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Understanding Coaching and Mentoring 
1. Define and compare and contrast the concepts of coaching and mentoring with an analysis of the key similarities and differences.

There are many definitions of coaching and mentoring, but it is prudent to remember that coaching and mentoring are separate principles. 
Mentoring can be defined as “help by one person to another in making significant transitions in knowledge, work or thinking.” (Clutterbuck et Al., 2016) The CIPD defines mentoring as something that is more specific to the workplace, with its definition focussing on mentoring being a sharing of knowledge between an experienced colleague and a colleague who may have less experience in a particular area. It describes the mentoring process as including questioning, listening, clarifying and reframing skills. (CIPD, 2020) However, it should be noted that mentoring is not exclusive to the workplace and can be utilised in other situations. 
Coaching differs in its principles from mentoring in the sense that it aims to be a more dynamic process, with the purpose of coaching having an outcome where the individual being coached completes a task in a more effective way than before, or can autonomously solve issues due to the coaching being completed. Clutterbuck et Al (2016) supports this view, and again as in the definition of mentoring, the CIPD focusses on coaching being a principle used at work rather than in other aspects of an individuals’ development (CIPD, 2020). Coaching is most commonly associated with sport, and many theorists have drawn on examples of good coaching from this industry, where results based on performance are critical for team success.  
Even though coaching and mentoring are different concepts, they have long been concepts that can be grouped together as they compliment each other when utilised as combined activities. They are similar in many aspects, but also differ. Many theorists talk about coaching being a process that is supporting an individual to learn for themselves rather than teaching them (Whitmore, 2017) with many noting that coaching needs to be a mindset rather than something that is taught and learnt, as if coaching was to be purely teaching someone a skill, it is far too focussed on the coach rather than the ‘coachee’. Similarly, mentoring is a process where the mentor encourages the person being mentored to discover more about themselves or a skill they wish to learn by encouraging rather than teaching. Like coaching, mentoring helps to support with goals and objectives, and ensures the individual does not become dependent on the mentor. 
Coaching and mentoring differ largely in the time they take. Coaching is a short-term process, whereas mentoring takes place over a long-term relationship. Coaching is task based, whereas mentoring relies on the relationship between mentor and mentee, with both also differing in what the purpose is of each process. Coaching is deemed as performance led or driven, with mentoring being driven by the individuals’ development over a longer period. (Blakemore, 2014) It is therefore very important to ensure the right approach is initiated by exploring what the required outcome is; and ground rules are set as appropriate once this is defined.  Grouping both concepts together can work well if initiated properly, ensuring boundaries and principles are adhered to.  




Blending coaching and mentoring together allows for the techniques to go further in the sense of being able to explore the issues and set goals, whilst also sharing best practice and creating accountability with the individual. Using questioning and observing the individual is key to ensuring that the combined processes work effectively, and continuing support throughout the process is also very important for a successful outcome. (Ratcliffe, 2015)

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

Coaching and mentoring as concepts can sometimes be confused for or can cross over into more of a counselling or one to one training process, due to the process being largely based on listening and questioning which can sometimes create more of a ‘therapy’ setting or training scenario. It is important to separate these processes, as each concept can have its own use in different circumstances. Therefore, it is important to explore and find out where each process is appropriate to ensure the individual involved can reach the best possible outcome in the most suitable way for them. Starr (2011) defines the difference between the two concepts quite simply as coaching supports situations we face in life, to improve our performance and has the aim of positive results, whereas counselling (or therapy) focuses on individual issues that have been significant in a persons’ life such as a trauma or mental illness. The definition also goes further to state where coaching would be appropriate and where counselling would be more effective in a certain scenario. Coaching can support an individual with work-life balance, improving health and wellbeing or putting together a plan to achieve a particular goal. Counselling, in contrast, should be utilised to support someone who has experienced abuse, trauma or needs support with an addiction, and in these cases, coaching would not be an appropriate tool. (Starr, 2011)
Ensuring the appropriate concept is used can lead to a better outcome for the mentee/mentor and coachee/coach. Taking time to ensure the correct approach is taken is crucial, and also planning ahead in terms of goals or outcomes of the process. As both concepts are time led and rely on evaluation at different stages, having a clear process can improve the experience for both parties. 

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

Many different models demonstrating how to use coaching and mentoring have been developed, which can aid organisations with implementing the processes effectively.  The most known or most used model for coaching is the ‘GROW’ model. (Whitmore, 1992) This model identifies that to enable effective coaching, the following process must be adopted:
· Goals must be defined and agreed
· Reality must be examined, in respect of what needs to be done to achieve the goal and where the individual is at in relation to the goal
· Options must then be explored with regards to how the goal will be achieved and what can be done to achieve the outcome
· Will needs to be at the basis of all the process, as having willpower and commitment to achieving the goal will ensure the individual remains motivated  

In comparison, the OSCAR model (Gilbert and Whittleworth, 2002) was developed to build upon the grow model and again follows a specific ‘step-by step’ process to enable effective coaching, as follows:
· Outcome is defined
· Situation is assessed in its current state
· Choices are explored, in relation to how the individual can proceed to their goal
· Actions are put in place to ensure goal is reached
· Review takes place of the process at each stage to ensure motivation

This model is also a popular tool to ensure a coaching process is defined and clear, with its purpose being solutions focussed much like the grow model. Another method that is sometimes used to enable a coaching process is known as instant payoff coaching (Landsberg, 2015). This process is where the coachee defines or explains their current problem, and the coach asks them to picture what they want the outcome to look like. Between the coach and coachee, any obstacles are explored and identified and are sorted into three defined groups:
· Existing obstacles for example, the individual having low motivation or a lack of skills
· Obstacles that are external to the person, i.e. a stressed manager, complaining client etc
· Obstacles in their current situation, for example, lack of tools or resources to achieve the goal

The coach and coachee will then come up with ideas on how to get over these obstacles and plan the next steps in the process to achieve the goals of the coachee. At this stage, timescales and actions are agreed to formalise the structure of the process.  
A basic approach to mentoring is one where an individual passes their greater knowledge and wisdom to another (Hay, 1995) and it can be prudent to remember this basic principle when approaching mentoring, and to ensure it is a separate approach to coaching.  There are also formal processes organisations can follow to implement mentoring effectively within the business. The four basic styles of helping (Clutterbuck, 2014) describes mentoring as directive and non-directive, stretching and nurturing, with coaching, guiding, networking, and counselling being incorporate within the model as guidance for the mentor. Peer mentoring is another method that can be effective within organisations. Traditionally, peer mentoring is a one-to-one relationship where the mentor voluntarily gives time to support and encourage another, through a non-judgemental process. Schools and colleges often use peer mentors as advisors or guides for younger, or new pupils. Peer mentors act as a positive role model to those who need their support. Similarly, organisations can utilise peer mentoring as a mutually beneficial relationship to advance individuals’ careers. Each party contributes and learns from one another and can guide and support to reach an objective. As in any coaching and mentoring relationship, peer mentoring must have clearly defined boundaries and both parties should maintain confidentiality. (Kuligowski, 2019)
Another type of mentoring process is reverse mentoring, where roles are reversed, and a more experienced member of staff gets mentored by more junior members of staff (for example executive leaders pairing with younger employees). This has helped a lot of companies, particularly in cases where retention of young talent is a focus, the business is looking for ways to stay relevant to younger customers or wants to penetrate a market where the consumer is of a younger demographic. (Jordan and Sorrell, 2019) As well as supporting retention of younger employees, sharing both strategic and cultural skills can support with driving cultural change, sharing digital knowledge and improve diversity. 
4. Provide an assessment of the factors which need to be considered when implementing coaching and mentoring, including the potential role of line managers.

Line managers have a pivotal role when implementing coaching and mentoring, and there are many benefits to line managers when they coach teams. Downey (2003) created a model for the role of the line manager in a coaching setting, with defined areas around leadership, management and coaching. The line manager as a coach can ensure appraisal setting, individual and team goals are set and managed and can provide feedback on performance. There are also opportunities for on the job training and the ability to plan work effectively. All these behaviours ‘lead by example’ and allow the line manager to be motivating and inspiring to team members. This can create a positive culture for the team and individuals within it and allow for open communication which in turn leads to better commitment from the team. However, Clutterbuck (2012) pointed out that there can be issues with the line manager playing the role of coach, which can impact both the team and wider organisation. These issues include inequality of what team members can access coaching due to time (and capacity) limitations of the manager, a parent-child relationship forming through conversations where the manager takes too much control and whether the manager is skilled or at a level where they can coach effectively. 
Implementing coaching and mentoring within an organisation not only involves line managers but involves many other organisational strategies and initiatives. Many organisations integrate coaching and mentoring within HR policy and procedure and encourage a coaching style of practice (namely within HR). There are also cases where coaching and mentoring may be integrated within wellbeing programmes or as part of learning and development objectives, to enable managers to coach and mentor teams. Organisations may consider utilising external coaches too; with some benefits of using external coaching services including specialist skills in a certain area, having the time to dedicate to the practices within the organisation and also not being affected by internal culture or politics.  However, these services can be costly, and the style of coach may not fit the organisation and its culture overall. Therefore, a business may decide to train and develop its own staff to enable coaching practices without the need for external support. 
Whichever route an organisation chooses to take in terms of whether they select external or internal coaching, there are always principles that should be followed. Confidentiality should always be maintained between the coach and coachee, unless there are times when casework may need to be shared, and ethical practice should always be adhered to as these maintain a certain code of conduct which ensures consistency and fairness. (Cox et Al., 2018) 

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.

Coaching and mentoring have many benefits not only for the individual and their mentor or coach, but also organisations. Within the organisation, we have many stakeholders who are impacted by the benefits of coaching and mentoring, with the effects being felt not only internally but also, externally. An increased sense of support and development can be achieved for employees, who will be encouraged to perform more effectively leading to better organisational performance overall. A 2018 study found that 84% of employees felt that coaching should be part of every business’ development programmes or strategies (Merrick, 2018) with coaching also benefitting line managers to develop better communication skills with their teams, the organisation to develop a culture of trust and personal responsibility for both its employees and external customers.  A Be the Business report commissioned in 2020 found that mentoring should also be at the heart of business strategy, with clear benefits to both organisations and their employees. Improved structures, retention of staff and improved productivity were all found to have been positives for businesses, whilst mentoring paid off for employees in the form of personal development, confidence in business scenarios and satisfaction with giving something back in terms of mentoring others. (Be the Business, 2020) 
During unprecedented and uncertain times such as during the COVID-19 pandemic, coaching and mentoring can bring much needed stability to employees and businesses. A 2020 Harvard Business review article talks about leaders recognising how they serve the people they lead, in terms of developing better relationships by asking employees about how they can help them. This type of coaching is important more so now than ever due to the fact that many people work remotely. This support from managers or leaders can help to create better engagement with employees and for them to be their true selves. (Gino and Cable, 2020) Helping employees to find their own purpose and self-worth is another point that can be utilised during uncertain times to gain stability. Freitas et Al (2004) wrote that in times of change, coaches should show employees that their roles have a bigger purpose and asking them why their roles matter can connect daily tasks to the bigger picture within an organisation or even, outside of the organisation. Connecting the employee to the wider vision of the organisation can again bring stability to the individual but also clarity on their purpose, which can also aid engagement.
Mentoring, just like coaching, can have a positive impact when utilised during times of change or uncertainty. As in all times of change, as a mentor, it is important to ensure you are in a position to give support to mentees effectively, as if the mentor is not in a stable place themselves, then the mentor/mentee relationship will not be beneficial. A big part of mentoring during a pandemic, for example, is to try and support emotional wellbeing of mentees, stay connected with them and offer reassurance that lowering their expectations during an unprecedented time is not a bad thing and could actually aid their wellbeing. The most important aspect is to support effectively, as this can make a lasting impression far beyond current difficulties. (Fessell et Al., 2020) 
Many businesses have learned to operate in a VUCA (Volatile, Uncertain, Complex, Ambiguous) world previously. However, COVID-19 has accelerated strategies or has forced businesses to look at how they operate to cope with the ever-changing business landscape in some cases overnight. Many organisations have turned to ensuring managers are equipped with the emotional skills of ‘checking in’ with employees, and in a 2020 podcast, Peter Cheese, Chief Executive of the CIPD, described that we need to ensure that employers “remain connected to people; to care and worry about their welfare, because this is not just about the work they do but recognising that their mental health and wellbeing is all of our responsibility. I think really calling out the need for some very fundamental good management and leadership practice which is to keep in touch, keep connected, to share things and to use technology to make all those things happen and work for us in different ways.” (Business survival in the age of COVID-19, 2020) This summarises that the way we work now impacts how managers should manage, but also, defines how coaching and mentoring can be adapted to these situations where managers may need to step out of their role and be a support mechanism in a different way to their team members. 
In summary, having coaching and mentoring as an intrinsic part of organisational strategy can allow for businesses to ensure their employees are developed and feel a part of the organisations’ goals and objectives. Skilling managers with the tools to coach and mentor allows for their development and can encourage better communication in teams. This can lead to better relationships and minimised conflict with employees. Developing employees to be autonomous with their thoughts can encourage innovation and better engagement with the business. The organisation benefits as turnover is reduced, culture is improved, and the business maintains positive relationship and reputation with their customers. Through times of change such as the pandemic, coaching and mentoring can be used to form deeper relationships with employees to show commitment to their wellbeing and foster relationships that encourage a wider conversation or ‘check ins’ about their personal feelings, and their life outside of work which can be, and has been, a lifeline for many. 
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