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1. Define and compare and contrast the concepts of coaching and mentoring with an analysis of key similarities and differences.
Coaching and Mentoring are concepts that have existed in civilisation for centuries, with some theories dating back 3,000 years ago, with the word Coach describing a horse and coach leading an individual from one place to another (Sparrow). The more modern concepts of Coaching and Mentoring centre around the sporting world, however over recent decades this has moved into the business world, with organisations utilising either internal or external coaches to develop their organisations.
 The CIPD define both Coaching and Mentoring as ‘effective approaches to develop employees’, and whilst both have clear similarities, there are some distinct differences between the two different methods. Coaching tends to be non-directive and aims to guide the coachee to improve their own performance, improving both their performance in and out of work. Coaching can also be delivered by anyone a long as they are trained in how to coach. There does not need to be a specific knowledge in the area of work the individual is looking to improve upon. Coaching is also something which is usually prompted by an individual’s supervisor or line manager, having identified an area for improvement.  This process requires the coach to gain as much information as they can about an individual using questioning techniques to achieve this and to promote self-learning (Miller). This coaching conversation has been described as a 5 step process, which most line managers will already be doing some of in normal daily practice (Starr). It involves:
· Establishing conversation
· Identify topic and goal
· Surface understanding and insight
· Shape agreements and conclusions
· Completion and close
This process seeks to identify with the coachee, what the topic of conversation will be and what the desired goal will look like. This is followed by a process of open questioning which gets deep into the issues, followed by an agreement on what the next steps should be. These are importantly identified by the coachee, which embeds their chance of being delivered successfully.
Where Mentoring differs to coaching is that this is often delivered by an individual who is passing on their knowledge and experience of a particular field of work. The mentor usually has a greater experience of a particular task or role and therefore are best placed to impart their knowledge and to improve the knowledge of the mentee (CIPD, 2020). Additionally, the mentoring relationship often lasts far longer than a coaching relationship and can be used in all aspects of work, however are often used for succession planning within the workplace. Mentors will share their own experiences within a role or task and will do this far more freely than in the coaching relationship (University of Reading).
As mentioned above these two processes have clear overlap in how they operate and both can be used, however there are some fundamental differences also. As well as the above differences, these also include the way in which the questioning techniques are used, with coaching being led predominantly by the coach asking open questions, whereas the mentor tends to ask the majority of questions in a mentoring relationship, wanting to seek out information from the mentee. Additionally, the coaching relationship tends to be more focused on improving performance, rather than being focused more on individual development and can be a far shorter process, with mentoring often lasting much longer (Zust). This is supported by Connor (2012), who agree with the above differences in the two processes, however agree that there are large areas of overlap between the practices utilised when either coaching or mentoring an individual in the workplace. In light of these overlaps, there are clear benefits to both of these operating in tandem together in organisations, with line managers, individuals and the organisation as a whole benefiting from these processes.

2. Evaluate how coaching and mentoring differ from counselling and from one-to-one-training.
Coaching and mentoring as practices require the coachee or mentee to undertake a degree of self-reflection as part of the process. The coachee or mentee must be willing and able to undertake this process fully and must be agreeable to embarking on journey of self-discovery. This is also true of counselling, however the two are very different. 
A coaching relationship can be a more informal process and due to the relationship built between the coach and coachee, this may well continue in less formal circumstances and will involve an element of joint sharing. This differs to that of the counselling relationship which must remain a more structured and private affair and would remain solely within the counselling sessions (Miller). Palmer and Whybrow (2007) suggest that there are large areas of cross over between these two concepts, however the main difference between these two areas is the context of the issue at hand. Coaching lends itself to investigating work based matters, using questioning techniques to better understand this and how it can be resolved, whereas Counselling has a much boarder range. It can focus on all areas of an individual’s life and looks to use psychology and philosophy as a theoretical foundation to resolve these issues. Additionally, the coaching and counselling relation can often work in different tenses, with coaching focusing on the future and how the coachee is able to change how they do something in the future to benefit them, whereas a counsellor can often seek to assist someone in resolving issues in their past (Harley Therapy). This can be displayed as the below to identify the differences between the tense in which counselling, coaching and mentoring take place:
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In summary, these two areas can use very similar skills to conduct their very different processes, however the main area of differences are the areas of the individual’s life that they aim to address and the time frame that they work in. This sees coaching working to a more organisational, business outcome, with counselling tending to aim to resolve a more personal issue, often using the past to do this.

3. Explain different types of coaching and mentoring which can be implemented in organisations.
Within organisations there are different ways in which coaching and mentoring practices can be adopted and introduced. These options can largely be split into two different groups; internal coaches and external coaches. An external coaching option uses an individual or group of individual coaches from outside your organisation. These will benefit from being completely unbiased and will have no vested interest in any particular area or work, or any allegiance to any particular individual. This differs to an internal coach who would be someone from within your organisation. These would offer the benefit of a far greater organisational knowledge, however this may come with intentional or unintentional biases or conflicts (Arnold). Carter (2005) recognises that internal coaches work best when detached somewhat from the processes being carried out by the coachee. She also suggests that internal coaches offer the benefit of being more readily contactable and accessible due to them being part of the organisation, however whilst an external coach may be less readily available, their benefits is in their impartiality. 
The Institute of Organisational Development (2016) identify 15 different types of coaching, including Business Coaching, Executive Coaching, Group Coaching, and Succession Coaching amongst others, whereas Carter (2005) suggests that coaching tends to fall into one of three categories; using line managers to provide coaching, contracting an external coaching provider or by using specialist internal coaches. The coaching styles differ depending on what they are looking to achieve, for example career coaching can involve trying to assist an individual in making a career change, which can include CV writing and interviewing techniques, whilst performance coaching is aimed at supporting individuals in improving their performance which can be identified by a line manager. Other coaching styles can include life coaching, which is not primarily focused on their organisation or workplace, but can focus on other aspects of their life including health and fitness goals (ATD).
In addition to a varied number of coaching styles, mentoring can differ greatly in its approach. This can include the more standard one-to-one mentoring, where an individual mentor meets with the mentee and passes on their experience in a particular field or role. This can also be more widespread, with group mentoring, where a mentor is assigned to a number of individuals to mentor them in a particular area. There are also options for peer mentoring to be offered, which can often be seen as part of an initial induction into an organisation, where a more experiences staff member introduces a more junior member of staff to their role, or finally team mentoring can be used. This final process involves a mentor working with a particular team to facilitate their progression towards their own team goals (Mentoring Matters). These options need to be carefully considered depending on the individual circumstances.
With modern business, coaching is now becoming more common place as part of the line manager’s role and complements the performance management process, so lends itself to being delivered internally, rather than by external coach. Google demonstrate this approach with a range of internal coaches to develop internal performance (Gurchiek). Ultimately the coaching provision will depend on what the organisational need is and what the coaching strategy is. 
For the internal coaching option there are also a number of areas to explore as to who will offer this coaching. In modern industry most line managers are expected to undertake coaching as part of their roles, however this can come with its own issues. This can include the need for balancing their commitment and other responsibilities, to ensure they have adequate time to apply to the coaching process. Additionally, there are often trained coaches within organisations who offer coaching as an addition to their role, coaching individuals from across the organisation. As mentioned above, this can also be offered by designated internal coaches. It must also be considered as to how the coachee would feel interacting with an internal or external coach, and whether this would affect their ability to fully engage in the process. This includes the need for confidentiality, access to the coach and also to understand the type of experience they wish their coachee to have. These are all key considerations for organisations (Matuson).

4. Provide an assessment of the factors which need to be considered when implementing coaching and mentoring, including the potential role of line managers.
Whenever an organisation looks to implement a coaching or mentoring programme there are a number of areas that need to be considered and planned for, to ensure that the programme is as effective as possible. First and foremost, there needs to be a clear and fully understood strategy in place with clear goals which are expected to be achieved (Marcon). The CIPD’s report ‘Learning and Skills At Work 2020’ echoes this, recognising the need for organisations to align their organisational strategy with organisational need (CIPD). In addition, organisations also need to consider how the coaching or mentoring programmes will be delivered, by whom and how much capacity these individuals will have. With mentoring, this is a far simpler process with mentors tending to be from within the particular business area so that they have the requisite knowledge about the particular work area. This contrasts to coaching, which can be offered in a number of different ways. Organisations must consider whether this will be delivered internally, or by an external provider. If this is to be delivered internally, then this can often be in addition to the coaches normal work and may cause issues with capacity.
Czepiel (2017) suggests that if the chosen option is to use an internal coaching programme, there are several things which must be considered to ensure that this has the best chance of success. This needs to start by understanding the direction of travel that the organisation is planning on taking and to ensure that senior leaders are on board. Following this, there is a need for a carefully deigned plan on how coaching will work in practice and how this will be monitored and success measures. There is also a need for the programme to be carefully marketed and that all necessary documentation is available.  Line managers also play a key part in the coaching process, being used in a high percentage of organisations as coaches, in addition to their day to day duties. Clutterbuck (2018) suggests that the role of the line manager is a pivotal one when using an internal coaching approach, with the need for a delicate balance to be struck between the supportive coach and disciplinarian. To resolve this issue, Clutterbuck suggests the use of coach or mentor pools, where individuals coach other team’s members in order to reduce any conflict between duties. Employees are also viewing the relationship with line managers differently and are seeking to increase their knowledge and the ability to self-direct rather than to be directed by a manager (White). This is support by the work of Dan Pink, who suggests that autonomy, mastery and purpose are the key drivers for individuals to be engaged in the workplace, leading to improvements in personal and organisational performance (Mind Tools).  
Whilst the above provides a sound basis for line managers to play an active part in the coaching or mentoring programme for an organisation, consideration must be given to culture. This must include both organisational culture as well as the culture of individual managers. Wheeler (2011) identified this in the review of coaching techniques in a customer focused environment, which demonstrated benefit from line managers supporting coaching behaviour in the workplace, however suggested that this is more feasible only if line managers are trained and supported to deliver this. This is something that is supported by Google, who have heavily invested in their line manager’s ability to be able to coach their employees, with employees seeing technical skills as their least desired quality in a manager (Schneider). Organisations must then consider the possibility of needing to upskill managers if they are to be used as coaches and for this to be effective.

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.
As can be seen from the above there are a number of clear benefits of both coaching and mentoring, whether these are delivered in-house or by an external provider. These can be used in a number of different areas, including executive coaching for prospective new CEOs to daily coaching of team members to improve their performance. Whilst there can be many different ways in which coaching and mentoring can be offered in an organisation, the positive benefits are felt by both the individual as well as the organisation, with individual who undergo coaching reporting an increase in self-confidence, improved performance and more effective communication skills (ICF).This increase in communication is a huge positive to any organisation, particular where line managers and senior managers are being coached, and particularly during difficult and challenging times, such as the COVID-19 pandemic (CIPD). These skills improve line managers and senior leaders’ ability to be able to effectively communicate with their employees, which improves the likelihood for any change management process to be effective, with a lack of engagement resulting in employee resistance (CIPD). 
Agarwal and Angst (2006) supported the benefits of coaching explaining the impact that coaching can have on organisational performance, with this partly being associated with a change in the mind-set of leaders in organisations, moving from a manager to a coach or leader. More than half of organisations use coaching in one form or another to either increase individual performance or to address underperformance in some way, indicating how crucial this is now to organisational performance (Charlton). The use of coaching offers benefits to all organisations and is something which should be developed further, particularly when considering the added pressure and responsibility being placed on line managers. The ability to be able to empower employees to be more self-sufficient and resilient and to reduce the need for line managers to feel like they are managing and start to coach their teams, is a vital aspect of any successful organisation. This is supported by Leonard-Cross (2010), whose research into the business benefits of coaching showed a correlation between coaching and their personal level of self-efficacy, with individuals stating that they were more confident in communicating, had a greater level of job satisfaction, higher performance as opposed to those who had not receiving coaching. The report also showed these feelings of self-efficacy acted to reduce attrition rates in organisations, therefore reducing unnecessary organisational costs.
The above demonstrates the clear positive benefits of coaching in the workplace, whether this is on an individual or group basis.
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SUMMARY

At the macro level, FM 6-22 tells us that mentoring is “a future oriented developmental activity,
focused on growing in your profession. It uses advice and feedback linked to the actual experience of the
mentor.” Coaching “focuses on improving performance through skill-based training, motivation and
feedback.” Counseling is given “in response to demonstrated performance, ranging from poor to
exceptional.”
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One way to view these terms is through their relationship in time. Mentoring looks at the future and at
potential; coaching looks at the present and how to improve to a future state and is more skill focused;
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Another way to view these terms is in light of who is doing what to whom. Counseling is primarily
conducted by raters with their subordinates. Coaching may be by a superior, but more frequently will be
performed by a technical expert, teacher, etc. Mentoring is better left to someone of considerable
experience, outside the chain of command. Yet another view would be from the object of the
developmental interaction. Counseling would focus on demonstrated job performance, coaching would
focus on performing specific tasks or skills, and mentoring would focus more on developing the
capabilities and competencies required for future positions. There is overlap in the functions associated
with each term, but each term has s place in leader development.

Summary comments

Mentor is often used in the sense of the verb to mentor, which is to give wise counsel and advice as
one who is trusted. In FM 6-22 the Army clarifies the definition of mentor aligning it with the noun
usage of mentor, a person who is a wise and trusted counselor. With this emphasis in the definition,
leaders should not and cannot be a mentor to all of their subordinates. This responsibility is too time
consuming and important for a leader to try to do so, especially when this relationship extends beyond the
immediate supervisory role and beyond the chain of command. Taking this to extremes, the more people
a leader supervises, the more potential the number of mentees could run into the hundreds and thousands
over time. On the other hand, leaders have a coaching role with all their subordinates as well as the
responsibility to counsel them on their performance and professional growth. Through their roles as
coaches and counselors, leaders interact with subordinates providing a great opportunity to identify a
potential mentor and to identify a future mentoring relationship which could last a career and possibly
beyond.
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on individual development and can be a far shorter process, with mentoring often lasting much
fonger (Zyst). This is supported by Connor (2012), who agree with the above differences in the two
processes, however agree that there are large areas of overlap between the practices utilised when
either coaching or mentoring an individual in the workplace. In light of these overlaps, there are
clear benefits to both of these operating in tandem together in organisations, with line managers,
individuals and the organisation as a whole benefiting from these processes.

2. Evaluate how coaching and mentoring differ from counselling and from one-to-one-training.

Coaching and mentoring as practices require the cgachee, or mentee to undertake a degree of seif-
reflection as part of the process. The coacheg o mentee must be willing and able to undertake this
process fully and must be agreeable to embarking on journey of self-discovery. This is also true of
counselling, however the two are very different

A coaching relationship can be a more informal process and due to the relationship built between
the coach and gashes, this may well continue in less formal circumstances and will involve an
element of joint sharing. This differs to that of the counselling relationship which must remin 2
‘more structured and private affair and would remain solely within the counselling sessions (Miller)
Paimer and Whybraw, (2007) suggest that there are large areas of cross over between these two
concepts, however the main difference between these two areas is the context of the issue at hand.
Coaching lends itself to investigating work based matters, using questioning techniques to better
understand this and how it can be resolved, whereas Counselling has a much boarder range. It can
focus on all areas of an individual's life and looks to use psychology and philosophy as a theoretical
foundation to resolve these issues. Additionally, the coaching and counselling relation can often
workin different tenses, with coaching focusing on the future and how the goagheg s able to change
how they do something in the future to benefit them, whereas a counsellor can often seek to assist
someone in resolving issues in their past (Harley Therapy). This can be displayed a5 the below to
identify the differences between the tense in which counselling, coaching and mentoring take place:

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

Within organisations there are different ways in which coaching and mentoring practices can be
adopted and introduced. These options can largely be spiit into two different groups; internal
coaches and external coaches. An external coaching option uses an individual or group of inividual
coaches from outside your organisation. These will benefit from being completely unbiased and will
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