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Introduction
Coaching and mentoring are commonly used in organisations to support employee development and improve performance. Both approaches focus on helping individuals reflect on their work, develop new skills, and build confidence in their roles, because of this they are often used as part of leadership development and workplace learning. This report will examine the similarities and differences between coaching and mentoring in an organisational context. It will then explore the knowledge, skills, attitudes, and behaviours needed to be an effective workplace coach and the last section will critically assess a coaching model used in formal coaching and consider how useful it is with organisations.
Explain the similarities and differences of coaching and mentoring within an organisational context.
Defining Coaching and Mentoring
Before looking at the similarities and differences between coaching and mentoring, it is important to be clear on what each term means. In organisations both terms are used regularly but are not always clearly defined. Sometimes they are treated as the same, and this can create confusion about what a programme is trying to achieve and what participants should expect. For this reason, defining both concepts is an essential starting point. 
Coaching is described as a structured process that focuses on improving one’s performance.  describes it as a process that enables people to realise their own potential and develop on this in order to better themselves. This view positions the coach not as someone who gives direct solutions but as someone who supports clearer thinking and encourages personal accountability. Similarly,  presents workplace coaching as a collaborative and goal focused process designed to improve both performance and overall well-being. Taken together these perspectives highlight coaching as future focused and structured around specific goals linked to measurable outcomes. In organisational settings coaching is linked to improvement on performance or development of leadership skills. For example, a manager may receive coaching to strengthen communication skills or improve their decision making. This process is typically time bound and built around agreed objectives. And although trust and rapport are important during this process the main purpose of coaching is to achieve the desired results within a set period.
And while Mentoring is also centred on development it tends to have a wider focus.  explains mentoring as a relationship that supports career progression through guidance and sponsorship while also offering emotional encouragement and helping build confidence. This distinction matters because mentoring extends beyond performance in one area. Instead, it often contributes to long term career progression and overall professional growth.  similarly describes mentoring as a developmental relationship centred on learning, where individuals are supported in taking responsibility for their own growth over a sustained period of time. The emphasis on development “over time” highlights the fact that mentoring relationships are usually longer lasting than coaching engagements. Within organisations, mentoring often involves a more senior or experienced employee guiding someone at an earlier stage in their career. This guidance may include sharing insight into organisational culture, offering practical career advice and helping the mentee navigate workplace challenges. In many cases the mentor also provides a safe space for reflection and discussion and acts as a trusted confidant. Unlike coaching, mentoring is often less tightly structured and while formal mentoring schemes exist the relationship itself may develop more naturally and evolve as trust grows.
There is however some overlap between coaching and mentoring. Both are built around one-to-one conversations, and both use reflection as a way of encouraging growth. Each is designed to build confidence, develop skills and enhance overall effectiveness at work. As  explains, developmental relationships in organisations often share similar characteristics which makes it difficult to draw a firm line between them. In practice the difference is not always obvious. A mentor might use questioning techniques that resemble coaching methods and coaches may at times refer to their own experiences to guide discussion. Because of this the boundaries between coaching and mentoring can become blurred. But even though coaching and mentoring share some similarities the main differences come down to what each is trying to achieve. Coaching is usually organised around specific performance goals and takes place within agreed timeframes . While mentoring looks at the bigger picture. It is more focused on the relationship and on supporting long term career development and professional growth . Recognising this difference is important in organisational context because when the purpose of developmental initiative is unclear then misunderstandings can arise and participants may feel that their expectations have not been met. So clear definitions make it easier to design effective initiatives and ensure that everyone involved understands their role and the intended outcomes from the beginning.
Overall, both coaching and mentoring play important roles in supporting development within organisations. Despite this shared purpose, they differ in their aims, structure, and focus. Developing a strong understanding of these distinctions provides a solid foundation for exploring in more detail how the two approaches compare and where they differ.

Areas of Similarity in Organisational Practice
As outlined earlier, coaching and mentoring are often described as separate approaches, yet in organisational practice they share a few important similarities. Both are used as developmental tools to support employees in improving their performance and progressing in their careers . Organisations frequently embed coaching and mentoring within their leadership programmes, talent management strategies, and wider performance systems . In many cases, regardless of the label used the underlying aim is similar because it is to support growth, build capability and help individuals reach their potential in the workplace.
One similarity is the importance of the relationship between coach/coached and mentor/mentee. Coaching and mentoring usually take place through one-to-one conversations where individuals are encouraged to reflect on their experiences and think deeply about their actions. For this to work trust is essential because if there is no confidentiality or sense of safety then people are unlikely to be open about their challenges or areas that they are struggling with. Research supports this, showing that strong development relationships are linked to better attitudes, performance, and career outcomes. This suggests that the strength of the relationship plays a big role in how effective either approach will be.
Another similarity is that both approaches are centred on learning and growth rather than telling someone what to do. While mentors may share their own experiences more directly, a coach aims to help individuals think independently and take ownership of their development. The focus goes beyond fixing short term issues and instead looks at building lasting skills and realising potential. This reflects principles from adult learning theory which suggests that people learn more effectively when they are involved in setting their own goals and finding the own solutions.
Coaching and mentoring also require commitment from both parties. The coach/ mentor needs to listen carefully, ask effective questions, and provide constructive feedback. At the same time, the individual must be willing to reflect honestly and act on what is discussed. Without engagement from both sides’ development is unlikely to happen.
From an organisational point of view coaching and mentoring show to serve similar purposes. Both are commonly used to support leadership development, improve engagement, and strengthen retention. Research shows mentoring can positively influence career progression and organizational commitment , while coaching has been linked to improved workplace performance and wellbeing. Because of this organisation’s often view them as structured development approaches rather than informal discussions. There is also overlap in the skills involved such as active listening, questioning, constructive challenge, and feedback. Overall, both approaches focus on developing by encouraging reflection, self-awareness, and improvement and while they are presented as different processes their similarities are likely more noticeable in workplace settings.
Areas of Difference in Organisational Practice
Even though coaching and mentoring overlap in a lot of ways, they are not the same in practice. One of the main differences is down to focus. Coaching is usually aimed at improving performance in a specific area and it often works around clear goals for example, developing a particular skill, handling a challenge at work, or improving leadership capabilities. Mentoring tends to take a wider view and instead of concentrating on one issue it looks at overall career goals and growth over a longer term. 
The way they are structured can also feel different. Coaching is more organised and time bound, meaning there may be agreed objectives at the start and a planned number of sessions. the progress of this is usually reviewed along the way. Mentoring does not always follow the same structure meaning relationships can develop over a longer period and develop more naturally. Also, the conversations may shift depending on what mentee needs at the time rather than sticking to fixed targets.
The role of the coach and mentor is another point of difference. A coach is expected to guide thinking rather than give direct advice. Through questioning and reflection, the coached is encouraged to come up with their own solutions. A mentor however is more likely to share their firsthand experiences and offer guidance based on what they have learned in their own career. Because of this mentoring can feel more advisory, while coaching is more focused on drawing answers out of the individual.
There can also be differences in how each approach is delivered in the workplace. Coaching is often provided by trained professionals and part of more formal development programmes whereas mentoring is usually internal with senior employees supporting colleagues earlier in their careers. Because of this, mentoring relationships may be more influenced by organisational culture and hierarchy. And coaching is typically more structured, and goal focused while mentoring tends to be broader and centred on long term development. So, understanding these differences helps organisations decide which approach is best suited for an individual’s development needs.
Critically explore the knowledge, skills, attitude, and behaviours needed by an effective workplace coach or mentor.
Knowledge Requirements
To be an effective coach you need to really understand what coaching is and how it works. It is not just about having good conversations but being familiar with recognised coaching models and the purpose behind them. For example, the GROW model is used in organisations to give coaching conversations structure and direction. It helps by keeping the person centred on what they are trying to achieve and what they will do next which is important in workplaces where the outcome matters. At the same time, knowing a model does not automatically make someone a good coach. Real conversations rarely follow a step-by-step pattern. If a coach sticks to rigidly to a framework it can begin to feel forced or unnatural and that’s where judgement becomes important. A coach needs to understand when to use structure and when to step back and adapt to what the person they are coaching really needs.
Coaching knowledge should not stop at understanding models. A good coach also needs some awareness of what motivates people, how emotions affect behaviour and how individuals develop in the workplace. Organisations all have different cultures, expectations, and pressures and these can shape how comfortable someone feels opening up during a session. Ethical awareness is equally as important because respecting confidentiality, maintaining boundaries and recognising when something is beyond your responsibility are all part of professional practice. Without this extended awareness coaching can easily turn into a routine task and not something that is a genuinely valuable development process.
Skills Required for Effective Practice
 explains how knowledge on its own is not enough, coaching is practical and the way a coach uses their skills often shapes the whole experience, some conversations can feel energising and focused while others can feel flat. The difference usually comes down to skill. Active listening is one of the most important abilities a coach can possess because this goes beyond simply hearing words. It involves noticing tone, pauses, and shifts in emotion. Sometimes what is not said is just as telling as what is said. Without careful listening a coach risks responding too quickly or missing a real issue. 
 claims that questioning is also as important. Rather than offering solutions straight away an effective coach must ask open questions that prompt reflection. A well-placed question can shift someone’s perspective or help them realise something they had not considered before. However, questioning needs to feel natural because if it sounds too scripted it will damage the flow of conversation.
Coaching conversations often move towards goals. In workplace settings especially, coaching is rarely just reflective and is usually expected to lead to action so helping individuals define realistic goals is therefore another key skill . Goals help keep conversations focused and make progress measurable although they do not always appear immediately. Sometimes the coach needs to allow space for thinking before practical steps take place.
This is where constructive challenge becomes important. Once goals are identified a coach may question assumptions, highlight inconsistencies, or gently push when avoidance appears. Coaching is not just about being supportive it is about encouraging an individual to take ownership of their progress so, finding the right balance between support and challenge's is what helps reflection turn into action.
Attitudes Needed by an Effective Workplace Coach
While skills shape how coaching is delivered, attitude influences the overall tone and quality of the relationship a coach may be technically competent but without the right mindset the interaction can still feel surface level so for this reason personal attitude is just as important as practical ability. One of the most important attitudes is a genuine belief in the individual’s capacity to grow and find their own solutions. If a coach doubts the person’s ability this can subtly affect the way questions are asked or how much space is given for reflection. A nonjudgmental approach is also essential because trust does not develop straight away, it is built through consistency, respect, and confidentiality. Research suggests that psychological safety plays a central role in effective coaching relationships. If individuals feel judged, they usually become more guarded and less transparent about their challenges.
Having patience matters too. Coaching does not always lead to immediate results, and some sessions can feel like they are going round in circles which can be frustrating, but an effective coach resists the urge to hurry things along. Staying calm and present even when progress is slow requires self-awareness and emotional regulation, particularly when coaching within your own organisation.
Behaviours Demonstrated by an Effective Workplace Coach
Knowledge, skills, and attitude are all important, but behaviour is what people notice. It’s how coaching comes across day to day. An effective coach behaves in ways that gradually build trust so, that means being consistent, respecting confidentiality and following through on what was agreed because small details make a difference. Giving someone your full attention, avoiding interruptions, and remembering previous discussions all show professionalism and respect. Consistency also really matters because if a coach seems supportive in one session but distracted or impatient in another then credibility quickly slips. People pick up on mixed signals so in workplace settings where performance pressures already exist steady and dependable behaviour becomes even more important. 
There is also the behaviour of holding others accountable. A coach should revisit goals, check in on progress, and address hesitation when it appears but this does not mean be critical, it means encouraging responsibility in a supportive but honest way. Self-reflection is also an important behaviour. Coaches reflect on their own performance and thing about that worked, what felt challenging and what could be improved next time. Many organisations promote supervision for this reason as it helps maintain ethical standards and continued development. Without that reflective habit coaching can become repetitive and complacent. In the end behaviour is where everything comes together and turns good intentions into consistent professional practice.
Critical Reflection on Competency Frameworks
The knowledge, skills, attitudes, and behaviours discussed above are often brought together within coaching competency frameworks and many organisations use these frameworks as a guide on what effective coaching should look like in practice. Professional bodies such as the International Coaching Federation have developed their own guidelines that set expectations for professional coaching standards. These frameworks are useful because they move coaching away from being just a chat and provide a professional structure, they help create shared expectations and ensure that both the coach and the business know exactly what good practice looks like. However, coaching is rarely as straightforward as its competencies suggest, real conversations are complex and shaped by individual circumstances. Because of this some researchers such as  argue that competency frameworks risk reducing coaching to a checklist of tasks rather than a relationship-based process.
The workplace environment also has an influence. Coaching often takes place alongside targets, deadlines, and performance pressures, which means coaches need to adapt their approach depending on the situation. This demonstrates that while frameworks can provide useful structure, they cannot fully reflect the flexible and relationship-based nature of real coaching conversations. For this reason, competency frameworks are better viewed as guidance rather than strict rules. They help establish professional standards, but effective coaching still depends heavily on judgement, experience, and the ability to respond thoughtfully to the person in front of you.
Critically assess a model or process that should be followed when formally coaching or mentoring.
Overview of Selected Model
The previous section explored the knowledge, skills, attitudes, and behaviours that contribute to effective coaching and while these competencies are important many organisations also rely on structured models to guide coaching conversations. These models help provide a clear pathway and ensure that discussions remain focused and of purpose. One of the most recognised frameworks used in organisational coaching is the GROW Model. The model is connected to the work of Sir John Whitemore and is commonly used to structure conversations in organisations. The model is based on four stages (goal, reality, options, and way forward). The goal stage focuses on identifying what the individual wants to achieve, the reality stage then explores the current situation, the options stage involves considering different possibilities and the final stage focuses on agreeing practical next steps. It is very popular because of its simple structure and works well in many workplace situations. 
Strengths of the Model in Organisational Settings
One of the main strengths of the GROW Model is its simplicity. The structure is easy to understand which makes it accessible to both experienced coaches and managers who are beginning to use coaching skills in their leadership role. Another advantage is the models strong focus on goals with many organisations using coaching to support improvement on performance, leadership development, and career progression. The model also encourages individuals to reflect on their current situation and consider other options before deciding on their next steps. The framework also promotes personal responsibility by encouraging the person to explore their own ideas and solutions instead of simply receiving advice and direction.
Limitations and Criticisms 
Despite its popularity the GROW model is not without criticism. One common concern is that the model can appear too linear. Coaching conversations do not always happen in step-by-step order and discussions may move back and forth between ideas rather than following the stages exactly. Another issue is that the model can sometimes make complex situations seem simpler than they really are. Workplace challenges often involve emotions, relationships, or work pressures so these issues require more leeway than a structured model can provide. Some researchers also suggest that the model assumes the individual already has a sense of self-awareness but if someone is unsure about their goals or finds it difficult to reflect on their issues then the conversations may struggle to move forward.
Comparison with Alternative Approaches
GROW Model is not the only framework available to coaches. Other coaching models take slightly different approaches to structuring conversations. For example, the OSKAR Model focuses more strongly on solutions and progress rather than analysing problems. This approach encourages individuals to identify what is already working well and build on this. Another example is the CLEAR Model, which places greater emphasis on listening and exploring the individual’s perspective before moving towards action. Some coaches find this approach useful when dealing with more complex or reflective discussions. Compared with these alternatives the GROW model is often seen as more straightforward and goal focused. This can work well in workplace settings where coaching is linked to performance or development however other models may offer greater flexibility in situations where conversations need to be more exploratory or reflective. 
The Importance of Contracting, Supervision and Evaluation
When coaching is carried out within organisations it is important that the process is clearly structured and supported. One important part of this is contracting. Contracting refers to the initial agreement between coach and the person being coached. This usually involves discussing the purpose of the coaching, expectations, confidentiality, and any boundaries that need to be in place. Having this conversation early on can help build trust and ensure both parties are clear on what the coaching will involve.
Supervision is also considered an important part of professional coaching practice. Through supervision, coaches can reflect on their work, talk through challenges, and receive guidance from a more experienced practitioner, this can help maintain ethical standards and support ongoing professional development,
Evaluation is another key consideration for organisations. Many organisations review coaching programmes to understand whether they are effective. This might involve collecting feedback from participants, reviewing development goals, and considering changes in performance. Evaluating coaching helps organisations determine whether it is contributing to employee development and organisational outcomes.
Overall Evaluation 
The GROW Model provides a clear framework that can help guide coaching conversations within organisations. It’s easy-to-follow structure can make coaching discussions easier to manage especially for managers who are beginning to use coaching as part of their leadership approach. And by focusing on goals the current situation and possible options the model encourages individuals to reflect on their challenges and think for themselves. However, the model should not be followed too rigidly. Coaching conversations are often more complex than a structured framework suggests, and effective coaches may need to adjust their approach depending on the situations. For this reason, the GROW model is often most useful when it is used as a flexible guide rather than a fixed process. 
Conclusion
Coaching and mentoring both play an important role in supporting development within organisations. While the two approaches share several similarities such as encouraging reflection and learning they also differ in their focus and structure. Coaching is more centred on goals and individual development whereas mentoring usually takes a broader and long-term approach to supporting growth. 
The report also explored the knowledge, skills, attitudes, and behaviours required to be an effective workplace coach. These include strong listening skills, emotional awareness, and the ability to build trust. Together these qualities help create a coaching environment where individuals feel comfortable reflecting on challenges and identifying ways to develop. Lastly, the GROW Model was critically assessed as a framework for formal coaching. While the model provides clear structure that can support coaching conversations it may not always reflect the complexity of real workplace discussions. For this reason, it is often more effective when used flexibly alongside the judgement and experience of the coach.
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