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1.1 Define and explain the concepts of coaching and mentoring.
Coaching and mentoring are approaches to the development of employees based on the use of one-to-one conversations to enhance skills, knowledge or work performance (CIPD, 2019).  Business coaching and mentoring, are individual pursuits (hence the one-on-one element) and are clearly distinct from other learning and development opportunities, specifically training, which is learning through mass teaching. It is this one-to-one nature that both helps define coaching and mentoring and also confuses the separation of the two. 
The Worldwide Association of Business Coaches (2007) defines coaching as the ‘process of engaging in meaningful communication with individuals in businesses, organisations, institutions or governments, with the goal of promoting success at all levels of the organisation by affecting the actions of those individuals’.  Coaching aims to produce optimal performance and improvement by focusing on specific skills and goals. In doing do, coaching may impact on an individual’s personal attributes such as social interaction or confidence. Coaching typically lasts for a defined period of time and is is a skilled activity, which should be delivered by people who are trained to do so (Clutterbuck et al, 2016). This can be internal, via line managers and others trained in coaching skills (CPID, 2019) or externally, with coaching professionals are bought in. 
Mentoring in the workplace describes a relationship in which a more experienced colleague shares their greater knowledge to support the development of an inexperienced member of staff with the aim of personal and professional growth (Eby et al, 2007).  As such, Clutterbuck et al (2016) define mentoring as “off-line help by one person to another in making significant transitions in knowledge, work or thinking.” Mentoring is seen as being more directive, relying on the speciﬁc experience and knowledge of the mentor being greater than that of the mentee, to make changes to behaviours or skills (Serrat, 2017). 
The ILM (2019) sum up the difference between coaching and mentoring and state that mentoring is about telling (a directive approach), coaching is about facilitating, helping people to work out the answers for themselves (a non-directive approach). In order to ‘tell’, the assumption is that the mentor needs specific knowledge and understanding of the issues; for coaching less so, but requires a skills set to draw out solutions from the coachee. 

1.2 Analyse similarities in, and differences between, coaching and mentoring and evaluate the validity of grouping the two concepts together.
Many authors including the CIPD (2019) and Megginson and Clutterbuck (2005) identify that the terms coaching and mentoring are used interchangeably and that the boundaries between the two are often blurred. Megginson and Clutterbuck (2005) suggest this is due to the complexity of coaching and mentoring and the plethora of different approaches available to the coach and mentor. Indeed there may be more in common between certain types of coaching and mentoring than between certain types of coaching. 
There are clearly coaches who possess a great deal of expertise and share that with clients (directive), just as there are mentors who take a more questioning and facilitative approach (non-directive). Although the discussion continues in an attempt to differentiate mentoring and coaching several authors (Clutterbuck 2008, Connor and Pokora 2007) have suggested that mentoring has changed signiﬁcantly and that there is now so much overlap with coaching, it is difﬁcult to clearly differentiate the two. It is with this viewpoint in mind that grouping and indeed interchanging mentoring and coaching would seem to be a valid approach. 
This similarity in approach between coaching and mentoring is perhaps best highlighted by Connor and Pokora (2007) who identified that both coaching and mentoring follow 9 key principles (see table 1), all of which are based on a one to one experience with the coach and/or mentor. 
Table 1. Principles of coaching and mentoring 
	1. The LEARNING relationship is at the heart of change 

	2. The CLIENT sets the agenda and is resourceful 

	3.  The COACH OR MENTOR facilitates learning and development 

	4 The CONTEXT is work 

	5 The OUTCOME is change and action 

	6 The APPROACH OR MODEL provides movement and direction 

	7 The SKILLS develop insight, release potential and deliver results 

	8 The QUALITIES of the coach or mentor affirm, enable and sustain the client 

	9 ETHICAL practice safeguards and enhances coaching and mentoring



Both mentor and coach must follow these principles, if an intervention is deemed to be successful (Connor and Pokora, 2007) and it demonstrates the skills required and a gives a structure to be followed. 
For both coaching/mentoring to be successful the coach/mentor needs a firm set of skills to deliver effective outcomes are interchangeable. Mentoring calls on the skills of questioning, listening, clarifying and reframing (CIPD, 2019) whilst coaching skills such as listening, asking questions, setting goals, observation, and giving feedback are also required (Connor and Pokora, 2007).  In order to ensure that any coaching/mentoring conversations stay goal focused, many coaches purposefully structure the coaching conversation. The GROW model (Whitmore, 2002) is one of the most commonly used methods of structuring the coaching/mentoring conversation. Each letter of the acronym GROW represents one stage of a coaching/mentoring conversation (goal, reality, options, way forward). Such as model provides the coach and mentor (if we are to separate) direction for the intervention and leads to personal and organisational goals being achieved (Connor and Pokora, 2007). 

1.3 Evaluate how coaching and mentoring differ from counselling and from one-to-one training. (Explain the contexts in which these initiatives would prove useful).
Coaching and mentoring is often viewed as something soft and fluffy, more akin to a visit to the psychologist’s couch. This is perhaps understandable as there are obvious similarities between coaches and therapists. Both are skilled practitioners who do a lot of listening, dealing with people’s problems and building a relationship of trust. Both may bring about behavioural change, and as suggested by Bluckert (2005), help people understand how their cognitive and emotional reactions can interfere with personal effectiveness, performance, and well-being. 
However, while coaching and therapy work in similar areas, they are not the same thing. As Starr (2011) outlines; coaching supports general life situations but focuses on improving work performance and creating desirable work-based results. Therapy and counselling would normally focus on specific, significant problems. that inhibit the building and maintaining of relationships. 
Greene and Grants’ Solution-Focused Coaching Model (Greene and Grant, 2003) describes the overlapping skills required by the coach/mentor and the therapist, and concludes by identifying the subtle difference between coaching and counselling. The therapist presence tends to be more still, composed, thoughtful and enigmatic. The coach uses their energy to create a results-focused outcome.  Whereas both coaching and mentoring will deal with emotions (e.g. feelings of stress inhibiting performance), there is a danger that veering into exploring early childhood and familial roots of difﬁcult behaviours would be less acceptable (maybe unethical) for a coach. This should be left to a specialist therapist (Bluckert, 2005). 
Traditional one-to-one training is a planned and systematic process that promotes the acquisition of relevant knowledge, skills, and attitudes through instruction, demonstration, practice and immediate feedback about trainees’ performance (Salas et al., 2012). A trainer follows a predetermined agenda and structure, providing instructions for achieving performance on relevant job or task requirements. In contrast, a coach/mentor follows the coachee’s agenda, providing support to create individual solutions tailored to the coachee’s specific needs (Grant, 2001). One-to-one training is used for upskilling in a specific task, when the trainee can implement what is learnt to improve performance. The coach/mentor may cover wider areas and primarily facilitates and guides the coachee’s development and performance over time.
2.1 Explain 3 different types of coaching and 3 different types of mentoring which can be implemented within organisations.
Performance coaching occurs with any employee at any level of an organisation and is usually done using a line manager. The aim is to help the individual understand the requirement of their role, the competencies required, highlight gaps in performance and identify opportunities (ILM, 2019). Traditional performance conversations occur annually, but Grote (2016) suggests that frequent performance coaching makes sense for many reasons. Goals and priorities change more often than a once-a-year appraisal can accommodate and coaching can redirect efforts toward revised priorities. Employees can better learn from experience when the coaching follows quickly and can help direct employees in better performance. 
Executive coaching has been defined in the following way; it is based on a regular meeting between an executive and a coach. The coach accompanies the executive in a process designed to modify particular forms of behaviour at work, establishing and clarifying a purpose and objectives and developing an action plan designed to fulfil these through constructive feedback (Relande et al, 2017).  An executive can be newly in role, need help with skillsets, improving performance and preparing for advancement. As Petersen (2010) affirms, it must be provided by a professional coach (which increases the costs when external coaches are used) and aligns personal and organisational goals. An external coach, brought into an organisation can enjoy the ‘luxury’ of independent detachment, they are outside the system and therefore the power structure at play on a day-to-day basis in the organisation (Matthews, 2010).
Team coaching occurs where one (or more) coaches work with a team and its leader to establish their mission, goals, strategy and how they engage with one another, through reflection and dialogue (Clutterbuck 2007). The aim is to build a high performance team through effective interactions to achieve the team goals. Team coaching can be seen as an extension of individual coaching conversations already taking place within an organisation (Britton, 2015). 
Mentoring is divided into either formal or informal mentoring. Formal is where an organisation has an involvement in the planning and running of mentorship programmes and actively supports the individuals concerned. This will be driven by strategic aims and delivered by the HR function (Joo, 2005). Formal programmes match the mentor and mentee, with the mentor being the more experienced. Interactions are monitored, guidelines and policies set and a fixed period of mentorship is undertaken (Hezlett & Gibson, 2005).
Informal mentoring is where the organisation does not intervene, leaving relationships and outcomes to occur more naturally. Timescales may vary and are instigated at the request of managers or the individuals concerned and may well be due to a lack of coaching/mentoring culture within the organisation. (Clutterbuck & Megginson, 2016). 
Peer mentoring is a form of informal mentoring. It occurs where there is a professional exchange where both parties (mentor and mentee) support each other in personal growth and achievement. Each has a similar levels of responsibility within the organisation and work together to improve the effectiveness of each other.  Another type of informal mentoring is reverse mentoring. In such a scenario the mentee will have more experience than the mentor, but the mentor will have specific knowledge in one area that the mentee does not have. (Garvey et al, 2014). The relationship may be reciprocal and works where new practices or technology is introduced, or where there is a desire to bring a diverse way of thinking across an organisation in terms of better cross-generational or cultural working. 
2.2 Evaluate the role of line managers within coaching and mentoring.
Although coaching is widespread within organisations, there are challenges about how best to manage and deliver it (CIPD, 2019). Line managers are often expected to operate in a coaching capacity in the workplace, coaching those who report to him or her, whether in the formal or informal sense. Done correctly, through regular coaching conversations, the coaching manager can have considerable impact on individuals they manage and on the wider teams in which they operate. A line manager coach can develop trust, awareness, responsibility, improve learning and ultimately create better engagement and overall performance (Clutterbuck et al, 2016). 
Whilst coaching skills are becoming part of a manager’s everyday toolkit, the coach/line-manager and employee relationship presents a number of difficulties. Downey (2003) produced a model which emphasised the issues the line manager faces. It is shows the line manager in the middle balancing the organisational aims and goals, enforcing behaviour (authority), against supporting individuals who have their own aims and goals (authority).  Within a coaching environment this is where tension can lie (Downey 2003).  Managers, with targets to hit and behaviours to enforce, solve problems by ‘telling’ and being directive in solutions and actions. Whereas in a coaching situation, managers can find it difficult to adjust to a process that focuses on asking questions (Matthews, 2010). 
The line-manager role has power; over allocation of time, resources and advancement. As such it can be awkward to create an environment of trust (Downey, 2003).  There is an issue of hidden agendas (who is really working for who), do line managers go for short term wins (organisational pressure) or spend time coaching those people who need longer-term support to achieve? (Clutterbuck, 2012). 
The skills that the line managers possess are equally important. Hamlin et al, (2006) identified the following attributes that make an effective line manager/coach: the ability to create a learning environment, being caring and supportive, providing regular feedback and demonstrating careful communications backed up by interpersonal and cognitive skills.  Managers need specific coaching skills which means learning a non-directive style based on more positive, humanistic and motivating communication styles to empower employees to make their own decisions (Megginson & Clutterbuck, 2006). This is difficult to do when a line manager is more used acting out parent-child relationships, where they receive no training in Transactional Analysis (Downey 2003). 
As well as the provision of training, line managers need wider support, through the provision of coaching policies and documentation to help the process succeed.  This is very much a function of HR (CIPD, 2019). 

2.3 Assess factors to be considered when implementing coaching and mentoring programmes in organisations.
Whilst training in coaching skills is a good first step, it is not sufficient, according to Longenecker (2010), who says organisations need to create an environment supportive of coaching. Megginson & Clutterbuck (2006) go further by coming up with the concept of coaching culture. Far from being a quick-fix process, coaching gets embedded in the DNA of the organization. The CIPD (2019) state that HR and L&D departments have a central role to play in this and need to address the purpose of coaching, how it should work and how it should be evaluated.
The quality of coaching and the results it delivers depend on choosing appropriate coaches and mentors, managing relationships and evaluating success (CIPD, 2019). Selecting internal or external coaches is an important decision. Clearly there are direct costs associated with hiring external coaches, but other pressures fall on internal coaches such a time restraints, relationships and the skills of the internal coach. An external coach allows objectivity, non-bias, and expertise, whereas the internal coach has knowledge of organisational culture and policies (Carey, et al, 2011).  

Who will be coached? Internal managers may be forced into coaching and their team members may have no choice but to be coached. If either party is unwilling, coaching cannot be successful (Garvey et al, 2014).  For the external coach, considerable effort is spent in matching coach and coachee to ensure trust. 

If internal mentoring and mentors are to be used, who are they?  Again, is this a formal process driven by the organisation or HR or something the line manager and individuals pursue? In formal mentoring programs, mentee-mentor pairs are often paired by HR and programme coordinators. This matching is achieved by considering the interests of the mentees and the expertise of the mentors. In informal mentoring, the pairs are spontaneously and voluntarily formed (Clarke 2004). However, this may not be open to everyone, especially those who do not have the internal relationships/confidence to approach other employees (Bell & Treleaven, 2011).
As the CIPD (2019) state, it is important to establish guidelines on confidentiality and information flow in the implementation phase of a coaching/mentoring programme to develop trust between the individual and coach as well as other stakeholders (e.g., managers, the HR function, other teams) (CPID, 2019).  There are a raft of issues surrounding confidentiality, GDPR and data processing that need to be considered. The confidential nature of the relationship between coach and client forms the basis for trust. Rostron (2013) describes the potential for “conflict of interest between the goals and expectations of the individual being coached, and those of the company, as well as the issues of quality standards and confidentiality”. 
Clutterbuck et al (2016) sees ethics at the heart of the a coaching programme,  describing, ethical mentoring is a confidential learning relationship between peers, aimed at helping the mentee resolve ethical dilemmas, develop increased ability to recognise and work with ethical issues. 
Whilst there is  a growing number of coaching associations e.g., Association for Coaching (AC) International Coach Federation (ICF) and Worldwide Association of Business Coaches (WABC), professional standards are still for the most part varied and often unclear (Hannafey & Vitulano, 2013). There is no one unifying body and as we have seen, no one definition of coaching! This clearly impacts the quality of coaches and the tools used. Petersen (2010) argues there is notable confusion about professional and ethical standards in coaching and questions remain over the role of governing bodies, requirements for membership, and credentials of individual coaches. 

3.1 Assess the potential benefits of coaching and mentoring for coachee/mentee and coach/mentor.
Coaching is used alongside other methods of learning and development and should be used to support work planning and performance reviews (Clutterbuck, 2008). Connor and Pokora (2007) clearly see the benefits of coaching to the individual and state the positive approach of helping people to 'astound themselves' being far more beneficial than coaching which focusses solely on remedying performance issues. 
Coaching provides a space for meaningful personal development. Cox et al (2018) suggested that executive coaching helps the individual their leadership skills, provides an assessment of the individual’s current effectiveness in the leadership role, creates a relationship of challenge and support, builds on strengths as well as how to manage weaknesses and leads to both behavioural change and increased personal maturity and wisdom. 
A recent survey by Burt (2017) revealed improvements in five areas: self-regulation, change in attitude, better coping, performance, and well-being, identifying “coaching interventions have significant positive effects on all outcome categories.”  On a more personal level confidence is boosted. Momentum 4 research found that 75% of women cite lack of confidence as impacting their careers, an area that is addressed through coaching (ILM, 2019).  An IES report by Hicks et al (2013) looked at well-being and found evidence of statistically significant increases in perceptions of well-being after a period of coaching. Respondents felt better equipped to handle what comes their way and were more aware of their own abilities to solve problems. Interestingly the study also found that these feelings of well-being linked to coaching waned after time. 
The coach/mentor too has benefits. It makes managers feel valued (Wales, 2003) through engaging others which can strengthen personal and professional relationships, accelerating the coach’s own personal and professional development, expanding a coach’s professional networks and communities. In turn it can create a strong sense of self-worth, inner happiness and career satisfaction. More specifically, managers can feel more confident in having the coaching skills in their tool-bag; they can feel more like a leader and are more objective in their thinking (Thompson, 2019).
3.2 Assess how coaching and mentoring programmes can support the achievement of organisational objectives.

Coaching and mentoring enables managers to understand how to translate personal insights into
improved effectiveness and ultimately organisational development (Wales, 2003). As described by Clutterbuck et al (2016) this is best achieved where a culture of coaching is explicit within the organisation.  If an organisation can instil a coaching culture, Vesso and Alas (2016) found the following benefits; empowered team members, open, frequent, constructive communication from all stakeholders, a sense of mutual ownership, an “all for one, one for all” mindset, low employee turnover, high employee satisfaction and commitment and Increased productivity. Pullen and Crane (2011) also found a coaching culture led to leaders as positive role models and organisations being able to respond to change more quickly. 
Google is one example of a company known for creating an exceptional environment that drives employee engagement. Organisational culture doesn't happen by accident. Culture is the result of intentional action and consistency. The leadership behaviours that are consistently reinforced are the ones that get perpetuated. Therefore, a company’s culture is impacted by the quality of leadership within the company. Applying its data analytics to its people decisions, Google found that "periodic one-on-one coaching was ranked as the no. 1 key to being a successful leader." (Forbes, 2017). 
ILM (2019) identified that using technology to coach teams was making a difference to ROI to businesses. In the financial sector they found that increasing the coaching of teams led to increased team awareness, better understanding of team performance and 15-20% increases in performance. This opens more questions on the future of coaching and its link to Artificial Intelligence, and how coaching can be used to address the gaps in key roles and skillsets within an organisation. 
Gallup (2015) studies on engagement shows that coaching makes a difference. But, there is a word of warning; the line manager is either an engagement-creating coach or an engagement-destroying boss, but both relationships affect employee behaviour. Gallup (2015) identified that only 15% of workers worldwide have managers who enable the behaviours of engagement. As Burt and Talati (2017) suggest, current research around coaching and ROI from a commercial point of view is limited. Either psychologists need to become more commercial or coaches in general need to take on more statistical rigour to further prove their worth to organisations.
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