1.  Introduction

Coaching and mentoring are contemporary methods of developing the workforce (CIPD, 2019a).  The dramatic changes in workforce, including flatter structures, broader management roles, recruitment pressures and skills shortages has resulted in the need  for a coaching culture (CIPD, 2004).

“Coaching and mentoring are development approaches based on the use of one to one conversations to enhance an individual’s skills, knowledge or work performance” (CIPD, 2019a).   With 70% of learning being through experience, 20% social interaction and 10% formal, this outlines the need to consider coaching and mentoring interventions (Adams, 2017), with 96% of L&D teams viewing coaching and mentoring as a priority” (Towards Maturity, 2019).

This report outlines the concepts of coaching, mentoring, counselling and one to one training, considering implementation, the benefits and the role of line managers.  
2. Findings

2.1.1 Definition, comparison and contrast of the concepts of   coaching and mentoring with an analysis of the key similarities and difference

CIPD (2016) define coaching as “a process by which a 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”.  Coaching tries to shift the perspective of an individual, questioning assumptions and allowing them to consider alternative solutions (Clutterbuck, 2014).  

Another definition of coaching is “unlocking a person’s potential to maximise their own performance. It is helping them to learn rather than teaching them” (Whitmore, 2017).  A more complex definition, which could relate to strategic coaching suggests “coaching is a human development process that involves structured, focused interaction and the use of appropriate strategies, tools and techniques to promote desirable and sustainable change for the benefit of the client and potentially for other stakeholders” (Grant, 2013).  Despite both definitions varying in the degree of complexity, both suggest unlocking potential, a process involving questioning and collaboration.

Coaching is non-directive, with the outcome being agreed by the coachee.  Coaching uses socratic questioning, creating and encouraging the coachee to analyse, reflect, consider new ideas and develop interpersonal skills (Royal, 2019).  Coaching supports the identification of an individual’s strengths and areas for development (CIPD, 2019a).

Formal coaching identifies a clear and explicit agreement between the coach and coachee.  Informal coaching does not respect hierarchy, happens without notice, with no formal agreement, although some understanding of expectations are needed (Miles, 2003). 

Despite there being differences between coaching and mentoring, “these are often used interchangeably” (CIPD, 2019a).  An example of this is within development coaching, where the coach will switch to mentoring where a development need identified relating to knowledge or skills (Hawkins, 2016). 

Mentoring is defined as “off-line help by one person to another in making significant transitions in knowledge, work or thinking” (Clutterbuck, et al., 2016).    “Mentoring isn’t about changing someone to do something differently, it’s about waking someone up to who they really are.  The mentors challenge is to distil their own experience into bite-sized chunks of wisdom, help or guidance that ultimately helps them to discover that” (Starr, 2014).    Another more succinct definition of mentoring is “an act or process of helping and giving advice to a younger or less experienced person” (Cambridge University, 2019).  The role of the mentor is to manage the relationship, building mutual respect and creating a stimulating environment.  Mentors need to nurture and encourage the individual, responding to their needs (Clutterbuck, 2004).

Similarly, coaching and mentoring are defined as creating a “learning relationship which help people to take charge of their own development, release their potential and achieve results which they value” (Connor, 2012).  They both include a learning agreement, the client setting out the learning objectives and the coach/mentor facilitating the learning in a work context and providing support.  Coaching and mentoring developing insight, releasing potential, delivering results, improving performance and creating lasting change (Connor, 2012).    Both learning interventions apply tools and techniques and encourage a commitment to action objective, creating personal growth. With both coaching and mentoring, the relationship is key (Grant, 2013). 

Coaches and mentors need to be able to summarise, rephrase and seek clarification (CIPD, 2019a).  Good questioning and observational skills, active listening and an ability to understand the individuals’ situation is imperative (Grant, 2013). 

Where coaching in non-directive, mentoring differs as it is directive (CIPD, 2019a).   In coaching the coach/coachee input is 20:80, however 40:60 during mentoring between the mentor/mentee (NHS Education for Scotland, 2016).  Coaching is performance driven, task-based and usually a short-term intervention.  Mentoring is development driven, relationship based, taking time to build trust and therefore usually over a longer period of time (Clutterbuck, et al., 2016).  Coaching is also more framework based, using models.  The model used depends on the reason and level of coaching, The GROW and OSCAR model are used for performance coaching and the CLEAR model is used for performance or transformational coaching (Public Service Management Wales, 2016).   

A mentor needs to “have reached the heights of performance themselves” (CIPD, 2016).   With coaching, there is no requirement for them to be an expert in the topic as long as they are a competent coach as their role is not to give information, but encourage the coachee to identify solutions (Clutterbuck, et al., 2016). 

Managers often alternate between the two learning interventions, using a hybrid approach (Clutterbuck, 2018).   An example of this is when mentoring has been established and skills or competence increased, coaching can be used to develop confidence in the specific area, encouraging new ideas or solutions.  Similarly, where coaching is being used, a coach may identify that there is lack of knowledge and mentoring may be used to close the skills/knowledge gap (Clutterbuck, et al., 2016). 

2.2 Evaluation of how coaching and mentoring differ from     counselling and from one to one training

Counselling can be defined as “a process that psychologically empowers individuals to seize back control of their lives, whilst working through issues and problems” (Martin, 2019).  Counselling would be suitable where there was a deep rooted problem, aimed at enhancing or improving life (Public Service Management Wales, 2016), usually as a result of trauma or mental health, including abuse, depression, an alcohol/drug dependency or an event in the past leading to trauma (Martin, 2019).    “Coaching does not seek to resolve the deeper underlying issues” (Public Service Management Wales, 2016).  Coaching would be general life or work situations including life coaching, overcoming conflict, improving awareness or as a way of improving performance (Starr, 2011).  Counselling is usually carried out over months or years (Taylor & Crabb, 2017).  

Despite a coach and a counsellor asking open questions, counsellors are qualified and a coach or mentor who identify the need for therapeutic intervention, should signpost immediately, ensuring ethical standards are met (Clutterbuck, et al., 2016). Coaching and mentoring can be progressed alongside counselling, although must be related to the work context (Public Service Management Wales, 2016). 

One-to-one training relies on the transfer of information to the attendee (CIPD, 2016) .  Training is learning focussed, aimed at providing the knowledge and skills as opposed to coaching being development focussed (Glover, 2014).  Training can be within a groups or one to once setting, with learning being one way (CIPD, 2016).  Examples of training include inductions, training on new technology, implementation of new procedures and policies or in order to improve knowledge in any area needed within the role (Business Coaching Federation, 2017). 

Training provides the knowledge as appose to coaching being used to enhance knowledge (Maestro, 2019).  This shows how both learning interventions can be used, with coaching following training interventions.  

Another differentiation between coaching, mentoring and training is the locus of control as it would be high in coaching as the coachee makes the decisions and comes up with the solutions.  With mentoring, the locus of control becomes less as it is directive, as appose to one to one training where there is a clear learning outcome to achieve, giving less control to the attendee (Clutterbuck, et al., 2016).  

2.3 Explain the different types of coaching and mentoring that can be implemented in organisations 

Hawkins (2006) identify four levels of coaching namely:
· Skills coaching, relating to skills needed within the role;
· Performance coaching, aiming to raise the level of an individual or groups performance;
· Development coaching identifies individuals long term development and supports to achieve development activities to achieve milestones;
· Transformational coaching supports an individual to function at a higher level.

Coaching can be implemented in the form of performance coaching, life coaching, line-manager coaching, peer coaching, executive coaching or career coaching and can be done one to one or as a group.  A coach can be internal or external to the organisation, although most coaching is conducted by line managers (CIPD, 2015), Coaching is often only available in some organisations for an elite group of staff (Towards Maturity, 2019). 

Example of coaching include:

· Instant Pay-off coaching is used where there is limited time and based on four stages. The issue and ideal outcome are identified.  Consideration is given into the blockers in terms of the coachee, other perspectives and the situation, and finally brainstorming to achieve a quick solution (Landsberg, 2005).

· Executive coaching is carried out “to achieve improved business performance and operational effectiveness” (Association for Coaching, 2017). External coaches are usually used for executive or senior management, coaching to provide a competitive advantage  (CIPD, 2019a). Execute coaching provides thinking space and prepares for advancement. Three-way contracting provides the ultimate conditions for executive coaching, gaining specialist knowledge and coaching support (Association of Coaching, 2017), especially as it tied to organisational goals. Executive coaching contributes to 60% of total coaching; suggesting organisations are investing significantly in executive coaching (Institute of OD, 2016). 

· Group coaching facilitates critical thinking, using collective intelligence in problem solving issues, better addressed through conversations (CIPD, 2019).  Group coaching can be used for career development, stress management or team building, benefitting from group resources (Institute of OD, 2016).

· Reverse mentoring breaks down barriers, diversity and encourages new ideas, providing a fresh outlook for the more senior person (Jolin, 2018).  This could be around age, disabilities, culture or sexual orientation (Clutterbuck, et al., 2016). Unconscious bias can impact and individual’s performance and reverse mentoring can support this. An example of this could be to combat the generation gap using digital technology as the enabler.   Whilst more experiences mentors can offer experience in relation to the role, the younger generation have grown up in a digital age, being able to develop the older workforce in the use of technology (Kase, et al., 2019).  This is particularly important as 21 million UK workers may not have the digital skills needed in the workplace by 2030 (McKinsey & Company, 2019).   This experience can identify common ground between generations, but it is imperative consideration is given to the best fit as individuals may feel patronised and deep rooted beliefs may require a sensitive approach (Jolin, 2018).  Effective mentoring identifies that both parties can provide each other a learning experience or a difference perspective (CIPD, 2019a).  

Mentoring can also can take different forms depending on the needs of individuals and the organisation.  Examples include:

· Group mentoring combines mentoring relationships that meet together regularly, with the purpose of identifying development goals and building competence.   Mentoring groups can be used in order to combat lack of mentors, consisting of two to ten individuals (Clutterbuck, et al., 2016).   Mentees usually meet and agree the topics, providing peer support.  Group mentoring begins with a group discussion, focussing one to one if appropriate (Clutterbuck, 2012). Individuals may be asked for solutions to particular topics presented, identifying how multiple learning interventions are incorporated.  Increased mentor training is needed due to the complexity of meeting the needs of all mentees within the group (Clutterbuck, et al., 2016).   Another example of group mentoring, relates to a mentee requiring expertise which cannot be obtained from one source. The mentee benefits from different perspectives at the same time, preventing being swayed by individuals individually. The objectives of the group mentoring must be clear (Clutterbuck, 2012). 

· Virtual/Online/Electronic mentoring can be through web chat, email or phone. Virtual mentoring provides flexibility; however questionable whether similar relationships are formed (Clutterbuck, 2004), questioning the overall effectiveness of the mentoring.  To spark innovation, individuals need real-time information and in the changing world, individuals require mentors with different skill sets (Clutterbuck, 2004). Technological advancements enable individuals to access virtual mentors globally (Harvard Business Review, 2016). Arguably, virtual mentoring miss communication cues such as facial expressions and body language, questioning the effectiveness of the mentoring (Clutterbuck, 2004). 

2.4 Provide an assessment of the factors which need to be considered when implementing coaching and mentoring, including the potential role of line managers 

Implementing coaching/mentoring programmes needs support from key influences, supported by a coaching strategy, forming a part of the overall L&D strategy.  Implementation should be gradual, generating a coaching culture (Clutterbuck, et al., 2016).   Evaluation of coaching is imperative to examine effectiveness, return on investment and best practice models (IES, 2006).

Evidence suggests that the majority of coaching is delivered through line managers (CIPD, 2019a), with the exception of executive coaching.  Organisations need to ensure training and resources are available, understanding when coaching/mentoring is the most appropriate intervention (Clutterbuck, 2004).  

Line management are the most significant factor of high performance teams, with a coaching management style, fostering greater team working (Clifton & Harter, 2019), producing a committed team, and improved peer relationships.  Line managers who invest time reap rewards, with employees showing greater level of autonomy and discretionary effort (McKinsey & Company, 2019).   

The relationship between the coach/mentor and the individual is crucial.  Poor relationships will result in lack of honesty. Where the coach/mentor is the line manager, it may be difficult to maintain confidentiality and trust if the issue impacts on team well-being or performance (Clutterbuck, 2012).

The way line manager coaching is communicated to teams is of significant importance.  Introducing a questioning approach could lead to the team feeling insecure or threatened, especially as they may see added personal responsibility (Whitmore, 2017).  Educating the team, will allow for a greater chance of success (Clutterbuck, 2012). 

Consideration is needed in relation how confidentiality will be maintained, providing clearly defined guidelines in order to develop and maintain trust (CIPD, 2019a).   Disclosures should be agreed by both parties (Public Service Management Wales, 2016).    Within group coaching/mentoring, a written contract raises confidence and reduces the risk (Clutterbuck, 2012), however consideration should also be given to GDPR.
Where line managers provide coaching/mentoring as part of their line management function, time pressures can impact effectiveness (CIPD, 2015).  Short-term work pressures may impact the development of the team as well as the risk to outcomes due to a group think mentality  (Clutterbuck, 2012). 
In addition, inequality may exist between levels of coaching and mentoring offered to individuals. Coaching requires impartiality and distance (CIPD, 2019a), questionably, this could be difficult due to the balance of power.  Another conflict that exists is managing the relationship between performance management and being supportive as a mentor/coach.  This also poses problems as a manager often makes decisions in relation to career progression (Clutterbuck, 2018).
Mentoring will involve long-term career development and role modelling, requiring self-disclosure by both parties, making it difficult for line-managers as it can be interpreted as giving an advantage to those mentored (Clutterbuck, 2018). 

Internal coaching has less financial outlay than external coaching, however costs include the time spent coaching and the time and employee is away from their work.   Internal coaches provide guidance related to policies, practices and understanding challenges.  Internal coaching is easier logistically and simplifies information transfer to HR (Clutterbuck, et al., 2016). The inability to alter communication styles and remain unbiased may lead to a fear to question or suggest solutions (Clutterbuck, 2018). 

External coaches provide impartiality and are not governed by time or pressures, resulting in less distractions and politics (Grant, 2013).  They have specialist skills and experience, but limited knowledge of the organisation, risking their broader ideas not aligning with organisational objectives (Clutterbuck, et al., 2016). External coaching is more formal, but provides reassurance in terms of confidentiality (Association of Coaching, 2017).  When using both internal and external coaches, sharing best practices provides development for the internal coach, whilst providing an organisation perspective for external coaches (Clutterbuck, et al., 2016). 


2.5  Provide a summary of the benefits of coaching and mentoring and an assessment, with reference to research, of how coaching and mentoring can support the business 

For a coachee, coaching improves well-being, employee engagement and allows individuals to think clearly, deal with problems, feel listened to, build meaningful relationships and cope with unforeseen circumstances (Hicks, et al., 2013).   Coaching/mentoring increases job satisfaction as a result of increased skills, confidence to deal with new challenges and having built relationships (Hicks, et al., 2013).  Self-confidence increases in 80% of people coached (ICF, 2009).

“Coaching is a skill that requires training” (CIPD, 2019a) and therefore provides CPD for coaches/mentors.  Where coaching networks exist, coaches/mentors gain a sense of belonging (ICF, 2009).    Coaching strengthens relationships, can be rewarding for the coach and promote career progression (Clutterbuck, et al., 2016).  Coaching also develops networks, which in turn supports career development and a group that can be called upon or in the case of external coaches, provide business growth (Coaching Academy, 2017). 

From a line manager perspective, when individuals come up with a solution through coaching, they are more likely to see it through to achievement (CIPD, 2019a).  Coaching may take longer in the short term than giving direction, but long term rewards indicate that individuals begin to problem solve and therefore have long term benefits (CIPD, 2016).  As coaching empowered teams to take responsibility and autonomy to a greater extent, this will support middle management workload. 

Return on investment or greater is achieved by 86% of organisations for coaching (ICF, 2009).   Improved well-being in turn will reduce sickness, therefore reducing organisational costs (Hicks, et al., 2013). The benefits of coaching and mentoring within an organisation is increased employee engagement, increased productivity, increased organisational growth and a reduction in stress, with an increase in staff well-being. This will reduce the need for occupational health intervention (Coaching Academy, 2017).  A coaching culture creates new ideas and therefore continuously benefiting the organisation (CIPD, 2016). 

 An effective coaching strategy supports the growth of talent, providing a nurturing environment for employees, reducing staff turnover and can therefore play a part in the reduction of attrition (CIPD, 2019a).   In addition, millennials want coaches not bosses, suggesting that organisations who adopt a coaching culture become an employer of choice for the younger generation (Clifton & Harter, 2019)

Customers also get to use virtual coaching techniques to improve their experience including the NHS and pharmacies coaching customers to use online diagnostic tools (NHS Education for Scotland, 2016), airlines coaching customers to take ownership of their experience.  
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3. Conclusion

There is clear evidence the organisation needs to consider coaching and mentoring learning interventions and align coaching and mentoring with its overall learning and development strategy (CIPD, 2019).   Consideration should also be given to the psychology of learning, recognising that the use of multiple learning interventions results in greater learning outcomes (CIPD, 2018).

Coaching should not be seen as a one off intervention and therefore highlights the need for a coaching culture as appose to specific intervention.  If the culture becomes forgotten, individuals revert back to their old ways (Hicks, et al., 2013). 
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