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Coaching is a rapidly growing industry estimated to be worth $2 billion globally in 2017. (Whittaker-Dunlop, 2017)   There is no single body for coaching and mentoring within the UK but those that exist are ‘’dedicated to promoting best practice and raising awareness and standards’’ (Association of Coaching, na a) within a fast growing industry.   
1.1	There is sometimes confusion around the terms coaching and mentoring as they are used interchangeably (Whitmore, 2017)  however, notable differences can be ascertained by understanding the definitions of both. (Conboy & Kelly , 2016) There is no single definition of coaching (Renton, 2009), although most describe the ‘’same phenomenon’’, (Bresser & Wilson, 2016) with the CIPD outling that; 
‘’Coaching aims to produce optimal performance and improvement at work. It focuses on specific skills and goals, although it may also have an impact on an individual’s personal attributes such as social interaction or confidence. The process typically lasts for a defined period of time or forms the basis of an on-going management style.’’   (CIPD, 2019a)
In comparison Clutterbucks defines it as, ‘’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) Whilst both identify that the purpose of coaching is to improve and develop an individual, they do not clearly show that within the coaching relationship the coachee possesses high levels of internal locus of control being responsible for the content and outcomes with the coach being responsible for the process. (Bresser & Wilson, 2016).  The relationship is seen as equal and key to successful outcomes is the requirement for a coaching contract to be established at the onset.  (Bresser & Wilson, 2016)  Coaching can be either directive or non-directive, although the process is often structured using models such as GROW (Whitmore, 2017), OSCAR and CLEAR.
Like coaching, mentoring is a development approach with no single definition;  with the CIPD (2019) describing it as ‘’a relationship in which a more experienced colleagues shares their greater knowledge to support the development of an inexperienced member of staff’’. In comparison (Clutterbuck & Megginson, 1999 pg3) define mentoring as ‘’off-line help by one person to another in making significant transitions in knowledge, work or thinking’’. 
Both definitions identify mentoring as a less structured process and a sharing of knowledge to develop an individual with the CIPD showing a key aspect; the mentor is more experienced and is imparting knowledge to a less experienced individual.   However, neither explain that the mentor is often a role model and in addition to developing an individual will often support them through an ‘’organisations political maze’’.  (Clutterbuck, et al., 2016 pg167) 
1.2	 There are differences between the two, coaching whilst usually carried out on an individual basis like mentoring, can also be used to develop small groups of people.   Coaching tends to be structured often based on tasks and skills whereas mentoring has a less structured approach (CIPD, 2019a) nurturing self-development and self-belief. (Whitmore, 2017)  One of the key differences is that a mentor is normally an expert in their field in contrast to a coach who does not need to be an expert on the subject but does need to be an expert coach. (Whitmore, 2017)   There is a differential in duration, coaching is normally carried out over a defined shorter period of time whereas mentoring usually extends for long periods of time.  (CIPD, 2019a)  These points are supported by Garvey cited in (Sparrow, 2008b) where he outlines that the predominant difference between them is in ‘’timescales and context’’.  Both concepts are used as development tools involving questioning, listening, clarifying and reframing (CIPD, 2019a) and are often used side by side and combined should take a coachee or mentee ‘’beyond the limitations of the coach, ..or mentors own knowledge’’. (Whitmore, 2017)  However, due to longer term nature of mentoring it would suggest that this combined approach can only be achieved when the coaching development is also extended over a period of time.  Likewise, the development would need to include both performance and relational/personal development in order to embrace both concepts.
It is important to recognise that different situations may benefit from either a coaching or mentoring approach, eg Skipton Building Society use coaching to enhance effectiveness within teams and mentoring to enhance personal progression and relationships (Sparrow, 2008b), a strategy supported by Clutterbuck who identifies coaching as being related to performance and mentoring being a holistic approach relating to the individual.  (Sparrow, 2008b)  
1.3	Differences also lie between coaching and mentoring and counselling and one-to-one training.  The NHS describe counselling as ‘’a talking therapy that involves a trained therapist listening to you and helping you find ways to deal with emotional issues’’. (NHS, 2017)  This intervention would be useful for individuals suffering from mental illnesses ie depression.   The inference is that these emotional issues are deep rooted and personal (NHS, 2017) implying that they are not a direct business issue although they may impact work and a coach/mentor may have to address them in the context of work whilst recognising boundaries.  A commonly noted difference between counselling and coaching/mentoring is that counselling is past-focused concerned with resolving psychologically personal problems  (NHS, 2017), in comparison to coaching/mentoring that is future focused honing in on an individual’s ability to improve business issue/task or develop themselves from a work perspective. (Eniola, 2017) With counselling there is no obligation to change in contrast to coaching and mentoring which tend to require action and change. (Connor & Pokora, 2012)  Hawkins cited in NHS Scotland, (2006) identifies that coaches/mentors tend to work with healthy people who welcome change in comparison to therapists who work with people that are potentially unwell and view change as difficult and painful.   As all three concepts require listening and questioning it is understandable for confusion to arise particularly with the introduction of life coaches who aim to improve personal effectiveness  not necessarily linked to work (Eniola, 2017).  Infact some academics argue that there are more similarities than differences certainly between coaching and counselling due to its interrelated nature. (Baker, 2014)
Training can be defined as ‘’the process of learning the skills that you need for a particular job or activty’’. (Collins Dictionary, 2020)  implying a very specific,  narrow topic area focusing on a set agenda such as learning a skill eg how to operate a new IT system.  Within training the level of external locus of control could be quite high as the trainee has little control of the content or agenda, this is in contrast to coaching and mentoring which create higher levels of internal locus of control and subject areas being very diverse.  Training is carried out in a  directive style, assuming little or no knowledge certainly in the initial stages (Dick, 2003), with a knowledgable trainer imparting knowledge to a less knowledgable learner similar to mentoring. In contrast to training, the coaching/mentoring relationship is based on mutual participation and with a coaching approach being  coachee led. (Dick, 2003)    Whilst training, mentoring and coaching require two way communication, coaching tends to be a ‘’conversation between two equals’’ (Whitmore, 2017 pg55) unlike communication within training which is often only undertaken to confirm understanding of instruction/content. (Petty, 2004)  As its name implies, one-to-one training is specifically between two individuals, like mentoring and to some extent coaching however the context of the relationship is generally not equal.  It is however possible for a trainer to adopt a more coaching style as the learner increases their knowledge. (Dick, 2003) It is relatively easy to quantify the successfulness of training a skill, however the same cannot be said for coaching and mentoring where it is more difficult to prove success and ROI. (Whitmore, 2017)
2.1	In order to harness the maximum potential of coaching and/or mentoring there needs to be an understanding of the situations when these tools will be effective (CIPD, 2019a) and also the type of coaching or mentoring that should be implemented.   Coaching and mentoring are general terms but within each there are different types of approach.
96% of L&D teams see coaching as a priority used to assist performance management, support individuals through change and to learn and develop. (CIPD, 2019a).  The aim of the coaching will influence the type of coaching used although the principles of coaching and models used ie GROW, apply to all coaching activities. (Whitmore, 2017)
Formal 1-1 coaching, also referred to as executive coaching can be delivered by internal or external coaches and is a confidential relationship between a coach and executive.  The increase in such coaching gives a strong view that many successful leaders are coachees.  (Connor & Pokora, 2012) It is recommended that such coaching takes place over a six month period in order to embed new habits and skills; with coaching sessions arranged at regular intervals enabling a coachee to practise new skills and behavours between sessions. Sessions can be face to face although with advances in technology and a more agile workforce virtual coaching may be considered. (Whitmore, 2017)    This type of coaching typically focuses on improving leadership and management performance  using the inherent knowledge of the coachee to find their own solutions and way forward.  (The Association of Executive Coaching, 2019)
Peer coaching is an internal  confidential process where two or more colleagues work together in a mutually beneficial way reflecting on current practices; expanding, refining, and building new skills and behaviours by share ideas and helping each to solve problems in the workplace.  (Roberts, 1991)  Often Peer coaching is utilised when one colleague has a particular specialism and can help to coach others within the organisation.  (CIPD, 2019a)
High-performance coaching can be an internal or external process and is more holistic focusing less on  tasks and skills,  helping inidividuals to explore their motivation and overcome the barriers to high levels of performance. (Mindtools, na a)  In this process the coach supports and challenges the coachee in building skills and improving performance, (Mindtools, na a) so as with all coaching the coachee must be motivated to achieve the desired outcomes. (CIPD, 2019a)   This form of coaching is used for for long-term career development and planning, during changes in career and to make fundamental changes to either performance or behaviour.   (Mindtools, na a) As todays organisations move towards an increased focus on well-being (Done, 2019) high performance coaching can be used to help individuals recover from major set back and to readdress work-life imbalances. (Mindtools, na a)
Around 70% of Fortune 500 companies run mentoring programs although they are equally popular within smaller organisations.  (Beheshti, 2019)  As with coaching there are different types of mentoring and it is important to ensure that the method chosen is fit for purpose considering also whether it should be informal or formal. (Clutterbuck, et al., 2016)
Reverse Mentoring has become increasingly popular, (CIPD, 2019b)  often used as a method to retain millenials with evidence supporting a 96% retention rate of millenials involved in reverse mentoring  (Jordan & Sorell, 2018)  due in part to the perception of enhanced career prospects.  (Kase, et al., 2019) This form of mentoring involves younger employees mentoring older colleagues in areas such as technology and social media in order for organisations to stay abreast of technological advancement (Wingard, 2018).  It is reported that by 2030 21 million workers may lack the digital skills required by employers (McKinsey and Company, 2019) so this type of intervention could help to combat this.  However, reverse mentoring can also be used on wider areas such as strategic and leadership issues and also challenging executives current mindset with regard to their approach to work. (Jordan & Sorell, 2018)  As the workforce is becoming older (Marks, 2018) and more diverse reverse mentoring also increases inclusivity and diversity.  (Wingard, 2018)
In Traditional 1-1 Mentoring the coach can either be internal or external depending on the desired outcomes with the mentor being more experienced and sharing their knowledge to support and develop a less experienced individual, however in order to be fully effective the relationship should be an opportunity for both parties to learn. (CIPD, 2019a)
Group mentoring is often used in situation where there are insufficient mentors with groups typically ranging from two to ten people, although one-to-one mentoring often occurs within this structure. (Clutterbuck, et al., 2016)  Whilst each group has a mentor, they will often meet frequently without the mentor,  with individuals acting as peer mentors and agreeing on topics that they would like to focus on with the mentor and supporting each other.  Group mentoring provides an opportunity for like-minded individuals to share information and learn from each other, however due to the number of individuals involved it is important to agree the expectations and requirements of the group at the onset. (David Clutterbuck Partnership, 2012)
2.3	In order to implement coaching and mentoring effectively there are a number of factors that must be considered.  Initially a clear need for development should be established, followed by understanding of whether coaching and/or mentoring are the right option when viewed alongside other interventions (CIPD, 2019a) eg in organisations where standardisation and strict adherence to rules is required there may be little need for coaching/mentoring  with a training approach being more beneficial.  (Downey, 2003)  It is also important to understand current strategic business objectives as any coaching or mentoring implemented should be aligned with these (CIPD, 2019c) , in addition to ensuring that any new interventions are integrated with existing L&D initiatives. (CIPD, 2007)
Prior to commencement of any coaching and mentoring HR should ensure that any necessary paperwork is in place such as coaching contracts and also that ethical safeguards are established particularly around confidentiality and boundaries. (Passmore & Mortimer, 2010) HR should be mindful that they must provide support throughout the process to enable long-term sustainable changes in behaviour and performance. (CIPD, 2007)  A structured evaluation tool should be implemented to measure success of the intervention for the individuals and also to understand the ROI.  (Whitmore, 2017)
Additionally, organisations must have the right culture for coaching and mentoring to be successful.  Organisations who display a strong hierarchical structure with an autocratic management style are unlikely to implement successful programmes as employees are commonly unwilling participants, favouring instruction rather than embracing the necessary self-led creative approach.  This is commonly an effect of the style of leadership and existing culture.   (Downey, 2003)
The option of internal or external delivery should be considered not only in respect of indirect and direct costs (CIPD, 2019c) but also in understanding which method of delivery will provide the best outcome eg 1-1 coaching is more appropriate for senior employees in comparison to group coaching, equally external coaches would be better utilised with senior employees as they offer a broader perspective having experienced different organisations. (CIPD, 2007)  This decision could be assisted by carrying out  benchmarking exercises to understand all of the metrics associated with the internal and external training, such as typical ROI, cost and timescales (CIPD, 2019c) If internal initiatives are preferred then consideration should be given to the availability of coaches/mentors ensuring that they are equipped with the appropriate skills (CIPD, 2019a) and when considering mentors, there should be sufficient numbers so mentees can select a preferred mentor. (Beheshti, 2019)
2.2	Most coaching is, carried out by Line managers (LM) (CIPD, 2013 ) whether through formal coaching or more informally utilising a coaching style of management in their day to day activities.  (Downey, 2003)   It is widely accepted that managers are best placed to enhance individuals’ development through performance management, part of which can include coaching and mentoring.  (Capelli & Tavis, 2016)  With Google seeing an improvement in coaching scores by 13% when delivered by a LM.  (Bock, 2016) However, it should be acknowledged that LM’s are also required to be leaders and manager, maintaining the balance of authority to ensure success for both individual and organisation. (Downey, 2003).   Whitmore (2016 pg50) puts this succinctly saying that it is their task to ‘’get the job done and develop employees’’.  HR should realise that this shift away from the traditional ‘command and control’ style of management may cause resistance in LM’s (Ibarra & Scoular, 2019) due to time pressures and lack of skills such as active listening and powerful questioning.  (Coaching and Mentoring International, 2012) LM’s may need coaching to change their mindsets in order to recognise the benefits of coaching/mentoring their team eg   increased  coaching will reduce time managing and creates a more committed team with better communication.  (Downey, 2003)  As successful coaching and mentoring relies on trusting relationships employees may struggle building trust as they see the LM as a leader/manager not as an equal, a necessity for successful coaching.  This requirement for trust may cause conflict with a LM coach as they need to respect confidentiality but also need act in the best way for the organisation.   Despite this organisations need to acknowledge that as millennials are now seeking more meaningful work (Whitmore, 2017), an alternative coaching/mentoring culture needs to be adopted by organisations and LM are the link to the workforce  and can through coaching and mentoring help to retain human capital.  (Downey, 2003)
3.1	The benefits of successful coaching and mentoring within an organisation are multifaceted and wide-ranging; affecting not only those directly involved in the interventions but also other stakeholders who may benefit from the newly acquired behaviours, skills and approaches displayed to them.  
Typical benefits for coaches/mentees are:
-Increases levels of intrinsic rewards such as job satisfaction (Whitmore, 2017), self-reliance and accountability (Institute of Coaching, na) due to the sense of empowerment created by ‘’engagement-creating coaches’’ (Royal, 2019) all of which have a positive impact on health and well-being.  (CIPD, 2018)
-Increased career development. (Whitmore, 2017) Research suggests that promotion rates increase from 15% to 38% in mentored employees when compared to non-mentored employees.  (Conboy & Kelly, 2016) 
-Increased learning and skills development (Passmore & Mortimer, 2010) that can be implemented both in and out of work.
From the perspective of the coach/mentor they can experience the following benefits:
-More time invested in developing teams will allow more time for coaches/mentors to be more strategic. (Whitmore, 2017)
-Adopting a coaching leadership style increases levels of job satisfaction. (Whitmore, 2017) Mentoring also increases job satisfaction, (Mindtool, na b) indicated by 69% retention rates of mentors in comparison of non-mentors. (Beheshti, 2019)  
-Due to their collaborative nature these interventions expand and accelerate personal growth and development and also challenge perceptions which could have a positive impact on both work and personal life.  (Mindtool, na b)
-Career advancement is more likely as organisations increase focus on engagement and helping others to grow (Mindtool, na b) with research outlining that mentors are 5x more likely to advance in pay grade.  (Beheshti, 2019)
A benefit to both coach/coachee and mentor/mentee when both parties are from within the organisation; is the development of a partnership approach to working, with improved working relationships (Whitmore, 2017) and an increased insight into other areas of the business.   
It should be said that some research states that there is little evidence of coaching/mentoring delivering the required organisational change, (CIPD, 2013 ) however much research has identified organisational benefits when coaching/mentoring are implemented correctly.  Gallup reports only 15% of workers worldwide having managers who enable engagement; given the known benefits of highly engaged staff, organisations should acknowledge this worrying statistic and implement strategies and practises such as coaching and mentoring to encourage engagement and subsequent performance. (Royal, 2019)  In addition, the world of work is changing with more millennials in the workplace who demand meaningful work, resulting in organisations needing to move away from the traditional command and control style of management to a more collaborative way of working.  (Downey, 2003)  Whilst the International Coaching Federation report a 12% rise in coaches between 2012 and 2016, there are warnings that if organisations fail to acknowledge the complexities of coaching within an increasing volatile, uncertain, complex and ambiguous business environment they are unlikely to reap the rewards.  (Whittaker-Dunlop, 2017) Therefore before adopting a scheme careful designing should take place, including methods of evaluation and setting quality standards.  (CIPD, 2013 ) Once a coaching/mentoring culture has been adopted there are many organisational benefits that maybe experienced such as:
-Increased retention (Whitmore, 2017) thus reducing costs associated with turnover in addition to retaining the talent pool. 
-Increased diversity, with mentoring programs boosting minority representation at management level from 9% to 24%   (Conboy & Kelly , 2016) 
-Reduction in unconscious bias particularly around LGBTQ and BAME groups (Jolin, 2018); a greater understanding of other cultures could assist and enhance organisations that trade globally.
-Assisting in turning around failing businesses eg Finnair introduced Team coaching as part of their organisational transformation and reported a shift from an 80m euro deficit to a 14m euro profit after implementation. (Jarrett, 2014)
-Increased productivity, creativity and performance- coaching maximises potential and unlocks latent sources of productivity (Association in Coaching, na b) which in turn has a positive financial impact 
-Increased buy-in to organisational behaviours and values by the coachee (Downey, 2003) when individual values are matched to that of the organisation, thus having a positive impact on organisational culture.
Evidence suggests that the world of work is changing rapidly and will continue to do so, therefore organisations must consider more collaborative and creative ways of working.  (CIPD, 2019 d)  Considering the positive effect that coaching and mentoring has on the collaboration and creativity  of individuals and teams these intervention should be consider as a long-term strategic priority to ensure future success in an increasingly competitive world. 
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