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This report will look deeply at mentoring and coaching. The similarities and differences will be discussed to show the reader that there is a clear variance between the two ideologies. This portion of the report will be in depth as it is important to decipher how one may mentor or coach in the future. Contextual references will be used to support points in this section but will be discussed further in the following. Through looking at the two in contextual settings allows the reader to picture how the similarities and differences may work in a real-life environment.

Following an in depth look at the differences and similarities of mentoring and coaching, with references to contextual settings, this report will discuss the effectiveness of a coach. Coaching will then be the main topic of this report and mentoring will no longer be at the forefront. Models will be used to support the ideas presented in this section.

[bookmark: _Toc134211470]Mentoring vs Coaching: Similarities and Differences

MacLennan describes it perfectly, mentoring and coaching are both worlds apart and overlapping at the same time (1995). The two roles are so intertwined, yet so completely incomparable. Some may even assume that a coach and mentor are merely synonyms for each other. These assumptions could not be farther from the truth. 

Coaching allows the trainer and trainee to work together and fulfil the client’s aims or intentions for the future. A mentor is more of a metaphorical hand holder (Miller, 2023). They will counsel you and mother you much more than a coach. For instance, in football your coach is the one who tells you what to do and where to be. Your mentor, typically your captain, is the one you confide in and can express your emotions on a deeper level. A mentor is a role model, whilst a coach is a teacher (MacLennan, 1995). 

Mentors focal point is on telling, guiding and pushing, whilst a coach asks questions and probes a solution rather than providing answers (O’Connor and Lages, 2004). Despite on paper looking the same, telling and asking are two different processes. A mentor will offer advice and guidance and show the way for their mentee. A coach is more focused on the combined goals of them and their trainees. Coaches look for a solution to the problem, whilst mentors want to guide the mentee through the situation. Both methods are used to help people develop, but it is the client’s choice as to how they wish to be developed. 

A mentor’s availability is what makes them more desirable in contrast to a coach (MacLennan, 1995). A mentor is used as a resource for the trainee, whilst a coach’s time is more structured. 

Coaching is usually planned (Miller, 2023). In the workplace there will be set times and meetings for the group/individuals to meet with their coach. Hui notes that the way a coach or mentor approaches the structure of their sessions is integral to how the client develops (Hui, et al¸ 2020). Despite this, there is very little research on the importance of structure within coaching (Bean, 2010). Upon investigations, it appears the overall consensus feels to be that coaches put very little effort into structuring their coaching sessions, therefore making them feel meaningless on for both the coach and client (Bean, 2010). Kane and Rosenquist (2019) concluded that the activities undertaken by the trainees should retain their engagement, whilst also with the aim of meeting their goals. If the coach already has little to no interest in the coaching activity prior to undertaking it then the coaching itself won’t be much better. This is why McLennan engrains the point of a coach not needing to be an expert in the trade in question. What is required, nonetheless, is a senior person with whom the trainees can be inspired by and use as a role model. Coaching is all about fulfilling skills and goals. Stephens and Dearani highlight the importance of having somebody senior to not only allow the trainees to be inspired, but also take the sessions seriously (2021). 

Despite Stephens and Dearani’s claims, there are times where a less senior appearing coach can be effective. Legal and General tend to hire all age types and therefore there are countless times where a younger member of staff will have to coach and train elder people. As a an example, the author has been working within Legal and General for 3 years. They have recently been promoted from Consultant to Senior Consultant. With this new role the author will undertake and lead more training sessions with all age groups. Most recently the author trained colleagues ranging from 24-56. The feedback from these sessions was positive, with them wanting the author to train them again in the future. This shows that despite seniority being important, you can have somebody who appears less senior do just as an effective job. 

Hui concludes that it is imperative to structure coaching sessions (2020). By doing so the coach can ensure they are retaining the trainee’s attention, as well as achieving their combined goals. 
Despite it being time consuming, Hui argues that it is well-worth investing time into understanding the needs of one’s trainees and how best to coach them using an effective structure (2020). 
Ho Law and Reggie Aquilina also conducted a study to observe the importance of structuring and tailoring coaching to the trainees (2013). They conducted a study specifically analysing four hospital nurse managers. Through observing each manager, they came to the conclusion that meaningful and structured coaching programmes were much more substantial and effective than those with little to no effort put in. Hence showing the importance of efficiency and planning prior to starting a mentorship or coaching. 

Mentoring programmes are much more relaxed to omit any idea of pressure (Miller, 2023). Miller opts for the term “checking in.” This makes it less formal for the mentee and allows them to be more expressive with their feelings. By taking this approach, the mentor remains in the mentee’s life as a guide and somebody they can confide in. Contrasted with coaching, when having a structured time to meet. Some argue it feels very robotic for trainees and not a natural situation. This leads to a lack of engagement in many coaching sessions (McGatha, 2006). If coaching sessions weren’t associated with work or school and could have the flexibility, that mentoring does, it may be more effective (MacLennan, 1995). Mentoring is a much more laidback approach to teaching and developing others needs. 

Mentoring is seen in the field as a much more informal approach to training and guiding. Coaching is very much looked upon as stern and robotic (Mallet, Tudel & Rynne, 2009). Informal coaching can only be effective when planned properly and when the coach is equipped with the appropriate resources (MacLennan, 1995). 

Jones and Smith looked to find why coaching is deemed more conventional than mentoring (2022). They evaluated two mentoring programmes and concluded that it is due to people’s false perceptions of the terms. A mentor is universally seen as somebody who will guide you, protect you and let you know what’s bad and good. A coach, however, is associated with work or school and therefore their time is much more restricted. A mentor’s best strength is their resource, as per MacLennan’s studies (1995). 

A mentor is much more effective and personal, which allows the relationship between mentor and mentee to be more informal than that of a coach and their client. Within a context, Legal and General offer training sessions, and mentoring schemes to all employees. In the Key Accounts Department new employees are coached and trained on the processes and then given a mentor who will stick with them throughout their duration in that sector of the business. The coach is then perceived as a teacher, contrasted with their guide and peer mentor. This case supports Jones and Smith’s research and also shows the reasoning behind their conclusions. 

Alternatively, as previously mentioned, this author is currently coaching newer colleagues. They are a very approachable, laidback individual and find it easier to gauge people when in an informal setting. When conducting their coaching sessions, this author opts for an informal approach so that the trainees feel at ease and less pressured. The author has received positive feedback from this approach. Although some theorists may argue that an informal coaching approach may lead to a lack of engagement of effectiveness, this example begs to differ (Cope, Eys, Schinke, 2010). The newer colleagues feel much more open to express their concerns and worries and therefore allows healthier, efficient communications to take place. Trainees are able to reach their full potential through this coaching method.

A coach will look to highlight the importance of a trainee realising their potential. The trainer will allow the trainee to become more self-aware and learn how to alter their behaviours. A mentor, alternatively, will share their knowledge with the mentee and guide them through their life experiences. 

Despite the advantages previously discussed of having an informal, relaxed mentor, when looking at goals and achievements this may not be effective (Merrick, 2021). A study was conducted when looking at training sessions within workplaces. It was concluded that although mentors should allow the trainee to feel comfortable, formal mentoring programmes provided purpose, energy, and greater longevity (Merrick, 2021). Relationships that tend to just focus on the topic at hand are more effective. Merrick believes that to achieve somebody’s full potential they should not be involved in a close relationship with their mentor/coach. The sense of fear and failure from not making a personal relationship aid both the mentor and mentee, as per Merrick. There are more studies supporting the importance of informality and personal relationships aiding efficient and effective training, however. 

One of the main differences between coaching and mentoring is the length of time the coach and mentor spend with their clients. Coaching if often a short-term arrangement with a set goal for the trainee to reach. Mentoring is typically longer term and allows for more flexibility and fluidity (Miller, 2023). Some theorists argue that mentors, therefore, have the ability to be more successful with their clients due to the longevity aspect. However, one believes this is determined by the effectiveness of the coach/mentor and the willingness to learn from the pupil. A pupil that wishes to learn with a coach much the same could do more in a short span, than a mentor and a mentee could over a longer period of time.

Miller states that those needing short term help, such as newer colleagues, will benefit much more from coaching than mentoring. A mentor would then be felt as a comfort if retained after coaching, as seen in Legal and General. Mentoring is used to leveraged less experienced workers (Miller, 2023). 

Mentoring and coaching are very different forms of training. Despite the misconception that they are the same process, it is important to differentiate the needs of the client and what would work best for them. The different programmes are used to improve the performance of their staff, as seen through the examples provided in this section. It is important to assess the context and situation prior to agreeing to the mentoring or coaching programmes offered. 
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Contextual understanding allows for previous points to be supported and also questioned. Through placing theorists ideas in contextual situations, companies can assess what works best for them and how they can best improve their organisations workplaces. 

Legal and General have recently introduced a programme coined “One Agile.” This is used to increase productivity and effectiveness within the workplace. The companies’ main purpose is collaboration, and using the One Agile framework allows for teams to communicate better and voice their opinions to one another. 

The team’s manager will attend coaching sessions throughout the week and then propose their findings to the team through training. The colleagues then have the rest of the week to add notes to a system that can be seen by their colleagues. The notes can consist of thoughts, feelings, issues throughout the week or feedback on the training. This allows for communication to strengthen within teams. 

Previously, call-based teams within Legal and General would not communicate or collaborate. The One Agile system has been introduced to negate this and improve the areas where the company is currently lacking. Through having the sessions echoed by the employee’s managers engrains the importance of the training. The familiarity of having the employee’s manager supports Merrick’s ideas of informality being effective in coaching contexts. 

Similarly, this author previously worked in a school setting. In their first year they were mentored by a colleague who went onto become the deputy head teacher. During this first year of mentorship regular meetings were arranged to discuss the author’s development and how they can achieve their combined goals. 

This type of mentoring was effective in this setting as it is easy to sway away from ones goals within an educational setting due to how sporadic the environment is. Throughout the authors time working at the school, they formed a great relationship with their mentor and felt they could confide in them about work and personal issues. This helped the author to feel at ease and comfortable within the school. 

Legal and General have a learning and development team that typically conduct the training sessions for newer colleagues. In the Key Accounts Department, it is harder to coach and train through the training team due to the complex nature of the job. As a result, the training falls on the senior employees within the department. Some colleagues have preferred having experienced trainers who have been in the department and know what they are talking about. However, other feedback has shed light on the amount of jargon used and how this makes the trainees feel inept. 

Following this feedback, the KAT department have introduced the learning and development team into the first weeks of training and asked if they can reiterate that their final weeks of training will be with experienced colleagues who are already performing their future role. This is in the hopes that through introducing the newer employees through structured coaching should make a better impression than the disorganised nature of their previous set up. 

When working in the Key Accounts team you are asked to offer training to important, key, clients on Legal and General’s new pension and insurance software’s. This type of coaching is very similar to the above. An inexperienced trainee is coached by a very experienced member of staff. As previously noted, this can cause issues a miscommunication between the two parties. More problems arise when clients are frequently moved around the team so one persons training one month may be different with their new contact the next. To avoid this the department could look at either ensuring colleagues retain their clients and make more meaningful relationships so that the two understand each other more and coaching can be more informal, as Merrick would prefer. Alternatively, they could have a training guide that is sent to clients for them to follow which means that each client is coached from a distance but in the same way. 

Legal and General also offer weekly CBT sessions for colleagues to learn more about the ongoings within the business and how they can improve and develop. The CBT’s range from 30 minutes to 1 hour. They look at topics such as emotional wellbeing, financial crime and security and cleanliness. These topics help aid Legal and General colleagues in their knowledge of the business, as well as having a mutual understanding shared between peers. 

In the authors team there are mentoring trifectas. Three colleagues work closely together to ensure that they keep developing and share ideas amongst each other. These trifectas work effectively as relationships are built and no questions are dumb questions. Respect and trust is built so that the work output is retained and information given to schemes is correct. Through having respect and trust, self-confidence is built and communication skills are improved within the trifectas. This mentoring idea is very effective and allows the three involved to better themselves and learn from one another.

Moreover, it is clear that when looked at contextually ideas of coaching and mentoring can be seen, and the limitations and strengths are easier to spot. Employers, like Legal and General, should continue to use mentoring and coaching techniques to aid their employees development and growth.

[bookmark: _Toc134211472]How to be an effective coach?

Coaching helps people to leads people to success (O’Connor and Lages, 2004). A coach must be prepared to equip people with the tools, knowledge and opportunities needed to grow and develop (Perls, 1969). A good, effective coach will help enable organisations to retain or become successful. Coaching has enormous benefits for organisations (Redshaw, 2000). If a coach is effective they can ensure that performance and employee retention will remain high. This is why it is important for organisations to employ effective coaches. 

A coach should have their own sense of self-awareness and understanding. This ties in with emotional intelligence. A coach should be aware of their surroundings and be able to read their trainees emotions and see where they need to improve or develop to attain their goals. A coach that does not have emotional intelligence risks losing the trainees attention even before the coaching begins. A confident, self-aware coach is more likely to achieve success than one that lacks these skills (Driver, 2011). 

An effective coach will look to boost the confidence of their trainees (Jones and Spooner, 2006). Their objective should be to instil assurance and provide opportunities that allow the trainee to view their achievements (Lauer, 2023).  Unfortunately, some coaches do not focus on confidence boosting, which leads to a lack of self-esteem and failure for the coaching process. This is why coaching and confidence go hand in hand (Lauer, 2023). Sometimes boosting confidence could be by having a familiar face and a more informal relationship. However, an effective coach will know how to manage this and effectively work with the trainee to achieve their mutual goals. 

A coach should be positive and not focus on the negatives. Driver believes that positive psychology has a lot to teach coaches in their area of work (2011). Positivity is a known motivative trait that can aid trainees in their coaching sessions to achieve their full potential. This type of positivity will, in turn, boost the trainee’s confidence. A positive culture and climate is achieved when communication is high (Driver, 2011). 

A good communicator and good coach go hand in hand. Coaches find that emotional awareness and communication improve their relationships with their trainees and makes reaching their goals much easier. When the coach notices a positive emotion from their trainee, they should feed this back and encourage this behaviour (Driver, 2011). Positive cultures make for thriving environments. 

Creating clear goals can ensure effectiveness is achieved (Hagen, et al, 2017). Providing a path to success opens the mind of the trainee and allows them to see what they can achieve if they follow the ideas of their coach. In the workplace this can be done through a PDP (personal development plan) or monthly one-to-one sessions. These will make sure that the trainee remains engaged and has a constant reminder that there are external sources involved in their development and that this is not just an achievement for them if reached, but also their coach/manager/team. A coach should bring dreams and goals into reality through creating that clear path to success and road to glory (O’Connor and Lages, 2004). 

Structured sessions should be arranged to deliver an outcome of what is wanted and needed to reach the next level of development. Improving is at the heart of coaching and therefore by having an organised coach you are certain for success (Lauer, 2023). 

There are many contrasting theories on whether or not a coach should master the skill of what they are teaching. Stodter and Cushion (2015) argue that there is a deep need for a coach to understand what they are teaching and have the skillset to be able to uplift and encourage less able colleagues. MacLennan is adamant that a coach does not need to be an expert in their field of performance (1995). Yes, they need to know and have some experience first hand of what they are coaching, but there is not a great requirement for them to be a specialist in said field. From experience, one would side more towards MacLennan’s ideas. Although an expert would possibly be more respected and heard, a lesser able colleague may allow the trainees to feel more comfortable and allow them to resonate with their coach. 

A good working model will also allow the coach to have a basis to work upon and will ensure effectiveness is retained throughout the coaching journey. 
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Models are effective ways to know which steps to take and what next to do. There are various, known coaching models that are effectively used in the modern day. The ones to be discussed in this report are GO MAD, GROW, OSCAR and CIGAR. 

Go MAD was created by Andy Gilbert in 1998. The framework is primarily focused upon a pyramid diagram, as seen in Appendix A. It is a simple framework that can be applied to different situations, whether it be coaching or another context (Gilbert, 2005). There are three levels to Gilbert’s pyramid. The first level has a focus on personal planning. You look at the reasons why you are making the steps you are making. You then define the goal you want to achieve and plan what the priorities are to achieve this. Secondly, you have a level that Gilbert himself refers to as “maintaining momentum,” (Gilbert, 2005). One must have self-belief and personal responsibility to be success when using this framework and model. The third, and final, level looks at making a difference. Once the plan has been made through level 1 and 2, the user must then take action and put their plan into life. Gilbert notes that all 3 levels need to be attained in said order before success can be reached. 

For a coach, they can use this with their trainees and assess their needs and how they are going to climb the pyramid from Level 1 to 3. A coach wants to see results, and so does the Go MAD framework (O’Connor and Lages, 2004). This framework is a simple way for a coach to outline what is needed to move forward with their trainee. However, this could be seen as a limitation. The simple nature of the framework may become too basic. This is why it is important for coaches to assess different types of models before primarily using only one.

The GROW model was created by John Whitmore and can be seen in Appendix B. Although, he passes all respects and fatherhood to Max Landsberg who coined the name GROW back in the 1990’s (Whitmore, 2009). Again, it is a very simple and easy method for goal setting that can be used by coaches. The GROW model stands for Goal, Reality, Obstacles and Way Forward. GROW clearly outlines the problem and how one can overcome it (Whitmore, 2009). 

This seems to be a better, more suitable model for coaches. By addressing a goal and an obstacle, the coach can breakdown the problem into simple terms that are understandable for any type of trainee they may be dealing with. It has been used extensively and effectively used by coaches in the 1980s and 1990s until modern day (Graham, 2010). The Go MAD model is too basic and isn’t specifically tailored for coaches, which means they would have to adjust their methods for this model.

Andrew Gilbert is very versed in the coaching sector, as he also created the OSCAR model. This acronym stands for Outcome, Situation, Choices and Consequences, Actions and Review. An image of this can be viewed in Appendix C. Gilbert created this model to help organisations and coaches to solve issues by collaborating and focusing on the next steps.

By adding a “review” part allows a coach to return to this framework and analyse how well the trainee has done when looking at what they set out to achieve. However, it appears this model is more focused on problem solving and outcomes rather than coaching methods. The GROW model is still the most effective currently when assessing how to be an effective coach because of its ease of access and outlining of the problem for the trainee and then working forward together. Nonetheless, this is the first model discussed that has an option to review. This is imperative for coaches as they want to ensure that their work has made an impact long term and not just a short-term change from the trainee. 

The OSCAR model would be better for team working and collaboration. Gilbert created this model specifically for teams to be able to overcome situations, contrasted with Whitmore creating GROW for coaches. The GROW model is modified in a way that coaches can readily help and develop their trainees.

The final model to look at is CIGAR. A copy of the model is viewable in Appendix D. It looks at Current Reality, Ideal Reality, Gaps, Action and Review. This looks like it may be the authors favoured model for coaches. A coach can discuss with their trainee where they currently are, where they want to be, what is missing, how to overcome this and return to the topic to see how it’s been achieved. This is an effective and impactful method that coaches can effectively use to address their trainees’ learning needs. 

All the models mentioned are very basic, yet extremely effective. Sometimes the more basic an approach the easier it is to implement (Graham, 2010). Each model can be used by coaches to a high standard, despite some being created and modelled specifically for other environments. Arguably the CIGAR model is the best for coaches. It addresses each topic raised in all four models discussed, with the most important part of review being prioritised. 


[bookmark: _Toc134211474]Conclusion

Coaching and mentoring is an integral part of growing and developing others. It is important to note the differences between the two ideas and then use the one that best fits your situation and behaviours. Somebody who learns best in an informal setting and not being micromanaged should opt for a mentor, whilst a free spirit with the need for stability should choose a coach. 

Coaches and mentors must use contexts to understand the effectiveness of their methods and how they can best move forward with their work. It is imperative for the student and trainer that they are using well practiced methods so that success is achieved. 

A coach must be effective and use efficient methods to ensure their own success, as well as their pupils. Through adopting a framework model, a coach can readily improve their own coaching skills as well as better assisting those requiring their help. 
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Go MAD Framework 
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GROW Model
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OSCAR Model
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Appendix D

CIGAR Model
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