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[bookmark: _Toc2115512782]Introduction
Coaching and mentoring are widely used within the workplace as key approaches to support employee development, improve performance and enhance learning. Although they are often compared, they differ in their focus, structure and application. This assignment will explore coaching and mentoring within a work-based context, considering how both contribute to individual and workplace development. It will then critically examine the knowledge, skills, attitudes and behaviours required to be an effective workplace coach, recognising that successful coaching depends on a combination of these elements rather than one. The assignment will also consider arguments that question the effectiveness and consistency of these areas, demonstrating a balanced perspective. Finally, the GROW and GOMAD coaching models will be critically assessed to assess their strengths and weaknesses, supported by workplace examples based on DVLA. Overall, this assignment will argue that while coaching and mentoring are important development tools, their success depends on how they are applied.
[bookmark: _Toc1592783445]Explain the similarities and differences of coaching and mentoring within an organisational context. 
[bookmark: _Toc1206006537]What is coaching?
Coaching has been defined as:
“Unlocking a person’s potential to maximise their own performance. It is helping them to learn rather than teaching them.” (Sir John Whitmore, 2014)
This definition explains that coaching is not about instructing or directing, but rather about encouraging and guiding learning and development through questioning and reflection.
In an organisational context, coaching is widely understood as a process where a coach supports an individual to improve performance, achieve goals, and improve professional ability through structured communication and reflection.
An important characteristic of coaching to consider: the coach does not provide solutions but instead helps the individual develop their own understanding and strategies for improvement (Whitmore, 2009). Whitmore goes on to argue this aligns with modern workplace coaching practices, where the focus is on empowering employees and promoting self-directed learning.
Workplace coaching typically involves a structured relationship in which a coach supports an individual in identifying goals, reflecting on challenges and developing actions to improve their effectiveness. Rather than providing direct instruction, coaching focuses on learning through questioning, feedback and guided reflection. Whitmore describes coaching as a process of “unlocking a person’s potential to maximise their own performance; helping them to learn rather than teaching them,” highlighting the role of the coach in enabling individuals to generate their own solutions. Coaching may occur formally through scheduled development sessions or and performance reviews, career development discussions and leadership development programmes. Research also indicates that workplace coaching is increasingly used by organisations to support leadership development, improve employee engagement and enhance performance outcomes, particularly in complex and changing organisations (Grant, 2017).
[bookmark: _Toc1803866191]What is mentoring?
Mentoring is commonly defined as 
“Off-line help by one person to another in making significant transitions in knowledge, work or thinking” (Clutterbuck, 2004, p. 2). 
This definition highlights the developmental nature of mentoring, where a more experienced individual supports the growth of a less experienced colleague. Within organisational contexts, mentoring relationships are often long-term and focus on career development, professional confidence and the transfer of organisational knowledge, and in some cases span a persons whole working life.
Workplace mentoring may involve regular developmental conversations, sharing organisational knowledge, career guidance and reflective discussions that help mentees navigate within their roles and future career. Unlike coaching, which often focuses on structured goal achievement, mentoring relationships tend to be more flexible drawing on the mentor’s experience to provide perspective, encouragement and developmental support. Mentoring is frequently used within organisations to support talent development, leadership pipelines and knowledge transfer between experienced and less experienced employees (Clutterbuck, 2004)
[bookmark: _Toc597740634]Similarities between the two
Coaching and mentoring share several important similarities, as both are designed to support individual learning, professional growth and improved workplace performance. Both involve a developmental relationship where one individual facilitates another’s learning through structured dialogue, reflection and guidance. Although the methods used may differ, both coaching and mentoring aim to enhance self-awareness, problem-solving ability and personal effectiveness. Research highlights that both approaches encourage individuals to take ownership of their development by reflecting on experiences and identifying means for improvement (Garvey, Stokes, & Megginson, 2018). Additionally, both coaching and mentoring rely heavily on effective interpersonal skills such as active listening, questioning and the ability to build trust, as the quality of the relationship between the facilitator and the learner is the key to a successful outcome. Studies also show that organisations use both coaching and mentoring as part of wider development strategies, including leadership development, career progression and key learning (Cox, Bachkirova, & Clutterbuck, 2014). While the structure and focus of coaching and mentoring may vary, they share a common purpose of facilitating learning and supporting employees in reaching their potential within the workplace.
[bookmark: _Toc1681495019]Differences between the two
Coaching and mentoring differ in their purpose, structure and the nature of the relationship within organisations. Coaching is generally performance-focused and is used to improve specific workplace objectives, such as communication skills or achieving performance targets. It is typically short-term and structured, with clear goals and outcomes agreed between the coach and the coachee. Coaching has been defined as a structured process aimed at improving individual performance (Kilburg, 2006). Mentoring is usually a longer-term relationship that focuses on career development, personal growth and professional guidance. Mentors often provide advice and share experience to support progression (Kram, 1985). Mentoring relationships are also more relational and long-term in nature compared to coaching (Allen & Eby, 2011). Research on mentoring relationships suggests that mentoring often supports individuals in understanding organisational culture, developing networks and navigating career pathways (Allen, Eby, & Lentz, 2006). 
Another key difference is in each approach. Coaching tends to rely on questioning, feedback and reflective discussion that enable individuals to develop their own solutions to workplace challenges. This encourages employees to take responsibility for their development and performance improvement. Mentoring, however, is often more advisory. Mentors typically draw on their professional experience to provide guidance, share insights and help mentees learn from previous organisational experiences. As a result, mentoring relationships often include knowledge sharing and career advice that extend beyond immediate job performance (Ragins & Kram, 2007).
Workplace examples also show how the two approaches are applied differently by organisational stakeholders. Coaching may be implemented by organisations as part of leadership development programmes, where trained internal or external coaches work with managers to develop specific leadership competencies or support change initiatives. For example, a senior leader may receive executive coaching to improve decision-making or communication with teams. Mentoring programmes, on the other hand, are frequently used to support talent management and succession planning. Senior employees may mentor new recruits or junior staff, helping them understand organisational expectations and build confidence in their roles (Woolnough & Fielden, 2016)
These differences demonstrate that although coaching and mentoring both contribute to employee development, they have distinct organisational purposes.
[bookmark: _Toc2106607668]Summary 
In summary, although coaching and mentoring both support employee development, they differ in focus, structure and application. Coaching is typically structured and performance-driven, using questioning and reflection to improve specific workplace outcomes, whereas mentoring focuses on longer-term career development, knowledge sharing and professional guidance. However, some researchers argue that the distinction is not always clear in practice. Both approaches involve developmental conversations, and managers often act as both coach and mentor within the same interaction (Cox, 2014). Similarly, coaching and mentoring can be seen where elements of both are combined rather than clearly separated (Parsloe & Leedham, 2009). There is also debate about their effectiveness, with outcomes depending on factors such as participant motivation, relationship quality and organisational support. For example, coaching is more effective when individuals are engaged in the process (Grant, 2014), while mentoring can produce negative experiences if relationships are poorly managed (Eby et al., 2004). Therefore, their success is not guaranteed and depends on effective delivery.
[bookmark: _Toc407089209]Critically explore the knowledge, skills, attitude and behaviours needed by an effective workplace coach or mentor 
[bookmark: _Toc381272580]Knowledge of a coach
An effective workplace coach needs strong knowledge to support employee learning and development (Rosha & Lace, 2016). This includes understanding coaching theories and frameworks, such as goal setting and reflective practice, which help structure coaching conversations and guide individuals towards improvement. Coaches also need knowledge of the organisation they work in, including its culture, values and performance expectations, so that coaching is relevant and aligned with organisational goals. According to Erik de Haan, effective coaching is supported by an understanding of factors such as motivation, behaviour and self-awareness, which influence how individuals learn and develop (de Haan, 2012). In addition, coaches should understand ethical guidelines, including confidentiality and professional boundaries, to build trust and maintain a safe environment for open discussion. Knowledge of how adults learn is also important, as coaching relies on encouraging individuals to reflect and find their own solutions rather than being told what to do (Knowles et al., 2015). Finally, coaches benefit from understanding how feedback works within organisations, allowing them to support employees in improving performance. Overall, a coach’s knowledge helps ensure that coaching is structured, relevant and effective in supporting workplace development.
While knowledge is important for effective coaching, some researchers argue that it is not always enough on its own. Coaching often takes place in high pressure workplace situations, meaning that simply knowing theories may not be enough. For example, Athanasopoulou and Dopson (2018) suggest that there is limited agreement on what makes coaching effective, which raises questions about how useful coaching knowledge really is in practice. In addition, Collins et al. (2022) argue that coaching relies heavily on professional judgement and decision-making, meaning that coaches must adapt their approach depending on the situation rather than strictly following learned knowledge. This suggests that knowledge alone may be too rigid for real workplace challenges. Furthermore, Nash (2023) highlights that coaching practice is often inconsistent, with different coaches using different approaches, which can affect the quality of outcomes. As a result, while knowledge is an important factor, it must be combined with experience, flexibility and critical thinking to be effective in workplace coaching.
A workplace example of this can be seen within a DVLA call centre, where the coach’s level of knowledge can directly affect the coaching session. For instance, if a coach lacks product or policy knowledge, it may be more difficult to guide the coachee towards accurate answers, particularly when dealing with complex licensing queries. In contrast, when coaching soft skills such as tone, communication style or customer interaction, less technical knowledge may be required, as the focus is on behaviour rather than content. It could be argued that, in this context, knowledge of internal systems and processes is more important than detailed subject expertise, as these systems provide access to the information needed to resolve queries. Coaching techniques such as asking “where could we find this information?” or “what resources are available to check this process?” can still be effective in supporting learning and encouraging independence.
[bookmark: _Toc667324793]Summary.
In summary, although coaching focuses on helping individuals find their own solutions, some level of knowledge is still needed for sessions to be effective. A coach should understand the workplace context, processes and goals so they can guide the conversation in a clear and relevant way. Without this, coaching may lose direction and become less useful. Coaches should still use questioning and reflection to encourage independent thinking. Therefore, effective coaching requires a balance between having enough knowledge to guide the session and using coaching skills to support learning and development.
[bookmark: _Toc845481217]Skills of a coach
An essential skill of an effective workplace coach is the ability to use questioning techniques to support learning and development. Questioning is widely recognised as a core coaching skill because it encourages individuals to reflect and generate their own solutions rather than direct instruction. Research shows that questioning plays a key role in promoting self-reflection and improvement within coaching conversations (Graf, 2025; Moos, 2024). In practice, coaches may ask questions such as “what options do you have?” to encourage independent thinking. 
Socratic questioning is an important coaching skill that uses structured questions to encourage thinking and reflection. Instead of giving answers, the coach helps the individual explore ideas, challenge assumptions and develop their own understanding. This supports critical thinking and encourages ownership of decisions. In the workplace, a coach might ask questions such as “what evidence do you have for that approach?”, “why do you think that happened?”, or “what alternative options could you consider?” to help the coachee reflect more deeply. The approach originates from Socrates, who used questioning to promote reflection and deeper insight (Belfiore, 1990)
Emotional intelligence is another important skill for an effective coach. Research highlights that emotional intelligence plays a key role in building trust, managing relationships and supporting effective communication, all of which are critical to successful coaching outcomes (Goleman, 1998). The ability to read a situation and assess how it is progressing is essential in maintaining a productive and supportive environment. This includes being aware of verbal and non-verbal cues, such as tone of voice, facial expressions and body language, which can indicate whether the coachee is engaged, comfortable or becoming disengaged. If a coach fails to recognise signs of discomfort or lack of engagement, the session may be effected.
While questioning and emotional intelligence are widely recognised as key coaching skills, some scholars argue that their effectiveness is not guaranteed and may be overstated. For example, although questioning is central to coaching, excessive or poorly structured questioning can lead to confusion or frustration, particularly if the coachee lacks the knowledge or confidence to generate their own solutions. This suggests that questioning alone may not always lead to effective outcomes and may need to be balanced with guidance or support (Passmore & Fillery-Travis, 2011). There is also debate about whether emotional intelligence can be effectively developed or whether it is largely dependent on individual personality traits (Landy, 2005). As a result, although both questioning and emotional intelligence are valuable skills, their impact on coaching effectiveness depends on how they are applied within specific 
A DVLA example of this can be seen in a coaching session where the coach demonstrated strong questioning skills but lacked emotional intelligence. As a result, some of the questions asked were not appropriate to the context of the conversation, which made the coachee feel uncomfortable and disengaged. This illustrates that while technical coaching skills, such as effective questioning, are important, they are not sufficient on their own. It supports the argument that personal attributes, particularly emotional intelligence, play a crucial role in ensuring that coaching sessions are productive and beneficial.
[bookmark: _Toc2137539449]Summary
In summary, effective coaching relies on a range of skills, particularly questioning and emotional intelligence. Questioning enables the coach to guide reflection and support individuals in finding their own solutions, while emotional intelligence helps the coach read the situation and respond appropriately. However, these skills must be used together, as relying on one without the other can reduce the effectiveness of the session. Therefore, successful coaching depends on balancing technical skills with interpersonal awareness to create a productive and supportive environment.
[bookmark: _Toc1733478828]Attitude of a coach
The attitudes of a coach play a critical role in shaping the effectiveness of the coaching session/ relationship. A positive and “can-do” attitude helps create an environment where the coachee feels motivated, supported and open to development. When a coach demonstrates belief in the individual’s ability to improve, it can increase confidence and encourage engagement in the process. In addition, an attitude focused on bringing out the best in people is essential, as it reflects a genuine commitment to development and growth. This is backed up by research which highlights the importance of a strengths-based approach, where individuals are supported to recognise and build on their existing capabilities (Biswas-Diener, 2010)
Research highlights that the coach’s attitude, particularly their ability to build rapport and maintain a supportive relationship, is a key factor in coaching effectiveness (APA Psycnet, n.d.). Therefore, a coach’s attitude plays a crucial role in creating an environment that enables meaningful learning and development within the workplace.
Although positive and supportive attitudes are often seen as important in coaching, some research suggests that they may not be the most significant factor in determining effectiveness. Studies on coaching outcomes indicate that results are often influenced more by the coachee’s motivation, readiness to change and organisational context than by the personal qualities of the coach. For example, De Meuse, Dai and Lee (2009) found that coaching effectiveness is difficult to linkto specific coach characteristics, as outcomes vary depending on individual factors. Similarly, research into workplace coaching highlights that there is limited evidence linking specific coach skills, such as attitude, directly to improvements (Jones, Woods, & Guillaume, 2016). This suggests that while a positive attitude may support the coaching process, it does not guarantee successful outcomes. Therefore, the effectiveness of coaching may depend more on factors and the coachee’s engagement than solely on the attitude of the coach.
[bookmark: _Toc510043714]Summary
In summary, although some research suggests that a coach’s attitude may not directly determine outcomes, it still plays an important supporting role in the coaching process. A positive and goal-focused attitude can help create an environment where the coachee feels motivated, comfortable and open to learning. While factors such as individual motivation and organisational context also influence effectiveness, the coach’s attitude contributes to building a constructive and supportive enviroment. Therefore, although it may not guarantee success on its own, a positive coaching attitude remains an important element in achieving effective and meaningful coaching outcomes.
[bookmark: _Toc1854918800]Behaviours of a coach 
The behaviours demonstrated by a coach are important in shaping the effectiveness of the coaching process. Research highlights that behaviours such as listening, understanding and encouragement are central to building an effective coaching relationship, which contributes to positive outcomes (de Haan, 2008; Lai, 2016)
 A key behaviour is maintaining a positive and constructive approach, which helps create an encouraging environment for development. Coaches should also be comfortable with being challenged and willing to challenge the coachee appropriately, as this can promote wider thinking. Patience is another important behaviour, as individuals develop at different rates and may need time to process feedback and implement change. In addition, an effective coach shows a clear commitment to bringing out the best in others by supporting growth and continuous improvement. Research highlights that behaviours such as listening, understanding and encouragement are central to building an effective coaching relationship, which contributes to positive outcomes (de Haan, 2008; Lai, 2016) . Therefore, these behaviours are key in creating a supportive and productive coaching environment.
A DVLA example of this is where coaching was conducted well in the skills area, providing feedback and questioning. However the coaches behaviour did not reflect the above. The coach was defensive when challenged, impatient with mistakes and did not show a keen interest in the coachees development. This left the coachee feeling deflated, and there was a lack of trust as the coach was not approachable which backs up the argument that skills alone are not enough, the coach requires more skills and the right behaviours for the relationship to thrive. 
[bookmark: _Toc1396102957]Summary
In summary, the behaviours of a coach play a key role in determining the effectiveness of the coaching relationship and overall outcomes. Positive and supportive behaviours help create an environment where the coachee feels comfortable, motivated and open to development. Being open to challenge and willing to appropriately challenge the coachee encourages deeper thinking and reflection, which supports learning. Patience is also important, as individuals develop at different rates and may need time to process feedback and apply changes. In addition, demonstrating a genuine commitment to bringing out the best in others helps build trust and engagement. However, evidence and workplace examples suggest that behaviours must align with coaching skills to be effective. If behaviours such as defensiveness or impatience are present, they can reduce trust and limit the value of the session. Therefore, effective coaching requires not only technical skills but also the right behaviours to create a productive and supportive environment.
[bookmark: _Toc421238112]Conclusion
In summary, effective coaching relies on a combination of knowledge, skills, attitudes and behaviours, all of which contribute to successful outcomes. Knowledge provides the foundation for guiding conversations and ensuring relevance within the organisational context. Skills, such as questioning and emotional awareness and listening, enable the coach to support reflection and learning. Attitudes, including being positive and focused on development, help create a supportive environment, while behaviours such as patience, openness and encouragement strengthen the coaching relationship. While each element is important, it is the combination of all four that makes coaching effective. Therefore, a successful coach must demonstrate a balanced approach, integrating knowledge, skills, attitudes and behaviours to support meaningful and productive development.
[bookmark: _Toc754338037]Critically assess a model or process that should be followed when formally coaching or mentoring
The GROW model, developed by John Whitmore, is widely used in organisational coaching due to its structured and goal-oriented approach. It guides the coaching process through four stages: goal, reality, options and will, providing a clear framework for performance-focused conversations (Bawany, 2023). Its simplicity makes it accessible and easy to apply, particularly in time-pressured workplace environments. Research suggests that structured coaching models like GROW can support goal achievement and improve performance by helping individuals clarify objectives and identify actionable steps (Grant, 2017). However, critics argue that GROW can be overly simplistic and linear, potentially limiting its effectiveness in complex or emotionally driven situations where issues cannot be easily broken down into stages. Furthermore, it may prioritise outcomes over deeper reflection, which can restrict long-term development. (Cantore & Passmore, 2012)
In comparison, the GOMAD model (Goal, Obstacles, Measures, Actions, Do) places greater emphasis on identifying barriers and measuring progress. This focus on obstacles and evaluation aligns with research suggesting that effective coaching should include ongoing assessment and accountability to ensure behavioural change and performance improvement (Smither, 2011). GOMAD can therefore be particularly effective in performance-driven environments where measurable outcomes are required. However, its structured and action-focused nature may reduce opportunities for reflection and self-awareness, which are important for sustainable learning. Additionally, there is limited academic research specifically evaluating the GOMAD model, which may reduce its credibility compared to more established frameworks like GROW.
Overall, both models provide useful structure. GROW is more reflective and development-focused, while GOMAD is more action-oriented and performance-driven. Evidence suggests that coaching effectiveness depends not only on the model used but also on how it is applied and the context in which it is used (Jones, Woods, & Guillaume, 2016). Therefore, while GOMAD may be suitable for task-focused coaching, GROW is generally more adaptable and better suited to a wider range of organisational coaching situations, in addition to the fact it is highly researched and recommended.
The GROW model, developed by John Whitmore, is widely used in organisations because it provides a clear and structured approach to coaching. It focuses on setting goals, understanding the current situation, exploring options and agreeing on actions. This makes it easy to use in the workplace and helps improve performance (Grant, 2017). However, some researchers argue that it can be too simple and may not fully deal with more complex issues (Passmore & Fillery-Travis, 2011).
The GOMAD model (Goal, Obstacles, Measures, Actions, Do) focuses more on identifying barriers and measuring progress. This makes it useful in performance-driven environments where results need to be tracked (Smither, 2011). However, it may not allow as much reflection, which can limit long-term development.
A DVLA example shows this clearly. Using GROW, a coach working with a call centre agent might help them reflect on their performance and find their own ways to improve, creating an achievable action plan based on the aspects of GROW. Using GOMAD, the coach may focus more on targets, such as reducing call times, and setting clear actions. This may improve results quickly but may not support deeper learning.
Overall, both models are useful. Research agrues GROW is better for development, while GOMAD is more suited to performance-focused situations, however both can be beneficial in an organisation when applied correctly.
[bookmark: _Toc176875181]Conclusion
In conclusion, coaching and mentoring are both valuable approaches to supporting employee development, but they differ in their focus and application within organisations. Coaching is typically structured and performance-focused, while mentoring supports longer-term growth and career development. The effectiveness of coaching relies on a combination of knowledge, skills, attitudes and behaviours, rather than any single aspect. However, research shows that these factors alone do not guarantee success, as outcomes also depend on context and individual engagement. The comparison of GROW and GOMAD demonstrates that no single model is universally best, and the most effective approach depends on the situation and organisational needs.
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