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Introduction

As Guest Editors, we were thrilled to be asked to invite 
likeminded professionals to share their research and practices 
on all aspects of coaching and mentoring in the workplace. For 
us, coaching and mentoring are both developmental, learning 
relationships where support and challenge are provided to 
improve awareness, realise aspirations, achieve personal 
outcomes and to maximise potential (Garvey & Stokes, 2022; 
Jones & Smith, 2022.)
For HRD and coaching and mentoring specifically, one size 
does not fit all. The challenge has always been to devise 
learning opportunities that deliver lasting impact at the 
individual, team, and organizational levels. According to 
adult learning theory, or andragogy (Knowles et al., 2025), 
adults learn best through learner-centered methodologies 
that enhance motivation, openness, and readiness to learn. 
These methodologies include self-direction, sharing personal 
experiences, and applying new knowledge—all of which are 
fundamental to effective coaching and mentoring. All good 
coaches and mentors understand the necessity of tailoring 
learning to each individual’s needs (Jones & Smith, 2022; Cox 
et al., 2024). 
Consequently, coaching and mentoring as crucial HRD 
interventions are increasingly being adopted within workplaces, 
steadily replacing traditional training programmes. Employees 
are discovering that the more personalized, more bespoke, 
more applied nature of coaching and mentoring better aligns 
with their learning needs (CIPD Reports, 2023). These 
methods can also be more cost-effective for organizations 
seeking to develop their workforce. In the ever-changing 
VUCA—volatile, uncertain, complex, and ambiguous - world 
(Maini et al., 2020) businesses must adapt to survive. Recent 
healthcare crises, heightened global competition, demands 
for cost-efficiency, and the need for flexibility to cater to a more 

diverse and dynamic workforce underscore the importance 
of these developmental practices.
Over time, different types of coaching and mentoring have 
evolved to meet these needs e.g. group coaching, reverse 
mentoring, etc. but measuring their impact has not always 
been straight forward. “HRD functions in an organizational 
world, and demands results and the assessing of results” 
(Knowles et al., 2025. p. 155). Evaluating the impact of any 
learning interventions, including coaching and mentoring, 
has historically been challenging (Andreanoff, 2016; Garvey 
& Stokes, 2022) as they are often provided alongside other 
interventions, making it difficult to isolate their specific 
impact. Additionally, the learning outcomes are not always 
immediate or tangible. Despite these difficulties, it is not 
impossible to achieve.
The aim of this Special Issue is to demonstrate the significant 
impact of coaching and mentoring on workplace learning by 
embracing the various types of coaching and mentoring and 
highlighting their contribution and influence at all three levels: 
individual, team, and organizational.
This issue encompasses three articles and four perspective 
pieces; in total, four focus on coaching and three on mentoring. 
For coaching, two focus on case study examples such as a 
virtual coaching example in health (Carter et al. – article 1) and 
one-to-one and group coaching in education (Smith – article 3), 
along with a brief overview of the evolution of coaching in the 
workplace (DiGirolamo – perspectives 3) and perspectives 
on cultural competence in relation to coaching education 
(Carter & Lundgren – perspectives 4). For mentoring, there 
is a scoping review of intergenerational mentoring (Waight & 
Waight – article 2), a review of mentoring in the voluntary 
sector (Adams – perspectives 1), and reflections on reverse 
mentoring in the private sector (Gordon – perspectives 2).
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The Articles Section

The articles section features three papers: two examining 
coaching within the public sector—one in Health and one 
in Education—and the third offering a scoping review of 
intergenerational mentoring.
The first article, authored by Alison Carter, Beth Mason, and 
Zofia Bajorek, delves into the impact of an employee well-
being coaching programme on the psychological health and 
resilience of general practitioners, dentists, pharmacists, 
and optometrists across primary healthcare in England. 
Through virtual coaching sessions, average well-being 
scores significantly improved between pre-coaching and 
post-coaching, with the most notable increases following 
multiple sessions. Individually, enhanced well-being led to 
a greater ability to cope, the implementation of changes to 
working patterns, and a rekindling of purpose and motivation. 
At the team level, improved working relationships and more 
effective teamwork toward common goals emerged. Sector-
wide themes identified higher productivity and greater ability 
to manage demand due to increased well-being, along with 
the delivery of better-quality service driven by improved 
teamwork. The authors suggest that HRD practitioners should 
consider offering short-term coaching as part of their suite of 
interventions, particularly during times of crisis but caution 
that the benefits may be short-lived. Thus, providing follow-up 
sessions or scaling up existing provisions may be best when 
time constraints hinder engagement.
The second article by Judy Waight and Consuelo Waight 
recognizes that there are now four generations in the 
workplace. They conduct a scoping review investigating 
intergenerational mentoring and intergenerational learning, 
exploring how they are related and different, and what leaders 
can do to implement these approaches. Despite gaps in the 
literature, they demonstrate that intergenerational mentoring 
positively impacts the multigenerational workforce by creating 
spaces where people from different generations can engage 
in reciprocal learning for the benefit of their organizations, 
communities, and society. In short, “intergenerational 
mentoring triggers meaning making, which helps to foster 
cohesion,” benefiting at the individual, team, and organizational 
levels. They recommend that HRD practitioners better prepare 
leaders to become involved and nurture this by supporting 
effective selection, pairing, training, and support for those 
involved in mentoring, noting that intergenerational mentoring 
should be differentiated from other forms of mentoring.
The third article by Helen Smith seeks to evaluate how one-on-
one and group coaching offered to final-year undergraduate 
degree students with professionally contracted external 
coaches improved their employability outcomes. Individually, 
students reported increased self-awareness, confidence, and 
clarity about their employability skills, strengths, and future 

potential. In team or group coaching, students experienced 
reassurance, stress relief, and the benefits of emotional 
support. On an organizational level, insights from the 
programme led to enhancements in institutional policy and 
student engagement strategies, recognizing the importance 
of collaborative opportunities and led to changes in future 
coaching provision. Recognizing that “the effectiveness of any 
coaching intervention hinges on the quality of the relationship 
between the coach and coachee,” it is recommended that 
HRD practitioners build the reputation of coaching in HR as 
a “proactive developmental tool” and ensure it is embedded 
in the curricula, staff and student development offers, and 
ultimately in the university’s strategy moving forward.

The Perspectives Section

The perspectives section presents the viewpoints of four 
different authors: one examining mentoring in a volunteer 
setting, another discussing reverse mentoring with private 
sector examples, a brief review on the evolution of coaching 
in the workplace, and a final perspective on the necessity of 
cultural competence in coaching education.
The first perspective piece by Nicky Adams emphasizes the 
use of ‘developmental mentoring’ in the voluntary sector, 
arguing that not all business mentoring definitions, models, 
tools, and frameworks are directly applicable to this context. 
Examples are shared of both formal and informal programs 
and their varying levels of impact measurement at all three 
levels. “The most significant risk is a lack of quality control, 
leaving individuals and programmes vulnerable to poor 
experiences and reputational damage.” The recommendation 
is that HRD practitioners must ensure a tailored approach is 
applied and should be involved in establishing and maintaining 
any scheme to ensure it is fit for purpose.
Patrice Gordon in the second perspective piece underscores 
the critical need for reverse mentoring in today’s unpredictable 
and rapidly changing environment. She notes that “traditional 
mentoring often reinforces established behaviors and 
hierarchical structures, inadvertently perpetuating power 
imbalances and limiting inclusivity.” Reverse mentoring can 
purposefully challenge these dynamics, fostering significant 
shifts in bidirectional learning by transforming mindsets. Key 
factors for success are shared and the profound impact reverse 
mentoring can have on individual, team, and organizational 
levels, with particular emphasis on organizational learning are 
highlighted. She emphasizes the necessity of formal guidance 
and support to ensure its success.
The third perspective piece by Joel DiGirolamo provides an 
overview of the evolving nature of workplace coaching. He 
highlights the dynamic shift from individual coaching to group 
and team coaching, the transition from professional coaches 
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to leaders acting as coaches, and the growing importance of 
fostering a coaching culture. He also emphasizes the shift to 
more speciality coaching, supervision, and the integration of 
technology and AI into coaching practices. He underscores the 
crucial need for robust in-house coaching support embedded 
within the HRD framework, stating, “The performance of 
teams is what drives the performance of the organization.”
The final perspective piece by Angela Carter and Henriette 
Lundgren delves into the crucial role of cultural competence 
in coaching education drawing on a literature review, a survey 
of coaching educators, and follow-up interviews, revealing the 
current gaps in integrating cultural competence into coaching 
programmes. Whilst the literature states there is already an 
awareness that coaching education should prepare coaches 
to engage openly with diverse perspectives, their findings 
showed this is not well defined and inconsistent, stating that 
without intentional frameworks, cultural competence remains 
inconsistently applied. Their recommendations span the 
individual, team, organizational, and policy levels, urging 
HRD practitioners to embed cultural competence as a core 
element of coaching education. By doing so, coaches can 
authentically engage with diverse individuals and systems, 
facilitating their preparedness and effectiveness in a 
multicultural environment.

Concluding Remarks

All seven articles and perspective pieces give an overview 
of coaching and mentoring in the workplace from a different 
perspective whether that be public, private or the voluntary 
sector, or virtual, reverse, one to one, group coaching 
or leadership coaching or a personal one. They address 
learning at individual, team, and organizational levels, with 
some extending to policy implications. These works clearly 
demonstrate that coaching and mentoring have a profound 
and lasting impact across these dimensions, highlighting key 
factors for effective implementation. 
These contributions clearly show that HRD practitioners play a 
crucial role in ensuring that coaching and mentoring initiatives 
are inclusive, context-specific, guided by HRD oversight, and 
embedded in the organizational culture. This special issue 
illuminates the diverse types of coaching and mentoring, the 
varying needs of different stakeholders, and the multifaceted 

learning outcomes that can be achieved. It underscores the 
importance of a tailored approach, formal guidance, and HRD 
integration to maximize the success of these interventions. 
Ultimately, this collection shows that one size does not fit all, 
but with HRD’s pivotal role in implementation and support, 
coaching and mentoring can thrive and drive significant 
benefits at every level.
Before closing, we want to express our deepest gratitude to 
all the authors featured in this special issue. Remarkably, 
over half of them are first-time academic journal publishers, 
making this a true collaboration of academics and practitioners 
coming together sharing vital insights to shape the work of 
HRD practitioners into the future. Your trust in us has been 
invaluable, allowing us to offer coaching and mentoring 
support throughout the process to refine your manuscripts. 
We are all HRD practitioners, and this is our forte. Thank you 
for believing in us and for letting us do what we do best.
We would also like to thank our reviewers, Prof Andrea 
Ellinger and Dr Sanghamitra Chaudhuri for their invaluable 
insights and time taken. Thank you.
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