Rotation can be as short as a week (most common) or as 
long as a few months. Typically, these rotations occur within a team-based environment. 
As employees become more adept across a broad range of KSAs, this increases job oppor-
tunities for the employees and also serves to expose them to a variety of career options. 
Typically, this type of rotation is common with lower-level, nonmanagerial employees, as 
there is no guarantee an employee will advance from the rotating jobs. This type of rota-
tion may also be the only type a smaller organization can use to develop employees, due 
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to insufficient resources and employee depth to carry redundant employees while moving 
them through temporary positions for job exposure, as noted in the first rotation example.

Job Transitions

Transitions enable the company to reward employees for good performance, as expected 
with the evaluative function of the performance appraisal, but also to use these tran-
sitions as a step in the career progression of the employee. Thus, transitions serve as 
both a development opportunity and a reward for good performance. Any type of career 
progression provides employees with opportunities to learn new skills. When an organi-
zation only hires outside of the company and does not provide growth and development 
opportunities for existing employees, employees are more likely to leave, or decrease 
their overall productivity and performance. Job transitions are an important tool, not 
just from the perspective of development but also for increasing employee retention 
and motivation. This demonstrates how tightly integrated HR activities are, and how 
important it is to keep a consistent, employee-centered approach.

Lateral move.

As discussed in Chapter 10, an employee can take a variety of career paths. Nontradi-
tional methods, or lateral moves, include both “ridge” and “lattice” approaches to career 
paths. A lateral move doesn’t assume that the employee moves ahead along a narrow, pre-
dictive path, from lower to upper levels of the company. Lateral moves are much more 
focused on providing broader skill development that may ultimately result in upward 
movement along career ladders as in the “ridge” approach, or in a wide variety of direc-
tions as in the “lattice” approach. Lateral moves, in essence, give employees a broad set 
of options for career paths and development.

The “fork” approach is an example of a traditional career ladder that uses develop-
ment opportunities to help employees make lateral moves from one fork to another. For 
example, if a research scientist wants to move from the science side of the career fork to 
the management side, organizations will engage in management development training 
to facilitate that transition. Both internal and external coaching are the tools most com-
monly used to help employees move from one path along the career ladder to the other. 
We discuss this process in more detail under “Coaching.”

Promotion.

Traditional career ladders presume upward progression of the employee’s career from 
lower to upper levels of the company. Each upward move the employee makes not only 
serves as a reward for the past, but also presents an opportunity to grow and learn new 
KSAs. This is not the only advantage to using promotions for the purpose of develop-
ment. Just as we want to ensure employees have the support they need as they com-
plete training and try to transfer information learned to the job, those promoted into 
new positions must also get the support they need to succeed. Mentors help employees 
make the transition to a new position at any level in the organization. This works for 
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lower-level employees as well as upper-level executives. Coaching, both internal and 
external, also helps ensure employees can problem solve and adjust to new work situa-
tions and problems. We discuss more on the impact of mentoring and coaching in the 
next section.

Mentoring and Coaching

The two most commonly discussed and used methods of employee development are 
mentoring and coaching. While these are the most common, as indicated, they are not 
the only tools available for employee development. Ideally, coaching and mentoring 
should be integrated within a wide scope of development activities as highlighted in 
Exhibit 11-2.

Even though coaching and mentoring are mentioned in the same breath, they are 
very distinct and provide development support for employees in differing ways. Both 
coaching and mentoring can be formal or informal. Coaching can be done internally 
with the employee’s direct supervisor, the company’s HR professional, or a designated 
internal coach, or in a more formal relationship with an external coach. Mentoring typ-
ically does not involve the employee’s direct supervisor, but matches the employee with 
a more senior employee not in his or her chain of command. Internal coaching is often 
done within the scope of the supervisor–employee relationship, in the course of manag-
ing employees on a daily basis. Mentoring, however, is not a typical job expectation, and 
requires assent (formal or informal) between the mentor and the protégé as they develop 
a working relationship. Exhibit 11-3 highlights an informal mentoring program devel-
oped at McCarthy Building Companies to help women in the construction field develop 
leadership skills to support career advancement.

The more purposeful the relationship between mentor or coach and employee, the 
more the employee and the organization benefit from this type of development. While 
informal programs are certainly beneficial, the more structured and formal the relation-
ship, the easier it is to see clear benefits for the organization. Despite the costs associated 
with formal coaching and mentoring programs, the benefits far outweigh the costs, as 
employees are better prepared for future career opportunities.

Exhibit 11-3 Mentoring at McCarthy Building Companies

McCarthy Building Companies, like others in the construction industry, faced the 
challenge of finding skilled workers to replace those who were retiring. As well, 
McCarthy encountered additional concerns with attracting and retaining women, further 
compounding the companies’ talent management problems. Through a grassroots effort, 
women at McCarthy approached their leadership asking for career support. The women 
argued they needed a network to better support them in the field, and they wanted to have 
more developed career paths. Given the forecast for a skills shortage in the industry, and 

(Continued)
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as the 15th largest domestic general contractor, McCarthy understood this was a situation 
it could not ignore.

After a lot of research and brainstorming, and with an eye toward developing resources 
that could have a quick and meaningful impact, the companies implemented three new 
programs directed toward attracting, retaining, and developing women. First, McCarthy 
developed training and awareness programs for women at the companies to address their 
specific issues and concerns. Second, the companies ensured there was not only diversity 
in their hiring pool, but also diversity in the recruitment and selection staff so more women 
were involved in the hiring process itself. Lastly, given these programs, the companies 
redesigned their marketing materials to illustrate the diversity at McCarthy as well as the 
programs available to support women at the company.

The development program originally started as an employee resource group, but as 
the company embraced the program nationally, the name changed to the McCarthy 
Partnership for Women (MPW), which recently graduated its first class of women through 
its development program and has begun training its second class. The program addresses 
issues such as strategic thinking and communication, emotional intelligence, and working 
within a company culture. Although MPW has provided these opportunities for women, 
and continues to support them, it also empowers the women to drive their own careers. 
As such, the women have created mentoring and networking committees so they can 
build on the momentum gained through the first training class and pass that energy and 
commitment on to the women who will follow them through the program. MPW is already 
seeing the fruits of its labor as several women in the partnership have been elected to the 
leadership of the Women in Construction Operations (WiOPS). Although MPW doesn’t have 
a formal mentoring program, the women of the partnership are taking it upon themselves 
to mentor and support women across McCarthy sites. With foresight and openness to new 
ideas, MPW has successfully addressed two major talent management issues: an industry 
skills shortage, and continuing glass ceiling issues for women in construction.

Exhibit 11-3  (Continued)

Mentoring

Mentoring is defined as “an intense work relationship between senior (mentor) and 
junior (protégé) organizational members. The mentor has experience and power in the 
organization and personally advises, counsels, coaches, and promotes the career devel-
opment of the protégé. Promotion of the protégé’s career may occur directly through 
actual promotion decisions made by the mentor, or indirectly through the mentor’s influ-
ence and power over other organizational members.”6 You may also hear the protégé 
referred to as the mentee or mentoree.

Mentoring support is broken down into two general categories: career develop-
ment support and psychosocial support.7 Exhibit 11-4 lists the subfunctions associated 
with each. While Kathy Kram lists coaching under career development support, to 
avoid confusion with our use of the term coaching, we changed it to career coaching. 
Mentors typically are not involved in the daily activities of their protégés; therefore, 
coaching refers to those activities attributed to direct supervisors while daily managing 
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their employees, whereas career coaching refers to the career advice that mentors may 
provide for their protégés.

The distinction between these two types of support mechanisms is important. 
Career development support focuses on the direct support or advice given related 
to the protégé’s career. For example, the mentor may advocate for the protégé to 
be considered for a high-visibility assignment in the organization. Mentors may 
also advise protégés directly on career advancement issues such as potential posi-
tions to consider when they are looking for a promotion. Alternatively, psychosocial 
support is the provision of psychological and social resources believed necessary 
to help protégés cope with problems they may be facing. These resources aren’t 
directly applicable to the job but are more indirect as they increase the likelihood 
protégés will succeed when they engage in the career development activities. Given 
the importance of building a relationship between mentor and protégé, both types 
of support are important and should be present to maximize the benefits associated 
with the mentoring relationship.

Informally, junior and senior employees may meet and choose to develop a pro-
fessional friendship such that the more senior employee provides advice and support 
to the junior employee. More often, an organization has a formal mentoring program 
that matches junior and senior employees together in a structured program with clear 
guidelines for how the program is supposed to progress. More details on the differences 
between formal and informal programs follow.

Benefits of mentoring for the organization. The Society for Human Resource Man-
agement argues there are many benefits for organizations that utilize mentoring 
programs as part of their development plan.8 Mentoring increases retention and 
morale through mutual loyalty between the employees and the employer. Men-
toring also helps new employees and expatriates acclimate to their new job and 
learn the company culture much quicker. We discuss this point in great detail  

Exhibit 11-4 Mentoring Support

Career Development Support Psychosocial Support

•	 Sponsorship

•	 Exposure

•	 Visibility

•	 Career Coaching

•	 Protection

•	 Challenging Assignments

•	 Role Modeling

•	 Acceptance

•	 Confirmation

•	 Counseling

•	 Friendship

Source: Adapted from Kathy E. Kram, Mentoring at Work: Developmental Relationships in Organizational Life 
(Glenview, IL: Foresman, 1985).
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in Chapter 13, as we address orientation programs and how to help employees learn 
company culture. Mentoring also helps employees feel more engaged with the organi-
zation, resulting in greater productivity and ultimately improved organizational perfor-
mance. Lastly, mentoring promotes diversity, which leads to an innovative and creative 
work environment where employees are exposed to new ideas and opportunities. Over-
all, the organization should gain a workforce that is more cooperative, productive, and 
focused on delivery of good service to internal and external customers.

A corporate-level mentoring strategy is an integral part of a well-constructed men-
toring program. If the company does not place strategic value on mentoring, making 
it an integral part of the organization’s culture, the benefits that can be gained from a 
mentoring program will not be maximized. The formal mentoring program should be 
in alignment with the organization’s strategic position in order to achieve maximum 
effectiveness.9

Characteristics of a good mentoring relationship. Not all mentoring relationships are created 
equal. When there is a mismatch between mentor and protégé, this results in an unpro-
ductive, and perhaps detrimental, working relationship. In order for mentoring to work, 
certain issues must be taken into consideration.10 Exhibit 11-5 highlights the characteristics 
of a good mentoring relationship.

First, there should be genuine interest and motivation to participate from both 
the mentor and the protégé. From the perspective of the mentor, if the protégé is not 
coachable or approaching the relationship with a learning orientation, this mentoring 
relationship will be a waste of time for the mentor. From the perspective of the protégé, 
if the mentor is not interested in being a mentor, he or she will not provide adequate sup-
port for the protégé, leaving the protégé disillusioned and pondering job opportunities 
elsewhere within or outside of the organization. Regardless of the perspective, this is one 
of the primary reasons why mentoring programs should be voluntary, not mandatory. If 
one or both parties are not interested in the mentoring relationship, it is a waste of time 
and money for all involved.

Exhibit 11-5 Characteristics of a Good Mentoring Relationship

Interest and Motivation to Participate From Both Mentor and Protégé

Time and Commitment to Participate

Confidentiality

Clear, Open, Two-Way Communication

Active Listening

Clear Goals
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Second, there should be time to participate in the mentoring program, and com-
mitment from both parties to make the mentoring relationship work. Even with the 
best of intentions, if neither mentor nor protégé can commit the time to developing the 
relationship, the program will not meet the organization’s strategic needs and goals. If 
neither is committed to make the time, even if each has the stated desire to be involved 
in the mentoring relationship, the mentoring program will likely fail.

Third, confidentiality is essential. The mentor may hear things that are extremely 
personal. One goal of the mentoring relationship is to help protégés learn about the 
culture and build their own self-awareness as they grow as employees. As protégés 
explore these things within the boundary of the mentoring relationship, they may 
reveal personal details that should not be for professional consideration in the work-
place. For example, protégés may share that they have a hidden disability, or that 
they are in a same-sex relationship. While the mentor may not have issues with either 
piece of information, it is not the mentor’s responsibility to share that information 
with others. This violates trust and will destroy the budding relationship between 
the two. If the protégé does not feel safe to confide in and share information with 
the mentor, this creates a barrier between them, eroding the benefits of a mentoring 
relationship.

Fourth, communication is the lynchpin of a good mentoring relationship. This 
involves clear, open, two-way communication, and good listening skills for both parties. 
The importance of good communication, along with ways to develop better commu-
nication skills, is addressed further in Chapter 12, “Practical Skills for Training and 
Development.”

Lastly, a good mentoring relationship must establish clear goals. The goals must be 
in alignment with the strategic needs of the organization, and also benefit both mentor 
and protégé. Each person enters the mentoring relationship with personal and profes-
sional goals in mind. Those goals should be discussed explicitly in the beginning phase 
of the relationship so the mentor and protégé know what to expect from each other and 
the outcomes they’d like to see at the close of the formal mentoring relationship. Some 
organizations use a formal contract that explicitly addresses the expectations for goals 
and outcomes. An example of a mentoring contract is found in Exhibit 11-6, from the 
Institute of Physics. A contract can be developed according to the organization’s strategic 
needs, as well as the needs of both mentor and protégé.

Stages of the Mentoring Relationship. There are four stages in the mentoring relationship: 
initiation, cultivation, separation, and redefinition (see Exhibit 11-7).11 In the initiation 
stage, which lasts six months to a year, the relationship is in its beginning stages, and 
the mentor is admired as a role model and for his or her ability to provide support and 
guidance to the protégé. The relationship parameters are established, and trust is being 
developed. In the cultivation stage, which lasts two to five years, both career develop-
ment and psychosocial support are maximized. The relationship has developed a strong 
emotional bond, and both protégé and mentor benefit from the relationship. At this 
stage, they may meet more frequently to build greater synergies.
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Exhibit 11-6 Sample Mentoring Contract

Mentoring Agreement Form

We are both voluntarily entering into this partnership. We wish this to be a rewarding experience, spending most of 
our time discussing developmental activities. We agree that . . .

1. The mentoring relationship will last for ________________ months. This period will be evaluated every three to 
six months and will end by amicable agreement once we have achieved as much as possible.

2. We will meet at least once every ________________ weeks. Meeting times, once agreed, should not be canceled 
unless this is unavoidable. At the end of each meeting, we will agree on a date for the next meeting.

3. Each meeting will last a minimum of __________________ minutes and a maximum of __________________ 
minutes.

4. In between meetings, we will contact each other by telephone/email no more than once every ______________ 
weeks/days.

5. The aim of the partnership is to discuss and resolve the following issues:

 a.

 b.

 c.

6. We agree that the role of the mentor is to:

 ________________________________________________________________________________________________

 ________________________________________________________________________________________________

 ________________________________________________________________________________________________

7. We agree that the role of the mentee is to:

 ________________________________________________________________________________________________

 ________________________________________________________________________________________________

 ________________________________________________________________________________________________

8. We agree to keep the content of these meetings confidential.

9. The mentor agrees to be honest and provide constructive feedback to the mentee. The mentee agrees to be 
open to the feedback.

Date: _____________________________________________

Mentor’s signature: _________________________________

Mentee’s signature: _________________________________

Date for Review: ____________________________________

Source: Institute of Physics, “How the Partnership Works.” Available from https://www.iop.org/membership/prof-dev/tools/
mentoring/partnership/page_38867.html.
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The separation stage is the transition point for the protégé who is likely to desire 
more autonomy in the relationship. Work commitments may have shifted for both men-
tor and protégé, or the usefulness or instrumentality of the mentoring relationship may 
have decreased. Either way, at this point in time the protégé and mentor begin to spend 
less time together, and the dependency of the protégé on the mentor fades. There may 
be frustration or disappointment at unattained goals, or sadness that the relationship is 
in a formal transition.

In the redefinition stage, the mentor–protégé relationship shifts to become a rela-
tionship of equals, or peers. The emphasis at this stage is on friendship, rather than on 
role modeling and learning. It may feel awkward in the beginning as the protégé tran-
sitions from a subordinate role in the relationship. How this awkwardness is managed 
determines whether the relationship continues in a redefined way, or fades away entirely. 
Addressing the redefinition stage in training mentors and protégés is important for suc-
cessful mentoring outcomes.

Antecedents for mentoring support. A wide variety of studies have tried to investigate 
the factors that lead to greater mentoring support, as defined in Exhibit 11-4. Rajashi 
Ghosh compiled the research in this area and conducted an analysis that revealed 
which factors appear to have the greatest impact on mentoring support12—for exam-
ple, the individual characteristics of the protégé and mentor, relationship factors 
describing the mentoring relationship, and structural or organizational factors. He 
also differentiated between the two types of mentoring support, career development 
and psychosocial support. Exhibit 11-8 outlines the results of his study.

To summarize Ghosh’s findings, protégés who were proactive had a high internal 
locus of control (believed they had control over the outcomes of their life), and those 
who had a high learning goal orientation were more likely to get career development 
support. The same can be said for psychosocial support except locus of control, which 
did not have an impact on psychosocial support. Mentors who exhibited transforma-
tional leader behaviors and had a high learning goal orientation were also more likely to 
provide career development and psychosocial mentoring support.

Gender-similar dyads (male and male, or female and female) were more likely to 
have both career development and psychosocial support than mixed-gender dyads, as 
were those dyads where mentor and protégé perceived greater similarities between 
them. Ethnically similar dyads were more likely to have psychosocial support, but 
not career development support. Trust, informal mentoring, and perceived organiza-
tional support for mentoring programs all contributed to both career development 

Exhibit 11-7 Stages of the Mentoring Relationship

Initiation Cultivation Separation Redefinition
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and psychosocial support. However, supervisors who engaged in mentoring were 
more likely to provide career development support. As well, career development was 
more likely to be seen during early phases of the mentoring relationship rather than 
later phases.

Lastly, some results did not differentiate between career and psychosocial 
mentoring support. For example, high protégé emotional intelligence (ability to 
read and manage one’s own emotions and to be aware of others’ emotions) and 
self-monitoring (how much people monitor their self-presentation, expressive 
behavior, and nonverbal affective displays) result in greater overall mentoring sup-
port. As well, when both mentor and protégé engage in a high level of self-disclosure  
(sharing personal information about oneself), there is much greater overall men-
toring support.

Exhibit 11-8 Antecedents of Mentoring Support

Career Development Psychosocial

Proactive Protégé Proactive Protégé

Internal Locus of Control of Protégé High Protégé Learning Goal Orientation

High Protégé Learning Goal Orientation High Mentor Learning Goal Orientation

High Mentor Learning Goal Orientation Mentor Is Transformational Leader

Mentor Is Transformational Leader Gender-Similar Dyad

Gender-Similar Dyad Ethnically Similar Dyad

Perceived Similarity Perceived Similarity

Cognition- and Affect-Based Trust Cognition- and Affect-Based Trust

Informal Mentoring Informal Mentoring

Supervisory Mentoring Organizational Support for Mentoring

Organizational Support for Mentoring

Early Mentoring Stages Over Late Stages

Undifferentiated Between Career and Psychosocial Mentoring Support

Protégé Emotional Intelligence

Protégé High Self-Monitoring

High Self-Disclosure Between Protégé and Mentor

Source: Adapted from Rajashi Ghosh, “Antecedents of Mentoring Support: A Meta-analysis of Individual,  
Relational, and Structural or Organizational Factors.” Journal of Vocational Behavior 84, no. 3 (2014): 
367–384.
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These findings have a direct impact on how training professionals choose and pre-
pare both protégés and mentors for mentoring programs. As well, demographic char-
acteristics such as gender or ethnicity, or the extent to which the protégé and mentor 
perceive they are similar in outlook, perspective, values, and work habits, are relevant to 
successful matches. It is important to note that age differences do not have a meaningful 
impact on the likelihood for mentoring support. As well, if the emphasis is on psychoso-
cial support over career support, ethnicity similarity matters and is more likely to result 
in greater psychosocial support. If the emphasis is on greater career support, the direct 
supervisor may be better prepared to provide that support, over a mentor in a different 
area from the protégé.

Mentor and protégé training. Both mentors and protégés should be trained in how to 
best prepare for the mentoring relationship. Once the organization has determined the 
expectations around the mentor ing program, potential mentors and protégés should 
trained on what to expect if they participate in the program. Exhibit 11-9 is an example 
of a model mentoring training program, highlighting the goals of the program.

Exhibit 11-9 Model Mentoring Training Program Goals

Program Goal

The program will help develop identified candidates who have shown potential for growth and interest in leadership. 
The role of the mentoring program is to build relationships, share organizational knowledge, and develop leadership 
skills. Leadership candidates will meet regularly with current leaders (mentors) who have volunteered to share their 
contacts, knowledge, skills, and expertise.

As a mentor, you will be expected to support the mentoring initiative, and your protégé. The following are characteristics 
of successful mentors. Consider these as you make the decision to participate in the mentoring program.

•	 Desires to mentor another employee and is committed to the protégé’s growth and development

•	 Understands the importance of emotional intelligence and is sensitive to the emotions and feelings of the protégé

•	 Knows the organization’s vision, goals, and values, and aligns mentoring activities accordingly

•	 Can actively engage in productive relationships between departments and individual contributors

•	 Knows the culture of the organization and can apply cultural knowledge to leadership

•	 Demonstrates integrity in all actions

•	 Is willing to help develop a protégé through guidance and coaching

•	 Embraces stewardship in the organization

Mentor–Protégé Relationship

Before you are matched with a potential protégé candidate, you will complete a questionnaire indicating your 
strengths and what you are willing to offer your match. Candidates will also have input into the process by requesting 
a certain skill set in their possible mentors.

Source: Adapted from Annette M. Cremo and Tom Bux, “Developing a Leadership Pipeline,” TD at Work 34 (October 2017): 8.
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Making a good match between protégé and mentor is important to minimize chal-
lenges and maximally benefit the organization. This match depends on proper training 
for both mentor and protégé. Good mentors should be trained to know what is expected 
of them, and to provide their protégés with the competencies to make the mentoring 
relationship work. As well, protégés should be informed why the mentoring program is 
important to the organization; how the protégé, mentor, and organization benefit from 
the program; and what is expected of the protégé to make the program and the mentor-
ing relationship a success. Exhibit 11-10 highlights the types of things that should be 
included in mentor and protégé training.

Formal versus informal mentoring. As noted previously, mentoring programs can be formal 
or informal. While informal mentoring relationships may cover the same ground as 
formal relationships, it is done without the structure and support of the organization. 
Despite the lack of formal structure, HR and training professionals can encourage and 
advise their employees in how to best navigate a mentoring relationship, even if the 
organization does not formally support a mentoring program. Exhibit 11-11 outlines 
the differences between formal and informal mentoring.

Exhibit 11-10 Sample Mentor and Protégé Training

Preparation for Mentors Preparation for Protégé Candidates

•	 The importance of mentoring

•	 The role of the mentor

•	 The process of mentoring

•	 The match

•	 Preparing for success

•	 Setting expectations with the protégé

•	 Confidentiality

•	 The agreement

•	 Goals of the relationship

•	 Setting objectives

•	 Possible learning methods: journaling, role 
playing, shadowing

•	 Meeting times/frequency

•	 Coaching overview

•	 Evaluating success

•	 Defining mentoring

•	 The importance of the mentoring 
relationship

•	 Responsibilities of the protégé

•	 Matching the protégé to the mentor

•	 Working relationships with the mentor

•	 Developing expectations

•	 Confidentiality

•	 Boundaries

•	 The mentoring agreement

•	 Accountability

•	 Welcoming feedback

•	 Evaluating your success

Source: Adapted from Annette M. Cremo and Tom Bux, “Developing a Leadership Pipeline,” TD at Work 
34 (October 2017): 8.
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One of the most important differences between formal and informal programs is 
the missing connection to strategic business objectives found in informal mentoring 
programs. This doesn’t mean that informal mentoring cannot benefit the organiza-
tion’s bottom line in the long run. However, without clear guidelines, there are no 
guarantees that the parameters of an informal mentoring relationship will directly 
benefit the organization.

Another important consideration is the self-selection of mentors and protégés 
versus open access for all who qualify. Self-selection can make the organization vul-
nerable to charges of discrimination if mentors are left to their own devices in select-
ing and working with protégés. We know that people prefer to work with others 
who look and think like them. If managers only choose their favorite employees 
to mentor, entire classes of employees may miss out on the benefits of a mentoring 
relationship. Women and minorities in particular, because they exist in such small 
numbers at the top of many organizations, may not find a mentor who looks like 
them. This perpetuates issues such as the glass ceiling, inhibiting advancement in 
the organization.

Overall, with guidance from the HR department, even an informal mentoring pro-
gram can benefit the mentors and protégés as long as care is given to provide some 
simple guidelines for the mentors and protégés to follow as they build their mentoring 
relationship. Reminding mentors about the dangers of discrimination when selecting 
protégés can help mitigate any legal concerns. As well, helping the mentoring dyads 
develop goals and expectations for their mentoring relationship ensures even informal 
programs have an achievable outcome.

Threats to mentoring programs. Even in the best-designed mentoring programs, unex-
pected problems may arise. For example, jealousy can arise between the mentor and 

Exhibit 11-11 Formal Versus Informal Mentoring

Formal Mentoring Informal Mentoring

•	 Connection to a strategic business objective of the organization

•	 Established goals

•	 Measurable outcomes

•	 Open access for all who qualify

•	 Strategic pairing of mentors and protégés

•	 Mentoring engagements lasting 9–12 months

•	 Expert training and support

•	 Direct organizational benefits

•	 Unspecified goals

•	 Unknown outcomes

•	 Limited access to the program

•	 Self-selection of mentors and protégés

•	 Long-term mentoring

•	 No expert training or support

•	 Indirect organizational benefits

Source: Adapted from “Business Marketing Matters: What Is the Difference Between Informal and Formal Mentoring?,”  
Management Mentors. Available from http://www.management-mentors.com/about/corporate-mentoring-matters-blog/
bid/90851/what-is-the-difference-between-informal-and-formal-mentoring.
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protégé if the protégé’s career begins to skyrocket beyond that of the mentor, or if the 
protégé is expanding her or his network beyond the mentor’s scope of influence. The 
mentor may get controlling and choose not to let the protégé move on from the men-
toring relationship, or may undermine the protégé in a public setting. Addressing issues 
of jealousy should be integrated into mentor–protégé training so that both parties know 
how to identify when a mentor ing relationship has become toxic and dysfunctional.

As well, in the later stages of mentoring, the relationship changes from one where 
the protégé depends on the mentor to one where they are equals or the protégé sur-
passes the mentor in position and influence. The mentor needs to recognize the chang-
ing nature of this relationship and let it evolve to one of mutual respect and collegiality, 
rather than expect the protégé to remain in a subordinate position to the mentor. In the 
end, the mentors must recognize that they have done their job well if the protégés have 
grown and developed into successful organizational leaders.

The final consideration that may threaten mentoring relationships and programs 
is diversity-related. While gender- and ethnically similar dyads may result in greater 
mentoring support, these types of dyads may not be available for women and minorities 
in organizations. Thus, if the majority of mentors are white males, then white male 
protégés will benefit the most from a mentoring program. Emphasis should be placed on 
finding generalized similarities between the mentor and protégé rather than on demo-
graphic characteristics. In other words, dyads should be matched based on similar values, 
outlooks, and personality characteristics, rather than basic demographics.

As well, additional problems may occur with gender-dissimilar dyads. For exam-
ple, a male mentor may be uncomfortable building a relationship with a female junior 
employee. This may be a result of religious beliefs associated with more conservative 
faiths such as Hasidic Judaism or conservative Islam or Christianity, where opposite-sex 
relationships outside of marriage, even if just professional relationships, are discouraged. 
Legal issues around sexual harassment may occur in gender dissimilar dyads as well. 
While it is more common to see a male sexually harass a female subordinate, there is 
precedent for females sexually harassing male subordinates, or even same-sex harass-
ment as seen in many court cases. Don’t assume that female mentors do not need train-
ing on the legal issues surrounding sexual harassment.

Coaching

While mentoring involves addressing larger, developmental issues for an employee’s 
career path, coaching is more focused on helping employees achieve better daily per-
formance to enhance their careers.13 The International Coach Federation (ICF) defines 
coaching as partnering with clients in a thought-provoking and creative process that 
inspires them to maximize their personal and professional potential. While ICF’s pri-
mary focus is external coaching, the definition can be inclusive of those who primarily 
identify as internal coaches if the organization considers direct reports as internal clients 
or partners.

Given that coaches can be both internal and external, it is important to compare 
and contrast these two roles in the context of administrating employee development 
programs. The 2016 ICF Global Coaching Study found that coaches identify their role 
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somewhere along a coaching continuum.14 On one extreme is the manager or leader 
who uses coaching skills with direct reports. The next level is the HR professional or 
talent manager who uses coaching skills at the organizational level. From there, the 
shift moves toward the coaching professional. Along the continuum, some coaching 
professionals can have a foot in both roles; they may have an internal focus—for exam-
ple, as an HR professional—but also have a side career as an external coach across 
different organizations and industries. At the next-highest level is the fully internal 
coach who is tasked with acting as an executive coach across many employees in the 
organization. Internal coaches may be part of the talent management team, and their 
job title may reflect their role internally in coaching select higher-level executives in 
the company.

Lastly, we have the external coach. These individuals work outside of the organi-
zation’s boundaries and have their own pool of clientele across organizations. In essence, 
the external coach functions like a consultant, outside of the domain of the organization, 
and works individually with executives as needed across different organizations.

The majority of coaches function more as coaching professionals, and represent 
approximately 80% of those who self-identify as coaches. Women represent approx-
imately 67% of those who identify as coaching professionals, and 66% of those who 
identify as manager or leader coaches.15 This may be unsurprising as coaching tends 
to have a strong communal and interpersonal focus, an attribution more likely associ-
ated with women than men in the workplace. Lastly, approximately 99% of coaching 
professionals have coaching training, with the vast majority (89%) getting their coach-
ing training from accredited or approved programs.16 Similarly, managers and leaders 
who identify as coaches have similar training; of the 93% who received training, the 
majority (73%) came from accredited or approved programs. The ICF has three levels 
of coaching accreditation: Associated Certified Coach, Professional Certified Coach, 
and Master Certified Coach. All require varying numbers of study hours and minimum 
requirements for certification.17

Internal versus external coaching. The most common internal coach is the employee’s 
direct supervisor or manager. These coaches are responsible for helping employees grow 
within the confines of their jobs and preparing them for future job opportunities. Refer-
ring back to Exhibit 11-2, the supervisor may use assignment and enrichment activities 
to ensure the employee progresses along a desired career trajectory. As well, the super-
visor may be instrumental in helping with issues such as job design and job rotation. 
Lastly, supervisors must regularly assess employees as they do their jobs through the per-
formance appraisal process. The information gathered in the performance assessment 
may be a key factor in lateral moves or promotion decisions for individual employees. It 
is easy to see how the supervisor or manager is the most important coach an employee 
has in an organization.

Talent management departments in organizations may also employ an internal 
coach, or the HR professional in the company may take on that role directly. An internal 
coach is a talent management professional whose role is to work with those employees 
who need or desire coaching to help their careers. Although in some instances the inter-
nal coach may be reserved for a certain level of employee (e.g., higher-level executives), 
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the internal coach may also be asked to work with supervisors and managers to ensure 
they have some basic coaching training to help all levels of employees in the organization 
achieve their development goals.

One common way an internal coach works with employees is to help them navigate 
the transition between the two tines of the career fork. For example, a senior engineer 
may want to be more involved in strategic business management, and less involved with 
direct participation in and supervision of engineering projects. The coach will work with 
the senior engineer to help change his or her management mindset from one within 
the scope of science and engineering, to one that considers a broader scope of business- 
related issues and concerns. Career forks have been a common component in technology 
and manufacturing firms’ organizational structure. These companies would greatly ben-
efit from a dedicated internal coach to help with the unique career developmental needs 
of those in the science, technology, engineering, and mathematics (STEM) fields.

The external coaching professional typically works as an independent consultant, 
identifying and serving clients across a whole range of expertise. Coaches can range from 
spiritual or life coaches, to specialized executive coaches. Each coach has a unique skill 
set she or he can offer clients, and it is important, when looking for a coach, that you 
find one who matches your values and needs. Common to business organizations are 
business or executive coaches. An important difference between internal and external 
coaching is that the internal coach, while helping the employee, works for the organiza-
tion, whereas the external coach works for the employee or client. External coaches have 
greater expertise in broad categories such as industry or functional expertise. Alterna-
tively, internal coaches have greater expertise on the organization’s environment, and are 
aware of where the landmines and challenges exist within the organization.

Balancing the pros and cons of internal and external coaches is important when 
committing to building a coaching relationship. The Society for Industrial and Orga-
nizational Psychology has published guidelines on when to use internal versus external 
coaches.18 External coaches are more appropriate when you are looking for coaches for 
employees at the highest levels of the organization, when there is a culture of low trust, 
and/or when coaching is considered a last-ditch effort to improve performance of an 
employee. In short, it is important to use an external coach when political neutrality, 
maximum objectivity, and the highest level of confidentiality are needed in the coaching 
relationship.

Alternatively, internal coaches may be preferred for a variety of reasons. First, 
organizations should use internal coaches when they value reliability and consistency 
in approach. This is because coaching education among external coaches is currently 
unregulated and curriculums vary across coaching training programs (voluntary accred-
itation only exists through ICF). Because the coaching industry is not regulated in the 
same way, for example, CPA credentials are regulated, a coach acquired for one execu-
tive may differ in approach and outcomes from a coach acquired for another executive. 
Therefore, if consistency of approach is important, organizations should consider inter-
nal coaches.

Second, internal coaches may be preferred when financial constraints exist. The 
cost for external coaches is expensive. Even though the investment may yield a good 
return, if the company is experiencing financial difficulties, internal coaches are a more 
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cost- effective solution. Lastly, internal coaches may be preferred when quicker, more 
efficient integration and system-level interventions are needed. As company insiders, 
internal coaches can more effectively coach employees to success because they are famil-
iar with the organization’s political and cultural environment, as well as the structure, 
policies, and procedures in place.

In terms of who pays for external coaches, coaches may be secured for employees 
by the organization if it does not have a formal internal coaching program. As well, 
employees may choose to contract and pay for their coaches directly, without the explicit 
support of the organization. If the organization pays, the external coach has to walk a 
line between meeting the contractual needs of the organization and serving the coach-
ing client. The organization’s and the client’s needs may not always be in alignment, so 
negotiating the role of the coach and understanding the coach’s philosophy in advance 
is important.

The cost and time commitment associated with using an external coach should 
not be underestimated, but the value such coaches can bring to individuals is extensive. 
Research on coaching effectiveness has faced challenges to draw conclusions because 
it is difficult to design research to measure properly the specific impact of coaching. 
Research done by Anna Blackman, Gianna Moscardo, and David Gray concluded there 
are practical challenges to measuring the impact of coaching on business outcomes 
because of the inability to assign subjects randomly to different coaching conditions.19 
However, just because there are research challenges doesn’t mean we should dismiss the 
impact of coaching on employees and the organizations where they work. In their review 
of a cross section of 111 studies, Blackman and colleagues identified a number of benefits 
to employees and their organizations when coaches and coaching practices are utilized. 
Exhibit 11-12 summarizes the benefits found in their research.

Exhibit 11-12 Benefits of Coaching

Benefit to the Employee Benefit to the Organization

•	 Better Work–Life Balance

•	 Improving Psychological and Social Competencies

•	 Improving Career Development

•	 Improving Self-Awareness and Assertiveness

•	 Increasing Confidence

•	 Developing Relationship, Network, and Interpersonal Skills

•	 Adapting to Change More Effectively

•	 Helping to Set and Achieve Goals

•	 Role Clarity

•	 Behavior Changes

•	 Increased Productivity

•	 Support Mechanism for 
Other Training Programs

•	 Improvements to 
Communication

•	 Effectiveness of 
Organization and Teams

(Continued)
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Coaching phases. The coaching process tends to move across four phases.20 First, clients 
focus on what to address. With the help of the coach, the employee is able to identify and 
focus on the issues that need to be addressed through coaching. Second, clients focus on 
the relationships they have and/or need to develop. Particularly as employees advance to 
higher levels in the organization, understanding the value of key players in the organiza-
tion and the importance of building networks or coalitions of coworkers is important for 
success. Exhibit 11-13 highlights a blog post from Master Executive Coach Rob Berkley 
on the importance of leaders providing support to those they actively coach on the job. 
We include this here as it addresses the importance of building supportive relationships 
between employees and their coaches.

Third, clients create alignment between intentions and actions. Where they find 
their values are not in alignment with their actions, they can work to ensure intentions 
and actions are consistent. Fourth, clients make change in their organizations. Effective 
change cannot occur unless and until employees have a good sense of their strengths and 
weaknesses, are building positive and supportive relationships across the organization, 
and are ensuring their values align with their actions. The coach’s job is to ask the right 
questions and help employees find the answers to these questions in each phase of the 
coaching process.21

MetrixGlobal conducted research to determine where the greatest return on 
investment occurs when organizations use business coaching to aid their employees 
to grow and develop,22 and found three things. First, the monetary impact of executive 
coaching on the business increases as the coaching relationship progresses through 
the four phases. In fact, MetrixGlobal found 8 in 10 clients whose coaching made it 
to the second phase had a positive impact on business outcomes. Those who made 
it to the fourth phase had an even greater impact. Second, less than half of coaching 
relationships make it beyond the second phase. It is easy to conclude that coaching is 
underutilized with respect to its return on investment if it doesn’t progress to helping 
employees make lasting change. Lastly, MetrixGlobal found that approximately 70% 

Exhibit 11-12  (Continued)

Benefits to Employee and Organization

Improvements in Interpersonal Dynamics and Teamwork

High Levels of Motivation

Increased Job Satisfaction, Job Retention, and Company Loyalty

Increased Skill Levels

Ability to Deal With Stressful Situations

Improved Leadership and Management

Source: Adapted from Anna Blackman, Gianna Moscardo, and David E. Gray, “Challenges for the Theory 
and Practice of Business Coaching: A Systematic Review of Empirical Evidence,” Human Resource Devel-
opment Review 15, no. 4 (2016): 459–486.
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Exhibit 11-13 Giving Support

Many leaders I work with initially complain their teams and certain individuals are not 
able to function independently without their direct input. When we discuss the situation, 
it often becomes clear the leader has not allowed the team or people to fully develop 
their skills without the leader stepping in to “speed things up,” “fix things,” or “show 
them how to do it.” If you want independent teams and individuals, two leadership skills 
are essential.

The first is the ability to develop others. The second is the ability to support people. These 
two skills go hand in hand. This discussion focuses on supporting others.

When associates and teams are learning something difficult, suffering from loss, wrestling 
with an issue, striving to change, or engaged in conflict, they need support from you. They 
do not need you to step in and “fix it” unless there is danger or they are really stuck.

Support is the skill of connecting emotionally with people, acknowledging their struggle, 
empathizing with them, and making your care and concern evident to them as they go 
through something powerful and important.

It is not giving unasked-for advice, doing it for them, or intervening in such a way that they 
do not resolve the situation themselves. Being proficient at supporting others means:

1. Being emotionally available.

2. Having the patience to stay with them as they wrestle with an issue. Learning, growth, 
and change take time.

3. Understanding and acknowledging the difficulty of the task or process. After they have 
mastered it, people often forget how hard it was to do something.

4. Seeing when someone is truly stuck and needs help to move forward.

5. Understanding when a situation requires support.

6. Knowing how to deliver important messages in a clear, direct, and compassionate way.

7. Having the ability to really listen to others, hear what they are going through, and 
respond directly to it.

Struggling with issues, learning, and change allows your associates to develop the 
“muscles” to do their jobs better, to be more resilient, and to function independently. 
Giving support is the extra ingredient that bolsters them to hang tough when the going  
gets tough.

Without that ability developed over time at each level of their career or life, many people 
fold at the slightest challenge, and you will find yourself forever having to do their jobs—
and yours.

Rob Berkley was the co-founder, with his wife, Debbie Phillips, of the executive coaching 
firm GroupMV. Rob was a Master Certified Coach from the International Coach Federation. 
Before opening his consulting practice, he served as a CEO, CIO, and board director 
for several well-known private and public companies in the technology, banking, and 
publishing industries, including Banker’s Trust, Simon & Schuster, and Pearson. Until his 
death in 2018, Rob maintained a blog about leadership and coaching.

Source: Giving Support, Rob Berkley, http://www.robberkley.com/giving-support/.
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of the monetary value of coaching comes from those coaching relationships that have 
evolved into phase three or four.

Keys to successful coaching. There are several factors to consider when designing and 
implementing an effective coaching program. Just as we consider the characteristics of 
the mentor and protégé, the same has to happen for the coach and client. Certain char-
acteristics are essential to find in a coach. Similarly, coaching is most effective when 
the coachee, or client, exhibits certain characteristics. Care must be taken in building 
a trust between the two over the course of the coaching relationship. As well, just like 
any training program, the context, or coaching culture, must be amenable to ensure 
that the lessons learned in the coaching relationship can be transferred to the job to 
benefit the company. Lastly, the coaching process itself works best with key elements 
as part of the coaching relationship. Exhibit 11-14 highlights the factors needed for an 
effective coaching relationship.

Exhibit 11-14 Factors Leading to Successful Coaching

Coach •	 Experience with coaching

•	 Experience with relevant sector

•	 Likable

•	 Self-confident

•	 Empathetic

•	 Warm

•	 Organized

•	 Creative

•	 Calm

•	 Communicates clearly

•	 Honest

•	 Maintains confidentiality

Coachee/Client •	 Self-efficacy

•	 Motivation

•	 Internal locus of control

•	 Confident

•	 Committed

•	 Involved

•	 Willingness to put forth effort

•	 Ability/competence
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The match between coach and client is central to the coaching relationship because 
of the close personal work that must occur for coaching success. As represented by Deb-
bie Phillips in the opening vignette, coaching is more than training or organizational 
development. It’s about developing a deep personal relationship based on trust and 
authenticity. Coaches get to know their clients deeply so they can ask the right questions 
and challenge the clients to work toward their goals. Ensuring perceived similarities 
between coach and client based on outlook, perspective, values, and work habits helps to 
secure a successful match.

Coaches require a unique skill set to maximize effectiveness. Not all managers or 
supervisors are naturally effective coaches, so providing training in these areas will be 
helpful. Regardless of whether an individual is an internal or external coach, the fol-
lowing skills are generally agreed upon as essential for coaches. First, coaches should 
ensure alignment of intention and meaning when they speak to their clients.23 Consider 
a simple example of agreeing where to meet when engaged in coaching. Although most 
coaching occurs over the phone so that the coach can focus on the client’s words to hear 
what is being unsaid, oftentimes the coach and client may agree to meet face-to-face. 
Because coaching is about having a supportive, permissive relationship where the coach 
seeks permission to make suggestions if the client agrees, it is always better to err on 
the side of asking for and securing permission, rather than telling clients what to do. 
Instead of saying, “We will meet in a coffee shop during our next session because I think 
that is best,” it is better to explain and then secure permission: “It is good every once in 
a while for us to meet face-to-face; are you OK if we meet in a coffee shop for our next 
session?” Directness is key, but not so direct you do not give the coaching clients the 

Relationship •	 Match between coach and client

•	 One-on-one interaction

•	 Trust

•	 Authenticity

•	 Challenge

•	 Commitment by both parties

Organizational Context •	 Support

•	 Goal alignment

Coaching Process •	 Encourage appropriate action

•	 Use priorities and timelines

•	 Relate personal to organizational goals

•	 Identify blind spots

•	 Constructive view of difficult issues

Source: Adapted from Anna Blackman, Gianna Moscardo, and David E. Gray, “Challenges for the Theory 
and Practice of Business Coaching: A Systematic Review of Empirical Evidence,” Human Resource Devel-
opment Review 15, no. 4 (2016): 459–486.
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right to express their needs and desires. Coaches should consider how someone may 
interpret their words, not just assume their intent comes across clearly. We address more 
on communication in Chapter 12.

Along with clear communication regarding intent, coaches typically have high 
emotional intelligence,24 enabling them to read and understand their own and others’ 
emotions. Because of the deep personal relationship built between coaches and clients, 
managing the emotional context is important. Coaches should also be able to show 
empathy, know how to build rapport, engage in active listening, know how to ask ques-
tions first instead of providing solutions, and provide feedback with tact and diplomacy.25 
Again, we provide more details on these skills in Chapter 12.

Lastly, as will be discussed in Chapter 13 on training for differences, understanding 
cross-cultural issues and concerns is essential when dealing with a global workforce. 
Coaching isn’t just limited to those who live and work in the same country. Coaching 
relationships can extend across global boundaries and work very well in a virtual context. 
The most important thing to remember is that coaches in one country cannot assume 
that their norms and values apply to an employee from another country.26

LEADERSHIP DEVELOPMENT

An important area in development activities involves leadership development. In fact, 
we can argue that the main goal of development in and of itself is to develop employees 
so they can become leaders in the organization. Even without that implied assumption, 
a central part of organizational development activities includes developing leaders to 
create a good basis for the organization’s succession plan. While we could write an 
entire book on the importance of leadership development, we narrow our focus here 
to include the essential skills for leaders in the 21st century and the important steps for 
developing leaders.

A 2017 article in the Harvard Business Review states organizations are failing at 
an important metric for success—leadership development.27 The authors highlighted 
research done by the Corporate Executive Board that found 66% of executives surveyed 
engaged in leadership development activities but only 24% of them believed their pro-
grams were successful. The raw talent is there, but not translating into action in organi-
zations. The article shares eight leadership competencies on which organizations should 
focus: results orientation, strategic orientation, collaboration and influence, team lead-
ership, developing organizational capabilities, change leadership, market understanding, 
and inclusiveness. Exhibit 11-15 defines these areas further. Performance on each com-
petency may range from the lowest level, “baseline performance,” to the highest level, 
“extraordinary performance.”

In order to ensure your leadership development process not only finds leadership 
potential but also produces good leaders, the following steps should occur. First, organi-
zations need to determine the most important competencies for leadership roles in their 
organization. Then, they must assess employee potential. There are five key predictors 
of leadership success: motivation, curiosity, insight, engagement, and determination. 
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Exhibit 11-15 Eight Essential Leadership Competencies

Competency Predictors Baseline Performance Extraordinary Performance

Results Orientation •	 Curiosity

•	 Determination

Completes Assignments Transforms Business Model

Strategic Orientation •	 Curiosity

•	 Insight

Understands Immediate Issues Develops Breakthrough 
Corporate Strategy

Collaboration and Influence •	 Curiosity

•	 Determination

•	 Engagement

Responds to Requests Forges Transformational 
Partnerships

Team Leadership •	 Curiosity

•	 Engagement

Directs Work Builds High-Performance 
Culture

Develop Organizational 
Capabilities

•	 Curiosity

•	 Engagement

•	 Insight

Supports Development Efforts Instills Culture Focused on 
Talent Management

Change Leadership •	 Curiosity

•	 Determination

•	 Engagement

•	 Insight

Accepts Change Embeds Culture of Change

Market Understanding •	 Curiosity

•	 Insight

Knows Immediate Context Sees How to Transform 
Industry

Inclusiveness •	 Curiosity

•	 Engagement

•	 Insight

Accepts Different Views Creates Inclusive Culture

Source: Adapted from Claudio Fernández-Aráoz, Andrew Roscoe, and Kentaro Aramaki, “Turning Potential Into Success,” 
Harvard Business Review, November–December 2017.

Upon assessing how leaders score on these five predictors, it is important to map leader-
ship potential to the competencies required on the job, and assess the extent to which the 
employee exhibits those competencies. For example, referring to Exhibit 11-15, if inclu-
siveness is an important competency to the organization, potential is determined by the 
level of curiosity, engagement, and insight of the employees. Where a gap exists between 
the competency needed and what the employee exhibits, emerging leaders should be 
provided with development opportunities (see Exhibit 11-2), coaching, and the support 
they need to strengthen their critical competencies.
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Leadership development is essential for organizations to be successful now and in 
the future. Good leadership development helps define the organization’s succession plan 
and creates the infrastructure that allows all employees to succeed on the job. Just as 
we discussed the nine-box matrix in Chapter 10 to assess the development needs of all 
employees, leadership development helps us lay the groundwork for all members of the 
organization to be successful.

CHAPTER SUMMARY

Employee development is strategically important 
to organizations. When planning for the organiza-
tion’s future, it is important to ensure that employ-
ees are prepared for whatever is ahead to meet the 
organization’s strategic needs. Development works 
closely with many HR functions and activities, and 
must be planned and assessed like any other training 
program.

Hand in hand with the strategic importance of 
development is the importance of employees being 
able to demonstrate learning agility. Learning agility 
assumes employees are willing to learn from mis-
takes and continue to grow and develop over the 
course of their career. Learning agility is essential 
for employees to reach their highest potential in the 
organization.

Development activities cover a wide variety of 
areas. First, managers can help employees to 
develop by ensuring they have the right kinds 
of assignments and enrichment opportunities. 
Some of those projects may be in the scope of the 
employee’s job, but some can also be outside of that 
scope through volunteer roles such as participating 
in diversity committees and leading philanthropic 
activities. Second, jobs can be designed in such a 
way to help employees benefit over the course of 
their time on the job. Activities such as job shad-
owing and job rotation can expose employees to 
different opportunities and skill sets. When ready, 

they can expand on those skills and move toward 
different job opportunities both within and outside 
of the organization. Third, both traditional and 
nontraditional career paths can help employees 
map out a clear plan for their development. Know-
ing what opportunities lay ahead in their path can 
give them focus when seeking job opportunities. 
Even in nontraditional paths, or lateral moves, 
exposure to a broad range of skills and experiences 
is a huge benefit for employees to consider as they 
plan their careers.

Mentoring and coaching are also important tools 
that organizations can use to support employee 
development. Mentoring programs help ensure 
employees are supported as they traverse the orga-
nizational landscape. Care must be taken to ensure 
the mentoring program is tightly connected to the 
strategic goals of the organization. As well, the men-
toring relationship must be planned for, and devel-
oped with care, so that both mentor and protégé can 
benefit from the program. Selecting and training 
mentors and protégés is imperative to ensure suc-
cessful mentoring programs. Even if the mentoring 
program is informal, employees and their organiza-
tions can benefit from programs of this type. Overall, 
mentoring can result in greater employee retention 
and morale, help employees adapt to new cultures, 
and result in greater productivity and organizational 
performance.
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While mentoring occurs within the boundaries of 
organizational relationships, coaches can be inter-
nal and/or external. There are pros and cons to 
both types of coaching, and organizations should 
be clear about what they want to accomplish before 
they make a commitment to either approach. While 
coaching can offer benefits to organizations even if 
the coaching relationship doesn’t evolve much past 
identifying programs and developing relationships, 
it is important for coaches and clients to commit to 
achieving the desired outcomes.

Lastly, leadership development requires organiza-
tions to determine the key leadership competencies 
they want to see in their employees. Then, they can 
assess their employees to see how well they exhibit 
those areas needed for their jobs and their careers. 
Leadership development programs follow from 
these assessments so that custom programs are 
provided to employees as needed. Good leadership 
development is an important precursor to overall 
employee development and organizational capabil-
ities. Good leaders ensure all employees have the 
capabilities to be the best they can be.

KEY TERMS

Assignments and enrichment opportunities. 
Development opportunities that are embedded 
in normal work activities and assignments, as 
well as special projects outside of the normal 
scope of work.

Coaching. A development activity focused on 
helping employees achieve better daily perfor-
mance to enhance their careers.

External coach. Typically an independent con-
sultant who contracts with the employee to pro-
vide career and performance advice. Expertise 
can range from spiritual and life coaching, to 
specialized executive coaching.

Internal coach. Typically a supervisor or man-
ager, in-house human resource professional, or 
dedicated internal coaching professional who 
provides career and performance advice to the 
employee.

Job design development opportunities. Devel-
opment opportunities that are embedded in the 
design of the jobs and work employees do, includ-
ing job shadowing (following an experienced 
coworker around to learn the job) and job rota-
tion (rotating through different job assignments 
to learn new skills).

Job transition development opportunities. 
Development opportunities that include typical 
vertical promotions as well as horizontal lateral 
moves in job progression and career ladders.

Leadership development. A specialized type of 
employee development with the purpose of identi-
fying and developing future leaders in the organiza-
tion; works hand in hand with succession planning.

Learning agility. The mindset and corresponding 
collection of practices that allow leaders to con-
tinually develop, grow, and utilize new strategies 
that will equip them for the increasingly complex 
problems they face in their organizations.

Mentor. A senior employee who advises, coun-
sels, coaches, and promotes the career develop-
ment of a junior employee.

Mentoring. A development opportunity that 
involves an intense work relationship between 
senior and junior organizational members; and 
involves advising, counseling, career coaching, 
and promoting the career development of the 
junior employee.

Protégé. A junior employee who builds a rela-
tionship with a more senior employee for the pur-
pose of career development.
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END-OF-CHAPTER QUESTIONS AND EXERCISES

Discussion Questions

 1. Describe the strategic importance of 
development. Why should companies  
balance their focus on both training and 
development?

 2. Discuss the role the HR department can 
play in improving employee development 
programs. What should HR do to ensure the 
organization is prepared for implementing and 
valuing employee development?

 3. What challenges do multinational or global 
companies have when developing their 
employees? What HR activities can help 
overcome these barriers?

 4. How do stretch assignments and job 
enrichment differ from extra-role  
enrichment?

 5. What is the best way for HR managers  
and supervisors to determine who should  
get access to special assignments and  
project opportunities when they  
are available?

 6. How do job shadowing and job rotation 
benefit small businesses over larger businesses 
as a form of employee development?

 7. Discuss the role of performance appraisal 
in employee development. How can the 
outcomes from appraisals help with basic 
employee development?

 8. Describe the two types of support that occurs 
in mentoring relationships. How do they 
differ? Why are both types important when 
building mentoring relationships?

 9. What types of benefits are associated with 
mentoring programs?

10. Describe the characteristics of a good 
mentoring relationship. Explain why each 
characteristic is important.

11. List the four stages of the mentoring 
relationship. What occurs at each stage, and 
how can we best prepare mentors and protégés 
for these four stages?

12. What impact does gender and ethnicity have 
on the mentoring relationship? What kinds 
of outcomes can we expect, and how can 
technology (e-mentoring) help mitigate some 
of the problems?

13. What characteristics are important for a good 
protégé? What can one do to get the most 
from a mentoring relationship?

14. What are some of the advantages and 
disadvantages of using formal versus informal 
mentoring?

15. Explain the continuum of coaching roles, and 
describe the difference between internal and 
external coaching.

16. Explain the pros and cons of internal versus 
external coaches and under what circumstances 
each may be beneficial.

17. What benefits can one expect from coaching 
for employees and their organization?

18. What are the four phases of coaching? What 
kind of benefits can be expected as coaching 
relationships move through the four phases?

19. Describe the factors needed in the coaching 
client and the coaching relationship for a 
successful coaching experience. Can you draw 
parallels between the characteristics needed 
for success in mentoring and success in 
coaching?
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20. Can coaching work well across global 
boundaries and in a virtual context? Explain 
how and why.

Ethical Scenario

Bill finished looking over the leadership potential 
assessments he collected from the employees in 
his organization. Bill knew that not everyone had 
the potential to be a leader in the company, but he 
believed that all employees needed to develop their 
skills to reach their full potential. One of the rea-
sons why he loved working for his company is that 
management always put money behind development 
efforts. By combining the nine-box matrix with 
the leadership potential assessments, he fine-tuned 
his list of employees and the types of development 
he believed every employee needed to grow in the 
company. He presented his ideas to his new boss, 
Barb, who was the talent management director. 
Barb reviewed Bill’s list but immediately told him 
he had listed too many employees: “I’ve never seen 
such an extensive plan for development. This is not 
reasonable. We should only focus our attention on 
high-potential employees to get the biggest bang for 
the buck.” Bill argued with Barb, but she said her 
word was final.

Bill knew that Barb’s boss, the chief HR director, 
believed in development for all. However, given 
Barb’s statements, Bill was unclear if this meant 
there was a change in policy for the organization, 
or if Barb was just not aware of how important and 
extensive the employee development plan has been 
historically. Bill didn’t know if he should simply 
comply with Barb’s directive, or if he should go over 
her head to the chief HR director. Barb’s actions are 
not illegal as they don’t systematically discriminate 
against protected classes of employees, but somehow 
it doesn’t feel right, or fair, to Bill.

a. What would you advise Bill to do in this 
scenario?

b. If he goes over Barb’s head, what are the 
implications for Bill in terms of his relationship 
with Barb?

c. If he complies with Barb’s directive, what 
are the implications for Bill within the 
organization, and in the eyes of the chief HR 
director?

11.1 Video Case: The Pecking Order

Review the TED Talk by Margaret Heffernan called 
“Forget the Pecking Order at Work,” available from 
www.ted.com/talks/margaret_heffernan_why_it_s_ 
time_to_forget_the_pecking_order_at_work?referrer 
=playlist-how_to_be_a_good_mentor#t-935533. 
Consider the discussion in Chapter 10 about man-
aging high-potential employees and developing suc-
cession plans to enhance careers as you answer the 
questions below.

a. Summarize the message of the video about 
the dangers of only developing the highest 
potential employees.

b. What value is there in ensuring all employees 
get developed, not just your high-potential 
employees? How does it impact the whole 
organization when we ensure all employees 
have the skills to do their job and have 
opportunities to grow throughout their careers?

11.2 Video Case: “How NOT 2”  
Perform Coaching

Watch the following video by Michael Brown on what 
not to do when coaching an employee: https://youtu 
.be/pUYzoJWw44. Answer the questions below.

a. Identify the mistakes the coach makes in this 
coaching session.

b. Make recommendations for how the coach 
could improve on each mistake.
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11.3 Mentee Readiness Assessment

Mentee Characteristics Survey

Complete this survey to assess your readiness to be 
a mentee. Assess each characteristic by putting an 

X in the appropriate box using the scale below as a 
guide. Look at your score on effective versus inef-
fective characteristics. Are you ready to be a mentee 
(protégé)? What areas do you need to develop to 
prepare for a mentoring relationship?

Al
w

ay
s

Fr
eq

ue
nt

ly

So
m

et
im

es

Ra
re

ly

N
ev

er

Effective Characteristics 1 2 3 4 5

1. Am I Goal-Oriented?

2. Do I Seek Challenges?

3. Do I Take Initiative?

4. Do I Show Eagerness to Learn?

5. Do I Accept Personal Responsibility?

6. Am I Proactive When Facing Challenges?

7. Do I Change Depending on How I Want Others to Perceive Me?

Ineffective Characteristics 1 2 3 4 5

1. Am I Too Self-Promoting?

2. Am I Too Busy?

3. Do I Lack Focus?

4. Am I Overly Dependent?

5. Do I Panic When Faced With a Crisis?

6. Am I Unable to Manage Emotions Well?

7. Do I Have a Hard Time Taking Feedback?

Source: Adapted from University of Wisconsin–Madison, “Mentoring Resources.” Available from https://acstaff.wisc.edu/
professional-development/mentoring-resources.
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