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1. Define and explain the concepts of coaching and mentoring.
The CIPD (2020a) describe coaching and mentoring as conversational approaches that result in enhanced skills, knowledge, or work performance. 
Coaching  
Coaching is known to have been introduced into the workplace back in the twentieth century when it was used as a specific process of education for young recruits. At this time, the process was a very directive approach which followed the cycle of demonstration, instruction, observation and then feedback. The concept and application has of course blossomed since, with the introduction of a number of different approaches and models to coaching. (Cox et al, 2014) 
It is not a surprise to learn that over the years an agreed definition of the coaching concept is yet to be found. In their Handbook of Coaching, Cox et al (2014) attempt to define the concept as:
 ‘a human development process that involves structured, focused interaction and the use of appropriate strategies, tools and techniques to promote desirable and sustainable change for the benefit of the coachee and potentially for other stakeholders.’
I personally resonate with a definition provided by Whitemore (2017) in relation to the essence of coaching whereby he states ‘Coaching is unlocking peoples potential to maximise their own performance. It is helping them to learn rather than teaching them’.
Over the years it has been an industry that is rapidly growing, according to a CIPD Report, 90% of organisations are utilising some form of coaching. (Personnel Today, 2009) Although there has been an increase in the use of coaching as a development tool, this does not mean the output is effective. Factors such as, organisational culture, skill level of the coach, along with the amount of emphasis put on learning and development within the organisation, all play a part in whether the approach will achieve the desired objectives. (Forbes, 2017)
Mentoring 
The term mentoring goes as far back as the ancient Greek times. A character named ‘mentor’ was given responsibility to watch over Odysseus’s son and prepare him to take over the family responsibility in the absence of his father. This was seen as ‘passing down wisdom’ from a wise elder to someone younger and less experienced. (Starr, 2014). 
As with coaching, mentoring also has no agreed definition, although the premise is the same within all attempted definitions. Armstrong (2017, P.661) defines a mentor as someone who ‘offers guidance, pragmatic advice and continuing support to help those allocated to them to learn and develop’. Within a business context, it is usually a more experienced colleague who acts as the mentor sharing their experience and knowledge through ‘questioning, listening, clarifying and reframing’. (CIPD, 2020a)
Although there are perceived benefits of being a mentor, the approach itself is non-directive with the main motivation being the success of the mentee. (Starr, 2014, P3) Although some will argue that it is a two-way relationship whereby the mentor should be gaining just as much as the mentee (HR Zone, 2018) 

1.2 Analyse similarities in, and differences between, coaching and mentoring and evaluate the validity of grouping the two concepts together.
Coaching and mentoring are often seen as working interchangeably, as the same skills and models can be utilised in both approaches. (CIPD, 2020a) However, there is research that has acknowledged that these approaches are separate in their own right. Below are some key similarities (Table.1) and differences (Table.2) in both learning practices.
Table 1. Key similarities of Coaching and Mentoring 
	They share the aim of improving performance and productivity 

	Both require the ability to have effective interpersonal skills

	Effective questioning and listening skills to build trust

	Both provide support but the coachee/mentee maintains responsibility

	Focus on skill and competence enhancement through learning and development

	Both have the ability to shorten the learning curve.



(Connor, 2012)
Table 2. Key differences of Coaching and Mentoring 
	Coaching 
	Mentoring 

	The relationship is generally short in duration with a focus on being ‘open and honest’. 
	Ongoing relationship that can last for a long time. Success dependent on development of building a rapport.

	Generally, the meetings have more structure with a schedule. 
	Meetings are more informal, taking place as and when the client requires. 

	Tends to be short term focusing on specific development areas/issues. 
	Long-term requiring a broader view of the mentee. 

	Unless specific coaching is requires, the coach does not necessarily need to have senior experience in the coaches job role. 
	Mentor will usually have more experience and knowledge than the mentee, allowing the opportunity to share for development purposes. 

	Set agenda with focus on achieving specific, immediate goals. 
	Agenda set by the mentee, with the mentor providing support and guidance in preparation for future opportunities. 

	Focus is on development/issues within the workplace. 
	Focus is on career and personal development. 



(Connor, 2012; APM, 2014)
Over the last decade there has been a considerable increase in organisations investing in their people, it is believed that this drive has been influenced by the millennial generation who have set the expectation for more personal development and support. (HR Zone, 2018) With this in mind, utilising both approaches allow for flexibility between specific situations, for example a coaching relationship may achieve its objective, however, may blossom into a mentoring approach for longer term value. 


1.3 Evaluate how coaching and mentoring differ from counselling and from one-to-one training. 
There are a number of similarities between all four approaches, for example they all include listening and questioning. However, it is also important to understand the differences in the approaches in order to determine which learning initiative is most appropriate for the situation. 
Julie Starr (2011) argues the main difference between coaching and counselling therapy is that coaching focuses on general situations, whereas counselling therapy would usually only support a specific problem. For example: 
If someone were looking to improve their overall health and wellbeing, a coach would be appropriate to advise and guide on diet and exercise. However, should someone experience a traumatic life event resulting in ongoing depression, counselling therapy would be more suitable. 
Although Starr (2011) argues there are confirmed differences between the approaches, many practitioners will contend that in practise the boundaries between coaching and counselling often become blurred, with many practitioners being trained in both vocations and using personal judgement to decide which approach is most appropriate. (Bachkirova et al, 2019, P487)
One-to-one training focuses on an individual being taught or instructed on how to complete a new skill or behaviour. This approach in itself is very directive as unlike coaching and mentoring, the trainer does not expect the trainee to figure out the new skill by themselves, they will teach them through demonstrations and/or verbal instruction. It is then down to the learner to take the learnings away and apply the taught skill or behaviour. (Accipipio, n.d.)
If we take a workplace example, I recently developed and implemented a new organisational attendance policy. As line managers were the main stakeholders required to manage teams using the new policy, I needed to ensure they were all trained on the content and the process. This took the form of one-to-one training, it was a directive approach as I needed to explain the new process, it was then down to them to go away and apply the changes. On application of the new process, a line manager needed to facilitate a difficult conversation with a team member whose attendance was a cause of concern. They were worried about the conversation and asked for my support on how to address the concern. A coaching approach was appropriate in this scenario as the manager needed to build confidence in their skills to allow them to be able to confidently facilitate these conversations now and in the future. If I were to have used a training approach and simply instructed the manager on what to say, the next time they found themselves in this situation they would again lean for the same support. 
2.1 Explain 3 different types of coaching and 3 different types of mentoring which can be implemented within organisations.
Executive coaching focuses on those managers who have already gained much success through their careers. (Graham, 2014) The coaching is often necessary to further develop the leader in new skills, improving performance or preparing them for the next step in their career. The coach is often external with the coaching duration defined in advance.   A good example of this is Marshall Goldsmith (2014) who coaches CEOs or to be CEOs specifically in behaviour change, interestingly his process is that the client only pays when results have been achieved. 
Skills and Performance Coaching is open to all levels of audience and is focused on supporting the coachee to fully meet the skills or performance that the organisation require. The need for coaching tends to be recognised by the organisation rather than the client, although the coachee will need to have a desire for learning in order to be successful. (Cox et al, 2014)  
High-Potential/Development Coaching is when a coach works with an organisation to support the development of identified key performers, usually those within the succession plan. Main focus areas include assessment, competency development, or support with implementing strategic change initiatives. (IOD, 2016)
Peer mentoring promotes individuals who are in similar situations to share their experiences and learn from each other. This could be on a one-to-one basis or a group setting. 
Group Mentoring allows for one mentor to be assigned to a group of mentees who meet regularly. 
Reverse mentoring is when a junior level individual mentors a more senior level individual. Examples of when this can be useful in the workplace include introduction of new technology or when a different perspective is required. 
Following the realisation that the senior leaders did not have diversity in their own biographies, Virgin Media have embraced this technique by pairing leaders with lower grade colleagues from BAME backgrounds, disabled or part of the LGBTQ community. The overall hope is to support cultural transformation within the company. (Virgin, 2018) 
2.2 Evaluate the role of line managers within coaching and mentoring.
Over the years there has been lots of evidence to show that coaching and mentoring have become embedded into organisations. Traditionally this approach would have sat externally, however cultures are changing and organisations are moving to a more internal approach for learning and development needs. (Connor, 2012, P.13)
Research suggests that line managers play a crucial part in supporting continuous development for their teams, this includes approaches such as coaching and mentoring. A CIPD study identified that those organisations with highly satisfied employees, shared a common theme in that the line managers were responsible for facilitating continuous learning. The same research concluded that the responsibility for delivering coaching in particular sat with the line manager. (CIPD, 2020b) 
Downey (2003) goes as far to argue that Coaching is now seen as an essential element of a line managers role along with leadership and management, therefore it should be prioritised with a view to ‘must have’ rather than a ‘nice to have’. (Weintraub and Hunt, 2015)  
How the manager takes on this new found responsibility is crucial to its overall effectiveness. Some of the potential barriers to success highlighted by Ferrar (2006, quoted in Clutterbuck, 2012) include: 
· Time pressures for the manager, which may also lead to an inequality of who receives coaching within the team. 
· The current working relationship between the manager and employee, this could fall into a ‘parent-child’ conversation. 
· The skill level of the manager. 
However, should the line manager overcome these barriers, there are a number of benefits to gain: 
· Improved working relationships with open communication lines.
· Increase in team performance. 
· Increase in engagement and commitment of the team. 
· Investing time (short-term pain) to gain time (long-term gain). 
In summary there is a large consensus that line managers have a responsibility to facilitate coaching and mentoring with their teams, however it is important to note that these managers also need a coach/mentor of their own to support their development, therefore managers of managers also need to be responsible for facilitating such approaches. (Gallup, 2020)
2.3 Assess factors to be considered when implementing coaching and mentoring programmes in organisations.
Imbedding a coaching and mentoring programme can be time consuming and come at a relatively high cost financially. Therefore, it is most successful when part of a strategic intervention and sponsored by senior leadership.  If the organisations values and strategies do not include a people development focus area, then it is unlikely that such programmes will be successful. (Grey et al, 2016)
As these learning approaches are often utilised as a performance enhancing intervention, it is essential to evaluate whether they will compliment the current performance management processes.  A good example of this is the successful retailer River Island. They were using the traditional annual appraisal approach but in 2015 found through feedback that this method was not working for their business. They introduced a new way of working which focused on real time feedback, effective one to ones, and employee-led career development conversations. The shift in culture from the annual appraisal, to the continuous feedback and genuine care for employee development, meant that coaching and mentoring programmes could be introduced into the business seamlessly. (CIPD, 2017) 
Other important factors to consider: 
How will the programmes be delivered? 
It is becoming more popular for organisations to train and utilise internal coaches and mentors, the benefits of this are that they already know the organisation and its values and cultures, there are no direct costs, and it is likely that the coach has already built a trusted relationship with a potential coachee. However, there are times when an external coach or mentor are more appropriate to the situation. A workplace example is within Tai Tarian, the HR Officer moved into the OD and L&D Manager role on promotion, however she really struggled to let go of the HR processes and there was conflict working in the same office as the new HR Manager and not getting involved. The organisation utilised an external coach to support the individual to change her perceptions and behaviours. It is unlikely that there would have been anyone appropriate internally to have supported her through this. 
How to evaluate the success of the learning programmes? 
Kirkpatrick’s ‘Four levels’ model is known as a good tool to evaluate learning approaches. The four steps include: 
1) Reaction of the student – how did they feel about the training provided
2) Learning – The learners knowledge/capability increase 
3) Behaviour – The extent of behaviour/capability improvement 
4) Results – The impact on the business or environment from the individual’s performance
Kirkpatrick argues that these four levels will provide full and meaningful evaluation of the learning concepts. (Businessballs, n.d)
3.1 Assess the potential benefits of coaching and mentoring for coachee/mentee and coach/mentor.
There are a number of benefits for all stakeholders that can be achieved through an effective coaching and mentoring programme. Many of the benefits overlap between the different roles, however, below are some of the key benefits. 
Coachee
Individuals who have received coaching agree that the output has been an increase in their work performance, self-confidence, relationships, and effective communication skills. The coaching sessions also allow the individual to explore different approaches to problem solving and creating practical solutions. (thelazurus, n.d.)  
Mentee
Self-awareness is a powerful tool, especially within career development. Defining goals and objectives requires the need to evaluate your own strengths and weaknesses, therefore it is thought that those being mentored have an increased level of self-awareness. (Cronin, 2019) 
Achieving career goals through a mentorship programme provides fulfilment, increasing job satisfaction. 
Coach
Managers can often unintentionally create overdependence from their team. It is thought that the more you help someone, the more they need you. By utilising a coaching approach, individuals become more self-sufficient reducing the need for a manager to jump in and take over. (Stanier, 2016)
Apart from the satisfaction of watching a client succeed, coaches also benefit from the skills that they learn through the process of becoming a coach. Listening and questioning skills can be useful to a coach in their own career development as well as personal life. 
Mentor
When a mentor sees their mentee succeed, it reaffirms their abilities, resulting in a confidence boost.
The mentoring relationship allows for the creation of new ways of thinking and problem solving, both for the mentor and mentee. This supports future innovative thinking.   
3.2 Assess how coaching and mentoring programmes can support the achievement of organisational objectives.
According to HRD (2017) todays organisations are utilising coaching and mentoring programmes to influence culture and performance. In a recent study, 86% of organisations who have used these approaches, said that they made their investment back. 
Often promotions into management positions occur due to the technical ability or time served of an individual, assessing whether that individual has the skills and ability to lead a team are sometimes forgotten about. Without support, these new managers may see reduced engagement, high attrition, and poor productivity within their teams. By using approaches such as coaching and mentoring, you can unlock potential and increase performance. 
As mentioned previously, coaching empowers employees to manage challenge for themselves, which in turn allows for managers to become solution orientated and promote a strategic thinking culture, driving performance. 
A famous quote by Peter Druker (2006) is that ‘culture eats strategy for breakfast’. He argues that culture determines success regardless of a well planned and executed strategy. With that in mind, the fact that coaching and mentoring programmes focus on professional skills and challenges, the managers and leaders receiving these development approaches often drive behavioural and cultural change within organisations, allowing for success. (LeFranc & Hughes, 2018)
A good workplace example to look at is the giant food retailer Nestle. They focused on creating a coaching culture within the organisation and have since reaped the rewards of successful change implementation, increased employee engagement, along with an increase in performance. (CIPD, 2017) With the ongoing pandemic causing rapid change for many organisations, those who had already achieved a coaching culture probably found the transformation easier than those without. The impacts of COVID-19 have also shone a strong light on employee wellbeing and the need for support now than ever, therefore have the ability to coach and mentor through these transitional periods are going to be key. (HBR, 2020)
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