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Both coaching and mentoring are approaches to development based on the theory of using one-to-one conversations, with the aim of enhancing skills, knowledge, or work performance. Instructing people on what to do has always been less effective than leaders who are inspiring people to want to do. Coaching and mentoring are considered the “how to”. When carried out skilfully, people are inspired to want to, resulting in organisational benefits such as commitment, enthusiasm, productivity, loyalty, creativity, ownership and teamwork. Coaching is not considered training, teaching or instruction. Equally, the person providing coaching does not have to be an expert in that particular field where coaching is taking place. Coaching aims to support employees to realise their own abilities in order to perform well, increasing their sense of self-responsibility and taking ownership of their own performance. Mentoring is where an individual is assigned to the learner, aiming to form a developmental relationship whereby the learner can seek information and the mentor is regarded as a role model. The mentor is able to demonstrate to the learner how an organisation operates, or guide through qualifications, provide feedback and be able to teach all relevant information that will enable the junior member of the team to perform effectively (MacLennan, 1995). 

According to CIPD (2020), coaching is focussed on particular goals and skills, although can have an impact on personal attributes for example an individual’s confidence. The concept of coaching can either be at the heart of an on-going management style or last for a specified period of time. Generic agreed characteristics of coaching include it being a non-directive form of development and is focussed on an individual’s improved performance and development. Whilst personal factors may be included, the emphasis of coaching is on work performance, and activities will have both individual and organisational goals. Coaching is a skilled activity, and therefore should be delivered by individuals who are trained to carry this out. Coaching provides the individual with opportunities to assess their own strengths and developmental areas more effectively. Mentoring within a workplace environment generally defines a relationship between an experienced colleague and an inexperienced colleague, where greater knowledge is shared, and development is supported. Mentoring requires specific skills including questioning, listening, clarifying, and reframing. Mentoring relationships are most effective when both parties in the work relationship learn from each other, rather than the more experienced colleague informing them of how it is. Effective mentoring is an opportunity for learning for both and encourages sharing between roles and often across generations (Hayden and Haden, 2020). 

A coach is someone the employee can learn with, whilst the mentor is someone the employee can learn from. Whilst in practice, the concepts of coaching and mentoring are often used interchangeable, it is possible to draw distinctions between both. A mentor could be a successful mentor yet carry out the role unintentionally whereby an individual chooses a role model at a distance. A coach would be required to participate in the process to ensure its success. It can overlap, for example where a coach is performing successfully, they could be viewed as a mentor of coaching skills. Whereas a mentor could not offer coaching unless intentionally done and skills are adopted in successful coaching. Clear distinctions also include, the coach’s role is supporting the individual how to learn more, whilst the individual utilises a mentor as a resource. A mentor is also able to adequately fill this role with basic management skills. However, for coaching to be effective, the coach would be required to have the knowledge, technique, and skill to enable the individual to achieve (MacLennan, 1995). 

Mentoring is often carried out over a longer period of time, with some mentoring arrangements lasting over 6 months, others lasting years and even decades. Some literature often quote life long mentoring relationships. Coaching differs as it is often on a much shorter scale, as little as a 10 minute conversation. However, like mentoring, coaching relationships can be longer-term too. In order to be a mentor, there are no required qualifications, resulting in this being a tool easily implemented by organisations. However, in order to be an effective coach, training is recommended. Mentoring is also generally directive – as it requires the mentor to share their knowledge, experience and skills, providing direction and guiding the individual through situations. Coaching is non-directive – it requires presenting the right questions, providing space, trust and confidence for the individual to reach their objectivities and discover their own abilities. Mentoring is generally less structured, where the mentee would identify agendas and goals, unlike coaching with is more structured by line-managers, and is usually a requirement identified by a manager or organisation to obtain certain skills. Another key difference is that mentoring is mostly driven by development – where the individual makes decisions around their goals and skills they wish the obtain from the mentoring relationship. However, coaching is performance driven, it encourages high performance in their day-to-day roles. This demonstrates how both have different goals, but equally they can be utilised together for both development and performance purposes (Mentoring vs Coaching: The Key Differences and Benefits, 2021).

Coaching, mentoring, counselling, and training are different leadership approaches with the same overarching objective in which to improve performance of people. Each intervention has different goals, results, and approaches. The goal of coaching is for personal and professional success by improving behavioural performance. Whilst the goal of mentoring is personal or professional growth by providing support and guidance. The goal of training is focussed on transferring specific knowledge and skills whilst the goal of counselling is to improve performance which is below the required standards. The expected results also differ, in coaching the results are achieving specific goals, whilst in mentoring the expected results are succession. The results of training are learning results and for counselling the expected results would be seeing an improvement in performance. The approaches for each intervention also differ, coaching helps individuals to discover their own abilities and take ownership in achieving the required goal. The approach of mentoring is more focussed on transferring knowledge, skills, best practice, experience, wisdom, and mindset. Whilst the approach of training is as mentioned previously transferring specific knowledge and skills. The approach of counselling differs again, as this is around behavioural changes by confronting, correcting, or instructing. Each intervention also forms different relationships and has differing communication styles. Coaching is a collaborative relationship and communication is non-directive, it is about asking questions, listening, and giving feedback. Mentoring differs as it is an advisory relationship, where communication is both directive and non-directive, it is similar to coaching in asking questions and listening, however mentors also advise. The training relationship is around teaching and will be more directive than non-directive by telling, advising and asking questions. Whilst counselling is a management relationship, its communication style is much the same as teaching (The Differences Between Coaching, 2021). 

Coaching can refer to different situations for example within organisations to support training and mentoring interventions or outside of organisations for example personal coaching. It can also have different levels of formality and structure. There are a number of types of coaching, some examples include performance coaching, succession coaching and newly assigned leader coaching. Performance coaching aims to support individuals at all levels within an organisation to gain a deeper understanding of their job requirements and identify opportunities where performance could be improved. A coaches role in this example would be to work with employees, line managers and others in leadership within the organisation to support employees to fill performance gaps alongside developing further professional development plans. Succession coaching is supporting and identifying suitable talent for senior leadership positions and suitably prepares them in readiness for promotion to such roles. This type of coaching is useful where organisations are experiencing growth or turnover in their leadership teams. It can also be useful in family businesses. Part of this coaching type involves assessment, therefore confidentiality and outlining clear expectations are essential. Newly assigned leader coaching, as the name suggests, coaches individuals who have recently been promoted or are successful into a leadership position. This type of coaching is often part of their onboarding. Generally the goal of this type of coaching is to clarify the individuals key areas of responsibilities, initial deliverables and integrating the team which they will be responsible for. The key focus for this type of coaching is for the individual to full understand and achieve their business objectives (The 15 Types of Coaching - Institute OD, 2021). 

There are also different types of mentorship programmes that can be effective in organisations. Examples of these include situational mentoring, developmental and career mentoring and peer-based mentoring. Situational mentoring occurs when an organisational requires individuals to learn a specific skill or trade, and they are paired with another competent individual to learn. An example of this could be new recruits learning a new system may be placed with a more experienced employee for a period of time until their able to utilise the system independently. Developmental and Career Mentoring is generally over a longer period of time and usually occurs between line managers, leadership or directors and their direct reports, supporting individuals as they progress with their careers. Peer-based mentoring is where peers can get together to support and mentor one another. This can be achieved by discussion, sharing feedback and best practices as they learn about the organisation, a new skills, or developing in their career paths (6 Types of Effective Mentorship Programs and When to Use Them - HR Daily Advisor, 2021). 

According to Weintraub and Hunt (2015), coaching is an effective tool in developing talent. Many managers who coach understand the value and consider coaching a natural part of their role as a manger. Line managers personal involvement in developing talent is essential for successful business outcomes. Talent alone cannot ensure an organisations success, therefore line managers are required to coach and build skills to deal with ever changing markets. Individuals do not always show up work ready, and line managers are responsible for their learning and growth to ensure they are able to fulfil their role. Line managers should be adapting their styles to the needs of individuals. In coaching and mentoring, line managers should be curious and questioning to gain a deeper understanding around how things are going with their employees, the problems they are facing, gaps and opportunities and where improvements can be made. Line managers should create the conditions whereby the learner feels able to share their perceptions, doubts, mistakes and successes to enable them to reflect together (Weintraub and Hunt, 2015). 

This is supported by Clutterbuck (2018), who states that developing people is one of line managers principles responsibilities, and coaching and mentoring are two of the most powerful ways to enable this. Line managers must view coaching and mentoring as taking place in a trusting environment. Coaching requires line managers to provide direct feedback to individuals. Within mentoring, line managers will typically focus on career development with an emphasis on role modelling. It is often much harder to mentor a direct report than to coach, as it requires a deeper level of self-disclosure on both parties, in comparison to coaching conversations (Clutterbuck, 2018). According to CIPD (2021), coaching specifically can be delivered by many staff members or external coaches, however it is most likely to be the responsibility of the line managers and is applied within day-to-day management. Managers will embed this approach into their one-to-one meetings and conversations around performance (Coaching and Mentoring | Factsheets | CIPD, 2021).

Coaching and mentoring often occurs in organisation as a scattered and disjointed series of activities when it should be implemented as part of a coherent and integrated strategy. By implementing it in this way, it can enhance other aspects of the overarching learning and development strategy. The journey towards a coaching and mentoring culture is not guaranteed with having a strategic approach, however it is a factor. The first consideration to succeeding is exploring a range of formats and applications to find the right model to fit the organisation’s needs, having a pragmatic and evidence-based approach. The second consideration is to put the impacted team at the heart of the coaching interventions. This can be achieved by educating everyone on its value, alongside how to coach and be coached. This can also be achieved by ensuring each individual takes responsibilities for their own learning and given sufficient time for the process to have a positive impact. Another factor to consider is to support as and when it is needed. Coaching and mentoring interventions will often disappear if there is no reinforcement. Some considerations to support this factor could be professional supervision, resources such as further reading and practical guidance on good practice, peer support groups, progression paths for coaches and mentors with considerations for professional accreditation.  HR should also act as champions for coaching and mentoring. Another overarching factor for consideration is having robust measurements e.g., any progress made towards a coaching and mentoring culture, the quality of coaching being delivered in the organisation, the ability of individuals being coaching, and the impact i.e. the return on investment of the initiative. It is vital to be able to demonstrate the effectiveness of the programme and share this with the wider business. Another factor would be ensuring a structure in which facilitates coaching and mentoring i.e. HR functions being adequately trained and having established professional qualifications. Within the wider business, this also includes direct involvement from senior leadership acting as role models, a well-publicised strategy and a steering group made up of key stakeholders. Another key factor for consideration, is to link all the components within a strategic framework. This framework will aim to address a number of key issues including addressing the current business issues. An  example of a current business issue for consideration would be the global coronavirus pandemic (What every HR director should know about coaching and mentoring strategy | David Clutterbuck Partnership, 2021). 

According to Fessell, Chopra and Saint (2020), the Covid pandemic has highlighted the importance of mentors, particularly with supporting individuals emotionally. The pandemic has changed the dynamics of mentoring, making the mentees wellbeing a priority focus for mentoring discussions. Equally as a mentor, ensuring self-compassion and self-care, not only to ensure mentors do not burn out, but to ensure they are modelling these behaviours for their mentees. The pandemic also changed our working dynamics and management styles, whereby much of our usual working activity has been transferred digitally resulting in colleagues working alone and losing touch with other people. Coaching in these teams is still achievable through digital platforms, continuing to provide emotional support and maintaining engagement.

Aside from business issues, other factors to be considered within the strategic framework will include how the coaching and mentoring strategy will be integrated with other strategies across the business such as talent management, performance management, succession planning and personal development plans. Timeframes may also be considered in the strategy identifying how quickly the organisation would like to move towards a coaching and mentoring culture. Other considerations include the related activities which will have the greatest impact and the available resources to deliver these (What every HR director should know about coaching and mentoring strategy | David Clutterbuck Partnership, 2021). 

There are many potential benefits from both coaching and mentoring interventions, and are far more vast than an individual’s personal development. Mentoring is an extremely rewarding opportunity, however aside from this there are a number of personal development benefits which can be gained whilst fulfilling the role. Mentors can experience increased self-confidence in their skills, and their ability to pass knowledge on. This can also develop the mentor’s self-awareness and leadership skills. Mentors will also need or be required to develop their communication skills to enable them to deliver feedback, ask questions and equally be a good listener. Mentors will also benefit from exposure to new and varying perspectives. It is valuable experience that will influence their development and chances of promotion. It can provide further job satisfaction from the rewards of supporting another individual. It is also important to note, that mentors can also learn new ways of working and thinking from the learner (The Powerful Benefits Of Mentoring, 2021). Coaches can also benefit from satisfaction from supporting individuals to achieve their goals, and the ability to strengthen their relationships. Throughout the process, coaches make fundamental connections with the individuals they are supporting, and they share accomplishments and successes. These relationships also benefit from varying in age groups, hierarchies, and work cultures. Another benefit for coaches include accelerating their own personal and professional development, by learning from others and also inspiring their own learning from the support they provide to others (The benefits of becoming a coach | The Coaching Academy, 2021). 

There are a number of benefits for mentees, and some similar to those of mentors for example increased self-confidence and self-awareness, through ongoing feedback and discussion. This can also support to develop strong communication skills. The mentee is also able to grow their personal network within the business by perhaps being mentored by an individual who the mentee wouldn’t usually engage with day to day. The mentee can also receive exposure to new and different perspectives and enable them to learn from other’s experiences, supporting inclusion by encouraging empathy and self-awareness. The mentee can also benefit from developing skills to self-reflect (The Powerful Benefits Of Mentoring, 2021). Coaching also offers a number of benefits to individuals, supporting various needs. Coachees are able to establish and act towards achieving goals. With the support of the coach this can increase the likelihood for achieving the goals set around both skills and behaviours. This can also benefit them on a personal level. Coachees can also experience an increased level of engagement, as it connects with them on a one-to-one basis with feedback and encouragement. Coaching also offers a safe place to gain perspective, where the coachee can have a safe place to talk through scenarios and receive guidance and support. Another benefit includes the coachee undertaking a deeper level of learning. It enables the coachee to learn about themselves, how they are perceived and address their behaviours. It also provides opportunities for coachees to learn skills that can be applied in other situations, and for them to understand their own abilities. Coachees can also develop their own personal awareness on ways of making improvements and understand their opportunities for developments (6 Benefits of Coaching for Individuals in the Workplace (and Beyond), 2021). 

As well as for individuals, coaching and mentoring has a number of benefits for organisations. It firstly enables a positive company culture supporting learning, nurturing and growth. Company culture is vital in driving coaching and mentoring, which will filter through the organisation resulting in satisfied employees, which in turn supports overarching objectives for engagement and retention. Coaching and mentoring initiatives can also support recruitment objectives, as this is an attractive benefit, particularly for millennials. It can also support inclusion objectives by offering exposure to varying perspectives, from diverse backgrounds and lived experiences, resulting in learning from each interaction. A more inclusive workplace can also be achieved from having ongoing conversations such as these, increasing empathy, self-awareness, and cultural competency. Coaching and mentoring can also support organisational objectives for absence management, as there are a number of benefits for employee’s mental wellbeing, by supporting those who feel isolated, by increased self-confidence and support lower levels of anxieties within the workplace (The Powerful Benefits Of Mentoring, 2021). 
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