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Concepts of coaching and mentoring and key similarities and differences.
Coaching and mentoring are development approaches which have become increasingly popular with employers, as ways of increasing skills, knowledge and performance (CIPD, 2020a). 
The aim of coaching is ‘to produce optimal performance’ (CIPD, 2020a), for specific goals/tasks or to improve a person’s confidence or social skills over a certain period. 
[bookmark: _Hlk62990062]Traditionally the coachee would watch the coach until such time that the coachee had sufficient knowledge to undertake the task themselves, however this differs considerably to the ‘non-directive approach’ adopted by modern coach practitioners who do not have specific knowledge of the task, but have expert skills in the application of the coaching process. When used appropriately and consistently this process allows the coachee to build personal insight and awareness to make changes to the way they do things (Ashley-Jones et al, 2016).  
This view is supported by many, ‘a process by which the coach, through direct discussion and guided activity, helps an individual to solve a problem, or do a task better than would otherwise have been the case’ (Clutterbuck et al, (2016).

The main characteristics of coaching are (CIPD, 2020a), it is non-directive, focuses on improved work performance/development of the individual, can have both organisational and individual goals, helps assess strengths and identify development areas, should be undertaken by someone trained in coaching
Mentoring is the passing on of knowledge, skills, advice typically to more junior members of the team, tending to take place over a longer period and is often used in succession planning. This aligns more to the traditional definition of a coach (Ashley-Jones et al, 2016). Effective mentoring often provides learning opportunities for both sides by sharing and learning.
‘Mentoring tends to describe a relationship in which a more experienced colleague shares their greater work knowledge to support the development of an inexperienced member of staff’ (CIPD, 2020a).
Many academic models of coaching and mentoring have been developed over the years, such as GROW, OSCAR, Instant pay-off which provide a framework for coaching discussions.
Ex-cricketer turned performance coach Jeremy Snape, states mentoring requires the mentor to have ‘reached the heights of performance themselves’ (CIPD, 2018). Through an understanding of both the sport and business worlds Snape mentions that by ‘creating a coaching culture it creates a partnership that can cope with whatever the future throws at them’ (CIPD, 2017).
An important aspect of coaching is the mindset of the individual, business leaders can see that through non-directive coaching, not only is it faster and easier, but there will be greater long term rewards when individual are able to resolve issues themselves. Business leaders are starting to see that coaching and mentoring are more effective management tools, than annual appraisals and many business giants such as Deloitte, Accenture and River Island are opting for this approach (CIPD, 2017).

Similarities between coaching and mentoring (Connor, 2012):
[image: ]
Differences between coaching and mentoring (Connor, 2012):
1. Timescales
[image: ]
2. Task based or Relationship based
[image: ]
3. Non-Directive (Performance Driven) or Directive (Development Driven)
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Coaching/mentoring scenarios:
[image: ]
A coach trained in the coaching process will use tools and techniques that have a psychological basis whereas a mentor will be experienced in the individual’s world of work.
Coaching is just one way that many organisations use to meet learning and development needs, through a process of guiding an individual by asking not telling, but it is important to remember this is linked with other methods and may not always be the best option to take. 
Coaching should not be seen as a solution for all development requirements and should only be used if it is identified as the best way to help that individual learn/develop (CIPD, 2020a). Not all individuals respond well to coaching as they are resistant or lack personal insight, therefore it is important to assess the individual/situation before adopting coaching models, as a hybrid approach may be a more suitable route to take (CIPD, 2020a).
According to Covey (2005) habits of highly effective people:
Habit 1: Be Proactive – individuals have a locus of control over how they react to things. A proactive person focuses their time/energy on what they can change within their circle of influence, this positive approach works and leads to an increase in the circle of influence. Whereas a reactive person feels they have no control and cannot change the things that happen to them, thus decreasing the circle of influence and increasing the circle of concern.

Studies such as the Neuro Linguistic Programme have shown that if an individual changes the way they think, it can lead to improved results not only in business but in life in general. This view is supported by Covey (2006) who ‘does not believe nature or nurture create the best leaders, rather choice is the key factor’. An individual has a choice to choose the best solution/response.
An individual’s learning and development is influenced by their mindset, having a ‘growth mindset’ enables an individual to reach their full potential (Dweck, 2012).





How does coaching and mentoring differ from counselling and from one-to-one-training.
There are many similarities between coaching/mentoring and counselling and one-one training, with the aim of all to solve problems or issues through talking and listening. However, depending on the problem/issue depends on which type would be most suitable to resolve the issue. 
Counselling would be a better solution for specific issues such as mental health or if an individual had been through a trauma, whereas coaching is a better fit for more general issues such as improving individual performance to deliver results (Starr, 2011). The CIPD (2020) mentions that coaching should be used for thought and reflection.
Coaching is undertaken by someone trained in the process of coaching and is seen as more of a helping strategy. The focus is usually in the present or future, tending to be work based and short term, such as improved performance. Coaches tend to use various tools/techniques that may have a psychological basis, is mainly non-directive and assumes mental wellness of the individual (Ashley-Jones et al, 2016). 

Areas coaching/counselling prove useful:
 
Counselling is undertaken by a qualified professional who has been accredited to practice. The focus is usually in the past and tends to be long-term intervention on specific issues. Counsellors use researched psychological approaches and can be a mix of directive and non-directive and assumes some mental unwellness of the individual (Asley-Jones et al, 2016). 

Coaching and mentoring employees helps them to develop both professional and personal skills. This benefits the organisation and the individual. Organisations that commit to this development shows employees that they are interested and care about how people progress. 
Other development initiatives that work alongside coaching and mentoring are well-being programmes and employee engagement programmes, which have shown that if people know an organisation will invest in their development, they are more likely to develop a trusting relationship thus leading to discretionary behaviour. The Macleod report (2009) identified four enablers of engagement, one of which was employee voice, ‘employees views are sought, opinions listened to and count’ (Macleod and Clarke 2009, p75). 

A recent CIPD report states ‘A culture of well-being, driven by great people management, is good for employees and good for business. It makes the workplace a more productive, attractive and socially responsible place to work’ (CIPD, 2020c).

A study by the IES (2013) found that benefits linked to coaching and employee well-being is having a healthy, productive and engaged workforce which can:
· Reduce absenteeism
· Retain employees and develop their loyalty
· Encourage good mental and physical health amongst the workforce
· Reduces workplace stress and anxiety

Other learning initiatives are:
· E-learning – can be cost effective and efficient method of development however may not suit all individuals as employees may not have the necessary IT skills to undertake effectively
· Self-directed learning – employees learn and develop skills through a portal or internet 
· Focus groups – are good for sharing technical knowledge, although care must be taken to avoid one or two individuals dominating the group
· Peer support groups – share knowledge or skills on topics that interest an individual 
· Community work / team-building days – mainly in private or 3rd sector where employees assist with a project, such as a community garden.

A study in the USA in 2011 showed that companies had spent 156 trillion dollars on training programmes, but research showed that many were not delivered or measured correctly (Bock, 2016). Organisations are realising that traditional training initiatives are falling short and are looking at ways to replace these with more modern approaches such as coaching and mentoring as well as investing and running some of the other learning initiatives above.
Different types of coaching and mentoring which can be implemented in organisations.
Coaching and mentoring are learning relationships that can be implemented in organisations to help people to take ownership of their own development and release their potential to achieve results (Connor, 2012). 

Many models have been developed over the years such GROW developed in the 1980’s for performance coaching, also used extensively in executive coaching and coaching at work. This model places emphasis on performance and outcome by asking the client to identify a Goal which they want to achieve. The coach helps the client track back to their current Reality, by exploring where they are now to where they want to be and then help individuals explore all the Options for getting there. The final step to establish the Will to act. Other models such as OSCAR – Outcome, Situation, Choices/Consequences, Actions and Review which follows the same principles as the GROW models. Instant pay off model which ask the coachee to identify the issue, describe the outcome, then list what obstacles block getting from the issue to the outcome, this brainstorm ways around this and finally agree approaches, actions, timescales (Landsberg, 2012).

Coaching to improve performance – can help individuals to develop their self-awareness/skills and knowledge to improve their job performance or personal growth (Whitmore, 2017). It tends to be non-directive with the coachee being encouraged to learn and try different things themselves, thus enabling the individual to ‘identify gaps in their skills or knowledge and to plan and support them in addressing these through a range of work-based activities’ (CMI, 2014). 

Executive coaching – this type of development is provided to individuals who are at the top of their career path, such as chief executives and executive teams to help them gain self-awareness, clarify goals, achieve their development objectives, unlock their potential. The usual approach is that the coach asks questions to help executives clarify and solve their own problems and analyse 360-degree feedback to help the coachee gain self-awareness and set development goals. It has links to the AMO theory ability (A), motivation (M), and opportunity to perform (O) need to be influenced to produce positive organisational outcomes (CIPD, 2016).
Life coaching - this specialty of coaching focuses more on well-being of individuals and covers a variety of aspects of life, including career, health and fitness, finances, relationships, and spiritual growth. Can lead to improve wellbeing, life satisfaction, resilience, and work performance (CIPD, 2020e).
Traditional mentoring – usually takes the form of one-to-one and face to face without using any technology and is proved as being valuable leaning tool. There are less distractions and the mentor can give uninterrupted time. This direct one-to-one learning means that the mentee is more likely to be successful. However, as workforces are becoming more diverse, this traditional approach is evolving through the increased use of technology.
On-line mentoring – also referred to as electronic/e-mentoring and has often been introduced as a cost saving strategy. This type of mentoring can be used to supplement traditional face-to-face mentoring and is particularly useful if there is physical distance between the mentee/mentor. The current situation with the global pandemic has also contributed to an increase in this form of mentoring  ‘COVID-19 now forcing organisations to redeploy, upskill and reskill staff at rapid pace, many have had to change the way they facilitate learning in the workplace’ (CIPD, 2020d).
Peer group mentoring – is a relationship between people where one person has more experience or knowledge of a particular area/field and shares and supports the knowledge and skills to support a less experienced person such as newly recruited staff (Connor, 2012). It tends to be someone on the same career stage or age and can be a one-on-one relationship or experienced in a group. Peer mentoring is seen as a step beyond traditional training and instruction programmes (Ashley-Jones et al, 2016).






Factors which need to be considered when implementing coaching and mentoring, including the potential role of line managers.
Coaching and mentoring programmes should align with the organisation’s strategic objectives. According to CIPD (2020a) the aims of the programmes should:

The current situation with the global pandemic has seen training and development move on-line with an increase in self-directed learning. Care must be taken to ensure participants are able to access the information required to develop, as well as ensuring their well-being is monitored effectively. Managers have had to adapt to managing teams remotely, which also includes learning and development. Before the pandemic employers had been keen to increase virtual coaching but were risk-adverse, now the benefits of this are being realised. Virtual caching has opened the field to regional and national matching of coach/coachee. ‘People right now need to have something positive, something that focuses on them and is about the future’ (Human Resource Executive, 2020). This positivity is vital to building and maintain this culture. 
HR and learning development business partners are central to this and are the drivers of change. They are best placed to advise/organise activities, measure/evaluate the process as well as providing feedback/reflection on sessions to stakeholders. 
One of the main decisions when implanting a coaching programme is whether to have an external or internal coach, determining whether it will be formal or informal. There are advantages and disadvantages to both:
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Another factor to consider is data protection under GDPR (2018) to ensure confidentiality is maintained at all times. ‘The confidential nature of the relationship between coach and client forms the basis for trust within the relationship’ (Cox et al, 2018).
A data protection impact assessment should be undertaken to determine what information will be collected/why/where will it be stored/who will have access and how will this information be disposed of at the appropriate time. 
A coaching contract is typically drawn up to identify how things will work. There is no one over-riding body that sets coaching/mentoring codes of practice.
The main factor most organisations will consider when implementing a coaching/mentoring programme is cost, and a mechanism must be established to show stakeholders that the programme has offered a return on investment.
The role of line managers can either be as the coach/mentor or a stakeholder. Through leadership line managers play a vital role of ensuring the organisations mission/goals and values are passed down to employees, they act as role models and inspire and motivate team members. 
Management tasks undertaken such as recruitment, appraisals, planning and organising tasks/workloads as well as dealing with grievances/disciplines. Through a coaching role they have conversations about how individuals will help meet the organisational goals, provide feedback on performance as well as providing on the job-training (Downey, 2003). Leadership, management and coaching responsibilities are interlinked within a line manager remit.
There is an expectation that LM’s, as part of their role would deliver coaching as part of their day-to-day management activity (CIPD, 2020a). Organisations spend millions on trying to turn line managers into coaches (Clutterbuck, 2012) and if successful it can make them a better manager.
Advantages of a line manager acting as a coach are: 

However, it is increasingly difficult for LM’s to balance their role of manager, leader and coach (Ashley-Jones et al, 2016). Issues arise over the effectiveness of coaching team members due to the relationships that have formed and the lack of distance and impartiality (CIPD, 2020a).





Ferrar (2006) recognised that there are potential barriers to LM’s becoming a coach, such as:

According to Clutterbuck (2012) it is possible to overcome these barriers by creating a coaching culture, where the coaching process is owned by the coach and the coachee. By both sides taking accountability, the role of the line manager is not to coach but to create a coaching environment, whereby team members also coach each other as well as the line manager. Coaching is a mindset and relationship rather than just a process (Clutterbuck, 2012). This culture benefits not only the employee but also the organisation.

Line managers who have the correct mindset and understand that coaching is about the coachee not the coach, use coaching as part of their managerial toolkit and see coaching as essential to achieving business goals, enjoy helping people to develop, are curious – tending to ask team members how they are doing or how things are going and are interested in forming connections (Waintraub and Hunt, 2015).

Benefits of coaching and mentoring and an assessment and how does coaching and mentoring can support the business.
There are many potential benefits to all stakeholders if coaching and mentoring is undertaken effectively. Stakeholders include the coach/line manager, coachee, the organisation, customers, and suppliers. 

Coaching and mentoring can prove to be a cost-effective approach to development as it can be tailored to focus on specific individual development requirements (CMI, 2014). 

Participants in coaching and mentoring programmes (this includes coach and coachee) will experience a sense of achievement, increase in confidence, communication, motivation, learning and creativity, productivity, loyalty and commitment. 

Employees see organisations that provide coaching and mentoring as a sign they care/value their staff. This leads to increased employee engagement which leads to increase commitment and performance from individuals. Individuals will tend to remain loyal to the organisation thus helping to reduce staff turnover. 

Increased employee engagement leads to employees being prepared to display discretionary effort, and this along with individuals developed skills, leads to increased performance and revenue (CIPD, 2019). Individuals/teams that are offered coaching tend to perform better and grow with the organisation, aligning with the strategic objectives. 

Customers/suppliers tend to receive better service from individuals/teams who are confident in their roles, thus increasing customer satisfaction which can mean an increased customer base, leading to increased revenue and profits for shareholders.

Coaching and mentoring programmes do incur direct and indirect costs to the organisation, therefore there is an expectation that there will be a return on investment. However, it does prove challenging to evaluate this return in isolation from other activities and the lack of hard metrics could undermine the benefits (CIPD, 2013). 
The view of the CIPD (2020b) is the benchmark the cost of coaching and mentoring and compare it with metrics associated to learning and development. Costings will vary depending if it is an internal/external provider used, time away from day-to-day activities for the coachee or coach, printing/venue/adminstative costs, these should then be used as a benchmark against the return on investment.
Kirkpatrick and Kirkpatrick (2006) states that the most effective way is to establish a baseline from 360-degree appraisals or one-one appraisals. Success of achievement of goals achieved is then measured against this baseline (Ashley-Jones et al, 2016).
Research from an IES study (2013) found that coaching and mentoring had an impact on employee well-being, engagement and job satisfaction. Statistical evidence found an increase in the perception of well-being soon after periods of coaching. Respondents felt that coaching had impacted positively on the way they worked and felt. If this enthusiasm can be maintained, it will have a positive effect on employee ill-health, which can lead to a reduction in employee sickness. The study also showed an increase in employee engagement and increased job-satisfaction. Employees now felt able to deal with unexpected events by using the new skills they had acquired (IES, 2013).

Employees can suffer physically and mentally from stress or lack of meaning, recognition or distressing relationships. Research by Gallup International found that only 15% of worldwide workers are fulfilled at work (Gallup, 2019), this leads to an increase in illness, absences and mortality (Imru-Mathieu 2018).
Therefore, if organisations/leaders through caching techniques can provide a work environment that enables individuals to thrive, through meeting the three needs identified by Ryan and Deci (2000) having autonomy, competence and relatedness (Imru-Mathieu 2018).

Organisations are starting to use reverse mentoring, whereby ‘younger colleagues (millennials) are helping older colleagues to understand issues around new technology and ways of thinking’ or those from different ethnic backgrounds, non-disabled and disabled colleagues, or straight and LGBTQ, helping organisations be more inclusive and culturally transformed (Virgin Media, 2018).
Research is showing that having effective coaching and mentoring programmes in place helps employees thrive, increases motivation and creates value, thus in turn supporting the objectives of the organisations. Organisations with coaching cultures and mindsets can perform better, achieve results, have more effective communication and relationship skills and are becoming better companies (Imru-Mathieu 2018 & Forbes, 2019).
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Coaching


improving motivation or self-discipline


understanding our aims and goals to put a life plan together


looking at ways to reduce stress


ensuring a healthy work-life balance


improving relationship skills and awareness




improving health and well-being routines



Counselling


on-going dependency on class drugs


alcohol dependency


mental illness such as depression, stress or anxiety


abuse such as sexual, physical or mental 
 (abusee or abuser)


exposure to trauma or a traumatic event



prepare and support people through change


assist performance management


support self-directed learning/development


share curated resource


talent management and succession planning


be monitored and evaluated



increased team performance


a more committed team


better working relationships


opportunities to generate ideas and creativity


increased and open communication


investing time to gain time



groupthink – assumptions/behaviours become the norm, resulting in resistance when the manager becomes the coach


inequality in who receives coaching


time pressures


tendency for managers and team members to fall into “parent-child” roles


both parties may have hidden agendas 


conflict between the employee’s desire for confidentiality and manager’s responsibility for the welfare/performance of the team


conflict to deliver short-term objectives and the longer-term development needs of team members


organisational culture


skill levels
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External Coach

Internal Coach

experience and specialist skills

knows the gpachees and can interact but
may show favouritism

not affected by organisational culture or
internal procedures so will often question
methods/processes

knows the organisational culture/internal
procedures

can be expensive

no additional costs

may not be the best for the organisations
needs

may feel uncomfortable questioning
procedures

is not aware of culture/internal procedures
therefore changes identified nay not suit

may lack communication skills/styles

only the goachee is away from day-day-
activities

takes time away from day-day-activities
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individuals are assisted to facilitate meaningful changes through the exploration of
needs/motivations/desires/skills and thought processes

through questioning individuals are prompted to identify solutions or actions
themselves rather than being directed.

support is provided to assist individuals in setting goals and methods of how to
assess progress towards these

skills such as observation/active-listening and questioning are used to understand
the individual's situation

tools and |echn|ques are creatively applied including one-to-one training,
facilitating, ¢t ing and networking.

individuals are encouraged to lasting commitment to personal growth/change.

support and non-judgemental views of lifestyles and aspirations is always
maintained

respect and confidentiality are maintained

competencies are developed to ensure individuals do not rely too heavily on the
coaching or mentoring relationships.
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Coaching tends to be short term and only lasts if is required depending on the reason for
coaching

Mentoring tends to be over many months/up to a year. to build a trusting/meaningful
relationship before the sharing process commences
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coaching tends to be task based, focussing on things like effective management or how to
think strategically. An experienced coach will teach an individual how to develop these
skills.

mentoring depends on a positive relationship between the two individuals as issues shared
could be affecting both personal and professional success.
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coaching seeks to improve an individual's performance on the job through either enhancing
current skills or acquiring new skills. Once the skills are acquired the coach role ceases

mentoring seeks to develop an individual both for the current job as well as for the future
job
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Coaching

Mentoring

develop specific competencies in
employees

developing leaders or team members as
part of succession planning

employees are talented but not meeting
expectations

to remove barriers that hinder success of a
diverse workforce

on the introducing a new
system/programme

to develop employees in ways that are
additional to the acquisition of specific
skills/competencies

for small groups of individuals (5-8) who
need to increase competency in specific
areas

to retain internal expertise/experience of
baby boomer employees for future
generations

when a leader/executive needs assistance
in acquiring a new skill as an additional
responsibility

to creating a workforce that has work/life
balance





