
1.1. Define and explain the concepts of coaching and mentoring

According to Garvey et al (2018), mentoring was first mentioned in The Odyssey, by Homer, about 3000 years ago, where Mentor was a friend and adviser of Odysseus’ son, Telemachus. Etymologically, in ancient Greek mentor means adviser.

In Europe, on the 18th century, we find new publications about mentoring (Garvey, 2011), where it is linked with cognitive and emotional development, leadership, and social integration, derived from a learning philosophy based on experiences. Mentees would participate in situations which they would observe with mentors and they would debate after. The mentor would ask challenging and reflective questions with the purpose of achieving an exceptional education. The most important work is Les Aventures de Telemaque, by Fenelon.

Closer to our days, in the 20th century, we can find many research studies and literature about mentoring. According to Garvey (2011) and referring to the work of Clutterbuck (2004), in the USA mentoring is focused on career sponsorship, whereas in Europe we tend to follow the developmental approach. It was Clutterbuck, in 1985, who defined mentoring as the ‘off-line help by one person to another in making transitions in knowledge, work or thinking.’ (Bajer et al, 2016). But also, Zachary, in 2005, defined mentoring as a ‘reciprocal and collaborative learning relationship between two or more individuals who share mutual responsibility and accountability for helping a mentee work toward achievement of clear and mutually defined learning goals.’ Both definitions summarise the main characteristics of developmental coaching:



Bajer et al (2016)



Regarding coaching, Garvey et al (2018) link its origins to the ancient Greek too, specifically to the Socratic dialogue, which involves asking and answering questions to motivate critical thinking and produce ideas. In the English language, one of the initial uses of the term can be tracked to 1849, in the novel Pendennis, by Thackeray, as some students are travelling back to Oxford by coach. Coaching is associated with supporting university students, tutoring for academic success, but also to enhance sporting skills, like rowing and boating (Garvey, 2011). In these cases, coaching is referred to in magazines of the time as a group activity instead of a one-to-one activity.
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Other authors, like McDermott and Jago (2005), believe that coaching exists since the Stone Age, as early humans helped each other to improve their skills in making axes, for instance.
 
On the other hand, authors like Starr or Wilson believe that coaching is derived from sport in the nineteenth century, applied first to rowing and to cricket after. According to Garvey (2011), some of these authors link the start of modern business coaching to the book The Inner Game of Tennis, by Timothy Gallwey (1974), which explains a way for players to determine their true potential.

Regarding the workplace, we may find a few definitions for coaching. Megginson and Boydell, in their book A Managers Guide to Coaching (1979), state that coaching is the process where a manager helps a co-worker to work out a problem or perform a task, via guided activities and direct discussions (Garvey, 2011). Whitmore (2017) describes coaching as maximising an individual’s performance by unlocking their potential, which takes us back to Socrates’ dialogue.

There are different approaches to coaching that coaches may adopt depending on the situation, objectives, challenges, and personality (Bigrock, 2021), known as directive or non-directive styles. The majority of the coaches are inclined to use a blended approach. Directive coaching is the process where the coachee is explained and demonstrated a new skill to duplicate and put into action. On the contrary, non-directive coaching consists on encouraging the coachee to discover their own strategies and where the coach listens and guides instead of instructing them, as we can see below.
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Landsberg, on his The ask/tell repertoire (2015), explains how asking is more empowering and telling is more controlling. The coach does not need to be an expert on the subject but must know which questions to ask the coachees to help them develop their knowledge.
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1.2. Analyse similarities in, and differences between, coaching and mentoring and evaluate the validity of grouping the two concepts together.

According to the CIPD (2020), the main similarities between coaching and mentoring are:
· To assist in performance management.
· To prepare and support people through change.
· To support development and self-directed learning.
· To share a new way of learning made up of existing resources.
Also, according to CIMA (2008), coaching and mentoring share these other resemblances:
· They are open relationships between and sincere relationships between the mentee/coachee and the mentor/coach, which take place separately from the line manager. This way, the mentor/coach will work on their protégé’s best interests.
· The role of mentors/coaches is to ask the right questions, not to solve a problem, so the protégé may find the best solution.
· It a process that progresses over time, with flexible objectives, and it will finish until everyone is content with the achievements.
However, we also find some differences between the processes of coaching and mentoring. According to the CIPD (2020) and Imentoring (2021), these are:

	Coaching
	Mentoring

	Could be finished in just a few sessions
	Relationship may last from nine months to one year.

	Focused on specific goals for development
	Goals defined by the mentee.

	Non-directive form of improving performance and development at work
	Directive way of developing the mentee for the actual and future jobs.

	Skilled activity delivered by people trained to do so
	Delivered by an experienced colleague

	Formal process, with a planned programme
	Informal process



In addition, organisations can apply coaching and mentoring techniques as a learning solution (CIMA, 2008):

However, even if the coachee leads the learning or it is the mentor who guides the mentee imparting knowledge, Covey (2013) considers that self-reflection is key. In his book, The 7 habits of highly effective people, Covey states that we have a locus of control on how we react to situations and our habits influence our behaviours and actions, although we can be trained to change them. These habits are:
1) Be Proactive: Covey believes that proactive people concentrate on what they can influence, their Circle of Influence. This way they work to change things they can control and increase their Circle of Influence. On the other hand, reactive people believe they cannot change what happens to them, increasing their Circle of Concern (what we do not have control over) and minimising their Circle of Influence. Coaching and Mentoring would help the participants to understand what they have influence on. 

2) Begin with an End in Mind: We should know what the end result will be, what we want to achieve. Coaching will help us then to find the ways of achieving our goal.

3) Put First Thing First: We must understand the difference between something important and something urgent. To achieve our goal, we must concentrate on the first one, which can be supported with external coaching rather than internal.

4) Think Win-Win: It involves self-awareness, imagination, conscience, and independent will, but also courage and consideration to create mutual benefits when interacting with others.

5) Seek First to Understand, then to Be Understood: By listening empathically to others to get into their frame of reference and then helping them find solutions to achieve results.

6) Synergize: We will achieve better results if we understand and value other people’s viewpoints.

7) Sharpen the Saw: We must constantly renew ourselves spiritually, physically, socially, and mentally, to be able to practice the six other habits.

1.3. Evaluate how coaching and mentoring differ from counselling and from one-to-one training (Explain the contexts in which these initiatives would be useful).

There are other learning alternatives to coaching and mentoring to ensure business growth, such as counselling, 121 training, employee engagement, peer support groups, among others. 

According to Yap (2018), coaching, mentoring, 121 training and counselling (non-clinical) are leadership approaches to a specific situation we are dealing with that have in common the objective of improving human performance. The following table explain the main differences between the four approaches:

	
	Coaching
	Mentoring
	121 Training
	Counselling

	Goal
	Enhance behavioural performance for personal and professional success
	Guide and support professional or personal progress
	Transfer specific knowledge and skills
	Improve under-performance

	Result
	Goal achievement
	Succession 
	Learning results
	Performance improvement

	Approach
	Help individuals find out which goals they want to achieve and how they want to do it
	Transfer knowledge, skills, experience, best practice
	Same as goal
	Handle, correct and direct change in attitude and behaviour

	Focus area
	Coachee’s goal
Help coachee to find their potential and change their behaviour and performance
	Mentee’s personal/career goal
	Help the individual gain specific knowledge and skills
	Listening to employee’s issues, give feedback to manage the under-performance

	Communication style
	Non-directive
Ask questions, listen and feedback
	Directive
Ask questions, listen and feedback
	Based on a pre-established learning programme
	More directive than non-directive
Tell, advise, and ask questions






2.1.	Explain 3 different types of coaching and 3 different types of mentoring that can be implemented within organisations.
According to Zentis (2016), there are 15 types of coaching; for this assignment I will be explaining three of them:
· Career coaching consists on helping an individual establish what they want and need from their career to be able to then decide and act accordingly to achieve their career objectives balancing them with other aspects of their life.

· Performance coaching is used to help employees understand what is required in their jobs, the skills needed, any gaps in their performance and the possibilities for improvement. The coaches will work with all different employees, their managers, and others so the employees fill those gaps and create plans for future development.

· Targeted behavioural coaching is designed to help individuals change their behaviours or be trained in new ways and more effective ways of working and interacting with others. It is often used to help very successful individuals or with new responsibilities that involve behavioural change.

On the other hand, regarding mentoring, Creighton (2018) describes 6 types of mentoring, three of which are:
· Peer-based mentoring, which happens when colleagues meet in small groups to mentor one another, sharing their interests, best practices, and feedback when they are learning.

· Reverse mentoring: New starters who possess skills and knowledge will be mentoring their superiors and colleagues.

· One on one mentoring: It is a formal programme where the individual makes the decisions in terms of meeting, the frequency of these meetings and what will be discussed. It is focused on building skills and a relationship.

To ensure the success of any coaching or mentoring processes, there are different models that we can follow:
	
	GROW (Goal, Reality, Options, Will)
It was developed by Graham Alexander, Alan Fine and Sir John Whitmore in the 80s. According to Mindtools (2021), it is similar to planning a trip; first, we choose the destination (goal) and we determine where we are at (reality). After, we look at the different itineraries (options) to the destination, and finally, we establish the will, the commitment to making the journey overcoming any obstacles. 
It is assumed that the coach does not know the client situation, so the coach helps the client choose the best options without offering advice. Below is an example of questions that the coach may use to help the client:



OSCAR (Outcome, Situation, Choices and Consequences, Actions, Reviews)
According to Lea (2020), it was developed by Karen Whittleworth and Andrew Gilbert in 2002 to boost the GROW model, to help managers adopt a developmental coaching style. For each area, the coach may ask some of the following questions:
This model encourages employee development over the long and the short term. It provides support but also gives the employee space to be in control of their own action plan.
 



2.2.	Evaluate the role of line managers within coaching and mentoring.
According to the CIPD (2020), organisations embed coaching into one-to-one meetings as a way of applying coaching as a daily management activity.
Downey (2003) establishes that coaching is a significant part of the line manager’s role. When an individual joins an organisation, both parties have different goals, and their relationship would be successful on achievement of these goals. Some of the responsibility to meet the organisation’s is given to the HR department but it is the line manager who receives the greatest duty. Downey found that there are three generic elements to the line manager, which need to be distinguished:

Downey, 2003


If the employees do not have a well-defined aim, this will lead to failure and it will be hard to discuss their performance. By having a conversation about what the goals are and what is acceptable and what is not, best performance is enabled (Downey, 2003).
As stated by Crowe Associates (2021), line-managers gain the following benefits when coaching their team:
· Team commitment.
· Increase in the performance.
· Healthier working relationships.
· High quality ideas.
· Open communication from both employee and line manager.
· Invest time to gain time, as the team will require less direction.
On the other hand, Clutterbuck (2012) determines that there are some barriers to the line-manager as a coach, which are possible to beat. A study by Stephen Ferrar found the following barriers:
· Groupthink: Same way of acting between the people who work together.
· Unfairness on choosing who gets coaching.
· Managers and employees might fall into “parent-child” roles.
· Disagreement regarding confidentiality.
· Both parts might have hidden agendas.
· Conflict between the pressure to deliver short time task objectives and the longer development needs of the team members.



2.3. 	Assess factors to be considered when implementing coaching and mentoring programmes in organisations. Your assessment should include considerations around operating during the pandemic.
According to the CIPD (2020), coaching is connected with the L&D strategies in the organisations in which the employee’s preferences are significant. Coaching must be only implemented when it is obvious that it is the best way of helping employees with their learning and development, such as:
· Dealing with change impact on a role.
· Creating a strategic perspective after being promoted to a more senior role.
· Managing conflict situations to be settled efficiently.
· Supporting the employees’ potential and providing career support.
During the Covid-19 pandemic, coaching and mentoring have proved to be key in learning, as most of it has been moved online. They are both linked with wellbeing practices in the organisation. 
Cable and Gino (2020) establish that employees might feel alone and lost as they have been working from home. Coaching might help the employee by asking them about their feelings and how the coach can be of assistance, even if it is not work related. Employees also need help to discover their own personal purpose regarding their job. The coach will discuss with the employee any aspects of their work that might have change or will change in the future, so they may prioritise who they are serving and what they need from the coach to be effective. A coach can also assist the employees to look at their strengths and how they can use them in this new way of working.
Bajer et al (2016) consider that a coaching culture vision provides the organisation with an idea of what the future will be once coaching is embedded. Its focus is direction, being quite lenient on which method must be followed. To be able to create a coaching culture vision, organisations may follow this process: 


There are other factors that need to be considered when implementing a C&M programme in the organisation and will help us decide whether we will proceed with internal or external coaching (Bajer, 2016).
 
	FACTOR
	EXTERNAL COACH
	INTERNAL COACH

	Cost
	High
	No cost

	Organisation Culture
	Does not have an understanding of the culture 
Not influenced by it
	Could be influenced by company’s culture

	Credibility
	Higher 
Easy to work with senior leaders
	Issues when coaching someone hierarchically more senior

	Results 
	Cannot give feedback as they do not observe coachee
	Observe the coachee in the workplace so can give feedback 

	Commitment to the coaching relationship
	High: it is their profession
	Low: only a part of their job is coaching

	Relationship with HR/L&D
	Changes needed might not fit the organisation
	Easily feedback information for any changes needed



In addition, there are factors like data protection (Association for Coaching, 2018) which coaches must comply with, as well as confidentiality. According to Bachkirova et al (2014), confidentiality establishes the basis for trust between the coach and the coachee although sometimes a coach might share examples of work with previous clients, as long as it is kept anonymous. In terms of reporting the process of the coachee, it should be done by this last one, to avoid any breach of confidentiality. This agreement, along with the objectives, feedback procedures or outcome measurements, will be established in the coaching contract.
Bachirova et al (2014) also describe the different coaching professional bodies, such as the Association for Coaching (AC), the European Mentoring and Coaching Council (EMCC) or the Worldwide Association of Business Coaches (WABC), among others. Each one of them has their own code of ethics which members must abide by upon joining.



3.1. Assess the potential benefits of coaching and mentoring for coachee/mentee and coach/mentor.
The tables below show the benefits that coaching and mentoring can offer to coachee/mentee and coach/mentor:

Research studies by Carter et al (2013) show that employees who were involved in different coaching programmes to support change or improve performance in the organisation experienced benefits on their job satisfaction, engagement at work, and well-being. After twelve months since the start of the programme, a small analysis showed that the impact that coaching had on the coachees regarding work well-being was considerably more optimistic during the first six months than at twelve months. The reason for this could have been that it was something new and the coachees were enthusiastic about it, but this positivity may decrease if work procedures go back to normal or there is a lack of support.





3.2. Assess how coaching and mentoring programmes can support the achievement of organisational objectives.
Every organisation has different objectives, which not always have to be related to profits. One example would be improving diversity and inclusion in the business. According to Jolin (2018), reverse mentoring is a clear example of this. At KPMG, the company’s mentoring scheme connected colleagues from a black background with senior employees. Sometimes the process may be difficult, so it is suggested to start with topics that the company can deal with to move on to more complex situations, like protected characteristics.
Going back to the sales increase as objective, according to John McGurk (CIPD, 2013), a well-known jellewers in the high street were struggling with their sales. To solve it, they developed a coaching approach based on customer service in a mindful way. The sales increased by about 8%, when similar retailers were facing losses.
Other organisations invest in mentoring because it helps them to (Michael Page, 2021):
· Improve staff morale, motivation, and performance.
· Increase leadership and coaching skills in managers.
· Acquire a culture of personal and professional growth.
· Engage, retain, and develop performers.
· Communicate company’s desired behaviours and attitudes. 
	

Coaching


Provide with opportunities for achieving new skills


Inspire a positive attitude to learning


Mentoring


Increase levels of professional success


Enhance communication inside the organisation


Flexible learning process


Coachees choose what and how they want to learn


Assist to improve the organisational culture


Allow individuals to know how the organisation works


Succession planning



Goal


How will you know the goal is achieved?


What would be the ideal outcome?


Reality


Have you taken any steps toward your goal?


What is the situation at the moment?


Options


What will you do now and when will you start?


How often are we going to review the progress?


Will


What can you do to achieve the goal?


What are the advantages and disadvantages of each option?



Outcome


What does success mean to you?


How will you know you have achieved the desired outcome?


Situation


How do you feel about your current situation?


Where are you now regarding your goals?


Choices & Consequences


When do you want to review your progress?


Have the actions helped you move towards your goal?


Actions


Reviews


What are the possible actions to achieve your goal?


What actions will you take inmediately?


What would the consequences be of these actions?


Who is going to support you in this?



Leadership


Management


Appraisals


Departamental and individual objective setting





Recruitment


PDP


Disciplinaries


Coaching


Mission, goals, vision, values


Role model


Inspiration and motivation


Conversations on how to deliver goal previously set by management


Feedback, suggestions, advice


On-the-job training


Preparation (aim and objectives)


Key stakeholders identification 


Format identification and process design


Visioning process implementation


Consulting (feedback and ongoing dialogue with stakeholders)



BENEFITS OF COACHING


COACH (Coaching Story, 2021)
Helps to develop more L&D and general management skills
Improves coaching confidence by practising and receiving feedback



COACHEE (Institute of Coaching, 2021)
Establish and action goals
Become more self-confident
Higher job and life satisfaction
Contribute more effectively to the team and the organization
More responsible for actions and commitments
Work more easily and productively with others (boss, direct reports, peers)
Communicate more effectively 



BENEFITS OF MENTORING
 (Michael Page, 2021)


MENTEE
New ideas and ways of thinking
Guidance on their professional development
Advice to develop strenghts and overcome weaknesses
Increased recognition in the company
Opportunity to develop new skills and knowledge








MENTOR
Recognised as a subject matter expert and leader
Subject to new perspectives and ideas
Professional development record is increased
Opportunity to reflect on their own goals and practices
Development of their personal leadership and coaching styles



Off-line relationship: the mentee does not report to the mentor directly


The mentee develops the quality of their thinking to expand their knowledge both in work and life


Focused on specific goals, identified with the mentor's help, and encouraged and supported by the mentor to achieve them


Mutually beneficial: the mentee grows and the mentor gains significant benefits such as new perceptions of things or personal gratification
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This requires honesty, trust and faith in the examination of the thoughts of both self and others,
These are the conditions of consensus and it is the striving that is important, not necessarily the
consensus tself.

Clearly, there are many resonances in this explanation of Socratic dialogue with modern writ-

1850 both coaching and mentoring, However, there are no translations of Plato that we looked
at that used the term ‘coaching’or ‘mentoring’ and thercfore modern writers like Brunner (1998),
Hughes (2003) and de Haan (2008b) have made associative and not direct links to Socrates
Additionally, Socratic dialogue was about groups of people and not pairs as in coaching, and
some (Goldman, 1984; Kimball, 1986; Stone, 1988) argue that the Socratic method s reduc
tionist, a negative, compeitive and corrosive methodology based on ellmination: It creates and
fosters cynicism rather than posiive action. As  further challenge to Soctatic dialogue, Nietzsche
(1974: 206) state, “One hears only those questions for which one s able to find answers, suggest-
i that the Socratic method docs ot account for the emotional or illogical behaviour of people.

Brunner (1998: 516), however, docs offer an insightful comment on the meaning of coaching
when he states: “coaching takes many forms, from technical counselling to the psychological
‘domination that flirs with suggestion, for this s  domain devoid of any fixed deontology”.
According 1o Brunner, then, coaching has multiple meanings and is sublect to contextual vari.
ation. History supports this view

The Oxford Reference Online (2006b) states that the earlest uses of the term ‘coaching in the
English language can be traced o 1849 in Thackeray's novel Pendennis. This probable frst use of
the term is in fact a pun. Some university students are travelling back to university in a horse-
drawn coach:

m coaching there; said the other, with a nod. 'What?* asked Pen, and in a tone of such wonder,
that Foke burst out laughing, and sad, He was blowed i he ddnt thnk Pen was such a fat a not
Lo know what coaching meant'm come down with a coach from Oford. A tulor, dor' you see, oid
boy? He's coaching me. and some other men, for the itte go” (55, 38-9)

Following this publication, the term ‘coaching’ seems to have been assoclated with supporting
university students and academic attainment, for example F Smedley (1866: 240-1) writes

Besides the requiar collegetutor, | secured the assistance of what, i the siang of the day, we irrev
erently termed coach, which vehicie for the conveyance of heavy learning (fom himelf to his
pupis), consisted of  Gentieman, who but few years older than those whom he taught, possessed
more practical knowledge, and a greater aptitude for the highet scientifi research, than it had
ever before been my ate to meet with combined in ane individua. Under his able tution | dvanced
rapicl, and reading men began (o ook uoon me somewhat 25  formidable iva
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In directive coaching. the coach follows a process of tell. show. do. Directive coaching is about explaining and
demonstrating a new approach or skill for your coachee fo copy and implement. Conversely, non-directive coaching is
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