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Introduction

Coaching and mentoring can be an effective approach in developing employees for the modern workplace. CIPD, (2020) suggest that many organisations are now utilising this method to enhance the skill, knowledge, and performance of their employees on a daily basis. This paper will Define both methods and evaluate the differences between coaching and mentoring from the more established one to one training and counselling. This paper will also explain the different types of coaching and mentoring and will assess the factors for their implementation whilst highlighting the benefits to the business if implemented. 


1.1 Define and explain the concepts of coaching and mentoring.

The aim of coaching is to improve an individual’s performance at work, focusing on skills and goals. There are many definitions of coaching, but they all share similar characteristics: CIPD, (2020)

· It is a skilled activity and should not just be undertaking by anyone. There must be training for the for the line manager to be a coach.
· Coaching focuses on improving performance and the development of an employee.
· Coaching activities have benefits for the organisation and employee and will contribute to the organisation’s strategy.
· If completed correctly, It will provide employees with the opportunity to better assess their strengths as well as their development areas.

Mentoring is more of a relationship within the workplace, between an experienced employee and an employee with little or no experience. These relationships are usually long term and are based on the mentor sharing experiences, knowledge and guiding the mentee to improve their workplace performance. What is human resource, (2019)
The relationship does not have to be between a manager and employee, it could be a more experienced employee taking a junior under their wing.


1.2

There is a critical difference between coaching and mentoring.

Coaching is a skill, as long as the coach has the training and ability to coach, then the subject matter is irrelevant. The coach does not need the expertise in the subject matter, just the ability to listen as Sir Matthew Pinsent says, “The best coaches listen, simplify and don’t speak too much” CIPD, (2020)

Mentoring is about sharing knowledge and experience. A mentor will lead and guide the mentee through experience and expertise in the chosen field. Megginson, (2016)

There are differences also in the meetings or sessions. A mentoring session will be more ad hoc and on a need basis and set by the mentee. The mentee will set the agenda. Whereas a coaching session the agenda will be set by the coach and be of a more regular basis APM, (2014).


Even though coaching and mentoring are very different techniques they do share similarities:

· They both require confidentiality and trust.
· They both support an employee’s development.
· Both are generally on-to-one meetings.
· Both require there to be a connection or rapport between the parties.
· Both support the individual in making realistic goals.
· Both require listening, observation and questioning techniques from both parties.

Atkins, (2012) suggest that both coaching and mentoring work hand in hand, As coaching is performance driven, the purpose is to improve the employee’s performance on the job, this will include enhancing current skills or gaining more. Mentoring is development driven, its purpose is to develop the employee for the current job and also for the future. Most organisations will require both at some point and having both these skill sets within an L&D department is crucial for future success.


1.3

Whether it is coaching, mentoring, training, or counselling, they are merely different leadership approaches. All of them advocate one common objective, the improvement of human performance.

Mind senses, (2018) believe the differences can be understood as follows:

· Coaching Improves behavioural performance for personal and professional success.
· Mentoring supports and guides personal or professional growth.
· Training is the transfer specific knowledge and skills.
· Counselling improves performance that is below the expected standard.

Coaching is found predominantly in sports but is now being used more widely in business. coaching is unlocking a person's potential to maximise their performance through a structured process. An expert the “coach” will support their “coachee” through training and guidance. This will normally be used in business to further the potential of executives. A great example of this is Bill Campbell who coached the likes of Bill Gates and Steve jobs, these are pioneers of the tech world and have both spoken about how the relationship with their coach gave them the growth they needed. Task done HQ, (2019)

Mentoring is support and guidance for the mentee from an experienced person in the given field. Mentees usually lead the meetings by bringing problems to the mentor for guidance on. This can be useful at all levels of a hierarchy within an organisation. For example, in my organisation I am a mentor to a junior manager. We also have many other relationships between new starters and experienced staff members we call it the buddy system. If looking for another famous mentor and mentee, look no further than steven Spielberg, he mentored a young straight out of film school director called JJ Abrams. They were both Alumni of the same school and introduced to each other by the faculty.  JJ Abrams career soared from early on and he attributes a lot of this to his relationship with Spielberg. College connections, (2017)

Training is the transfer of a specific skill or skills from a trainer to a trainee. Training is the most common form of performance enhancing in business. Annually global spend on training was 359 Billion dollars in 2017. Harvard Business Review, (2019)
Castle leisure have a large L&D department and spend significant resource to compliance training. Health and Safety and Food safety at the top of the list. These are taught in a lecture room to 8-10 people at a time. This training is effective and worthwhile as it is tailored to the group, employees, or managers.

Counselling in the workplace is about lifting under performers and for wellbeing initiatives. Ekpang, (2015) Castle leisure uses counselling to try to remove the need for formal disciplinaries. A recent case I was involved in was counselling a young employee that was always late for shift, The employee was not giving any reasons to their line managers why they were late, so it was passed to HR before the line manager started the disciplinary procedure. After a few informal chats with the employee, they opened up and had caring responsibilities at home with a family member and realistically it was not possible for them to start at the prescribed time. We adjusted their start time by an hour, and this solved the problem. The employee has less stress, and in turn is far more productive.


2.1  

The different types of coaching & mentoring that can be implemented within organisations include: - Institute of Organization Development, (2020)

Coaching

1. One on One Coaching for Executives.  One to one coaching is being used by many organisations to improve Executives. This can develop new skills, improve performance, and be useful for succession planning. Castle leisure use this on a regular basis for the most senior directors. It is normally completed externally and the new skills that are learnt are often brought back into the workplace.
2. Group Coaching. Group coaches work with individuals in groups. They focus on a range of subjects from leadership development to career development. Group coaching has the benefits of individual coaching but also using the group to share ideas and support. Castle leisure also uses group coaching for junior managers. This is again external and will continue throughout their development and where possible with the same group of managers.
3. Performance Coaching. Performance coaches help employees at all levels better understand the requirements of their jobs, what is needed to fulfil those requirements, and ways to improve their own performance. Castle leisure again use this type of coaching. A general manager from a different site will meet with employees flagged for progression and either work with an individual or small group. This is in place to speed up progression and also succession planning.

Mentoring HR Daily Advisor, (2018)

1. One to one mentoring is normally a formal programme within an organisation, but the meetings themselves are less formal. The mentee will choose where and when to meet and also set the agenda. This is normally mentee led and the mentor will offer their expertise and guidance to the situation. This type of mentoring is more focused on relationship building and individual skill enhancing.
2. Reverse mentoring is when the junior employee mentors a leader in a particular skill. This could be for example teaching a H&S manager how to operate a piece of software or machinery in the workplace, This reverse mentoring might allow a different insight of the job and allow the H&s manager to adjust a risk assessment.
3. Developmental and career mentoring is when a senior leader mentors a junior leader as they progress throughout their career. This type of mentorship may last years. Castle leisure has this programme and the Director for each area will mentor their next in line manager. This is used for succession planning.




2.2

Line Managers have two roles within coaching and mentoring:

· Stakeholder: this is when the line manager is not the coach/mentor but highlights that a member of their team requires coaching or mentoring and seeks the help required. The line manager will have an interest in the outcome as the team member may show signs of improvement in performance.
· Coach/mentor: This is when the line manager themselves identify a need and are willing and able to coach/mentor the team member. For this to work there has to a trust relationship between the line manager and team member, which allows two-way communication.

Both of these approaches have positive and negative effects for example:
Positives for a line manager coach/mentor are:
A more committed team, Better working relationships, Open communication, and Better team performance.

As with all line managers, time is tight this will always be the downfall of the line manager coach/mentor. They also have large workloads and deadlines themselves. There is the conflict of interest to think about, the manager is the disciplinarian on Monday and the coach/mentor on Wednesday. Clutterbuck, (2012)


2.3
For a coaching and mentoring strategy to be implemented in any organisation it has to align with the strategic goals of the organisation.
The organisation will need to decide if they are going to train their line managers to be coach/mentors or hire externally. The senior leaders will have to way up the pros and cons of each method:

External pros:
· They are a specialised with specialised skills.
· This is their job, there will not be any day-to-day distractions.
· They are impartial, and not involved in organisational politics.
· A formal relationship with guaranteed confidentiality. 
External Cons:
· Typically, a high cost.
· Will be on the external coach/mentor’s timescale. This may not fit the urgent needs of an organisation.
· Unaware of the culture of the organisation and pressures on the employees.
Internal pros:
· No cost other than training.
· There maybe a relationship in place.
· Are available when needed.
· Aware of organisations politics and culture.
· There is probably already a level of trust.
Internal cons:
· Diverts coaches time away from their own responsibilities.
· More distractions are likely from the day-to-day business.
· Mentee may not trust the line manager or have a negative relationship already.
· Will not be as well trained as external coach/mentor.

Confidentiality is paramount in the coaching relationship, and the coaching agreement is important here to set the scene for how things will work and manage expectations when there is an internal coach/mentor.
As there is not one professional body for coaches or mentors an organisation will often create a contract with the coach defining:
· GDPR
· Ethical standards 
· Confidentiality
Standards that are required.
The key part of this whether internal or external is confidentiality. The confidential nature of the relationship between coach and coachee forms the basis for trust within the relationship.  The question of a breach in confidentiality can arise among coaches as they share stories or examples of work with clients. Although this can be helpful to hear stories they must be anonymised.  Cox, et al., (2018)

As stated earlier in this paper there is not one single professional body overlooking coaching there are many. This leads to inconsistency and muddy waters in standards. A few of the professional bodies are:
· Institute of Leadership and Management 
· Association for Coaching 
· Association for Professional Executive Coaching and Supervision 
· International Coach Federation 
· European Mentoring and Coaching Council 
Without on single set of guidelines, its down to the organisation to do the research and find a professional body that is aligned with their own principles.

3.1

Latest Research from City & Guilds Group, Coach mentoring, (2018) suggest that 78% of the uk workforce find coaching and mentoring helpful when introducing new products or a new system of work and 76% during organisational change. These are large numbers and should not be ignored.
The benefits of coaching for the individual are:

· Increased confidence.
· Increased effectiveness and productivity.
· More effective problem solving.
· Managing change more easily. 
· Self confidence in succeeding to achieve a certain goal/outcome.
· Improved teamwork.
· Improve relationships with peers.
· Improved job satisfaction.
· Reduced conflict.

The benefits of coaching and mentoring for the coach or organisation:
· Coaching increases productivity, improves communications, increases staff commitment and loyalty, and decreases levels of stress and tension within companies.
· Coaching benefits individuals to remain loyal and committed to the new company in the face of demanding global business conditions.
· Coaching helps managers to develop better interpersonal skills.
· Coaching helps leaders to think and plan more strategically and to manage risk more effectively.
· Coaching aids in developing a culture of trust and personal responsibility within the organisation.
· Coaching can enable executives or managers to use their personal power more effectively and fairly.

If an organisation incorporates a culture of coaching and mentoring, it is beneficial to both the organisation and employees. This kind of culture creates a positive working environment and culture of loyalty and trust. These improvements in the workplace all lead to higher productivity and an organisation that employee’s value and stay at.


3.2
There are many good examples of how coaching and mentoring can support organisational goals. Jolin, (2018) talks about how they have used their more technical, younger employees to mentor their older and less technical employee with great results. 
The Institute for employment studies, (2013) found evidence of statistically significant increases in perceptions of well‐being among employees soon after a period of coaching. This is line with some international study findings of managers being coached by external professional coaches. So coaching and mentoring increases wellbeing, if wellbeing is high within an organisation the engagement will likely be high also, a selection of respondents to this survey stated that coaching and mentoring:

· Made me feel better equipped to handle whatever comes my way.
· Made me more aware that if I am in trouble then I can usually think of a solution.
· Made me more aware that I could solve difficult problems if I tried hard enough.

If employees are happy and well equipped to complete their jobs, then engagement and retention will increase.
To conclude, Coaching and mentoring has benefits for both employers and employees in productivity, wellbeing, engagement, and retention.
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