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[bookmark: _Toc229844216]Introduction 
In an organisational context, coaching and mentoring are useful tools for personal and professional development. The foundation of this report is to explore the existing connections between coaching and mentoring in workplace environments with the inclusion of both pros and cons of these approaches. The focus will be pinpoint traits, skills and behaviours that are deemed necessary for a successful coaching method. Coaching models such as ‘GROW’ and ‘ACHIEVE’ and ‘OSCAR’ will be conducted to detail both advantages and disadvantages in organisational contexts.























[bookmark: _Toc229844217]Explain the similarities and differences of coaching and mentoring within an organisational context
[bookmark: _Toc229844218]Coaching 
From an organisational perspective, coaching is a collaborative, non-directive development process. Whitmore (2003) states that coaching is a cooperative relationship between a coach and a coachee with the aim of creating and attaining clear goals, encouraging learning, and improving professional and personal development.
Coaching aims to produce optimal performance and improvement at work. The approach focuses on specific skills and goals, which in hand may also have an impact on an individual’s personal attributes such as confidence and social interaction. This process can be seen carried out for a defined period or may form the basis of an on-going management style. To allow a coachee to take responsibility for their actions, the coach will offer direction. (CIPD, 2025) 
In these approaches, the coaches are deemed experts as they ascertain training in being able to encourage growth and transformation; specialist knowledge in all fields is therefore not required in effective coaching. This methodology enables coaches to discover and explore previously undiscovered areas, maximising their own potential for development. The focus of coaching is on present situations and potential for the future (Arnold, 2009). 
[bookmark: _Toc229844219]Mentoring 
From an organisational perspective, mentoring is a process that consists of pairing a more experienced colleague with a less experienced professional. This is carried out in the hope of fostering career growth, sharing institutional knowledge, and building soft skills. Effective mentoring can aid a mentee in identifying gaps in knowledge and skills whilst also encouraging and empowering personal development. (IOD, 2024)
It is widely recognised that a mentor serves as a guide, facilitating individuals in learning more efficiently and effectively than they might independently. A proficient mentor employs a range of techniques and strategies to assist individuals in comprehending their organisation and their specific roles. Typically, they possess substantial experience in the field relevant to their mentees and offer valuable guidance and advice. Throughout this process, mentees develop confidence in their abilities and a renewed sense of purpose. Effective mentoring may impose opportunities for the mentee that may have never been considered or sought for prior. It can assist the mentee in gaining access to leadership opportunities as well as career mobility. Mentees enjoy some of the credibility and influence of the mentor through association. (CCL, 2025)
[bookmark: _Toc229844220]Similarities 
Coaching and mentoring in the workplace are both developmental partnerships designed to unlock potential, enhance professional skills, and improve individual performance. They share a strong reliance on active listening, trust building, and goal setting to ultimately support an employee’s career growth.
According to Connor and Pokora (2017), the learning relationship is fundamental to both coaching and mentoring, extending beyond mere tasks or competencies. They assert that the relationship of coaching or mentoring is crucial for fostering development and transformation. Both approaches aim to facilitate learning as well as improve capabilities by helping individuals set and achieve both personal and professional objectives.
Coaching and mentoring return comparable results, such as inspiring individuals' aspirations. This can be seen as both methods rely heavily on the same foundational interpersonal skills. Skills such as empathy, asking powerful questions, and offering constructive feedback. They offer substantial advantages by addressing an organisation's requirements regarding commitment, enthusiasm, effectiveness, flexibility, teamwork, creativity, employee accountability for challenges and resolutions, as well as goals and objectives. (MacLennan, 2017). 
[bookmark: _Toc229844221]Differences 
Coaching is a structured short-term process focused on improving specific skills and performance. On the other hand, mentoring is a long-term relationship-based approach which focuses on broader career development. Mentoring has the necessary requirement of a more experienced guide to share their knowledge and wisdom, including industry insights.
Zeus and Skiffington (2000) emphasise the differences, highlighting the importance of learning rather than seeking quick solutions and confidence in individuals' ability to change. People advance both personally and professionally through the dialogue-driven processes of coaching and mentoring.
One clear distinction between the two methods is their time of involvement. Mentoring often demands longer commitment, while coaching is usually more structured or short-term. Coaches address specific issues whereas mentors focus on ongoing professional development. Mentors are typically senior internal role models, whereas coaches are more likely to be colleagues or departmental experts. Coaching is more than likely to be carried out via a formal and structured approach whereas mentoring or more informal and relationship driven.
Mentoring takes a broader view of a person, while coaching usually focuses on immediate development issues (Hawkins & Smith, 2013). Coaching is often a paid professional service that helps with learning and growth, whereas mentoring is often voluntary and provides psychosocial support within an organisation (Grant, 2001).
Due to factors related to the above, each method is carried out solely on the agenda and requirement of the process. If an organisation were to wish to push out their objectives and goals, then coaching is considered the suitable approach to carry out. However, if an organisation were to wish on investing into their employees with available at hand resources, mentoring is considered the suitable approach as it focuses on personal achievements that may align to organisational growth and development.
[bookmark: _Toc229844222]Critically explore the knowledge, skills, attitude and behaviours needed by an effective workplace coach or mentor
[bookmark: _Toc229844223]External coaching
External coaching in the workplace involves hiring independent, certified professionals to support employee development. This approach is considred ideal for execuites and high potential leaders as it entails specialised expertise away from internal company politicts. (IFC, 2024) 
External coaching is considered to be highly beneficial to a workplace for reasons such as remaining neutral and structured. By implementing external coaches, organisations can identify the best match to their requirements rather than selecting a coach that may not specialise in the field they wish to promote or enhance. In some cases, external coaches are considered more specialised in comparison to internal coaches as they tend to undergo more rigorous training methodologies than managers in workplaces. (Newton and Bristoll, 2013)
[bookmark: _Toc229844224]Internal coaching
Intneral coaching in the workpalce is a developmental partnership where more experienced professionals will coach colleagues to indentify their potential and align their performance to organisational objectives. (Co-Active, N.D.) This is usually considered the better approach due to factors such as it being cost-effective. As the coach is already working within the business, it diminishes the requirement of additonal costing to hire someone to carry out the coaching sessions. Internal coaches will already understand the organisation’s dynamics, strengths and weaknesses which will allow them to provide the most suitable support. 
Internal coaches also possess a deep understanding of the organisation's culture. They can act as team managers, which enables them to communicate with the team more effectively than external coaches can. This approach helps reinforce company values and can strengthen internal relationships across the different departments and teams within the organisation. (Tompkins, 2018)
Rather than the coaching being limited to a structured environment, internal coaching can be flexible where it can become part of an everyday work routine. This enhances the capability of the organisation offering long term support rather than time-limited engagements.
[bookmark: _Toc229844225]Executive coaching
Executive coaching is a tailored, confidential development process where coaches both internal or external may partner with a leader. This appoach is carried out to enhance performance whilst also aligning them to achieving strategic business goals. (I-Coach) This process involves both creativity and methodology. Executive coaching is focused on goals and is not merely a conversation. Instead, it emphasises reaching specific objectives whilst overcoming any uncertainty which can lead to shortfalls in performance or provoke difficult situations. (Working Voices, 2025)
[bookmark: _Toc229844226]Coaching outcomes
Coaching is crucial for a lot of organisations. When carried out right, it acknowledges and promotes a person's growth and potential. It is considered as an organisational requirement as traditional, directive leadership styles fail to keep pace with rapid business disruption. Overtime, the workforce expectations may change and therefore require realignment for employees to engage and perform as expected. Modern companies may consider coaching as core buusiness strategy rather than an optional benefit to apply. Some advantages of coaching are: boosting confidence and self-awareness, enhancing both verbal and nonverbal communication skills, improving stress management, and increasing emotional intelligence. (Arnold, 2009)
[bookmark: _Toc229844227]Skills required
In order for coaching to be considered effective, it requires a blend of emotional intelligence and communication techniques. Active listening is crucial for effective coaching. It is deemed necessary to be able to hear any underlying emotions and hesitations, rather than just the spoken word. (Harrison, 2022) 
Additionally, the use of powerful questioning is also considered to be crucial. By asking questions that may begin with ‘how’ or ‘what’, this stimulates deep critical thinking therefore increasing engagement. Asking such questions allows the conversation to be open and transparent, therefore, it allows colleagues to truly engage in these situations and provide their input. (AoEC, 2026) Good communication is key in all coaching and mentoring interactions. 
The essence of coaching lies in strong communication, which aims to foster personal growth and transformation. Its success lies on the coach's ability to build rapport effectively and encourage self-reflection in their clients. Deep listening is a vital part of this approach and significantly influences the overall coaching process (Pickford, 2023).
In coaching, clients are encouraged to recognise their feelings and explore different perspectives by examining the emotions of themselves and other relevant individuals. By creating a judgement free environment, colleages are given the opportunity to test theories as well as feel encouraged to admit to mistakes in order for them to be able to develop and grow. (CCL, 2025)
Coaching helps coachees manage and direct their interpersonal and intrapersonal resources. (Grant, 2001) The emotional intelligence framework consists of five components that make up emotional intelligence. By following this frameowrk, it gives one the ability to understand and manage self emotions as well as those of others. Research shows that while ignoring or suppressing emotions can be harmful, this framework’s focus on self-reflection relating to emotions can be advantageous. (TSW Training, N.D) An emotional intelligence framework serves as a valuable tool that aligns well with evidence-based and theoretically grounded coaching methods that prioritise positive outcomes (Cavanagh, Grant & Kemp, 2005).
[bookmark: _Toc229844228]Knowledge
Knowldege is vital for an effective coach as it allows the capability of basic conversation to transform into a credible, high value development process. Coaches must have a clear understanding on the human brain and its associated behaviours as without this element, they cannot assist colleagues shifting away from deep-rooted habits.
An effective coach needs to help those who require support and also have credibility. This is important because it shows they understand the different methods and tools used in coaching. Additionally, having experience in coaching helps them see things from different angles and ensures they follow strong ethical standards. It's essential to create agreements that clarify expectations, the terms of the relationship, and the goals of the coaching program. Moreover, coaches should be able to honestly evaluate their work and be aware of their own biases, values, and viewpoints (Harrisson, 2022).
[bookmark: _Toc229844229]Behaviour
Behaviour is vital for an effective coach as a coach’s actios, manners, and reaction can dictate the truth, safety, and openness in a coaching relationship. A coach’s assignment isn’t just to teach through spoken word, but also through their behaviour as it is important they actively model the exact leadership traits, intelligence, and growth mindset they wish to entail to those that are coaching.
Coaches must consistently uphold the highest levels of honesty, accountability, professionalism, and confidentiality. (Harrisson, 2022) Establishing psychological safety is considered a key element in effective coaching. By the coach leading in a neutral, unbiased demeanor, the client is left to not feel concerned or pressured into defending a professional failure. This can be controlled through beahviours such as facial expressions, open body language and utilising an objective vocal tone. (BPS, N.D.)
[bookmark: _Toc229844230]The Drama Triangle 
The Drama Triangle, first described in the 1960’s by Stephen Karpman identifies three primary constituenties; the victim, the persecutor, and the rescuer. (Management30, N.D.) In a coaching context, people often switch between the three roles identified which ulitmately, results in damaging a team psychological safety and productive problem solving. It shows that we can unknowingly adopt the roles of victim, persecutor, and rescuer when we fail to question our beliefs or conclusions. 
Self-awareness is crucial for identifying areas where one can improve and grow to reach their goals. Many psychologists argue that self-awareness is the first step in developing emotional intelligence. A person with high emotional intelligence can better understand, recognise, and manage their own emotions as well as those of others. They are also more capable of overcoming challenges that hinder their progress towards their goals. (Reill, 2021)
An effective coach can positively influence the drama triangle by assisting the coachee in breaking free from it and falling into a different role within the triangle. By paying attention to cues like body language, eye contact, and speech patterns, a coach can figure out which roles a coachee might be inclined to take on in the Drama Triangle. When carried out effectively, a coach is able to identify and execute their desired methodology in order to prevent the reoccurance of the possibility and allow the coachee to perform their roles more effectively.
(Please refer to Appendix A)
[bookmark: _Toc229844231]Critically assess a model or process that should be followed when formally coaching or mentoring
If there’s no structure or agenda, the formality of carrying out meetings may shift to informal conversations rather than creating influence in the workplace.
The method and style of each coach can influence the selection of coaching models. These models often highlight the importance of respect, communication, and confidentiality. There are various coaching methods that are often recognised by their specific acronyms, like 'GROW' and 'OSCAR'. The 'GROW' model is the most widely recognised and utilised process for formal organisational coaching.
[bookmark: _Toc229844232]’GROW’
Developed by Sir John Whitmore, this frameworks approach to coaching avoids taking a strict, methodical approach and instead flows organically. 
Goal – It is important to define the outcome by identifying the destination rather than the problem. Starting with the goal, it defines a clear target which shifts the coachees brain away from becoming defensive and activates a solution-focused thinking.
After agreeing on the topic, the coach works on defining a goal, understanding that the coachee may struggle to articulate it at first. The coach keeps exploring into the topic until a meaningful objective is identified. Each coaching session has a goal, typically represented by specific actions. It’s the coach’s duty to ensure the coachee understands the ultimate goal of the session and maintains it as the primary focus throughout. 
Reality – Once the outcome has been defined, the coach will then shift focus to the current baseline. This is the stage where raw data is identified and shifted away from any potential assumptions or emotional interference. (Performance Consultants, N.D.) While this stage is vital for developing a practical action plan, coaches need to maintain a non-judgmental and empathetic demeanor to create a safe space for exploration. (Grant, 2003) Exploring the reality stage’s purpsoe is to raise self-awareness. The coach aims to grasp the idea that the coachee is able to clearly understand the gap between their current position and the position that they are aspiring to achieve.
Options – This is the brainstorming phase which is designed to uncover any alternative strategies, identify any resources that can be useful, and any hidden solutions that was identifed at the goal stage. Each idea or approach is refined, the coach will discuss both pros and cons with the coachee of each idea as they attempt to locate the most feasible solution to apply. This stage opens up creative problem-thinking as it requires consideration from different perspectives so that the best solution can be carried forward. The coach will promote the coachee to interpret their own ideas and suggestions to gain an insight on what and how the coachee thinks and feels regarding different situations.
The coach aims to explore a variety of possibilities for further consideration. If the coachee feels stuck or is reverting to old habits, they can seek the coach's guidance. At this point, the coachee will have a broad array of options, drawing from their own insights or creativity and working on constructive actions. (Passmore, 2006)
Way forward – This stage is where the coachee takes commitment to action. Following the collation of ideas in the options stage, the coachee is then to critically asses and select their preferences going forward. The ideas are converted into a structured execution plan invovling steps to be taken, the timeline to take the actions, and the review schedules to monitor its progression and credibility.
Utilising the ‘GROW’ model for coaching comes with many benefits, one being that it provides a clear and structured framework for coaching sessions. Its values lie in providing a structured, non-directive roadmap which consists of key actions that will shift an employee’s mindset from problem focused to solution orientated. The ‘GROW’ model boosts motivation and commitment as they are set personally, therefore they are to take deep personal responsibility of the outcome. (Panchal, S. and Riddell, 2020)
In the workplace, coaches appreciate the simplicity and adaptability of the ‘GROW’ model. They see its effectiveness in their daily interactions with others. The model is useful in eliminating solution biases, as it breaks down each action and the recommended solution to current concerns or limitations. By enforcing the first two stages alone from the model plan, the root cause of any given issue is addressed rather than just underlooking the situation and treating it as a symptom. It is great for flexibiltiy which allows it to adapt and function in various scenarios and environments. It could range anywhere from a 10 minute catch, to rigorous 1-on-1 appraisals, as well as align to remote and or hybrid working teams. (Upskillist, N.D.)
Whilst it is considered to be an effective and powerful tool, its linaer simplicity can sometimes cause detrimental issues when applied ineffectively. Due to it being a process that consists of only four steps, the complexity of the method is questioned and can be considered not to be useful. For instance, the goal phase involves determining the purpose of the conversation, agreeing on the desired outcome, and setting a deadline. This can be described as quite lengthy and counteractive as it requires a lot of time and effort to carry out effectively. Due to this, it can raise concerns whether anyone will actually remember all these steps, which might explain why many managers and team leaders opt not to implement this strategy, even after they have been trained in it. (Blair, 2021)
Another issue with the ‘GROW’ model is the reliance on emotional intelligence and restraint of the coach. Managers may naturally look to resolve problems, however coaches often rush through the ‘options’ stage as they attempt the coachee to lean towards the managers preferred solution. This can result in the method becoming biased as it doesn’t exactly resolve any present personal matters, but enforces the coachee to follow up on something they may not entirely agree with. Therefore, this can result in the final stage being rushed and not valued effectively as the coachee doesn’t fully grasp their commitment to the action plan as they don’t truly believe in the solution.
[bookmark: _Toc229844233]Achieve 
Following on from the ‘GROW’ model, a seven step framework called ‘ACHIEVE’ is carried out, developed by Dembkowski and Fiona Eldridge, 2003. It was presented as the ‘new coaching model’ which is a modernised approach to the ‘GROW’ framework.
This model includes:
Assess the current situation:
In this phase, various aspects are considered of a coachee’s objective reality. Its primary focus is to develop deep rapport, active listening, and understand what is working well as well as current obstacles that are present.
Creative brainstorming of alternatives:
At this phase, rather than narrowing down directly to a specific target, the coach and the coachee assess alternative possibilities to the current state. Coaches use open-minded questions to encourage the client to view the problem from different angles and feel more at ease sharing their thoughts as they look at scenarios from various perspectives rather than just their own.
Hone goals:
With the intrepretation of insights collated at the brainstorming phase, the coachee should now be equipped with specific and realistically tailored objectives. Some may be at ease at this phase and easily identify a clear idea surrounding their objectives, however, others may require additional support in defining and categorising their own specific goals. This phase allows the coach to grasp an understanding of where the coachee currently is with their objectives and determine whether additional support may be required to progress.
Initiate options:
At this stage, once the goals have been indeitifed, the coach will prompt the coachee to explore strategies and routes required in order to achieve it. The main focus of this phase is to unlock the coachee’s internal resourcefulness and generate actionable pathways. By exploring this phase, the coachee is able to indentify support they currently attain and understand supportive mechanisms in place that they may not be aware of. This promotes the usage of critical thinking as they identify resources that are at hand.
Evaluate options:
With the interpretation of the coachee, the coach will review the options and determine the most viable and effective solution to implement.


Valid action programme design:
This phase focuses breaking down the goal into manageable chunks, generating timelines and tracking methods which can be used to review the progress overtime leading to the desired outcome.
Encourage momentum:
The final phase consists of building long term accountability. This is to ensure progress is being progressed whilst also generating enthusiasm for the upcoming changes related to the outcome.
Some benefits of utilising the 'ACHIEVE' model include increased productivity, enhanced self-awareness, and improved relationships. The key difference between the two models is that the ‘ACHIEVE’ model consists on mutual learning and interpretation from both the coach and coachee. Additionally, it incorporates group activities which widens the potential of resources collated for organisational development. (Blackbyrn, 2024)
Similarly to the ‘GROW’ model, the ‘ACHIEVE’ model can be considered to complex and time bearing to some people and organisations. The ‘ACHIEVE’ model consists of more steps than the ‘GROW’ model, which in some cases is considered as a disadvantages and maximises the possibility of failure or misconduct. Some workplaces believe due to the multiple phases, it is hard to keep engagement high throughout as the process breaks down into multiple factors.
[bookmark: _Toc229844234]‘OSCAR’
The OSCAR model is solutions focused framework developed by Andrew Gilbert and Karen Whittleworth in 2002. ‘OSCAR’ is designed to bypass the requirement of lenghty discussions relating to weaknesses and pushes conversations to base around indetifying strengths and future outcomes.
‘OSCAR’ stands for:
Outcome: Defining the goals.
Situation: Understanding the context and emotions involved.
Choices: Considering the options and possible outcomes.
Actions: Determining the next steps.
Review: Create a plan, then review and evaluate it.
The model immediately focuses on identifying the desired outcome. It is done to make the coachee feel motivated and positive about the future rather than discussing issues and workplace frustrations.
Once the goal is established, the focus shifts towards the present state. This stage not only establishes the starting point but also actively reminding the coachee of their successes and capabilities.
After evaluating each option, the coach and coachee collectively brainstorm routes to success. This is to ensure that the easiest option is not chosen, but the most strategic option is carried forward based on rewards and potential risks.
The coachee must then take personal accountabiltiy on their option they set forward and break it down into smaller tasks to not only make the outcome more achievable, but clearly identify what is required to achieve success along the way. Not only does this make the outcome more realistic, it also removes any exisiting ambiguity as it is clearly detailed what is required moving forward.
Finally, by creating a regular loop of accountability throughout, it ensures that the coaching is treated as a continuous process rather than a one time meeting.
Both the ‘GROW’ and ‘OSCAR’ models provide effective coaching strategies to aid individuals in their development as coachees. However, the ‘GROW’ model is considered to be very time consuming therefore, resulting in the requirement of additional resources to maintain its progression. The ‘OSCAR’ model can easily be adapted, broken down into multiple segments to promote continuity. Also, it can be seen desirable as it boosts team morale, due it focusing heavily on strenghts and success it prevents employees from feeling demoralised. By not requiring in depth analysis throughout, it enhances time management preventing lack of care and attention from coachees. (Miller-Snell, 2021)
To conclude, despite having slightly different formats and terminology, ‘OSCAR’ and ‘GROW’ share similar concepts. The main factor is that OSCAR primarily revolves around current and past successes which may be of value to workplaces rather than discussing weaknesses. Depending on the preferences of both the coach and the coachee, each model may be useful.

[bookmark: _Toc229844235]Conclusion
In conclusion, although the primary goal of coaching and mentoring is to foster professional and personal growth in a workplace, they use opposing methods. Metoring is carried out via a personal approach whilst coaching focuses on development and achievements. Effective coaching requires a mix of skills and an understanding of organisational dynamics. Coaching sessions can be deemed useful when carried out effectively. Through the utilisation of frameworks such as ‘GROW’, ‘ACHIEVE’ and ‘OSCAR’, coachees are able to conclude actionable strategies that can develop and strengthen skills and capabilities. It is important a workplace is able to identify and utilise the correct framework based on their organisational requirements. If the wrong framework is interpretted, it can result in organisational restraints and discourage employee morality in the workplace.
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DRAMA TRIANGLE

by Stephen Karpman, described by Michael Bungay Stanier

VICTIM

It's not my fault (It's theirs). You
have no sense of being able to
change anything - any change is
outside your control; you're known
to be ineffective.

RESCUER

Let me jump in and take it on
and fix it. You feel morally
superior; you believe you are
indispensable. But your rescuing
doesn't work. You feel burdened.

PERSECUTOR

It's not my fault (it's yours). You end up
being responsible for everything. You
create victims. You're known as a
micromanager. You feel alone.
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