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Q1.1 Define and explain the concepts of coaching and mentoring.
Since the 21st Century Coaching and Mentoring (C&M) has become an increasingly popular workplace activity (Parsloe and Leedham, 2016). C&M are successful approaches that develop employee’s knowledge, skills, and performance through one-to-one conversations (CIPD, 2020). 
The term ‘coach’ derived from the 19th Century and is defined as developing specific skills and goals to improve performance, either as an ongoing management process or within a set time. Coaching is usually delivered by Line Managers or trained coaches (CIPD, 2020). 
Hawkins, (2012) describes coaching as providing knowledge and discipline through conversations to generate new thinking and learn skills previously unknown. BlessingWhite, (2009) adds coaching is best achieved by asking questions and not telling them what to do, allowing the individual to find the best way to achieve their goals themselves. 
‘Mentor’ originated over 3,000 years ago from Greek methodology and is seen as an experienced and influential role model who has had a positive impact on someone’s career (Parsloe and Leedham, 2016). 
Clutterbuck, (2014) describes mentoring whereby an experienced person (mentor) and a less experienced person (mentee) share a professional relationship which focusses on advancing their skills, knowledge and improve the mentees’ personal growth and career development. 
Unlike coaching, mentoring adopts more of a directive approach as it involves the mentor transferring skills and knowledge by experience-sharing whereas coaching uses its’ non-directive approach to encourage learning rather than teaching (CIPD, 2020). 
Q1.2 Analyse similarities in, and differences between, coaching and mentoring and evaluate the validity of grouping the two concepts together.
Coaching and Mentoring (C&M) are both development approaches using one-to-one conversations to support an individual’s performance, skill, or knowledge (CIPD, 2020). Both approaches share many common features where good listening and questioning skills are key to the success of the outcomes (Clutterbuck, Megginson, and Bajer, 2016). 
Both C&M require creatively using various tools and techniques such as one-to-one, counselling or networking, as well as encouraging motivation and commitment to make lasting effective changes (Parsloe and Leedham, 2016). 
Whilst there are many distinctions between C&M, in practice both approaches can be used interchangeably (CIPD, 2020). Below details a few differences between C&M. 
	Coaching
	Mentoring

	Short-term usually up to 6 months
	Long-term and continuous relationship – usually up to 1 year

	Requires an expert coach capable of teaching new skills – can be performed by managers
	Mentoring is performed by a role model with more experience than the mentee 

	Structured agenda set by manager with regular meetings
	Mentee sets the agenda based on their career goals - meetings are relaxed and take place as and when the mentee needs

	Task-focussed to improve performance, learn new skills and enhance knowledge
	Focussed on career-development through guidance, support, and experience share


							     				(CIPD, 2020)
Coaching relationships tend to be more formal where the desired outcomes are centred around a coaching contract (Bresser and Wilson, 2015). Whereas a mentoring relationship is informal, and a common ground is already established. Mentees tend to open up more sharing issues affecting personal or professional development (CIPD, 2020).  However, what remains important for both approaches to achieve the desired outcomes is building a genuine rapport with their clients (Starr, 2016). 
Nonetheless, coaching requires asking thought-provoking questions, whereas mentoring consists of the mentee asking the questions to gain an understanding of their experiences (Blakemore, 2014). 
By asking the right questions as opposed to telling allows for a more effective process (Landsberg, 2015). For coaches to understand the coachee’s needs, Stanier (2016) suggests asking 7 crucial questions to understand what’s on the coachee’s mind, and beyond? What is the real challenge for them? What do they want and how can they be helped? Along with understanding what they are saying no to as well as what is most useful to them.
Q1.3 Evaluate how coaching, and mentoring differ from counselling and from one-to-one training. 

Coaching is often used as the solution to every development need however, it is argued that it isn’t always the right approach (McGurk, 2013). Certain individuals may not respond well with coaching because their needs may need to be dealt with by a different approach (CIPD, 2020b). 

Even though coaching and mentoring (C&M) aim to help people and problem solve, counselling is more specific to dealing with substantial problems such as trauma, behavioural issues, or mental health conditions. Coaching is more suited when dealing with change, handling conflict situations, or enhancing an individual’s skills (Starr, 2016) 

Counselling differs from coaching and mentoring as it focuses its’ approach on resolving problems from the past and present, whereas C&M concentrates on improving skills and knowledge in the present and for the future (Miller, 2020).  

Building relationships are key to each approach however the context differs between each one; mentor-mentee relationships are informal and long-term, whereas counsellor-client relationships are short term and professional (Yap, 2017). 

121 training is described by which someone is taught a skill or skills needed for a specific job (CIPD, 2020b). Schuneman, (2019) describes how one-to-one training differs to coaching as it’s predominantly a teacher-student approach, focusing on the transfer of knowledge and skills as appose to coaching which aims to improve performance or behaviour. Unlike mentoring, training is usually formal with structured learning outcomes and carried out by an expert trainer, similarly to coaching.

Other learning methods such as focus groups, digital and distance learning and employee engagement programmes have also been proven useful to enhance knowledge and performance (CIPD, 2020b). 







Q2.1 Explain different types of coaching and mentoring which can be implemented in organisations.

According to Zentis (2016) there are 15 types of coaching that can be applied in various situations, some of which are: 

· Group coaching
· Performance coaching
· Targeted behavioural coaching 
· Succession Coaching
· Team coaching 

Group coaching involves coaches working with groups of people focusing on an array of areas from career development, stress management to team building. Group coaching benefits from individuals interacting and learning from one another. 

Behavioural coaching is one of the most popular types’ of coaching and is mostly beneficial to executives and future talent. It helps managers improve their relationships with colleagues by strengthening their values, identity, and visualising the success of their goals (Goldschmid, 2016). Goldschmid’s Coaching for Behavioural Change process has been widely used with great success, particularly when following the process leaders will see positive behavioural change.
 
Succession coaching is an interactive process aimed to support individuals in pursuing their professional or personal goals quickly and more effectively (Coaching Online, 2020).

There are many successful and widely used models when it comes to coaching such as, the CLEAR model, GROW model and OSKAR model.
The CLEAR model provides the Coach with the necessary aspects of a good coaching session.
	C – Contract
	Agree a contract with the coachee to understand aims, timings, desired outcomes, confidentiality 

	L – Listen
	Coach listens attentively to the coachee – asks open questions to understand the issues 

	E – Explore
	Asking deeper, challenging, and probing questions
Understand how the coachee’s actions impact the issue 

	A – Action
	Focus on the next steps going forward with detailed plan

	R – Review
	Closing the session by summarising the conversation
Gather feedback, arrange future time and date to review progress and follow up 


(Dent and Brent, 2015)
The GROW model is a simple structured method supporting the Coach to understand the coachee’s desires, enhance performance and achieve long-term objectives. 
	G – Goals
	Identify the behaviour needing change and structure the change as a goal
Ensure the goal is SMART 

	R – Realities 
	Establish current reality 

	O – Options
	Explore various routes to achieve the goal
Ask open questions to explore all options

	W – Will 
	Establish their will and boost their motivation 
Agree a date to review progress 


(Whitmore, 2017)
The OSKAR model focusses on solutions rather than problems and is used to address organisational performance or behavioural issues.
	O – Outcome
	What is the desired outcome

	S – Scaling
	Where are they now in relation to the desired outcome?

	K – Know-how
	Understand their strengths and what currently works well

	A – Affirm and Action
	Reflect on positive achievements and understand the next steps

	R – Review 
	Understand progress and how they made it happen


(Mindtools, ND) 
Creighton (2018) suggests there are 6 types of mentoring that can be used to achieve certain goals, some of which are one-to-one mentoring, team mentoring or group mentoring. One-to-one mentoring is the most used type of mentoring between a mentor and mentee. The mentor acts as an advisor using their knowledge and experience to support the mentee develop. 

Team mentoring involves mentoring sessions between a group of mentors and mentees where different individuals can express opinions, knowledge-share and learn from one another. It’s found to be most useful to promote diversity and inclusion, as well as eliminating potential bias or favouritism which tends to be found in one-to-one mentoring (Cronin, 2020).

Group mentoring is defined as one mentor supporting multiple mentees in a group setting. Even though structured as a group, mentees can learn from one another but are individually focussed on achieving their own goals (Zimmerman, 2016). 

Mentoring models offer a number of flexibilities and options to assist mentors to aid in personal development and reflection. Clutterbuck, (2014) describes the ‘4 styles of helping model’ which has been found useful when mentoring. He describes mentoring as being guiding, nursing but also directive, allowing the mentor to change direction of support depending on the mentee’s needs and behaviours. 

By taking a structured approach to Coaching and Mentoring rather than a random one produces better outcomes and enhances productivity (Dent and Brent, 2015). 

Q2.2 Evaluate the role of line managers within coaching and mentoring.

Line managers (LM) play an important role in identifying, supporting, and transferring knowledge and skills they’ve learnt onto their colleagues or direct reports. In more than half of organisations, LM will most likely have the main responsibility in delivering coaching activities (CIPD, 2020c). Managers should be coaching day-to-day through 121s and performance conversations (CIPD, 2020). 

Managers have an important responsibility for maximising their teams’ performance however many managers argue that coaching their staff is above their job role requirements, with many stating they are over-stretched and struggle to find time to coach their team’s effectively (Shepherd, 2019). 

Clutterbuck, (2014) suggests managers play one of two key roles in coaching and mentoring (C&M); being the coach/mentor themselves or being a key stakeholder in the C&M relationship. A benefit from being a stakeholder means the relationship between the manager and coachee/mentee can improve if the colleague is seeking advice from someone else. Managers may also suggest their colleague spends more time with their coach/mentor if they are not performing as they should be, however this could be argued that the manager should be taking responsibility for improving their team’s performance. 

Parsloe and Leedham, (2016) claims coaching by managers is more effective than by external coaches as managers tend to have a greater understanding of the business. However, it can be said that the relationship and impartiality between the manager and their staff can impact the effectiveness of coaching outcomes (CIPD, 2020). Successful C&M relationships require trust, respect, and confidentiality which some thriving managers will ensure is followed (Dent and Brent, 2015). 

Development training supplies managers with the coaching and mentoring skills required for their role. It provides them with the techniques to have effective conversations with their peers and staff, as well as learning to ‘ask, more than tell’ and understand the importance of listening, questioning, and providing feedback. Such learning can have a positive impact on their teams’ performance and motivation. However, some managers may be reluctant to coach and mentor their teams as they may see the threat of losing their staff to other organisations (Parsloe and Leedham, 2016). 

Further issues can also arise from managers being the coach as similar relationships, behaviours and mindsets within a team which are seen as the norm may develop over time, leading to possible clashes and managers lacking the confidence to deal with any pushback or applying new learning methods. Managers and coachee’s may also find themselves in a ‘parent-child’ relationship (Clutterbuck, 2014). 

On the other hand, Goldschmid, (2016) argues managers as the coach can improve job satisfaction and well-being, enhance productivity and engagement, and build better relationships leading to high-performing teams and increased retention and development levels. 

Research into what makes a great manager conducted by Google listed being a good coach at the top, highlighting the importance of managers receiving regular coaching training can have on their teams, job satisfaction, and performance (Harrell and Barbato, 2018). 

Q2.3 Assess factors to be considered when implementing coaching and mentoring programmes in organisations. Your assessment should also include considerations around operating during a pandemic. 

When implementing coaching and mentoring (C&M) programmes, businesses need to ensure their C&M strategy interlinks with the business’ and Learning & Development (L&D) strategy. HR and L&D teams are responsible for developing, designing, and evaluating C&M programmes that fit in line with the organisational culture and objectives, along with assessing the credibility and appropriateness of coaching models, e.g GROW (CIPD, 2020). Clutterbuck, (2014) suggests all businesses need C&M programmes to motivate and develop colleagues’ potential.
To achieve successful C&M programmes, positivity is needed to promote a coaching culture. As coaching is continually evolving, a coaching culture can support organisations to welcome change and overcome new challenges, making them ready for any future developments (Snape, 2017). 
Factors such as the COVID-19 pandemic has put additional pressures on L&D teams to deliver C&M training and programmes via online tools/platforms to employees working remotely. However, good L&D practices can still connect employees together, support their mental health and wellbeing through use of technology (Cheese, 2020). 
Research shows C&M can improve the well-being of employees making them feel valued and connected with the business, allowing them to think clearly when faced with challenges, which in turn provides high job satisfaction (Hicks, Carter, Sinclair, 2013). Therefore, it is crucial before implementing C&M programmes organisations need to assess whether internal or external coaches would be better suited to the business’ needs and the costs involved (CIPD, 2020). 
Parsloe and Leedham, (2016) suggests internal coaching delivers better results and is more effective as the coaches are familiar with the business culture and strategy, and relationships are already formed. Internal coaching is more cost effective than external coaching as it’s delivered by line managers, however Clutterbuck (2014) argues lack of skill in C&M and a busy day schedule can impact the quality of coaching given. 
If organisations were to use external coaches, HR and L&D teams would need to work together to calculate the cost required to run C&M programmes, along with a detailed plan how C&M will benefit the organisation and achieve its’ objectives (CIDP, 2020). External coaches are trained specialists and highly skilled, they can role model ‘high quality’ work and will not be distracted by day-to-day activities. However, they cost more and may not fully understand the organisation’s context (Bruce-Foulds, Clark and Ray, 2016). 
Professional practice guidelines must be factored through coaching and mentoring. Creating a confidential relationship builds trust between the coach/mentor and employee. The coachee/mentee will feel more comfortable sharing anonymous examples with their coach/mentor as part of reflection, benefiting ongoing performance development (Clutterbuck, 2016). Clark (2016) implies C&M relationships succeed when there is a safe, supporting, and confidential environment.
Coachee/mentee’s need to feel supported and challenged in an environment they can reflect in therefore data protection and ethical practices are essential in C&M programmes. All professional C&M bodies such as, Association for Coaching (AC), International Coach Federation (ICF) or European Mentoring and Coaching Council (EMCC) develop supervision guidance for coach/mentors to adhere to (Hill, 2016). 
Q3.1 Assess the potential benefits of coaching and mentoring for key stakeholders
Coaching and mentoring (C&M) can provide the individual with a sense of purpose and autonomy, enhancing their leadership skills and an overall better work-life balance (Bresser and Wilson, 2015). 
Mentoring can provide mentee’s a relationship with the wider business and career opportunities. C&M can help identify self-awareness, strengths, and weaknesses, along with improved self-confidence and dealing with issues within the workplace. C&M can develop new ways of thinking, in the long-term encouraging innovative ideas (Cronin, 2019). 
Parsloe and Leedham (2016) adds colleagues who feel supported and valued through regular coaching conversations have higher job satisfaction, perform better, and higher motivation and commitment to the business. Reverse-mentoring can benefit older workers learn skills taught by younger employees, building digital tool skills (CIPD 2019).
Coaches, mentors, and managers also benefit from coaching and mentoring as they themselves learn new ways in achieving the best from their teams (Parsloe and Leedham, 2016). Managers who support their teams will see improved relationships with their colleagues, better performances, and engagement, fostering productive teams (Nguyen, 2017). Mentors tend to also experience higher job satisfaction as their job feels more meaningful (CIPD, 2019).  
Line managers will see a benefit from adopting new techniques and enhancing their leadership skills such as ‘ask more than tell’, listening and questioning, which in-turn enabling them to communicate more effectively (Parsloe and Leedham, 2016). Even though it can be seen as extra workload for managers, in the long run they will save on time as their teams become more advanced (Dent and Brent, 2015). 
Cronin, (2019) advises companies who develop a coaching culture will see improved performances, higher commitment levels, and a wider talent pool filter through the organisation. Internal coaching and mentoring programmes are an effective and low-cost way for experienced, senior colleagues to knowledge-share with less-experienced colleagues 
Colleagues who feel motivated and engaged will feel greater loyalty to the business, therefore productivity and employee retention will be higher. Mentoring programmes are also considered a desirable perk in attracting new employees (Bresser and Wilson, 2015). Therefore, better performance, high retention and engaged colleagues improves the overall business performance resulting in higher profits for shareholders (Wilson, 2020).
Q3.2 Assess how coaching and mentoring programmes can support the achievement of organisational objectives.
Creating and encouraging continual learning can benefit both the employee and organisation. By aligning C&M with the wider strategy can support the achievement of KPI’s, talent planning to change management, and maximising potential return on investment (Clutterbuck, Megginson and Bajer, 2016). 
Organisations who adopt a coaching culture become more adaptable, flexible and welcoming to change. Coached colleagues have more autonomy and feel more empowered to find their own solutions, therefore having less dependency on their manager to make decision resulting in better customer service and overall improved performances (My E-coach, n.d).
To remain competitive with the market, organisations can achieve their targets through engaged colleague with improved leadership skills making better decisions for the business (Passmore, 2015). 
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