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Introduction
[bookmark: _Hlk66030830]Coaching and mentioning are tools which can be used by organisations to develop and support its employees’ skills and performance (CIPD,2020).
[bookmark: _Hlk66030838][bookmark: _Hlk66030848]Definitions of coaching and mentoring both vary amongst theorists. Coaching can be described as  “Primarily a short-term intervention aimed at performance improvement or developing a particular competence” (Clutterbuck,2003) or “Unlocking a person’s potential to maximise their performance, it is helping them learn rather than teaching them” (Whitmore,1996).
Coaching is generally a shorter term, non-directive form of learning development, it is used to help individuals develop based on both individual and organisational goals, from the idea that the coachee has the answers. So, focuses on encouraging the individual being coached to realise their own ability and come to their own conclusions and answers (CIPD,2020).
Mentoring is generally a longer term,  directive form of learning development, where, for example, a more senior or experienced member of staff may support a more inexperienced staff member by sharing their specific knowledge and skills to develop the more junior employee. It should be noted that the CIPD (2020) highlights that mentoring relationships have better outcomes when they look beyond the directive style and both parties included are able to learn from each other from both roles and perspectives. 
[bookmark: _Hlk66031113][bookmark: _Hlk66031123]Rogers (2004) states that “a mentor has sometimes been described as “a ‘career friend.’ Someone who knows the ropes in the organisation and can act as a sponsor or patron. … In practice mentoring does have the overtones of implying that the older and wiser mentors will be passing on their advice and that they may be able to act as a patron.” . Mentors could be role models, who can open doors for their mentee’s, by facilitating introductions to key stakeholders, leaders, and decision makers within their organisations, which may enhance future career development (Rivera,2014). 


Main body
[bookmark: _Hlk66031269]Mentioning and coaching have a common goal –to contribute to a person’s learning and development. Both can improve staff morale , improve communication and leadership skills and career progression by being able to “provide opportunities for skills development, provide a source of guidance, use questioning strategies for challenging people and use feedback to stimulate development” (Wieczorkowska,2018). 
Similarly, the success of Coaching and mentoring will be dependent on both the coach or mentor and their expertise in the skills of questioning, listening, clarifying, and reframing (CIPD,2020).
[bookmark: _Hlk66031770]Downey (2003) recognises that initially when coaching and mentioning sessions were developed,  they initially had no structure, over time it was recognised that more successful sessions involved set stages and structure. To support this, models such as the GROW model were devised and are still used widely today. 
GROW is an acronym for: Goal, Reality, Options and Will. These are said to be the four enablers of successful coaching and mentoring conversations. 
[bookmark: _Hlk66031779]Whitmore (2017) highlights the importance of spending adequate time looking at the “Goals”, moving through each step as and when, with no need to follow the GROW in a sequence, moving between each and ensuring to revisit the Goals section if desired. Consideration should be made that not only look at setting goals which look at the SMART acronym - specific, measurable, and achievable in a realistic time frame, but that goals set should also be personally motivating and relatable to organisation overall goals.
[bookmark: _Hlk66031814]“Reality” will consider where the mentee/coachee is at now in the process of gaining their goals (coachingperformance.com, 2021). 
“Options” will look at identifying resources,  internal and external obstacles to break though , possibly brainstorming next steps (coachingperformance.com,2021).
“Will” is the stage to look at what and when things will be achieved by, turning the discussions into an action plan (Whitmore,2017).
The GROW model is used to positively structure sessions, adding more value and depth, and focus to achieve desired outcomes.  
[bookmark: _Hlk66031287]Although very similar, there are some subtle differences between Coaching and mentoring. Coaching is short term and often, but not always, provided by an outside agency, who are professionally trained and qualified on a specific topic or hired to help the coachee to achieve a specific learning objective (Mindtools,2021).  In comparison, mentoring is usually longer term, generally delivered by an internal employee, with a greater knowledge providing guidance based on their own career paths and experience (Wieczorkowska,2018).
When considering the description of directive/non-directive learning, which is highlighted as a difference between coaching and mentioning, they can be described as different styles of using influence to achieve goals – the “push and pull styles” (Downey, 2003).
Pushing would be being assertive and instructing people on what or how to do something, the style of mentoring. The pulling style relating to coaching, by building a relationship to empower individuals to decision make. 
Both styles have their place, depending on the situation, as Downey (2003) has highlighted that as coaching and mentoring methods have progressed each may overlap, for example a coach may sometimes make suggestions like the mentor, stepping away from “the traditional picture of coaches was that they did not give advice, but asked questions to enable the coaches to find their own solutions” (Downey, 2003).
[bookmark: _Hlk66035377][bookmark: _Hlk66036721]Coaching and mentioning could be used as a hybrid approach to learning support within an organisation. (Clutterbuck et al ,2016) suggests a moving between the two approach, mentoring to learn skills, coaching to encourage confidence and ability of using the newfound knowledge learnt from the mentor. A coach can be used within an organisation to support an employee’s transition between job roles, for example, from team member to team leader, mentor then used to teach the technical skills of the new role (Mindtools,2021). “Mentoring is used most often to help people transition between career stages. It is invaluable as a tool to support individuals who are being fast tracked or accelerated into more senior leadership roles” (Merrick,2020).
There are also different types of coaching which can be used within an organisation depending on circumstance or need of the coachee. These include things such as skill, performance, and development coaching. 
· Skills coaching - looks at the specific skills that the coachee will need to develop . For example, developing strategic thinking for a person’s new role in leadership.
· Performance coaching – considers how a person can improve their abilities in relation to their current role requirements.
· Development coaching – is not so focused on the coachee’s current role but looks at longer term development so may then have some incorporation of mentoring. 
[bookmark: _Hlk66035992](Hawkins,2007).
[bookmark: _Hlk66036019]There are also different types of mentoring that can be used in organisations, including Information-based, skill-based, and advocacy-based mentoring (Francis,2019).
Information-based mentoring is where mentees need to gain information or an understanding about a certain aspect of their work , so the mentor provides reliable advice, experience, techniques, and information based on the mentee’s immediate needs to help support them at that time (Francis,2019). 
Skill-based mentoring  is used when mentees  need to develop a specific skillset. Mentors answer questions, help mentees to develop their techniques to achieve the skill needed by ensuring to set expectations, discuss potential difficulties, and gives background and examples of how they have completed the task in the past (Francis,2019). 
[bookmark: _Hlk65164009]Advocacy-based mentoring requires mentees to focus on interpersonal behaviour, influencing mentees to develop effective behaviours for various scenarios. Planning  appropriate learning and development activities, observing, and then giving feedback (Francis,2019).
As the relationship between the mentor and mentee develops there may be a need to adapt and change the type of mentoring used to fit appropriately to the task or scenario at hand (Francis,2019).
When implementing coaching and mentoring into an organisation various detail should be considered. Such as, firstly , clear identification of the reasons behind implementation for coaching and mentioning (Wieczorkowska,2018). This should be highlighted, and transparent communication provided to all stakeholders throughout the organisation. In any change, communication is key to success (Taylor and Wilkinson,2016).
[bookmark: _Hlk66100298]To add value to an organisation the implementation of coaching and training packages should relate to and align with organisational objectives, values, and goals; giving clarity and make training relatable to staff and what the organisation is about – to truly onboard a “coaching culture” (Bingham,2016).
[bookmark: _Hlk66100346][bookmark: _Hlk66100306]Work by Purcell (2010) demonstrates the need that managers and senior leaders have a high part to play in promoting a specific culture within an organisation. Without those truly onboard, and pushing from top-down, with role modelling behaviour, the agenda will fail (Kotter,2020). 
[bookmark: _Hlk66100339][bookmark: _Hlk66100330]Organisational agility will also play a part in the organisation receptiveness of making the change to a coaching culture on board. CIPD (2014) defines agility as the “ability to stay open to new directions ……ensuring that leaders and followers have an agile and change-ready mindset ……to keep moving, changing, adapting”. Therefore, the more agile an organisation, the more responsive it will be to change (Cannon,2017).
“The top barrier to implementing new practices is the operational pressure that absorbs time necessary to develop and trial different ways of working” (CIPD, 2014) ensuring this has been considered and time set aside for employees to learn and process is needed – without this, employees may feel pressure and frustrations and not engage fully.
[bookmark: _Hlk66036245]Organisations that identify financial constraints towards its learning and development budget or perhaps have identified that certain manager capability may have a negative impact on delivering coaching and mentoring  could seek out alternatives such as a “mentor pool” (Barber,2018) where managers are identified or put themselves forward to create a group of mentors which employees from across the organisation can be mentored by. This broadens the skill sets of both parties, especially if they are paired from different parts/departments of the organisation, as they have different views of how things work or may not work well from that departments perspectivists. This could increase collaboration across departments which may have been in a silo from each other previously (CIPD,2020). In contrast it should be noted that both coaching and mentioning can not be used as a “one size fits all tool” for learning needs and there will be some employees that will benefit form a different source of development intervention to cater for their needs, both organisations and managers need to be mindful of this scenario and seek out appropriate alternatives (Institututeofcoaching.org,2021). 
[bookmark: _Hlk66035816]There are varied training and support methods and tools available which organisations, and its employees may have access to, choose to provide and chose to access. These can be things such as counselling , employee wellbeing and engagement programmes, E-learning and self-directed learning along with focus and peer support groups (Mindtools,2021). Each individual situation, scenario or need determines which tool would be used in each circumstance. For example,  a coach and therapist both work and help with an individual’s problems, with both using a lot of listening and talking in the sessions. They are significantly different in the fact that a coach would help improve performance, whereas therapy would focus on more severe problems such as mental illness, trauma, drug abuse etc (Starr,2011). This is reiterated by Rogers (2004) who states, “if someone has persistent issues of self-esteem, unresolved grief, anxiety, depression, or severely dysfunctional behaviour and beliefs, then counselling, not coaching, is appropriate”.
[bookmark: _Hlk66036209][bookmark: _Hlk66036195]Organisations and managers alike should not fall into the trap of underestimating the power of coaching and mentoring of employees. These types of learning directives can often change employee’s mindset to work - By increased self-confidence gained from these sessions, employees tend to contribute more, leading to a strong and competitive culture (brightHR,2021) and showing increased resilience (Institututeofcoaching.org,2021). Resilience is a growing need on the agenda in most organisations, especially considering recent events of the global coronavirus pandemic which has caused an abundance of change for many employees across the world (McKinsey,2015).
[bookmark: _Hlk66027357][bookmark: _Hlk66100387]Over the past 12 months the world of work has been shaken by the effects of the worldwide coronavirus pandemic. Employees have been thrown into working from home, been put on furlough or if essential workers, continued to go out to work in the mist of times of uncertainty and unknown (McKinsey,2015).
[bookmark: _Hlk66035881][bookmark: _Hlk66035890]In the world of work, what the pandemic has taught is, what tasks can be completed on a work from home basis. Before this learning curve, coaching and mentoring would have taken place in a face-to-face environment, now this has shifted and is being delivered online using video conference calling applications such as zoom and Microsoft teams. Although, it has been highlighted that using video calling can be more tiring than face to face meetings, it is harder to read a person’s non-verbal signals, and has been referred to as “zoom fatigue” (Brown,2021). Furthermore, “A Gallup study even found that 44% of employees reported feeling burnt out at some point” (Alberti,2020) which is a very high amount and definitely something to be mindful of, if an organisation has decided or is considering on working from home on a more permanent basis in the future. 
Organisations generally apply coaching and mentioning daily, possibly without realising. Coaching through one-to-one meetings or part of shorter-term personal development plans to achieve specific goals. Mentoring can be seen through succession planning and positions which are specifically designed to enable an employee to move onto the next role – such as a deputy manager, learning the skills of manager to take their place when they themselves move on to the next role (CIPD,2020). 
The role of manager is pivotal in the performance management of their team, whether at a team leader, middle management, or senior management role. Not only does a manager need their own specific management training, but they also need to be able to identify what training needs their team may have to support them going forward (CIPD,2020). Often behaviours are learnt from top down in management, for example, a manager’s, manager, may not deliver a one-to-one on a regular basis , this may then result in the manager not completing one-to-ones on a regular basis. It is important that ‘best practice’ is delivered from top down to promote skill development across an organisation (Kotter,2020).
[bookmark: _Hlk66036188]For best result, managers should also be recognised and rewarded accordingly for their role in people management, which in turn will make it more likely that the manager will provide quality time to its team and their learning goals (CIPD,2020). Faragher(2012) states that “more and more organisations are investing in coaching across multiple levels of seniority. The advantages of this are that managers can then support other employees, and this builds resilience across the business as a whole, helping teams perform better".
It has been identified that playing the role of line manager, coach and mentor may cause some potential conflict. For example, an employee may find it difficult to or hold back whilst discussing what they see as a gap in their knowledge and learning needs, in fear of some sort of potential discipline or lack of salary increase (if applicable), thus providing an issue as the learning needs will not be correctly identified and fulfilled (Barber,2018). Both coaching and mentoring need a level of trust and accountability within the roles and relationships they have, mentoring even more so as generally over the longer term (Francis,2019). Relationships with line managers and their team members would therefore ultimately then determine the success of line manager coaching and mentoring. Line managers may also feel frustrated if they do not have the time to coach a person to realise their skills rather than just telling a person what to do, which is often less time consuming. 
Managers could overcome these issues by ensuring all staff have personal development plans, with planned and kept meeting times to discuss on a regular basis. These should have clear expectations noted that focus on short-, mid- and longer-term goals -  Including delegated new tasks which will continue to expand knowledge and experience and focus on strength and opportunities rather than weakness and problems (Barber,2018).
In the role of coaching and mentoring there are potential benefits for both coachee/mentee and coach/mentor. Becoming a mentor or coach can help enrich both your personal and professional life, through this learning you can develop communication skills and better motivate and encourage your mentee/coachee - in turn you will be a better manager and team player yourself. The mentor can gain new perspective from the mentee/coachee and personal satisfaction from helping someone  to reach their own goals and may even gain a new promotion due to skills developed and learnt through the process (Mindtools,2021). 
In turn, a mentee or coachee can identify and develop the skills needed to succeed, learn to communicate more effectively, and learn new ways of thinking from their coach/mentor. A mentor can help broaden professional contacts, providing valuable insight to how they can further their career development (Mindtools,2021).


Conclusion
In summary, both coaching and mentoring bring a range of benefits to both the employer and its employees. 
Provision of learning and development for employees is seen as one of the key enablers of employee engagement , in turn employees who are engaged, are said to be more committed and in turn work harder or go the extra mile to help at work, Gallop(2020) reports that engaged employees are 17% more productive and if engaged are more likely to produce quality work, benefiting both customer and organisation.
Specifically mentoring and coaching can improve communication, loyalty, trust, and satisfaction at work - all again are factors which feed into higher engagement (Wieczorkowska,2018). All of which contribute to better work performance, meaning better output , increased customer satisfaction and increase in business revenue (Bingham,2016).
Both coaching and mentoring can be used to address certain aspects of an employee’s development throughout their employee lifecycle. The provision of coaching and mentoring may have financial cost to an organisation, but in turn will greatly improve and make staff more valuable by developing and enhancing their skills for their personal gain but to business need and benefit (instituteofcoaching.org,2021).
For example, coaching may be primarily used to train specific skills to a new starter but coaching can also be used for specific training needs throughout an employee’s carer (brightHR,2021)  – such as to upskill someone on how to use a new system that has been implemented or when a change in legislation is introduces that may alter the way an employee performs certain aspects of their job (Faragher,2012), “Staff with better training perform better” (instituteofcoaching.org,2021). Coaching can be used to teach specific skills that have been identified to contribute and met organisational goals and objectives, along with mentoring, used over the longer term to identify high performing employees, making most of individual skill set  for the future of the (CIPD,2020). “Mentoring is a hot topic these days as organisations look to improve their leadership pipeline, increase diversity among their employee base, close skill gaps, address generational issues” (Francis,2019).
As mentioned previously, mentoring and coaching are not mutually exclusive (Clutterbuck et al ,2016) and the implementation of both to an organisation would provide the best results to support and achieve both short- and long-term goals, helping to positively sustain an organisations future (Wieczorkowska,2018).
Ultimately to successfully implement coaching and mentioning they should be part of a specific overall learning and development strategy, which ties into the organisational goals, mission, and future, with the aim of becoming an organisation with an integrated coaching culture . 
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