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[bookmark: _GoBack]It is an established thought that there are different ways that individuals can learn (CIPD, 2019).  Research now suggests that 90% of how we learn and develop comes from outside a traditional learning set-up (Adams, 2017).  The concept of coaching and mentoring are not new and have been seen as alternatives form of development from the traditional learning set-up.  Therefore, this briefing paper will look at the concepts of both coaching and mentoring, their similarities and differences, the different approaches to coaching and mentoring, what the line manager’s role is in both contexts, the factors that require consideration before implementing any coaching/mentoring programme, the benefits of coaching and mentoring programmes to the coachee/mentee, coach/mentor and the organisation, before concluding.


There is no clear definition of coaching, however, many agree on general characteristics of coaching.  The aim of coaching is to unlock an employee’s potential, to develop them and improve performance, including assessing their strengths and weaknesses, through a discussion of open questions and use of strategies (Whitmore, 2017; Grant, 2013).  While the activity’s focus is on performance, personal attributes can be included alongside.   Coaching can be separate activity or included in a style of management (CIPD, 2019).
Mentoring can be viewed as a professional relationship where a more experienced employee shares knowledge with colleague to help them develop, typically has information being transferred the one-way.  The mentor is a skilled and competent employee that is able to judge when the more inexperience colleague has developed enough to become competent and confident in a particular task (NMC, 2008).


Coaching typically a relatively short period of time, whereas mentoring is typically longer term.  A mentor should be skilled in the team’s task needing accomplishing, while the coach should be skilled in coaching, rather than the task itself (CIPD, 2019).  While coaching is a “non-directive form of development” (CIPD, 2019), mentoring can be directive or non-directive – however, it has been suggested that mentoring works better when non-directive (CIPD, 2019). In the mentor relationship, the mentee can ask questions and the mentor provides the answers and solutions for the mentee to learn.  However, in the coaching relationship, the coach asks poignant and/or though-provoking questions so that the coachee can decipher and understand the possible solution(s) themselves (Clutterbuck, Megginson, & Bajer, Building and Sustaining a Coaching Culture, 2016).  It has been suggested that coaching helps the employee to learn, whereas mentoring only teaches (Whitmore, 2017).
Both coaching and mentoring requires good communication skills in questioning, listening, clarifying and reframing (CIPD, 2019). They are both approaches to developing an employee using discussion directly between coach/mentor and coachee/mentee to achieve results that are valued by the coachee/mentee and the organisation.  As are they both learning relationships at the heart of the matter (Connor, 2012).  
There are similarities in coaching and mentoring, particularly in the purpose of the activities, which is typically why they are grouped together; however, it appears that coaching can provide a person with strategies that can be used in varying contexts, whereas mentoring only typically explains what to do in one context.   Also, coaching is coachee-led, solutions, outcomes defined by the coachee and is more empoweing; whereas mentoring is mentor-led, with outcomes defined and judged by the mentor, and is more controlling (Connor, 2012) (Landsberg, 1997).  While last point paints the two concepts very differently, both are processes of learning assisting the employee to change in some way to benefit of themselves and the organisation.  That suggests that there is validity in grouping the two concepts together.


While coaching/mentoring and counselling have similarities – they involve questions and discussions around issues – coaching provides support to strategies for general contexts and the improvement of performance, for example realising strategies that help with creating an improved work/life balance.  Whereas counselling is aimed at support for specific significant personal issues, for example mental illness, experience of abuse, dependency on substances (Starr, 2011). Clutterbuck suggests that counselling has a more nurturing approach to helping the individual, whereas coaching is attempting to stretch the coachee out of the comfort zone and to potentially change ways of working (Clutterbuck, 2014).
There may be occasions when a coaching/mentoring relationship has been built and during the contract/relationship it transpires a reason for the need of improved performance or a development in skills is due to a more personal reason, then it would be appropriate to sign-post the employee to an appropriate agency/person that can provide the necessary help needed.
One-to-one training, again, has similarities to coaching/mentoring – they involve helping the employee to learn through use of various tools – however, one-to-one training typically involves more costly resources to aid the learning (for example room hire, equipment, facilitator cost, materials), is focussed on one area that may or may not be relevant to the employees performance, and there is typically no follow-up to ascertain whether what has been learnt has been applied (CIPD, 2019).  While the cost to setting up coaching/mentoring within an organisation may be significant, the ongoing delivery is typically less than the employment of continued one-to-one training.
During a coaching contract/relationship the coachee may mention the lack of skills in a certain area that needs to be developed, for example digital skills.  It would be appropriate for the coach to signpost the coachee to relevant internal/external trainers that could train the coachee in that specific area.


There are various forms of both coaching and mentoring:
Individual performance coaching - Connor suggests that this type of coaching “focuses on present experience and future possibilities” (2012: p26).  The ‘GROW’ model, by Whitmore, aids performance coaching by asking the coachee to pinpoint the desired Goal (outcome), think what the Reality (current situation) is, explore all Options available to achieving the goal, and explore their Will to act upon the decided option.  
Team coaching – the ‘coachee’ is a team.  The coach must understand team dynamics, development and roles in general, plus the specific organisation’s culture.  It can be used on newly formed teams, existing team, teams of coaches or managers, or organisation-wide teams, to enhance skills, improve effectiveness, develop new ways of working and build on communication (Connor, 2012).
Instant payoff coaching – a relatively quick method of helping the coachee think of and decide upon a solution.  This is done by the coach asking the coachee to describe the problem, paint a picture of what the outcome could look like, list three categories of obstacles that may be found in the coachee, others and the situation, brainstorm around the obstacles and draw potential next steps (Landsberg, 1997).
Formal mentoring – this is when there is a prescribed structure to the programme, with agreed goals and outcomes typically set by the organisation.  The mentor and mentee should stick to the prescribed structure for the duration of the programme.  If there is anything else that arises during this programme, then another programme will need to be looked at for that issue.
Situational mentoring – this mentoring programme is typically more informal and only arises when the mentee needs to overcome a challenge or obstacle.  It is usually shorter in duration, but with more frequent session with the mentor to begin with, providing advice and guidance when it is needed (OPM, 2014).
Reverse Mentoring – in the past mentoring has been done by older and more experienced employees, however, reverse mentoring sees the younger generation mentoring the older, particularly with regards to digital skills in midst of this fourth industrial revolution.  Support is offered by mentors through sharing of knowledge, guided practice, feedback, and general encouragement and support (Kase, Saksida, & Mihelic, 2019).


It can be said that line managers are very important in producing high performing teams within organisations – producing better outcomes and better relationships (Clifton & Harter, 2019).  Downey suggests that it is the line manager’s responsibility to help the employee and the organisation meet their goals through management, leadership and coaching (Downey, 2003).  They can do this through various tasks, including understanding the organisation’s vision and goals, setting team goals and agreeing employee goals, and, importantly, helping the employee understand how to meet those agreed goals. A manager could approach the latter through a “command and control” approach (Downey, 2003). However, it can also be achieved through the use of coaching.  When a coaching approach is used, it can empower the employee to improved performance, think creatively, take appropriate risks; however, when a command approach is used, it will control the employee, stifle any creativity, be risk-averse, and is less likely to achieve any level of engagement (Landsberg, 1997; Hicks, Carter, & Sinclair, 2014; Downey, 2003).  The line manager was two approaches they can adopt, 1) be the coach/mentor to the employee, or 2) be a key stakeholder in the coach/mentor relationship.  If they adopt the latter, it is important that they play an active positive role in the relationship, encouraging the coachee/employee to act upon the decisions made during the coaching sessions or put in practice what they have learnt, and not merely act as a direct report (Clutterbuck, 2014; Clutterbuck, 2012).   When a line manager chooses to adopt the role of coach/mentee, there can be the temptation to allow time pressures to hinder the relationship and the potential positive outcomes that could result.  In this role, it is important to develop the skills to manager time effectively in order to carry out the coach/mentor role effectively.  Creating a culture of coaching/mentoring within the team/department can be a way of making the concept(s) norm and part of the time spent (Clutterbuck, 2012).   For example, Google have created a coaching culture within the organisation and have their line managers act as coaches too.  They claim that their coaching scores increased by 13% when their managers acted as coaches.  They believe that a good manager should also be a good coach that empowers their team, is a good communicator, has concern for their team members’ success and personal well-being and helps with each team members’ career development (Bock, 2015).


When deciding whether to implement a coaching/mentoring programme or not within an organisation, there are typically many questions that need answering and factors that need considering.  Who is going to coach/mentor?  What skills do they have?  How many are needed?  What type of coaching/mentoring is needed?  How will it be delivered?  Why is it needed, what is the evidence?
Significant financial implications in setting up coaching/mentoring programmes – training of individuals, time out of work to train, purchasing of necessary materials, hiring of rooms, coachee/mentee time out of work to be coached/mentored (CIPD, 2019).  Delivering the coaching/mentoring programme internally would be more cost effective longer-term and would ensure that expertise is retained within the organisation; however, employing an external coach/mentor would more likely ensure complete impartiality and possibly enable the employees to feel more secure about the confidentiality of the issues they raise.  If the programme was to be implemented internally it could be linked to other departments more efficiently, than if it was external, plus the coaches/mentors would have more of an understanding of the issues and pressures being faced than someone from outside the organisation.  However, that could also be an advantage, as the external coach/mentor would have these same issues and pressures that could hinder or distract them from providing an unbiased facilitation (CIPD, 2019).
With research suggesting that employees want more regular and timely feedback, looking at how the coaching/mentoring programme can realistically be delivered is also important (CIPD, 2017).  Does it have to be face-to-face?  Could the organisation deliver online coaching which could possibly be more cost effective, but potentially may hinder informal relationships?  Mentoring is typically delivered face-to-face due to practical skills work, so time must be factored into programme (CIPD, 2019).
When participating in a coaching/mentoring programme, the coachee/mentee typically will need to unlearn doing things the old way (CIPD, 2017).  This can take varying amounts of time depending on the size of the activity and how engrained it is.  Therefore time is a factor that should be considered in any coaching/mentoring programme, there can be some ‘quick wins’ but there are also occasions when it takes time to change (Armstrong, 2009).
Various legislation and professional body regulations will need to be considered before any programme is implemented, also during delivery.  These can include GDPR and the NMC/GMC codes of practice, and any coach/mentor, whether internal or external, will need to aware of these and take them into consideration before delivering the programme itself for any learning outcome to be successful.


Studies have suggested that participation in coaching and mentoring programmes can increase employees’ well-being, improving the “ability to feel relaxed, to feel useful and to think clearly”  (Hicks, Carter, & Sinclair, 2014).  This suggests a positive impact on the employees working life, and possibly outside work too.
Coachees also claim that participation has helped them build resilience within themselves, gained an increase in confidence in finding solutions, have better working relationships with people (Hicks, Carter, & Sinclair, 2014).  Through the skilful use of questioning, coaches have been able to navigate the coachees to learn how to find solutions in varying contexts.  
A skilful coach can help the coachee to see and understand aspects of themselves that they may not have already known (Eldad, 2019).  Another benefit coachees have claimed is that it helped them learn more about themselves and realise their own motivations (Hicks, Carter, & Sinclair, 2014).  This can help them in future if they find themselves demotivated at all.
When employees are helped by mentors to gain knowledge and competency in their area, it can increase confidence and opportunity to put that new skills into action, and to help others by doing so.  Therefore, with the development of new skills can come a greater job satisfaction (Hicks, Carter, & Sinclair, 2014).
The benefits of coaching/mentoring programmes do not only apply to the coachees/mentees, but to the coach/mentor too.  When coaches/mentors work closely in the learning relationship with their coachee/mentee, it can help them to improve their relationships with others through building on their current customer service skills and communication skills.  Each coachee/mentee is typically different, therefore it creates a different relationship, with different issues to overcome and different skills to develop.  This can help the coach/mentor to grow and become an improve and more experienced coach/mentor (Landsberg, 1997).
When a manager enters into a coaching/mentoring relationship with an employee it can even create more time in the long run.  As the employee is helped to learn how to identify their own solutions and put strategies into practice, it can reduce the amount of time they go looking to the manager to be told what to do, therefore increasing the amount of time the manager has to continue with their roles and responsibilities (Landsberg, 1997). 
 The benefits of coaching and mentoring do not end there.  They can also support the achievement of organisational objectives.

Due to the fact that typically organisational coaching sets work as its context, most goals can involve the improvement of performance and/or the development into a professional/career pathway.  Both of which are to benefit of the organisation’s outcomes (Connor, 2012).
When coaching/mentoring programmes are included in performance management strategies, there is typically provided “live feedback” (CIPD, 2017), where coachees/mentees are able to have feedback there and then on their development and progress, which can encourage all to a more consistent optimum performance.  Thus, discouraging the highs and lows of performance when reviews are held and feedback is given on a six-monthly or annual basis (Downey, 2003).
It is reported that sickness absences in organisations cost a significant amount of money.  However, research suggests that employees involved in coaching programmes have an increase in their sense of well-being, which can lead to a reduction in errors and sickness absences, an increase in health and safety, and overall a higher level of employee engagement in the organisation. In turn causing financial savings (Hicks, Carter, & Sinclair, 2014). 
It is said that organisations face volatile, uncertain, complex and ambiguous times (Armstrong, 2009).  Coaching and mentoring programmes, and creating a coaching-culture in particular, can help employees become more resilient and change-ready, to meet these times (CIPD, 2017).  The learning relationships from coaching and mentoring can help employees identify strategies and solutions that can help them change with the organisation, meaning a greater chance in success of any organisational change (APM, 2017). These programmes can also guide the coachee/mentee through various change processes within the organisation.
The aim of coaching and mentoring programmes is to unlock the coachee/mentee’s potential and delivers results (Connor, 2012).  Typically, the skills acquired during coaching/mentoring are necessary for aims of the team and ultimately the success of organisation.  
Studies have suggested that when a coaching culture is prevalent in a business companies can set strong framework for interventions and varying strategies.  Also, organisations have reported that when coaching is done properly, it can help solve short term problems the same time as developing longer term leaders (Knights, 2010).


This briefing paper has examined numerous difference and similarities between coaching and mentoring, and how due to their same purposes, they are fittingly grouped together.  The various types of coaching and mentoring approaches show that there are programmes that meet any organisational need.  Evidence has shown that while there are few factors to be considered before implementing coaching/mentoring programmes, the vast number of benefits to the employee, the coach/mentor and the organisations are profound evidence that support the claim for a need for organisations and management to be adopting a coaching culture for its success.  
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