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Coaching and mentoring are widely used approaches to support learning and development in the workplace. While coaching is usually short‑term and performance‑focused, mentoring offers longer‑term guidance and the sharing of experience (Clutterbuck, 2019; Whitmore, 2017).   This assignment is based on Mentoring, as it better suits the ongoing, hands‑on learning needed in a Hair salon. Mentoring allows junior stylists to build skills, confidence, and professional identity through support from experienced colleagues. This assignment will critically assess two mentoring models, GROW and CIGAR, and evaluate which is most effective for the salon environment.

















[bookmark: _Toc221468820]Similarities and differences of Coaching and Mentoring
Coaching and mentoring are complementary yet distinct developmental practices that support learning, capability building, and professional growth. Coaching is commonly defined as a structured, time‑bound, and goal‑oriented process that helps performance improvement by enabling individuals to generate their own solutions through reflective dialogue (Grant, 2017). Its theoretical foundations lie largely in humanistic psychology, particularly Rogers’ person‑centred theory, which emphasises empathy, active listening, and the belief that individuals own the capacity for self‑directed growth (Rogers, 1951). Mentoring, by contrast, is typically a longer‑term, relational process in which a more experienced practitioner provides guidance, psychosocial support, and career development advice to a less experienced colleague (Clutterbuck, 2019). Rooted in social learning theory, mentoring relies on modelling, observation, and the transfer of tacit knowledge (Bandura, 1977). While both practices require emotional intelligence, ethical sensitivity, and interpersonal skill (Passmore & Fillery‑Travis, 2011), their underlying philosophies diverge: coaching promotes autonomy through questioning, while mentoring draws on shared experience and ability.
Critically, the choice between coaching and mentoring depends on the developmental need and organisational context. Coaching’s structured, performance‑driven orientation may be more effective for targeted behavioural change, capability enhancement, and measurable outcomes, particularly in high‑pressure or rapidly changing environments. Mentoring, however, offers broader, holistic development by identity formation, confidence, and long‑term career progression. Some argue that coaching’s non‑directive stance can be idealistic, as many expect guidance rather than purely reflective questioning; conversely, mentoring can risk dependency or the uncritical transmission of outdated practices if not managed well. Despite these limitations, both approaches contribute significantly to professional practice by enhancing reflective ability, supporting continuous learning, and enabling sustained personal and professional growth. Ultimately, neither is inherently “better”; rather, they serve different purposes, and their effectiveness depends on alignment with learner needs, organisational culture, and the quality of the practitioner–client relationship.


[bookmark: _Toc221468821]Conclusion 
In summary, coaching and mentoring both play vital roles in supporting professional learning, reflective ability, and long‑term development, yet they differ in purpose, structure, and theoretical grounding. Coaching’s humanistic, person‑centred foundations position it as a powerful tool for autonomy, performance enhancement, and short‑term behavioural change, while mentoring’s roots in social learning theory enable deeper relational support, identity formation, and the transfer of experiential knowledge. Critically, neither approach is universally superior; their value depends on the developmental needs of the individual and the context in which they are applied. Coaching may be more effective when clear goals, measurable outcomes, and performance shifts are needed, while mentoring offers broader, holistic growth through sustained guidance and modelling. Ultimately, organisations and practitioners benefit most when they recognise these distinctions and intentionally align the right approach with the right purpose, ensuring that both coaching and mentoring contribute meaningfully to capability building and lifelong learning.
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 Mentoring plays a vital role in the development of staff within a hair salon, where learning is highly practical, hands‑on, and embedded in close professional relationships. In this context, mentoring typically involves an experienced stylist supporting the growth of a junior stylist or apprentice by sharing technical skills, industry knowledge, and professional behaviours. This aligns with Clutterbuck’s (2019) definition of mentoring as a developmental partnership that promotes long‑term learning and confidence building. Within a salon environment, mentoring is often integrated into daily practice: senior stylists’ model advanced cutting, colouring, and client‑care techniques, enabling less experienced team members to see, practise, and refine their skills. This reflects Bandura’s (1977) social learning theory, which emphasises learning through observation, imitation, and feedback. Beyond technical instruction, mentors help apprentices understand salon culture, professional standards, client communication, and time management-competencies essential for success in a fast‑paced service industry. However, a critical limitation is that mentoring quality can vary significantly depending on the mentor’s skill, availability, and willingness to support others, meaning not all apprentices receive consistent developmental experiences.
Effective mentoring in a salon requires strong people skills, patience, and emotional intelligence. Mentors must create a psychologically safe environment where junior stylists feel comfortable asking questions, making mistakes, and experimenting with new techniques. This relational trust supports reflective practice and the development of professional identity. From a business perspective, mentoring strengthens staff capability, enhances service quality, and improves retention by making employees feel valued and invested in (Passmore & Fillery‑Travis, 2011). Critically, mentoring also contributes to a positive organisational culture by promoting collaboration, knowledge sharing, and continuity of standards. It helps generational differences within creative teams, which can otherwise lead to conflict or miscommunication. However, mentoring can also reinforce existing norms and limit innovation if mentors pass on outdated habits or resist new techniques. Despite this, the overall argument is still strong: when implemented thoughtfully, mentoring provides salons with a sustainable way to nurture internal talent, build a pipeline of confident stylists, and keep high professional standards aligned with the business’s values.
Case study
Ali’s Hair Studio is a busy, modern salon known for its creative colouring services and high client retention. The salon recently hired Lisa, a 17‑year‑old apprentice with strong enthusiasm but limited technical experience. To support her development, the salon owner assigned her to collaborate closely with Cath, a senior stylist with ten years of experience and a reputation for high‑quality work and strong people skills.
From the outset, Cath adopted a mentoring approach consistent with Clutterbuck’s (2019) definition of a developmental partnership. She integrated learning into daily salon routines by allowing Lisa to see advanced balayage techniques, client consultations, and product selection. This observational learning reflects Bandura’s (1977) social learning theory, where modelling and imitation form the basis of skill acquisition. Cath also gave structured opportunities for Lisa to practise techniques on training heads and later models, offering constructive feedback and encouraging reflective thinking after each session.
A critical turning point occurred when Lisa struggled with timing during a busy Saturday shift, causing delays in Cath’s appointments. Instead of reprimanding her, Cath used the incident as a learning opportunity. She explained strategies for managing workflow, prioritising tasks, and communicating with clients when running behind. This reinforced not only technical competence but also professional behaviours essential in a fast‑paced service environment. Lisa later reflected that this supportive response increased her confidence and reduced her fear of making mistakes.
From a business perspective, the mentoring relationship produced measurable benefits. Within six months, Lisa progressed from basic shampooing and blow‑drying to confidently performing root tints and simple cuts under supervision. Client feedback highlighted her growing professionalism and friendly communication style. The salon owner also noted improved team cohesion, as Cath’s mentoring approach encouraged other senior stylists to share knowledge more openly.
However, the case also highlights potential challenges. Cath occasionally struggled to balance mentoring responsibilities with her own client workload, illustrating a common criticism that mentoring can place added pressure on senior staff. There was also a risk that Lisa could become overly reliant on Cath’s guidance, potentially limiting her independence. To address this, the salon introduced weekly check‑ins with the owner to ensure Lisa received balanced support from multiple team members.
Overall, the case shows that effective mentoring-when grounded in trust, modelling, and reflective dialogue-can accelerate skill development, strengthen organisational culture, and improve service quality. Yet it also shows that mentoring requires time, commitment, and careful management to avoid dependency or uneven learning experiences. The success of the mentoring relationship at Ali’s Hair Studio ultimately reinforces the argument that structured, supportive mentoring is a powerful tool for developing confident, capable stylists aligned with the salon’s values and professional standards.
The Different styles of Mentoring

Mentoring can take many forms depending on the goals of the relationship, the needs of the mentee, and the mentor’s preferred approach. Understanding these styles helps organisations and individuals choose the most effective method for professional development. Research shows that effective mentoring programs often combine multiple styles to address diverse learning needs and workplace expectations.

 Coaching‑Style Mentoring
This style focuses on building specific skills through structured guidance, feedback, and practice. The mentor takes an active role in directing learning, setting goals, and monitoring progress. Coaching is particularly effective when mentees need to develop technical or performance‑based competencies. Clutterbuck (2019) describes facilitative mentoring as a non‑directive approach that promotes mentee autonomy and critical thinking.
 Facilitative Mentoring
In this approach, the mentor acts more as a facilitator than an instructor. Instead of giving direct answers, they encourage reflection, problem‑solving, and self‑discovery. Intervention. (Smith and Lewis, 2015). This style supports mentees in developing confidence and independent decision‑making. 
Sponsorship‑Style Mentoring
Sponsorship involves a mentor using their influence or position to create opportunities for the mentee, such as recommending them for roles, projects, or training. This style is especially valuable for career advancement and visibility within an organisation, Ibarra, Carter and Silva (2010). Highlight sponsorship as a powerful developmental relationship where mentors actively advocate for mentees.
Hands‑On or Directive Mentoring
This style is more structured and mentor‑led. The mentor provides clear instructions, demonstrations, and expectations. It is often used in technical fields where practical skill development is essential. Kram (1985). Notes that directive mentoring is essential in early career stages where practical skill acquisition and role clarity are needed.
Reflective or Empowering Mentoring
Here, the mentor encourages the mentee to reflect on experiences, show strengths, and set personal goals. The focus is on empowerment, self‑awareness, and long‑term growth rather than immediate skill acquisition. Schon (1983). argues that reflective practice is central to professional learning, making reflective mentoring a key developmental approach.
Group Mentoring
Group mentoring involves one mentor working with several mentees simultaneously. This style promotes shared learning, collaboration, and peer support. It is useful when organisations want to scale mentoring or address common development themes. Hastings (2012). shows group mentoring as an effective model for collaborative learning and scaling mentoring within organisations.
 Reverse Mentoring
In reverse mentoring, (KİŞİ, 2018). a less experienced or younger mentee mentors a more senior individual, often in areas such as technology, culture, or emerging trends. This style helps generational knowledge gaps and encourages mutual learning. 
 Peer Mentoring
Peer (Pyatt, 2002) mentoring occurs between individuals at similar levels of experience. It is typically informal and focuses on shared challenges, emotional support, and collaborative problem‑solving. Peer mentoring relationships often develop naturally over time. 
Conclusion
Understanding the distinctive styles of mentoring is essential for creating effective developmental relationships that support both individual growth and organisational goals. Each mentoring style, whether directive, facilitative, peer‑based, or sponsorship‑focused, offers unique benefits and can be applied strategically depending on the mentee’s needs and the context of the relationship. Research emphasises that successful mentoring often involves blending multiple approaches to provide both structure and flexibility, ensuring that mentees receive the guidance, support, and opportunities necessary for meaningful progress. By recognising and applying diverse mentoring styles, organisations can foster more inclusive, responsive, and impactful mentoring programmes that contribute to long‑term professional development and improved performance (Together Mentoring Software; Chronos; PLD Mentoring).

 GAP Analysis
Effective mentoring plays a crucial role in developing the technical, interpersonal, and professional capabilities of emerging hair stylists within the salon environment. As the beauty industry continues to evolve rapidly, with new colouring techniques, client‑care expectations, and service standards, structured mentoring becomes essential for ensuring that stylists can meet both organisational and client needs. (Elli and Granvill, 1999) A gap analysis provides a systematic method for showing the difference between a stylist’s current competencies and the skills needed for best performance. It enables mentors to assess existing strengths, highlight areas for improvement, and design targeted development plans that support long‑term growth.
According to LinkedIn Learning, a skill gap analysis helps figure out the current and desired levels of knowledge, skills, and abilities in a mentoring context, allowing for more tailored and effective development strategies. Similarly, research from Together Mentoring Software emphasises that gap analysis is essential for finding discrepancies between current employee capabilities and needed skills, offering actionable insights for training and upskilling. Together Mentoring Software More broadly, gap analysis is recognised as a strategic tool for evaluating performance differences and creating structured plans, making it universally applicable to professional development in creative industries such as hairdressing. 
By applying gap analysis to the mentoring of a hair stylist, salons can ensure that training is purposeful, aligned with industry standards, and responsive to individual learning needs. This structured approach not only enhances stylist performance but also contributes to improved client satisfaction and overall business success.

	Area
	Current state 
	Desired state 
	Gap

	Advanced colour
	Inconsistent results 
	Confident, predictable outcome
	Needs training and practice

	Consultation skills 
	Basic, sometimes unclear 
	Thorough, structed consultations 
	Needs help with communication skills

	Time management 
	Runs behind at times 
	Consistently on schedule 
	Needs workflow strategies 

	Product knowledge 
	Hesitant to recommend
	Confident in selling
	Needs product training 

	Independence 
	Relies on senior staff 
	Makes decisions confidently 
	Need mentoring and experience 

	Cutting skills 
	Good basics 
	Advanced precision and trend cuts 
	Needs hands-on training 



Step-by-step mentoring process
At the start of the mentoring relationship, the mentor asks, “What do you want to achieve from this mentoring relationship?” and the mentee not only shares their goals but also asks, “Could you help me refine these so they’re more realistic and measurable?” The mentor responds by saying, “Of course, let’s shape these into clear, achievable objectives so we both know what success looks like.” When the mentor continues with, “How can I support you in a way that feels comfortable and safe?”, the mentee adds, “What does a psychologically safe mentoring relationship look like to you?” and the mentor reassures them by explaining, “For me, safety means open communication, no judgement, and the freedom to pause or redirect our work whenever you need.”
To understand the mentee’s starting point, the mentor asks, “What skills do you feel confident in, and where do you need more support?” and the mentee reflects before asking, “Could you help me identify any blind spots I might not see?” The mentor responds warmly, “Absolutely, I can share observations as we go, and we’ll explore your strengths and development areas together.” When the mentor asks, “What specific skills or outcomes would you like to focus on first?”, the mentee clarifies by asking, “Which of these do you think will have the biggest impact on my progress?” and the mentor replies, “Given your goals, I’d suggest we start with the skill that will give you the quickest confidence boost.”
As they discuss mentoring styles, the mentor asks, “Would you prefer hands‑on guidance, reflective discussion, or a mix of both?” and the mentee asks, “Can we switch between styles depending on the task?” The mentor responds, “Definitely, we can adapt session by session to match your learning needs.” When learning begins and the mentor asks, “Would you like me to demonstrate this technique before you try it?”, the mentee asks, “Could you show it once slowly and once at normal speed?” and the mentor agrees, saying, “Of course, I’ll model it clearly so you feel confident practising.”
After each task, the mentor asks, “What do you think went well, and what would you change next time?” and the mentee deepens the reflection by asking, “What did you notice that I might have missed?” The mentor responds constructively, “I saw real progress in your technique, and here’s one small adjustment that will help you even more.” When offering feedback, the mentor asks, “Would you like feedback now or after you’ve practised again?” and the mentee asks, “Could you give it in small sections so I can process it better?” The mentor replies, “Absolutely, I’ll break it down into manageable points.”
As progress continues, the mentor asks, “How do you feel you’re progressing toward your goals?” and the mentee checks alignment by asking, “Do you think my progress matches where I should be at this stage?” The mentor responds, “You’re moving in the right direction, and we can adjust the plan to keep your momentum strong.” When career development becomes relevant, the mentor asks, “Are you interested in taking on new responsibilities or training opportunities?” and the mentee asks, “What opportunities do you think would stretch me in a positive way?” The mentor answers, “I can see you thriving in roles that build on your strengths, let me suggest a few options.”
Finally, as the mentoring cycle comes full circle, the mentor asks, “What achievements are you most proud of, and what would you like to work on next?” and the mentee asks, “Which of my achievements do you think shows the most growth?” The mentor responds with encouragement, “Your progress has been impressive, and your next steps can build on that success, so you continue developing with confidence.”
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In summary, mentoring is a powerful developmental approach within a hair salon, offering benefits that extend far beyond technical skill acquisition. It supports long‑term professional growth, strengthens team cohesion, and enhances the overall client experience. By investing in structured and supportive mentoring relationships, salon leaders can cultivate a motivated, capable workforce and create a culture where learning, creativity, and professional excellence thrive.
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Mentoring within an organisational context, such as a Hair salon, relies on a complex interplay of skills, behaviours, and attitudes that shape the quality and impact of the developmental relationship. Effective mentoring is not simply the transfer of technical ability, it requires relational competence, emotional intelligence, and a commitment to supporting another person’s long‑term growth (Clutterbuck, 2019). Critically analysing these elements highlights how mentoring succeeds or fails depending on the mentor’s capability to balance guidance with empowerment.
[bookmark: _Toc221468825]Skills
Skilled mentors prove effective communication abilities, including active listening, constructive feedback, and the ability to adapt explanations to the learner’s level of experience. In a salon, this might involve breaking down advanced colouring techniques or proving safe tool handling in a way that builds confidence rather than overwhelm. According to Passmore and Fillery‑Travis (2011), mentors must also have reflective skills, enabling them to evaluate their own practice and adjust their approach. Without these skills, mentoring risks becoming directive, inconsistent, or overly task‑focused.
Technical ability is essential but insufficient on its own. A senior stylist may be highly skilled, yet ineffective as a mentor if they cannot articulate their knowledge or scaffold learning appropriately. This aligns with Bandura’s (1977) social learning theory, which emphasises that modelling behaviours only leads to learning when the learner can see, understand, and replicate the demonstrated actions. Therefore, mentoring requires both professional mastery and instructional skill.
[bookmark: _Toc221468826]Behaviours
Mentoring behaviours shape the relational climate and influence how safe, supported, and motivated the developing stylist feels. Effective mentors prove behaviours such as patience, reliability, and consistency. They create opportunities for practice, provide prompt feedback, and model professional standards, including client communication, hygiene, and time management.
Critically, poor mentoring behaviours can undermine learning. For example, mentors who rush demonstrations, show frustration, or do not provide feedback contribute to anxiety and reduced confidence in junior stylists. Research suggests that negative modelling can be as influential as positive modelling, often leading to the internalisation of unhelpful habits or attitudes (Bandura, 1977). In a salon, this may manifest as shortcuts in consultation, poor colour‑mixing discipline, or dismissive communication with clients.
[bookmark: _Toc221468827]Attitudes
Attitudes underpin the mentor’s approach and decide whether the relationship genuine development. A growth mindset, believing that skills can be developed through effort and practice, is essential for both mentor and learner (Dweck, 2006). Mentors who hold fixed beliefs about talent may unconsciously limit opportunities for junior stylists, assuming they “won’t be good at colour” or “aren’t confident enough for cutting.”
Attitudes toward learning, collaboration, and professional identity also influence mentoring effectiveness. A mentor who values continuous improvement will model curiosity, experimentation, and reflective practice, behaviours that are vital in a creative industry. Conversely, mentors who view mentoring as a burden or an interruption to their own work may provide minimal support, resulting in detachment and slower development for the learner.
[bookmark: _Toc221468828]Critical Perspective
While mentoring is widely recognised as beneficial, it is not without challenges. Power dynamics can influence the relationship, particularly in hierarchical environments like salons where junior stylists may feel dependent on senior staff for progression. This can limit honest communication or create pressure to conform to the mentor’s style rather than develop an authentic professional identity.
Additionally, mentoring quality varies significantly depending on the mentor’s motivation and training. Many salons rely on informal mentoring, which can lead to inconsistency and unequal access to development opportunities. Structured mentoring frameworks, such as clear expectations, scheduled feedback, and reflective practice, can mitigate these issues and enhance fairness and effectiveness (Clutterbuck, 2019).
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In summary, effective mentoring within a hair salon requires a blend of people skills, supportive behaviours, and positive attitudes that promote learning, confidence, and professional growth. While technical ability is essential, it is the mentor’s communication, emotional intelligence, and commitment to development that decide the success of the relationship. Critically, mentoring must be intentional and reflective to avoid reinforcing poor habits or power imbalances. When implemented well, mentoring strengthens organisational culture, enhances service quality, and builds a pipeline of skilled, confident stylists who contribute to the long‑term success of the salon.
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Mentoring frameworks provide structure, consistency, and clarity to developmental conversations, in a Hair salon environment, where learning is practical, fast-paced, and client-focused, selecting a suitable Models essential for supporting junior stylists growth, two widely recognised models are GROW (Whitmore, 2017).and CIGAR (Starr, 2016). Although both aim to guide reflective, developmental dialogue, they differ in emphasis, depth, and suitability for the workplace learning.

[bookmark: _Toc221468831]The GROW Model
GROW stands for Goal, Reality, Options, Will. It is one of the most established coaching and mentoring models and is designed to help individuals’ clarity goals, explore their current situation, consider possible strategies, and commit to action (Whitmore, 2017).
[bookmark: _Toc221468832]Strengths
Simple and easy to apply, making it accessible for busy salon environments. Encourages goal clarity, which is useful when junior stylists need to develop specific skills (e.g., balayage, consultation skills). Supports reflective thinking by prompting learners to analyse their own performance. Flexible enough to be used in short mentoring conversations during the working day.
[bookmark: _Toc221468833]Limitations
Its simplicity can become a weakness; it may oversimplify complex developmental needs. It focuses heavily on problem‑solving, which may not fully address emotional or confidence‑related issues common in early‑career stylists. It assumes the learner can articulate goals clearly, which may not always be the case in creative industries where development is more fluid.
[bookmark: _Toc221468834]Critical Perspective
GROW is effective for task-based, performance- driven mentoring, but it may lack depth for long- term professional identity development. In a salon, where learning is often experiential and confidence-based, the model may need adaptation to address relational and emotional aspects of mentoring.
[bookmark: _Toc221468835]The CIGAR Model
CIGAR stands for Current Reality, ideal, Gaps, Action Reviews. It is a more detailed model that emphasises showing gaps between current and ideal performance (Starr, 2016).
[bookmark: _Toc221468836]Strengths
Provides a deeper diagnostic approach, helping mentors show specific skill gaps (e.g., sectioning, colour formulation, client communication). Encourages a future‑focused vision, which aligns well with career progression in salons. The Review stage supports ongoing development and accountability, important in environments where skills build gradually over time. More structured than GROW, making it suitable for apprenticeships or formal training pathways.
[bookmark: _Toc221468837]Limitations
More time‑consuming, which may be challenging during busy salon days. Requires mentors to have strong analytical and observational skills, which not all senior stylists naturally have. Can feel overly formal if not delivered sensitively, potentially intimidating junior stylists.
[bookmark: _Toc221468838]Critical Perspective
CIGAR offers a more comprehensive developmental structure than GROW, particularly for technical skill progression. However, it demands more mentor preparation and confidence, which may be a barrier in salons where mentoring is often informal and embedded in daily practice.
[bookmark: _Toc221468839]Comparative Critical Assessment
Both models support structured mentoring, but they differ in focus:
	Aspect 
	GROW
	CIGAR

	Primary focus
	Goal setting and problem solving 
	Skills gap analysis and long-term development

	Complexity 
	Simple and quick 
	More detailed and diagnostic 

	Best for 
	Short conversations, performance issues 
	Technical skills development, apprenticeships

	Limitations 
	Lack depth 
	Time intensive, requires skilled mentors



Critically, GROW is more learner‑led, encouraging autonomy, while CIGAR is more mentor‑guided, which can be beneficial when learners lack confidence or clarity. In a salon context, junior stylists often need clear structure, modelling, and feedback, making CIGAR particularly valuable for technical progression. However, GROW may be more practical for day‑to‑day micro‑mentoring moments between clients.
[bookmark: _Toc221468840]Conclusion
For your workplace, CIGAR is likely the more effective mentoring models, its emphasis on finding gaps, setting an ideal standard, and reviewing progress aligns closely with the technical, hands-on nature of Hairdressing. Junior stylists receive help from clear expectations, structured feedback, and ongoing reviews, elements that CIGAR provides more well-rounded approach than GROW.
However, GROW can still be useful for quick, informal mentoring conversations. A blended approach may offer the most practical solution: CIGAR for structured training sessions and GROW for everyday developmental check‑ins.
[bookmark: _Toc221468841]
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