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1.1 Define and explain the concepts of coaching and mentoring.

The origins of mentoring date back 3,000 years ago with French King Louis XIV receiving coaching and mentoring by an expert. More recently, coaching was mentioned within a novel in 1849, describing young men travelling by coach to Oxford to meet their ‘tutor’ (Personnel Today, 2008).

Coaching and mentoring can be used effectively to develop employees. The concepts are increasing in popularity, with employers using them to enhance the skillset of employees by developing knowledge and performance around specific skills and objectives (CIPD, 2020).

Several definitions of coaching and mentoring exist. Parsloe and Wray argue that a lack of clarity over definition has arisen due to the fact we are currently in an “intellectual revolution” (Parsloe & Wray, 2000). They define coaching as an “approach which brings about rapid change and sustainability of effectiveness in people’s lives and careers by means of focused learning” with the ultimate aim to bring out the best performance in people (Parsloe & Wray, 2000). This definition is also supported by Clutterbuck and Megginson ( (Clutterbuck & Megginson, 1999). Coaching is often seen as a task-based, short-term solution to enhance performance.

Mentoring can be defined as a relationship which develops between an expert and a novice in order to exchange wisdom, where the knowledge of the mentor is transferred to the less experienced ‘protegee’ in the relationship (Parsloe & Wray, 2000), (Grant, 2003).

Hay (1995) explains that “The basic model of mentoring is that one person passes their greater knowledge and wisdom to another” (Clutterbuck, 2014). Caruso (1992) describes mentoring as “ A professional person who is a wise, experienced, knowledgeable individual who either demands or gently coaxes the most out of the mentee (Clutterbuck, 2014).

1.2	Analyse similarities in, and differences between, coaching and mentoring and evaluate the validity of grouping the two concepts together.

Coaching and mentoring support development and growth by encouraging a commitment to action through the use of tools and techniques which support clients to develop personal competencies. 

‘Coaching’ is similar to a form of mentoring such as sports coaching, and this has also been applied in other areas such as education and within the workplace, subsequently leading to confusion over the meaning of the term ‘coaching’. The concept of mentoring became distinguished from Coaching due to its ‘instructional’ approach whereas coaching became ‘non-directive’ (Parsloe & Wray, 2000). These boundaries are not clearly defined and widely recognised with some research still maintaining that the coach is the ‘guide’ despite Parsloe and Wrays ‘instructional’ understanding of the role (Cavannagh, 2006).

Garvey et al acknowledges the different origins of the concepts but argue that both have similarities and draw on similar concepts, but the name is interchangeable between organisations who use different terminologies interchangeably (Garvey, et al., 2010).

The development of a robust and effective relationship is important in both coaching and mentoring. In an organizational context, mentoring is usually present in the form of a relationship between two people (Higgins & Kram, 2001).  Mentoring is often a longer-term relationship, driven by the development of the individual receiving mentoring. Emerging concepts suggest that the role of the line manager as a ‘coach’ has many benefits. It is said to build commitment, enhance performance, and build better working relationships; however the research also acknowledges that there are many barriers to developing this relationship  (Clutterbuck, 2014). 

Clifton & Harter also express the importance of the line manager as coach due to the changing demands of the workplace defines the manager as being the single most important factor in developing high performance in teams. In addition to this the book also expresses that a ‘coaching’ approach is most effective consistently yielding better results and developing stronger teams (Clifton & Harter, 2019).

There is an argument to suggest that placing the line manager in a ‘coaching’ position may result in a disparity of power, and that the coaching relationship would benefit from having some distance and impartiality, which would be impossible if the line manager were to become the coach (CIPD, 2020).

Landsberg (2015) discusses the importance of ‘asking’ versus ‘telling’ within his ‘ask/tell repertoire’.  He refers to a sliding scale of 1-5 with 1 being a more controlling approach to coaching by ‘telling’, and 5 being recognised as a more empowering approach whereby the coach asks questions and paraphrases. This method can often encourage learners to explore issues further and encourage a more independent approach to learning. It is important to choose either a directive or a non-directive style based on the scenario and information being imparted. For example, it would be appropriate to adopt a directive style when imparting legal or statutory information, and a more non-directive approach whilst mentoring an individual (Landsberg, 2015).  It is important to adopt coaching principles to enhance productive developmental conversation which encourage critical thinking and personal growth.

The ask/tell repertoire can also impact on an individual’s ‘locus of control’. As the individual receiving coaching develops and changes, they may attribute their success or failure on things within their direct control, or on aspects outside of their influence. The direction they choose can have an impact on the long-term success of the coaching. This is known as the locus of control.

An individual with an internal locus of control may have a higher success rate with regards to coaching as they believe that they are responsible for their own development and that their success are as a direct result of their abilities. Those with an external locus of control believe that luck or fate are responsible. Although these are clearly defined beliefs, an individual may inherently display a combination of the two types of locus which may vary depending on the situation or topic at hand (LBCAI Ireland, 2015).

Covey (2005) explains that highly effective people share the same 7 habits and emphasizes that ‘change comes from within’ (Covey, 2005). Habit 1 is the need to be ‘proactive’ and there are clear parallels between this concept and the internal locus of control. Those with an internal locus of control may be naturally more proactive. According to Covey proactive people are focused on their ‘circle of influence’ and only concentrate on the things that they can change which enhances their ‘circle of influence’ and naturally encourages progression and the ability to more complex issues. Alternatively, reactive people believe that they have no control over events and adopt a very passive approach, increasing their ‘circle of concern’ which encourages a feeling of powerlessness. 

Dweck (2012) also defines the importance of mindset and how a ‘growth’ mindset can influence development and learning (Dweck, 2008).

1.3 Evaluate how coaching and mentoring differ from counselling and 1:1 training.

There are many other learning initiatives aside from coaching and mentoring. Examples of which include:

Counselling
Wellbeing
Engagement initiatives
Employee engagement programmes
E-Learning/self-directed learning
Focus groups
Peer support groups

Starr (2011) discusses the similarities between counselling, coaching and mentoring in that these concepts all support the concept of talking and listening, dealing with people’s problems. However, these similarities are limited to the structure rather than the concept. Counselling is utilised to target significant trauma or mental illness, whereas coaching is used as a personal development mechanism to enhance performance and create specific results (Starr, 2011). 1:1 training is used to impart specific information to a group or an individual to enhance learning and development.

The coaching agreement is similar to a therapy agreement in some instances as a formal agreement is usually drafted up outlining the roles and responsibilities of the coachee and coach, drawing up professional boundaries and setting expectations. Coaching, mentoring and counselling are all based on formal, structured agreements, however 1:1 training differs in that it takes a different format and approach.

1:1 training remains structured; however, the roles and responsibilities of the trainer and attendees differ. The outcomes and expectations are also aimed at developing a skill or enhancing an area of learning rather than concentrating on personal development. 1:1 training takes a more authoritarian approach whereby the trainer advises the learner of new ideas and concepts. A mentor or a coach may take a more guided approach and the coachee would be responsible for guiding the direction and the subject matter area.

All of the above approaches are an effective manner of learning and self-development, but it is important that the correct approach is determined based on the situation and objectives.

There are weaknesses within all three methods.

A recent article by David Clutterbuck highlighted diversity issues within the coaching profession and reported that the majority of coaches are “overwhelmingly white and middle class”. There remains an issue with women and disadvantaged racial groups ‘breaking the glass ceiling’ and progressing to the top, which could be in part due to the lack of diversity within the coaching profession.

Clutterbuck discusses the future of AI coaching and the danger of passing on racist, genderist or other biases that they have inherited from their creators. For coaching to be truly effective, it needs to be available to all and provided free of bias (Meyrick, 2019).

The weaknesses of counselling lie in its fairly unstructured approach, and the necessity for the client to be heavily involved in the counselling for it to become effective. In contrast to this, 1:1 training offers a structured approach, however the weaknesses of this also lies in the client to be heavily involved in the session and engaged for it to become effective. The structured nature of training can also form part of it’s weakness as it limits the learners scope to the subject matter.

Wellbeing at work is recognised as the key to healthy, happy, engaged, and productive workforce. The CIPD defines ‘6 pillars’ or facets that contribute to workplace wellbeing, with ‘culture’, ‘leadership’ and ‘people management’ underpinning the pyramid and central to the success of a healthy, happy workplace (CIPD, 2021).

The support that coaches and mentors offer is invaluable to the individual and contributes to their overall wellbeing, but in the case of leaders and managers can also be beneficial to the wider company by enhancing company culture and supporting the employee experience of others. Julie Starr discusses the importance of leaders and managers in adopting a ‘coaching’ and ‘mentoring’ approach to leadership to enhance personal development and job satisfaction (Starr, 2018). 

These approaches support with the development of techniques and strategies to enhance efficiency and effective management.

It is important to recognise that there is a fine line between work related wellbeing/stressors and true mental health problems. Coaches and mentors often use a ‘mentoring agreement’ to define their support boundaries and develop and effective relationship (BACP, 2021).

Research undertaken to define the success rate of coaching and mentoring over more conventional methods has so far proved unsuccessful. The ROCI (return on coaching investment) has been difficult to calculate and thus compare, however the increase in professional coaches and coaching organisations in recent years would suggest that Companies are utilising this method over more traditional models due to a better return on investment. (Forbes, 2017).

2.1	Explain different types of coaching and mentoring which can be implemented within organisations.

Coaching models provide a framework for the coaching discussion. A number of well-known models of coaching exist, the best known of them is the GROW model.  The processes are designed to support the maximisation of potential capabilities and personal growth and development in a structured manner:

· Zone of Proximal Development (ZPD)
· Biggs’s Presage-Process-Product Model
· The GROW Model

The GROW model is one of the most popular coaching frameworks. The model is used to support with problem solving within organisations and is used to set goals and improve performance. The concept is basic in nature and is designed to take the coachee or mentee on a ‘journey’ beginning by defining the ‘end goal’, identifying the current ‘reality’ (where we are now), before exploring the various obstacles which may prevent the coachee or mentee from achieving the goal (Neupane, 2015). The model consists of four distinct stages represented by a single question or a series of questions to support people in discovering their potential. It is effective in supporting users to solve problem and achieve goals, discovering their potential and increasing personal development and achievement (Leedham & Parsloe, 2017). The GROW model is often used in performance coaching and when issues with performance arise (Mukherjee, 2014)

Vygotskys ‘Zone of Proximal Development’ is defined as “the distance between the actual developmental level as determined by independent problem solving and the level of potential development as determined through problem solving under adult guidance or in collaboration with more capable peers” (Vygotsky, 1978). 

The framework highlights that the support extends beyond the learner’s competency levels and compliments their current capability, referring to the difference between the ability of the individual to carry out a task independently and receiving guidance (Cole & Cole, 2001).

Another concept used in coaching is the ‘Five Factor’ model. The five-factor model, as designed by McCrae and Costa (1984), shows the relationship between job performance and the organisations ‘personality’ and focuses on the social aspects of an organisation. The model separates personality in to 5 traits which are associated with patterns of thought, feelings, and behaviours. Research into the use of this model and coaching has identified that a relationship exists between the effectiveness of executive coaching and the use of the five-factor model. 

A positive relationship was identified between ‘extraversion’ and the perception of coaching effectiveness. It is important for organisations to consider this model when identifying if employees are suited to interventions such as coaching and mentoring and if these will produce a substantial return of investment (Jones, et al., 2014).

There are several different types of coaching and mentoring which can be implemented to support personal growth and development within specific situations.

Examples of which include:

· Coaching to improve performance – Supports employees to reach job requirements, competencies, and conducts a gap analysis in order to enhance areas of performance by using personal development plans to enhance professional development (Institute of Organization Development, 2016).

· Executive coaching for competitive advantage – usually conducted as a 1:1 session, is used for ‘leaders’ to develop new skills and improve performance in readiness for advancement. This type of coaching is utilised to enhance business results and could be used within succession planning to support a leader in taking the next step to a more senior position (Institute of Organization Development, 2016).

· Life coaching – this type of coaching is used to support with accomplishing goals, taking action to change lives with the result of feeling more fulfilled. Throughout the process coaches will support the coachee to clarify personal goals and priorities (Institute of Organization Development, 2016).

· Career coaching – this type of coaching supports individuals to reach career objectives (Institute of Organization Development, 2016).

· Peer coaching – this type of coaching involves two or more colleagues collaborate to review current practices and enhance their skillsets, share ideas and solve workplace problems (Robbins, 1991).

· Line manager coaching – effective management can be described as gaining results through team members. Coaching can facilitate this by unlocking the potential of team members and supporting their learning and development rather than ‘telling them ‘What to do or providing a solution, which disables their abilities to problem solve. A directive style is sometimes required depending on the situation, however this style if often used can lead to demotivation and lack of engagement as they are not encouraged to draw on their own resources and knowledge, leading them to feel excluded and undervalued (Walsh, 2021).

· Traditional mentoring – individuals are able to self-select an individual mentor and arrange the frequency and location of sessions and agenda for each session or overall performance goals. This type of mentoring is designed to focus on developing skill sets and building relationships (Creighton, 2018).
· Peer /group mentoring – consists of individuals who mentor one another by discussing topics that are of mutual interest and sharing feedback and best practice. In this type of mentoring there is not always the requirement to have a recognised ‘mentor’ (Creighton, 2018).
2.2	Evaluate the roles of line managers within coaching and mentoring

The role of a line manager within a coaching and mentoring situation is to encourage the development of others. Getting results from team members is at the heart of effective management, and there are different approaches to being successful at this. According to Downey (2014), the combination of leadership, coaching and management approach enable leaders to fulfil their role (Downey, 2014).

Sir John Whitmore defined coaching as ‘unlocking a person’s potential to maximise their own performance. It is helping them to learn rather than teaching them’ (Whitmore, 2012). This supports Stober and Grant’s theory that adults take a self-directed approach to learning (Stober & Grant, 2006).

Managers often struggle to understand the difference between coaching and mentoring to taking a more directive approach. Using a directive style keeps team members dependent on the manager and can lead to de-motivation and engagement amongst staff members. If team members are encouraged to draw on their own expertise and resources and think for themselves to reach a solution, this can build motivation and less dependence on the manager (Walsh, 2021). 

There are tangible benefits to the line manager as a coach, which if successful can develop and motivate the members of the team, as the line manager is in the most effective position for this to happen. However, the success of this approach is largely dependant on the formation of an effective relationship. Adopting a coaching approach can create a more committed team, better team performance, better working relationships, support the generation of ideas and creativity and open communication.

In some circumstances it may be difficult for the line manager to take on a coaching approach. There is a level of trust required which enables both parties to participate comfortably in open and honest conversations which underpin an effective coaching strategy. If the approach to coaching is incorrect, it can also have a detrimental effect on the effectiveness of the relationship and cause more damage than good.
Clutterbuck discusses the ‘potential conflicts’ that can occur when a line manager adopts the role of coach. The conflicts can occur when the manager is responsible for discipline, but also becomes a ‘supportive friend’, the manager may have a strong input on the subject of bonuses but may also be required to have open and honest conversations about an individual’s performance and career.
It is important that coaching and mentoring take a complementary approach to one another. It can also be seen by other team members that the person being mentored is having preferential treatment and receiving privileged treatment (Clutterbuck, 2018).

2.3	Assess factors to be considered when implementing coaching and mentoring programmes in organisations.


It is important that a coaching and mentoring strategy ties in with the organisations overall strategic aims and objectives and it’s overall learning strategy (CIPD, 2020). In the present time it is also important to consider the implications of the Covid-19 pandemic on the delivery of coaching and mentoring within organisations, especially with the onset of remote working. Learning is often conducted online, and this can be incorporated in an organisations learning and development framework, however it is important to consider factors such as fatigue from Zoom or internet usage when implementing any learning and development or coaching initiatives in this manner (Nadeau, 2021).

It is also important to develop a learning culture and embed these principles into the organisations culture, values and ethos to encourage a shift in culture.

Due to the pandemic, it is important to utilise coaching within a wellbeing strategy, as it does not have to be based solely on a work approach as coaching can also form part of employee’s ‘check-in’s’ and can encourage participation in group or team sessions where a coaching environment can develop organically. The quick win approach can also be used to support and enhance engagement with the development of SMART objectives (Harvard Business Review, 2009).

It is important to consider the location of the ‘coach’ when developing coaching and mentoring programmes. Theres are pros and cons to each type of coach, whether they are ‘external’ or ‘internal’.

External coaches are completely impartial and may support the employee to feel more secure when discussing confidential information, they may also be able to provide designated time free of internal distractions.  The coach or mentor will also be able to provide external advice, expertise and guidance to avoid a narrow mindset. The relationship between an external coach and coachee is usually formal (Angle, 2018).

Internal coaching is usually more cost effective with the added benefit of developing and retaining expertise ‘in-house’. The logistics of the sessions is also less problematic and less costly to the organisation (Angle, 2018).

The dissemination of information to other departments may be easier, for example to Human Resources and Learning & Development. The coach will also have a better understanding of the issues faced by the business.

This approach can be formal or informal but very much depends on the person who is conducting the coaching, their role within the organisation and their relationship with the person being coached.

It is difficult to calculate the ROI with coaching as opposed to a more traditional approach to learning & development (Forbes, 2017), and calculating the ROI of internal coaching and mentoring is also difficult although research suggests that time spent creates more time for line managers in the long run.

We must also consider the regulations and professional practice that impact on coaching and mentoring. For example:

· GDPR 2018
· Confidentiality
· Ethical practice
· Coaching contract
· Coaching/Mentoring professional bodies

Consideration must also be given to the storage of confidential information pertaining to the coaching and mentoring relationship. For example, an organisation may consider carrying out a DPIA (data protection impact assessment) in cases involving the use of personal data, such as in coaching and mentoring. Data will be kept in line with an organisations data protection policy. Confidentiality is an important aspect of this type of relationship and a coaching agreement may also be utilised to set standards and expectations. (Association for Coaching, n.d.).

A coach or mentor must also consider the code of ethics. The code of ethics provides guidance on what to expect from people working in this profession. This guidance defines the required behaviour and characteristics that coaches, and mentors are required to abide by. Research conducted has highlighted benefits and also limits of keeping within ethical codes of conduct, and instead refer to the benefit of utilising ethical decision-making models such as the ACTION model to support the formulation of ethical decision making in coaching and mentoring (Passmore & Mortimer, 2011).

3.1 Assess the potential benefits of coaching and mentoring for coachee/mentee and coach/mentor.

Aside from gaining satisfaction from supporting someone to reach their goals and objectives, there are a number of other benefits to the coach or mentor in providing this service. These include the ability to build their own leadership and communication skills, increasing their own self-awareness and self-confidence and the ability to enhance their ability to deliver feedback and ask pertinent questions. 
By supporting others, coaches and mentors are also able to develop their own personal networks and learn different perspectives. All of these skills support promotion prospects and aid in job satisfaction.
A coach will be able to benefit from their own skillset within a business capacity by utilising their ability to think in a ‘broad’ manner in order to overcome workplace challenges and reach targets or achieve results which are meaningful to them and their business (Coaching Story, 2021). 
The importance of coaching and mentoring is of a benefit to an organisation, but also to an employee and the support this provides them within their individual development which supports with future career progression (Aswathappa, 2007).
The benefits to the coachee or mentee are similar to the benefits to the coach or mentor.‍ Aside from the opportunity to enhance their careers and personal development, individuals that are supported by a coach or mentor are often rewarded with increased levels of self-confidence and self-awareness as a result of their new skills or abilities, development of strong communication skills, and exposure to new and different perspectives. As a result of personal development, the coachee often benefits from increased chances of promotion and job satisfaction (Cronin, 2019).
3.2 Assess how coaching and mentoring programmes can support the achievement of organisational objectives.

Coaching and mentoring programmes are often used within organisations for a variety of reasons. According to CIPD, these types of programmes have grown in popularity with many employers using this approach to develop the skills and knowledge of their employees and enhance performance to meet organisation objectives (CIPD, 2021). 

 Nickson (2007) discussed the importance of empowering employees through coaching and mentoring and the positive impact that this has on the longevity and sustainability of a Company (Nickson, 2007).

Retaining members of staff – evidence suggests that providing coaching and mentoring increases loyalty to the Company as individuals will begin to feel more connected and committed to the business (Bright HR, 2021). Many of the skills developed through the coaching process will also support a positive work experience and better communication which in turn would reduce money spent on replacing employees that may otherwise have left.

Personal development – coaching and mentoring will support the advancement of an employee on their career path and align the employees’ vision or professional attitude with the expectations of the Company. As employees develop their personal attributes and skillset, this will also result in high efficiencies within the company with more cost-effective ways of working (Bright HR, 2021).

Increased efficiency – individuals will benefit from increased functionality which contribute to efficiencies across the Company. Managers that participate in coaching and mentoring may be able to identify strengths and weaknesses of their employees and use these to their advantage to create a more cohesive and sustainable working environment (Megginson & Clutterbuck, 2005).
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