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[bookmark: _Toc641659512]1.0 Introduction
In the past 40 years, there has been a significant shift from a command-and-control attitude from managers and directors of organisations to a conversation-and-support type attitude. Particularly for Cambrian Training Company (CTC) over the past 30 years, the company has modernised with technology, vocational qualifications and compliance with the Welsh Government's expectations. This report will critically identify the differences between coaching and mentoring as well as identify the usage within CTC. The report will delve deeper into the knowledge, skills, attitudes and behaviours of a good coach. Finally, the report aims to explore different models such as GROW, Kolb's, and MAD that are used to unlock the learners' true potential.


[bookmark: _Toc452631649]2.0 Similarities and Differences Between Coaching and Mentoring
Whilst coaching and mentoring are commonly used within the work-based learning sector, each one has its own characteristics and uniqueness to it. Cambrian Training Company (CTC) uses each method differently to get the best out of the learner for their qualification. An example of this is when a coachee is on level 2; this is more of an evidence-based qualification where the coach will work with the coachee to find pieces of evidence to assess them against the criteria. A Level 4 is a foundation degree; this means that they will be analysing academic research, and the Training Officer can mentor the mentee to break down the research and apply it to their job role. This section aims to critically analyse these two approaches to contextualise them for work-based learning apprenticeships. 
[bookmark: _Toc1604269837]2.1 What is Coaching?
Coaching can be described as a non-directive method, a goal and target method aimed at specifically improving performance in that specific area. Carrick (2026) describes coaching as a human-centric endeavour, understanding individuals, building trust and fostering a supportive environment to maximise potential. 
Within CTC, specifically in the hospitality sector, the coach for the Level 2 qualification will use coaching to refine their skills to better improve their customer service. For example, if a learner has a negative interaction with a guest and their confidence dwindles, they may be more confident. The coach will use Socratic questioning when sitting down with the learner to encourage them to reflect on the experience. The coach will not provide the answer but will use phrases like ‘how do you think that went?' Or ‘what do you think went well, and what do you think you can improve next time?’ and ‘Why do you think that didn’t go the way you planned?'. This encourages the learner to reflect on the previous experience and understand what they can do to improve. The training officer can then set clear targets and goals for the learner to show the steps being taken.
[bookmark: _Toc1581785936]2.2 What is Mentoring?
Winfrey (2024) describes mentoring as ‘someone who allows you to see the hope inside yourself’. In contrast to coaching, mentors will work closely and practically to develop a long-term relationship with the person. For developmental purposes, mentors aim to develop a person's career by sharing experiences. At CTC, the Training Officer starts out as a coach for someone on Level 2, then when they progress, it feels more like a mentor. For the coachee, because they have travelled the journey together, and on Level 4, the Coach will work closely with the learner because they will be using academic research to break down the role of a manager to be a competent manager.
A mentor acts as a guide, offering advice and tricks of trade that cannot be found in a textbook. Coaching focuses on ‘how should you handle this situation?', whereas a mentor would say, 'From my experience, I have found that this works best.' Mentors who deliver Level 4s are known as ‘expert Training Officers’, showing that CTC enforces a kind of power dynamic. However, theorists like Deci and Ryan (2000), who developed the Self-Determination Theory, suggest that an effective mentor will encourage their mentee to unlock their true potential by understanding their motivation, focusing on drive toward growth and not relying on the Training Officer. Please see appendix A.
[bookmark: _Toc1511628109]2.3 Usage in CTC
Both coaching and mentoring are used throughout the qualification, but because the hospitality team has eighteen TOs and only 4 of them are experts, coaching is used the most. TOs will most commonly use the coaching method for the learners who are on Level 2. Then when that learner progresses after 14 months onto a Level 3, coaching is still used, but they will be starting the transition to mentoring. This way the coachee won’t rely so much on the coach; the coach will want to start allowing the coachee to think for themself.
Chandler (2024) describes the 1990s workplace shift: “As the 1990s progressed, glimmers of progress began to emerge towards a new era of coaching." This method has taken inspiration from the Socratic methods of our ancestors, such as Socrates and Aristotle, who encouraged critical thinking to reach the individual's true potential without fear of judgement. "Socratic questioning is a way to help people learn for themselves by answering questions. As such, it builds the confidence of the person being coached" (Tasso, 2024). Incorporating these methods into modern-day coaching and mentoring, particularly in CTC, allows the TOs to not only maximise their potential in their careers by getting the promotion to expert TO but also to motivate their learners to unlock their true potential. As Hayden (2024) suggests, both coaching and mentoring are defined as “developing a person's skills” so they can perform to the best of their ability and feel a sense of achievement in their role. 

[bookmark: _Toc504236638]3.0 Exploring the KSBs Required for an Effective Coach
“Coaching in hospitality focuses on developing leadership, emotional intelligence, and operational skills... team performance and customer service” Floyd (2023). For a Training Officer (TO) to shift to a coach, one must understand the knowledge, skills, attitudes and behaviours (KSABs) required, both in education and in the hospitality industry. While firsthand experiences are the crux of a mentor, the role of a coach is to assist the coachee to become adaptable and resilient, as well as explore the emotional intelligence within the coachees role in their organisaiton. This section examines the requirements in the context of delivering the hospitality level 2-4 qualifications.
[bookmark: _Toc834028331]3.1 Knowledge Required for an Effective Coach
Roberts (2024) explores how a training and development structure keeps a business current and relevant. Businesses will use CTC, who are at the top of their coaching game, to only maintain the consistency of service, but to drive excellence. The coach needs to adapt their teaching to the business, for example if a coachee is on a Level 2, the coach will identify the service style which could be a la carte, gueridon or buffet style. One of the requirements set by Medr (2026) is that “The framework must identify the qualification (s) that demonstrate (s) the relevant occupational competencies” The qualifications provided by CTC are adaptable and can meet the expectations of the business, as well as meet the criteria for their qualification.
The TO needs to understand the standards set by the Welsh Government Apprenticeship Programmes of all qualifications. For a coach to deliver a Level 4 qualification, they must understand, and be able to deliver training sessions on theories, concepts and academic knowledge to translate it to the learners' role as a hospitality manager. An example of this would be if a coach was delivering a training session on the difference between leadership and management, the coach must be able to break down how a leader has vision and direction, whereas management would value process and execution as discussed by Andres (2025). The coach will then take this forward throughout the qualification, to allow the coachee to research it for themselves and provide theories and models to back up their reasoning.
A challenge that the coach will face is to avoid falling into the “expert trap”. As CTC hire experts in the field and will have “expert TOs”, a risk could be that because the coach knows so much, they may be tempted to provide the answer to a customer service problem. This is an issue because it falls more into mentoring, rather than allowing the learner to research it for themselves. This could not only hinder the learner from learning it themselves, but the answer won’t show the true reflection of the learners' knowledge and understanding. To overcome this the coach can use two different methods. One being the use of the Wait Time strategy as discovered by Rowe (1974). The coach will deliberately pause to allow the coachee to process the problem and come up with a solution. As this is a rather outdated strategy, Stanier (2025) determined that The AWE question proposes a behavioural trigger to provide immediate solutions. The AWE question is where the coach would provide a training session, to gauge understanding the coach would say “And What Else” and allow a 7-second rule of silence to allow the coachee to find the answer. To overcome the ‘expert trap’, the AWE questioning allows the coach to take a step back and give the coachee time to process.
[bookmark: _Toc897574163]3.2 Skills Required for an Effective Coach
An essential skill that makes an effective coach is active listening. LBTC (2024) determines that “Active listeners lead conversations by avoiding simple yes and no answers”, meaning that there are different levels to listening. According to Burns (2022), a TO must go beyond internal listening which is Level 1 thinking of the response from the coaches experience, reaching to Level 2 where the coach will listen to the coachees experience, before reaching Level 3 where they consider global listening of what is being said from other sources. In a busy hotel setting, the coach might witness the coachee lacking confidence, the coach will listen out for what isn’t being said which could be because of a busy schedule of work/training balance.
Another skill that makes an effective coach is the use of Socratic questioning. The use of Socratic questioning bridges the gap between a TO and an expert TO because rather than asking leading questions, you are letting the learner take control of the conversation and go into depth the research they have found. For example, a leading question could be “Do you think you should improve the rota?”, this could lead the learner to say “yes”. Socratic questioning could be used by asking “What impact is the current rota having on the team?”. It can therefore be shown that Socratic questioning encourages the learner to explore beyond just hitting the criteria.
[bookmark: _Toc1869793444]3.3 Attitude Required for an Effective Coach
CIPD and Taylor and Francis (2024) research suggests that the psychological safety of the coachee is an attitude that the coach must protect. In relation to hospitality, the industry is known for its blame culture and pointing out errors. From the perspective of the Coach, it is important that these errors are perceived as learning opportunities, rather than failures. If a learner doesn’t understand the SMART objectives for a Level 3, or the financial sheets for a Level 4, the learner is encouraged to say “sorry I don’t understand” or “can you clarify this for me”, because the coach can then use their experience to break down what these are and how they can be applied to their role.
When a learner is trying to balance a Level 4 qualification and the management role in a high-end hotel where they are working minimum of 40 hours a week, the TO needs to possess the attitude of compassion. By recognising when a learner has stress or burnout, the TO can put a contingency plan in place, by allowing for the 61-day window to recover from the stress and come up with a plan to get through the rest of the months left on the qualification.
[bookmark: _Toc1290094076]3.4 Behaviours Required for an Effective Coach
One behaviour that a TO at CTC must be forthcoming is reflective practice. Reflective practice is powerful not just for the coachee, but for the coach because they can reflect on the positive things that went well and what can be done next time to improve. This can either be done on a journal, notes form on the phone or recorded on a voice recorder. The method of self-reflection ensures that the coach focuses on the development of their skills and knowledge, as well as avoiding the expert trap.
Another behaviour required by a coach in the hospitality industry is flexibility and adaptability. One main reason is that although the TO role is contracted to 37.5 hours at CTC, it is up to the TO how these are dispersed throughout the week. The TO is not set to one location; it is known that TOs go from West to East of the M4 corridor many times throughout the week, not only that but even though the office is open from 9-5, that doesn’t set the hours of the TO. Hospitality is also not a 9-5 occupation. If someone is on a qualification and they are employed on night shifts, the TO will have to accommodate this by doing their visits during the shifts of the learner, as it is Work Based Learning (WBL).


[bookmark: _Toc1801780463]4.0 Assessing the Models that Should be Followed When Coaching
The key to coaching is to make sure you are following a framework that is structured, purposeful, and aligned with both the learners' needs and compliance, particularly with CTC and Welsh Government compliance. At CTC, the choice of model depends on the qualification level, the learners' learning style and the behavioural change the coach expects to see. This section critically assesses the GROW, KOLB, and MAD models and provides a recommended model for CTC going forward.
[bookmark: _Toc1535896536]4.1 GROW Model used in Coaching
“The GROW model is a simple yet powerful framework for structuring coaching sessions” Hancock (2025). Coaches in CTC implement the GROW (Goal, Reality, Options and Will) model to implement goal-oriented training sessions to show progress during the 61-day cycle, set out by the Welsh Government guidelines. Please see appendix B. The “Goals” stage will be discussed at the start to work out what the coachee needs to work on and the coach can set goals and targets to set, maybe they want to get unit 1 completed within the first 3 months. Particularly used on Level 3 and 4 coachees, coaches will focus on training sessions in the “reality” stage so they can assess their own leadership performance against theoretical standards. For coaches to avoid falling into the “expert trap”, they will rely on the “options” phase of the GROW model and implement Socratic questioning and the Stanier model to allow the learner to come up with their own solutions. The ethos of CTC is unlocking the coachees full potential through self-achievement, and this model fits this ethos.
[bookmark: _Toc1409199187]4.2 KOLB Model used in Coaching
The Institute of Experiential Learning (2024) describes Kolb as a learning theory that is widely recognised and influential theory that describes how people learn through experiences. Can be found in appendix C. It is a four-stage model that encourages the use of self-reflection and continuous experimentation to maximise potential. For example, if a coachee on a level 2 and has a particular incident with a customer complaint for the first time, the coach will encourage the use of reflective observation to analyse the guest interaction. The coach will then encourage the coachee to think about concepts and organisation specific codes of practice that can be used next time to improve the interaction. When the learner comes face to face with another situation, the coachee can use the active experimentation phase to test the theories and codes of practice to see what worked and went well, if it doesn’t go as planned then this concept can be used again. By using the Kolb's cycle, the coach at CTC can get the coachee to think about the workplace policies, rather than just considering theories.
[bookmark: _Toc1450967361]4.3 MAD used in Coaching
Gilbert (2023), founder of the Go Mad Thinking describes the MAD model as a model that can be used personally and collaboratively within the team to provide a shared thinking and common language to achieve goals and to solve problems. Used to assess the coachees Motivation, Ability and Direction, CTC coaches will use it when a learner is falling behind. Please see Appendix D. The coach can use Neuro Linguistic Programming (NLP) to identify the coachees behaviour to achieve alternate outcomes to achieve the desired goal. If a learner is over 61 days, there is a 3-day leeway up to 64 days, just in case the coachee is on holiday, sick or busy. If the visit has passed both thresholds, then the coach will delve deeper with the coachee to identify what the problem is and if their motivation is low and why. Sometimes the work might be too much, for example if a learner has gone straight onto a level 3, then they have the option, if it’s caught early, to go down to a level 2 qualification instead. Alternatively, if the coachee is struggling with the unit selection, rather than taking them down to a level 2, the coach can change the units to best fit what they do on a day-to-day basis. The coach will be honest with the coachee and identify what the problem is and point them in the right direction. As CTC prides itself on supporting the learner, in these instances, this is a sound model to use to get the learner back on track and onto the right level for them.
[bookmark: _Toc683627622]4.4 Recommendation for Cambrian Training
Based on this assessment, there isn’t a one size that fits all fix for CTC. There are a lot of factors to consider which one is best, which is where Kolb's comes into play. If one learner doesn’t work well using the GROW model, then the coach can use the Kolb's model to reflect on what went well. Did it fit the learning style? If it didn’t work, what could be done to improve next time. Did they respond well to reflecting on past experiences, which is where Kolb's works well. GROW works best as a blanket model for CTC coaches in relation to the 61-day review cycle. Not only this but peer coaching supervision would be a positive implementation because it will make sure that the sessions remain learner led and can get the coach back on topic to avoid a directive approach.


[bookmark: _Toc617132561]5.0 Conclusion
In conclusion, the shift from command and control to a supportive attitude has proven to be fundamental to work based learning at CTC. This report has demonstrated that mentoring relies on the transferring of skills and experiences; coaching serves as a vital tool for motivating coachees and to unlock their true potential. By exploring the knowledge, skills, attitudes and behaviours, a TO must move beyond simple instructions and hone the skills of Socratic questioning to improve the learner's confidence and encourage critical thinking. The use of models like Kolb's, GROW, and MAD set standard approaches so that training sessions remain structured and impactful within the 61-day review cycle set out by the Welsh Government. By using the holistic approach that balances professional guidance with a coaching mindset, CTC can continue to bridge the gap between academic theory and workplace practice, particularly on Levels 3 and 4. By taking this approach forward, the learner can perform to the best of their ability and feel a true sense of achievement within their role.
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