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[bookmark: _Toc225106350]Introduction 
This assignment looks at coaching and mentoring within organisations, focusing mainly on mentoring as a way to support development in the workplace. In modern organisations, where change is constant and there is a strong focus on improving performance and developing employees, both coaching and mentoring have become important tools. Although they are often used as if they mean the same thing, there are clear similarities and differences between them that need to be understood.
The assignment will first explore how coaching and mentoring have developed over time and how their meanings have changed. It will then compare the two, looking at how they are used in organisations and what makes them similar or different. The main focus will then shift to mentoring, where the knowledge, skills, attitudes and behaviours needed to be an effective mentor will be critically explored.
Different types of mentoring approaches will also be discussed to show how mentoring can vary depending on the situation and environment. Finally, the assignment will look at a model used in coaching or mentoring and assess how useful it is in practice. Overall, this assignment aims to show that mentoring is not just about giving advice, but about supporting development in a way that depends on the individual and the context.
[bookmark: _Toc225106351]Explain the similarities and differences of coaching and mentoring within an organisation 
“The meanings and explanation associated with the words coaching and mentoring have subtly altered over time and have become more or less interchangeable in the modern world” (Garvey et al., 2018), the goal of this segment is to explain the similarities and differences of coaching and mentoring within an organisation and how these compare from the past to present day. First mentioned by Homer’s ‘The Odyssey’ around three thousand years ago, the word mentoring originated from the character ‘mentor’, who was an adviser to Telemachus, the son of Odysseus. The term has evolved to mean a wise adviser or guide. The prefix ‘men’ translates to ‘of the mind or ‘one who thinks’ while the suffix ‘tor’ indicates a person who performs an action (Wisdomlib, 2024). 
Although coaching and mentoring can have several crossovers when it comes to skills and qualities. Rosinski, (2003) states in his book, “Although leaders can act as coaches, I have found that this role is often confused with mentoring. Coaches act as facilitators. Mentors give advice and expert recommendations. Coaches listen, ask questions and enable coaches to discover for themselves what is right for them. Mentors talk about their own personal experience, assuming this is relevant for the mentees.” Which demonstrates one example of the differences of knowledge and experience between the both. It is believed that both coaching and mentoring are the same but different as there is no ‘one best way’ in mentoring and coaching and therefore for no one definition. Both draw on a similar range of skill sets and adapt them according to the nature and form of the dialogue in use within the environmental setting. If you think about it, someone who is a coach may one day become a mentor because they develop the skill and experience by the coaching they have done in their workplace. 
Verlinden (2024) says “Mentoring in the workplace is an intentional, usually one-on-one, relationship between two individuals. The more experienced employee (the mentor) provides guidance, advice, and support to the mentee.” As stated, the ‘more experienced’ which means if a coach gets the experience, they could attain the skills and qualities of a mentor. 
Before you become a coach there are three core values to being a coach, these are Non-critical, Non-judgemental and Confidential. Non-critical can prevent defensiveness which results in clients having more openness to explore new ideas. Non-judgmental creates psychological safety for a client by creating a space for genuine self-reflection and growth. Being confidential builds deep trust between a client which fosters freedom to share sensitive real issues. If a coach holds all three values, they are successfully setting up for meaningful change. Meaningful change is important because a coaches main aim is to realise client potential and raise their clients awareness of their behaviours. Following the three values not only protects the client, but the coach as well from ethical breaches and professional reputation damage.  
Both coaching and mentoring share a common foundation in supporting learning, development and performance improvement. In modern organisations, they are increasingly used as strategic tools to enhance employee capability, engagement and retention. Central to both practices is the development of a trusting relationship, underpinned by strong interpersonal skills such as active listening, effective questioning, empathy and the ability to provide constructive feedback. These shared competencies mean that, in practice, the boundary between coaching and mentoring can often appear blurred. As highlighted by Philippe Rosinski (2020), leaders frequently move between coaching and mentoring styles depending on the needs of the individual and the situation, reinforcing the idea that both approaches exist on a developmental range rather than as entirely separate functions.
Another key similarity lies in their focus on facilitating self-awareness and personal growth. Both coaches and mentors aim to help individuals reflect on their behaviours, identify strengths and areas for development, and take ownership of their progress. In contemporary workplaces, this aligns closely with the emphasis on continuous learning and adaptability. Additionally, both approaches contribute to creating psychologically safe environments, where individuals feel supported to explore challenges, voice concerns and experiment with new ways of thinking or working.
However, despite these similarities, there are clear and important differences between coaching and mentoring, particularly in terms of purpose, structure and the nature of the relationship. Coaching is typically more performance-driven, short-term and task-focused. It is often used to address specific goals, such as improving leadership skills, enhancing productivity or managing a particular challenge. The coach’s role is primarily facilitative, encouraging the coachee to generate their own solutions through questioning and reflection, rather than providing direct answers (Whitmore, 2017).
In contrast, mentoring tends to be more holistic, long-term and career-oriented. It is usually based on a relationship where the mentor has greater experience or knowledge and shares this to support the mentee’s broader personal and professional development. As you identified, mentoring involves guidance, advice and the transfer of experience, which distinguishes it from the non-directive nature of coaching. This aligns with the traditional understanding of mentoring, rooted in The Odyssey, where the mentor figure acted as a trusted adviser and guide as mentioned above.
The differences can also be seen in the level of structure. Coaching is often more formalised, with defined sessions, goals and measurable outcomes, particularly in organisational programmes. Mentoring, while it can be structured, is often more flexible and relationship-driven, evolving over time based on the mentee’s needs. Furthermore, power dynamics may differ, mentoring relationships can involve hierarchical differences, whereas coaching (especially when conducted by external or trained internal coaches) aims to minimise power imbalance to encourage openness (Chartered Institute of Personnel and Development CIPD, 2023).
From a historical perspective, mentoring has traditionally been associated with apprenticeship models and knowledge transfer, where experienced individuals passed down skills to less experienced colleagues. Coaching, on the other hand, has evolved more recently as a professional discipline, influenced by fields such as psychology and organisational development. In the modern workplace, however, these distinctions have become less rigid. Organisations increasingly adopt hybrid approaches, where mentors use coaching techniques (such as questioning and active listening) and coaches may occasionally draw on experience to provide guidance when appropriate.
Importantly, the point about the three core values of coaching, being non-critical, non-judgemental and confidential, also has relevance in mentoring. While mentors may provide advice, the effectiveness of the relationship still depends on trust, respect and psychological safety. Without these elements, mentees may feel reluctant to share challenges or may become overly dependent on the mentor’s direction, limiting their own development (Thurman et al., 2024).
In conclusion, while coaching and mentoring share many similarities in their underlying skills, relational dynamics and developmental aims, they differ in their focus, approach and application within organisations. Coaching is generally more structured, short-term and facilitative, whereas mentoring is more experience-based, long-term and guidance-oriented. However, in contemporary organisational practice, the distinction is increasingly fluid, with effective practitioners drawing on elements of both approaches to meet the complex and evolving needs of individuals and organisations.
[bookmark: _Toc225106352]Critically explore the knowledge, skills, attitude and behaviours needed by an effective workplace coach or mentor 
In contemporary organisations characterised by rapid change, evolving workforce expectations and an increased emphasis on talent development, mentoring has become a key strategy for supporting both individual growth and organisational success (Nutley, 2025). Workplace mentoring is no longer viewed as an informal or incidental relationship, but as a purposeful developmental partnership that can enhance performance, leadership capability, inclusion and career progression. 
However, the effectiveness of mentoring depends not simply on experience or seniority, but on the mentor’s ability to draw upon a sophisticated combination of knowledge, skills, attitudes, and behaviours. A mentor requires knowledge of organisational culture, professional standards, ethical boundaries and adult learning principles to provide informed and responsible guidance. 
Equally important are interpersonal skills such as active listening, effective questioning, constructive feedback and goal clarification, which enable reflective and developmental conversations. Underpinning these are the attitudes and behaviours that shape the mentoring relationship itself, including empathy, integrity, cultural awareness, patience and a genuine commitment to supporting the mentee’s autonomy and growth. 
Critically exploring these interconnected elements is essential to understanding what distinguishes an effective workplace mentor from one who merely offers advice. This discussion will therefore focus specifically on mentoring, examining how these competencies influence the quality of the mentoring relationship and it’s capacity to produce meaningful and sustainable development outcomes. ‘Mentoring is to support and encourage people to manage their own learning in order that they may maximise their potential, develop their skills, improve their performance and become the person they want to be.’ Parsloe (1995). 
Mentoring can be approached in several different ways, these are executive mentoring, diversity mentoring, mentoring in education and voluntary-sector mentoring. Each share a common foundation in purposeful developmental support built on a structured, trust-based relationship between a more experienced individual and someone seeking growth or change. Regardless of context, corporate leadership, workplace inclusion, educational settings or community support, all focus on empowering the mentee to clarify goals, build self-awareness and develop skills with confidence and resilience. Each approach is intentionally designed to facilitate personal and professional development rather than simply provide instruction or supervision. 
The mentor acts as a guide and a facilitator of reflection rather than a directive authority (Fletcher, 2012). They also all address growth within a broader system, whether that system is an organisation, an educational institution or society. This links individual development to wider cultural, social or strategic outcomes such as improved leadership capacity, greater equity and inclusion, enhanced learning experiences or social reintegration. Importantly, these approaches recognise the value of difference, individual context and lived experience, tailoring support to the specific needs and circumstances of the mentee. At their core, all four models view mentoring as a relational, developmental process that promotes capability, empowerment and long-term positive change for both the individual and the wider community in which they operate.
Although all four mentoring approaches aim to aid growth and development, one may not work as effectively as another depending on the context, resources and needs of the mentee (Eby et al, 2008). For example, executive mentoring often benefits from clear goals, organisational backing and access to experienced senior leaders, making it highly structured and strategically aligned. In contrast, voluntary-sector mentoring may face challenges such as limited funding, inconsistent mentor training or complex social issues that can slow measurable progress. Similarly, diversity mentoring initiatives can be powerful in promoting inclusion, but if organisational culture is resistant to change, the impact may be constrained despite good intentions (Indeed Editorial Team, 2025). Mentoring in education may also vary in effectiveness depending on time pressures, staff workload or the maturity of learners. Ultimately, while each model has strong potential, differences in environment, support systems and clarity of purpose mean that some approaches may achieve more consistent or sustainable outcomes than others in particular settings.
In conclusion, while executive, diversity, educational and voluntary-sector mentoring all share the central aim of fostering growth through supportive developmental relationships, their effectiveness is shaped by the context in which they operate. Organisational structure, available resources, cultural readiness and the complexity of mentees’ needs all influence outcomes. As research suggests, mentoring is not universally effective in the same way across settings, it’s impact varies depending on how well the approach aligns with it’s environment and objectives. Therefore, rather than viewing one model as inherently superior, it is more accurate to recognise that the success of any mentoring approach depends on thoughtful design, adequate support and responsiveness to the specific needs of those involved.
Mentoring in the workplace can take many forms, each designed to meet different developmental needs and organisational contexts. While all mentoring shares the goal of supporting growth and learning, the structure, dynamics and methods of interaction can vary significantly (National Academies of Sciences, Engineering, and Medicine, 2019). Traditional dyadic mentoring involves a one-to-one relationship between a more experienced mentor and a less experienced mentee, providing personalised guidance and career support. Peer mentoring, by contrast, brings together individuals at similar levels of experience to share knowledge, offer mutual support and foster collaboration. Co-mentoring or reciprocal mentoring, emphasises a two-way learning relationship in which both participants act as mentor and mentee, enabling knowledge exchange and skill development across different strengths or perspectives. Finally, e-mentoring leverages digital platforms to facilitate mentoring relationships, increasing accessibility and flexibility while allowing support across geographical boundaries. Together, these four approaches illustrate the diversity of mentoring models and highlight how different structures and modes of interaction can shape the development experience
Each mentoring approach requires a combination of knowledge, skills, attitudes and behaviours, though the emphasis varies depending on the structure and context of the relationship. National Academies of Sciences, Engineering, and Medicine defines these as the following:
Traditional Dyadic Mentoring: This model relies heavily on the mentor’s experience and authority. Key skills include effective listening, insightful questioning, providing constructive feedback, and goal-setting. The mentor must demonstrate behaviours such as reliability, confidentiality, patience and commitment to the mentee’s growth. Knowledge of organisational culture, career pathways, and ethical boundaries is essential, while the attitude should be supportive, empathetic and empowering, balancing guidance with allowing autonomy.
Peer Mentoring: Because power differences are minimal, peer mentoring emphasises collaboration and mutual learning. Important skills include active listening, empathy, communication, and problem-solving. Behaviours like openness, honesty and reciprocity help create a psychologically safe environment. Peers also need attitudes of trust, respect and willingness to share experiences, alongside knowledge of relevant processes or shared challenges to guide discussions effectively.
Co-Mentoring (Reciprocal Mentoring): This two-way model requires both participants to be flexible and reflective. Key skills include adaptability, negotiating learning goals, giving and receiving feedback, and recognising each other’s expertise. Behaviours include openness, humility, and mutual accountability. Effective co-mentoring demands an attitude of continuous learning, respect for diverse perspectives, and a collaborative mindset, supported by knowledge relevant to each participant’s strengths and experiences.
E-Mentoring: Digital mentoring introduces challenges in building rapport and maintaining engagement remotely. Critical skills include clear written and verbal communication, digital literacy, and time management. Behaviours such as consistency, responsiveness, and intentional relationship-building are crucial. Mentors need an attitude of patience, empathy, and flexibility, along with knowledge of online tools, communication etiquette, and strategies to sustain connection and trust across virtual platforms.
Across all four approaches, the most effective mentors combine technical knowledge with emotional intelligence, ethical integrity, and a genuine commitment to supporting the mentee’s development, adapting their approach to the unique demands of each mentoring context.
A key area for deeper critical analysis is the role of knowledge. While mentors are often valued for their organisational insight and professional experience, an over-reliance on this expertise can undermine the developmental purpose of mentoring (Eby & Allen, 2002). Traditional models position the mentor as the “expert,” but contemporary perspectives influenced by Adult Learning Theory emphasise that adults learn most effectively through self-direction and reflection. This creates a tension, although knowledge of organisational systems, career pathways and industry practices is essential, effective mentors must avoid becoming overly directive. If mentors impose their own perspectives too strongly, they risk limiting the mentee’s critical thinking and independence. Therefore, knowledge must be applied thoughtfully, balancing guidance with facilitation.
Similarly, while interpersonal skills such as active listening and questioning are widely recognised as essential, their effectiveness depends on how authentically they are applied. For example, “active listening” is often cited as a core mentoring skill, yet in practice, mentors may unintentionally listen with the intent to respond rather than to understand. This can lead to superficial conversations rather than meaningful reflection. Drawing on concepts such as Emotional Intelligence, effective mentors must demonstrate deeper awareness of both their own responses and the emotional cues of the mentee. Without this, even technically skilled mentors may fail to build trust or fully understand the mentee’s perspective.
Attitudes also require critical consideration. Qualities such as empathy, patience and openness are frequently presented as universally positive, however, they can become counterproductive if not balanced appropriately. For instance, excessive empathy without challenge may result in conversations that feel supportive but lack developmental impact. An effective mentor must therefore adopt what is sometimes referred to as “supportive challenge” encouraging the mentee while also questioning assumptions and stretching their thinking. This highlights that mentoring is not simply about being supportive, but about facilitating growth, which can at times involve discomfort.
Behavioural aspects of mentoring further illustrate this complexity. Behaviours such as maintaining confidentiality, demonstrating reliability and modelling professionalism are fundamental in establishing trust. However, trust alone does not guarantee effective outcomes. Research suggests that mentoring relationships can fail when boundaries are unclear or when expectations are not explicitly discussed. For example, if a mentor becomes too involved in the mentee’s decision-making, this can create dependency rather than empowerment. Conversely, if the mentor remains too distant, the relationship may lack depth and impact. This reinforces the importance of boundary management as a critical mentoring behaviour, ensuring that the relationship remains developmental rather than directive or overly informal.
Another important dimension to consider is cultural and contextual awareness. In increasingly diverse and global workplaces, mentors must be able to adapt their approach to different cultural norms, communication styles and expectations. A lack of cultural competence can lead to misunderstandings or unintentionally biased guidance. For example, advice based on one individual’s career experience may not be equally applicable to someone from a different background or facing different systemic barriers. This is particularly relevant in diversity mentoring, where awareness of power, privilege and inclusion is essential to avoid reinforcing existing inequalities.
Furthermore, the effectiveness of mentoring is not determined solely by individual competencies but also by organisational context. Even highly skilled mentors may struggle to achieve meaningful outcomes in environments that do not support learning and development. For instance, a lack of time, organisational recognition or formal structure can limit the consistency and impact of mentoring relationships. This suggests that mentoring effectiveness is co-constructed between the mentor, mentee and the organisational system, rather than being the sole responsibility of the mentor.
It is also important to recognise that mentoring relationships evolve over time, requiring adaptability in knowledge, skills and behaviours. Early stages may require more structure, goal-setting and rapport building, whereas later stages may focus on reflection, autonomy and transition. Mentors who fail to adapt their approach risk stagnating the relationship or failing to meet the mentee’s changing needs.
In conclusion, while knowledge, skills, attitudes and behaviours are all essential components of effective workplace mentoring, their impact depends on how they are integrated and applied in practice. Effective mentors are not simply those who possess these competencies, but those who can critically adapt them to the needs of the mentee, the nature of the relationship and the organisational context. This requires a balance between guidance and facilitation, support and challenge, and structure and flexibility. Ultimately, it is this dynamic and reflective application of mentoring capabilities that distinguishes truly effective mentors from those who merely offer well-intentioned but limited advice.
[bookmark: _Toc225106353]Critically assess a model or process that should be followed when formally coaching or mentoring 
A widely recognised model that is often used in formal coaching and, increasingly, adapted within mentoring contexts is the GROW Model, developed by Sir John Whitmore. The model provides a structured yet flexible framework for guiding developmental conversations and consists of four stages: Goal, Reality, Options, and Will. While originally designed for coaching, it’s simplicity and adaptability have led to its application in mentoring relationships, particularly within organisational settings.
At it’s core, the GROW Model supports a solution-focused and goal-oriented process. The “Goal” stage involves clarifying what the mentee or coachee wants to achieve, ensuring that objectives are specific and meaningful. The “Reality” phase encourages critical reflection on the current situation, helping the individual to explore challenges, resources, and constraints. “Options” focuses on generating possible strategies or courses of action, promoting creativity and independent thinking. Finally, the “Will” stage (sometimes referred to as “Way Forward”) establishes commitment, accountability, and concrete next steps.
One of the key strengths of the GROW Model lies in it’s clarity and structure. It provides a logical progression that helps maintain focus and direction in developmental conversations, which is particularly valuable in formal organisational programmes where consistency and accountability are important. The model also aligns strongly with coaching principles such as self-directed learning, empowerment, and reflective practice. By encouraging individuals to generate their own solutions, it supports autonomy and long-term capability development rather than dependency on the mentor or coach.
However, a critical limitation of the GROW Model is that it can be overly simplistic when applied to complex or nuanced mentoring relationships. Mentoring often involves the sharing of experience, organisational insight, and psychosocial support, elements that are not explicitly emphasised within the GROW framework. As highlighted earlier by Philippe Rosinski, mentoring frequently includes advice-giving and the transfer of knowledge, whereas GROW is rooted in non-directive coaching. This means that strict adherence to the model may restrict the mentor’s ability to provide guidance when it is genuinely beneficial.
Additionally, the linear structure of GROW may not reflect the dynamic and evolving nature of real mentoring conversations. Development is rarely a straightforward progression; mentees may need to revisit earlier stages, explore emotions, or address contextual factors such as organisational politics or personal confidence. In such cases, a rigid application of the model could limit depth and responsiveness. Critics also argue that the model assumes a level of self-awareness and readiness in the mentee that may not always be present, particularly in early career or vulnerable individuals.
Despite these limitations, the GROW Model can be highly effective when used flexibly rather than prescriptively. In mentoring contexts, it is often most valuable as a guiding structure rather than a strict process, allowing mentors to move between directive and non-directive approaches as needed. For example, a mentor might use GROW to frame goal-setting and reflection, while also incorporating their own experience to provide context or reassurance.
In conclusion, the GROW Model offers a clear, practical, and widely applicable framework that supports structured developmental conversations in both coaching and mentoring. It’s strengths lie in promoting clarity, accountability, and self-directed learning, making it particularly useful in formal organisational settings. However, it’s limitations highlight the importance of adaptability, as effective mentoring requires a balance between structure and relational depth, as well as the ability to respond to the mentee’s individual needs. Therefore, rather than being followed rigidly, the GROW Model should be used as a flexible guide, integrated with professional judgement, emotional intelligence, and contextual awareness to maximise its effectiveness.
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(Whitmore, 2017)
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