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This report will explore the concepts of coaching and mentoring, analysing the key similarities and differences between the two.  It will explore and evaluate how coaching and mentoring differ from one-to-one training and counselling.  As the paper progresses, research-based information will be provided to demonstrate how coaching and mentoring can be implemented within organisations.  This paper will further explore the factors concerning the implementation of coaching and mentoring.
It is crucial to understand that coaching and mentoring are not synonymous.  As stated by the CIPD (2020), there is a lack of a precise definition of what coaching means.  Outside of the HR sphere, coaching is more commonly associated with the sporting world.  Whilst a definition is still elusive, coaching seems to be a relationship where the coach “helps the client to achieve their personal best and produce the results they want” (International Coaching Community, 2020).  This is in keeping with a definition by Whitmore (1992, p. 10) who describes coaching as helping others to learn as opposed to teaching them.
In some form of contrast to coaching, The Cambridge Dictionary (2021) defines the verb mentor as “to help and give advice to a younger or less experienced person, especially in a job or at school”.  Indeed, the word ‘Mentor’ goes back to Homer’s Odyssey, where Mentor was a guide and teacher. Crisp and Cruz (2009) highlighted how over 50 definitions for mentoring had been found.
So, it is evident that both terms are not clearly defined.  This makes it more difficult to see coaching and mentoring as distinct terms and, therefore, makes it imperative for HR practitioners to be au fait with the distinctions.  Crucially, mentoring takes on a more holistic role than coaching (Clutterbuck, page 1). With this in mind, it would be a fair comment to say that mentoring is near equivalent to guiding, whereas coaching compares well to what most people would regard as teaching.  The table below is a simplified visualisation of the thorough analysis by Passmore (2010, p. 13)




	
	Coaching
	Mentoring

	Formality level
	More formal – including ground rules
	Less formal - agreement typically between two parties

	Contract length
	Shorter term – typically between 4-12 meetings over two to twelve months
	Longer term – typically unspecified timescale spanning years rather than months

	Outcome focus
	More performance-focused
	More career focused

	Level of knowledge
	Generalist 
	Sector/notion focused

	Training
	More relationship training – coaches typically have HR background or may be qualified coaches
	Mentors typically have a management background (but not always)

	Client
	Can focus on both the needs of the individual and of the client
	Tends to focus more on the needs of the individual

	Support
	Coach may be under supervision as part of their own development
	Mentor may brief superiors or HR




Whilst it has been stated that the two terms are not the same, it is evident that they are used interchangeably.  Broadly speaking, the CIPD (and the HR sector generally) accepts that coaching and mentoring are categorised together but do have distinct characteristics.  In terms of an employee’s development, HR practitioners must remember that factors of both coaching and mentoring may be used in synchronicity.  Whilst this paper will continue to go to great lengths to separate the two concepts, it is important to highlight the parallels between them.
Coaching and mentoring are similar insofar as they both promote growth and development through positive relationships.  There are models of both coaching and mentoring that have similarities which will be explored further on.  They both share similar characteristics such as goal discussion and a focus on the development of skills (Cronin, 2020)
Although there are some parallels, it is important to note their differences to counselling.  It seems that there is some ambiguity between the leading fields as to who is the authority on coaching, mentoring and counselling.  The CIPD have written and researched extensively about coaching and mentoring, with many strategies and frameworks originating from the world of psychology.  Whilst this is a matter for a different debate, it is prudent to have an awareness of this as this paper develops.
In general, counselling is often retrospective.  Counselling is often a reactive process whereas coaching and mentoring tend to be proactive.  Counselling is most often provided by a highly-trained professional, whereas coaching and mentoring may not be (Miller, 2020).  Broadly, counselling is used as a healing tool or mechanism from a past event.  Coaching focuses more on the future (Carrettin, 2020).  For HR practitioners, it’s imperative to be aware of boundaries of any coaching and mentoring activity that strays into the realms of counselling (Parsloe & Leedham 2009).
Anastasiou (2020) makes an interesting summary by highlighting how the lack of action in between sessions is common in counselling.  For context, coaching and mentoring programmes will almost always have targets that should be undertaken between distinct sessions.  This school of thought is strengthened by the British Association for Counselling and Psychotherapy (BACP, 2021) who believe that coaching has a clear remit of development and change for the future.
Separating coaching and mentoring from counselling proves tricky yet manageable; the same can be said for one-to-one training. Training naturally takes on a more formal mantle, with trainers usually subject experts.  Naturally, coaches and mentors can be experts too but this is not a prerequisite. Training is usually time-bound, whereas coaching and mentoring may be open-ended. Trainers tend not to have personal bonds with trainees in the same way that a coach or mentor might. (Berteig, 2009).  An article by Maestro (2019) goes further to suggest how coaching is a way to apply what has been learned through training.
Essentially, it is this author’s view that coaching and mentoring are so hard to define due to the fact they are totally centred around relationships.  Counselling and training can be more clearly defined by the characteristics (or qualification) of the counsellor or trainer; the timescales and the nature of the relationship between the parties.  This is more ambiguous when coaching and mentoring as both coaches and mentors need not be experts, managers or directors (although this is often the case too).

According to the Institute of Organization Development (2016), there are 15 types of coaching that can be implemented within organisations.    This number increases or decreases depending on your search terms.  Whilst it would not be practical to examine these types in detail, it is worth highlighting some of the different types.  
Performance Coaching, a term evocative of the sporting world, is designed to improve performance either on a general level or by targeting specific areas.  This then differs from Life Coaching, which is geared more towards personal rather than professional development.  A growing process is that of Executive Coaching, which can take the form of leadership coaching.  This could be where aspiring or potential leaders are coached and/or primed to assume senior roles (British Psychological Society, 2014).  Legacy Coaching and Succession Coaching are similar types of coaching.  These could be used by an outgoing leader to either influence the future coaching or to directly coach a successor (Graham, 2020). 
Acknowledging that there are many different types of coaching, there are also different models of coaching that an organisation can implement:
The GROW coaching model created by Sir John Whitmore in the 1980s has become very popular.  There are four components to the acronym: (Mind Tools, 2021:)
Goal -  where targets are set
Reality – this is where the starting point and current situation is established
Options – where options (and obstacles) are explored
Way forward – where a pathway is created

Acronyms are fairly commonplace in the coaching world.  McLeod’s STEPPA (Subject, Target, Emotion, Perception, Plan, Act) model (Thompson, 2018) builds upon the GROW model but places an emphasis on emotion.  This model recognises the humanistic factors of coaching by placing emotion within the framework itself.  This factor is significant and will be explored later on in the paper.
Another acronym is utilised when examining Dembowski & Eldridge’s (2003) ACHIEVE framework as shown below:
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This seems to be a natural enhancement of the GROW model yet with increased emphasis on the exploration of choices, thus adding more substance to rationale.
If the coaching arena seems saturated, the arena for mentoring is certainly comparable.  A quick internet search of ‘mentoring types’ shows tens of thousands of hits.  Mentoring can take many forms, some of which will be explored below.
One-on-one mentoring is probably the most common mentoring style.  Clearly, this includes a traditional mentee and mentor relationship.  The mentor would typically be more experienced or knowledgeable than the mentee.  Within an organisation, this could take the form of a manager acting as mentor to a more junior colleague (Cronin, 2020). 
Another notable mentoring style is group mentoring.  This takes place where one mentor is assigned to a cohort.  This style would be beneficial in various settings; in an organisation that may not have many available mentors, this would be advantageous.
In contrast to the usual relationship norms of mentoring, where it takes place between a senior and a subordinate, the opposite is also true through Reverse Mentoring.  This type of mentoring takes place where a new employee may train existing employees in their area of expertise (Civil Service, 2019)
When implementing coaching and mentoring within any organisation, there are significant factors which need to be considered.  Organisations need to be mindful of how a coaching and mentoring approach aligns with the identity and strategy of the organisation.  The notion of ‘culture’ has achieved almost buzzword status in today’s HR landscape, with huge numbers believing that culture is correlated to success (Deloitte, 2012).  Creating a coaching culture within an organisation can be hugely beneficial to employees and the organisation in general.  This will be discussed in further detail later but it is worth nothing that there is research indicating that it promotes productivity (Yu, 2007).
As well as aligning with current strategies, coaching must also be clearly communicated and embedded for it to work well.  It must tie in well with wellbeing strategies and must be equitable for all employers (Forbes, 2018).
The full impact of coronavirus on the workforce will not be completely known for many years.  However, there are already some strong schools of thought emerging regarding ‘zoom fatigue’.  As remote working increases, so too will virtual coaching and mentoring. This is a double-edged sword for organisations; as more coaching and mentoring takes place online, so too must the coaching strategies on coping with this new virtual working environment.   This impacts employees in a wider context too, with new research exploring the effects on wellbeing, cognitive processes and reduced mobility (Bailenson, 2021).  Organisations will need to tread carefully to ensure that the correct coaching environment is maintained through virtual mediums (Fosslien & Duffy, 2020). 
It is interesting to consider how organisations will adapt coaching and mentoring principles in relation to virtual mediums going forward.  In general terms, the coronavirus pandemic has meant that societal norms have been totally upended; schools have been online and exercise classes have been delivered through the internet.  What remains to be seen is whether this outlook will continue or whether the population will yearn for a more physical approach.  Whilst that is a discussion for another research paper, it is noteworthy when imagining the future of coaching and mentoring.
The role of line managers is a key factor for consideration.  In the broad sense, Line Managers are natural coaches to their employees.  However, as this report has highlighted, a line manager may not always be the best fit in a particular model of coaching.  As the CIPD (2020) point out, the balance of power in this particular relationship may inhibit the effectiveness of the coaching and mentoring taking place.  This point is emphasised by Barber (2018) who describes how conflicts can occur when a manager is a mentor.
There are some obvious benefits to having line managers acting as mentors.  Again, this is primarily about relationships and the settings in which coaching and mentoring is most effective.  Managers should not be assumed to be strong mentors simply because of a hierarchy.  Managers should be supported and properly equipped with the tools and experience to be an effective mentor (Sharp, 2018).
Having a strong coaching and mentoring culture can have huge benefits for all parties.  For coachees and mentees, studies have shown that employees who had been mentored were promoted more often than those who had not (Forbes, 2011).  Similarly, Cronin (2019) explains how those have been mentored can expect increased confidence and raised self-awareness.  All of these factors support the need for coaching and mentoring for recipients.
Similarly, coaches and mentors benefit too.  The same Forbes (2011) article found in their study that mentors were six times more likely to receive a pay rise.  Having coaches and mentors empowers said staff and can likely increase their self-esteem and sense of job satisfaction.  Essentially, being a coach or a mentor can keep ideas current and meaningful, leading to better outcomes for all (UC Davies, 2021).
Whilst the benefits of coaching and mentoring on said staff are evident, the benefits to an organisation are huge. In general, organisations benefit from a skilled workforce and a positive culture of openness and integrity (National Institutes of Health, 2020).  Further research has shown that employees who are part of a mentoring relationship have much higher levels of employee engagement.  In some cases, mentoring has actually decreased levels of staff turnover and promoted a more inclusive workspace (Killan et al, 2005, Lankau & Scandura, 2002). 
In relation to achieving organisational objectives, coaching and mentoring can be an economical method of improving performance across the board.  It must be remembered though, that senior leaders must appreciate the value and place of coaching and mentoring rather than just adopting a ‘universal fit’ mindset (Zahid, 2019).
It’s prudent here to highlight a case study.  The international conglomerate GlaxoSmithKline (GSK) introduced a coaching and mentoring strategy across its organisation.  This method used internal coaches to upskill colleagues and to create a coaching culture.  Data collected by the company showed that leaders valued coaching as their most valuable resource for employee engagement (People Management, 2013). 

Throughout this paper, it has become evident that coaching and mentoring are distinct from each other and yet bare so many similarities that they are often synonymous.  It has been demonstrated how and why this is the case and what the effects of that are on organisations.  This paper has explored the concepts of coaching and mentoring, whilst separating them from other methods like counselling.  

Whilst comparisons have been made to training, this author has been interested to find the lack of research between coaching and learning.  Generally, focus of the HR sphere leans heavily towards coaching, mentoring and training rather than delving deeper into the science of learning.   Further research could make stronger links to the education sector.  Throughout this report, reference has been made to contemporary findings and research.  It has alluded to opportunities for further research; notably the future of virtual coaching and the virtual landscape in general.
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Align on Coaching
Agreement

Clarify motivation

Hold self-discovery
space

Invite self-awareness

Explore choices

Validate decision

Empower ownership

Align on the coaching process and relationship, and what
the Client wants to focus on and his/her desired outcomes.

Client clarifies what's important to him/her about the
desired outcomes.

Client shares what matters most to him/her including values
and the future he/she wants to create.

Client is stretched to fully explore where he/she is at now
until new insight or awareness is gained.

Client creatively identifies and explores a full range of
possibilities.

Client decides on the actions he/she is ready and willing to
take, and is feasible.

Client is empowered to develop and execute an action plan
that is relevant and meaningful.




