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[bookmark: _Toc224246961]Coaching and Mentoring Skills in the Workplace
[bookmark: _Toc224246962]1.0 Introduction 
Coaching and mentoring are widely recognised practices used within organisations to develop employee performance, professional growth and improve knowledge. These approaches play an important role in individual development and organisational learning (Grant & Hartley, 2023). 
Coaching and mentoring share similar developmental aims but differ in their structure and application within the workplace. Coaching is typically a short-term, goal-oriented process designed to improve specific skills or performance outcomes, whereas mentoring is generally a longer-term developmental relationship in which a more experienced individual provides guidance and professional support (Kolontari et al., 2023).
While both are important developmental tools, this report focuses primarily on coaching within a workplace context within the aesthetics industry, where coaching is commonly used to develop practitioner competence, strengthen consultation skills and looks to promote safe clinical practice within a changing regulatory environment.
This report aims critically analyse coaching within organisational contexts, evaluate selected coaching models used in practice and finally reflect on how coaching can support practitioner development and workplace performance in the aesthetics sector.
[bookmark: _Toc224246963]2.0 Defining Coaching and Mentoring 
Coaching and mentoring are well-known methods that is used within organisations to help employees learn new skills and grow in their careers but usually have different and structures. For example, coaching is goal-oriented and helps people improve their skills by making them think about what they did (Grant & Hartley, 2023), where mentoring is often seen as a long-term relationship in which a more experienced person gives advice (Kolontari et al., 2024). They work in different ways, even though they have the same end goal.
[bookmark: _Toc224246964]2.1 Definitions and Differences
Coaching and mentoring are similar in that both are developmental practices designed to support learning, confidence, and professional growth. Both involve communication, reflection, feedback, and guidance, and both can contribute to improved individual and organisational performance (Grant & Hartley, 2023). In practice, both approaches may also overlap, particularly in workplace learning environments where support, instruction, and review occur together (CIPD, 2023; Garvey et al., 2018).
However, important differences remain. Coaching is generally understood as a focused, goal-oriented process aimed at improving specific skills, behaviours, or performance through structured dialogue and reflection (Park & Lee, 2023; Irby & Pashmforoosh, 2024). Bobrownicki et al. (2022) similarly describe coaching as a process that supports reflection, learning, and behavioural change to improve decision-making and performance. This suggests that coaching is usually short-term and linked to a defined outcome.
Mentoring, by contrast, is more commonly understood as a longer-term developmental relationship in which a more experienced person provides guidance, support, and professional insight to a less experienced colleague (Kolontari et al., 2023; Luong et al., 2025). Rather than concentrating on one immediate performance issue, mentoring is more often associated with broader professional development, career progression, and the sharing of experience over time (CIPD, 2023; Nuis et al., 2023).
A further distinction concerns expertise. Coaching does not always depend on the coach having extensive experience in the same field, whereas mentoring is more strongly connected to the mentor’s professional knowledge and experience (Jones & Smith, 2022). Even so, these boundaries are not fixed. In organisational practice, particularly in specialist or small-scale training environments, coaching and mentoring may blend together. The more important issue is whether the developmental approach matches the learner’s needs and the organisational context.
[bookmark: _Toc224246965]2.2 Why Coaching is the Chosen Focus in Aesthetic Education
Although both coaching and mentoring can support development in organisations, coaching is the more appropriate focus in aesthetic education. This is because much aesthetic training is short, intensive, and performance based. Learners are often expected to develop consultation skills, theoretical understanding and practical competence within a limited period. In this context, coaching offers a more suitable structure because it supports immediate improvement through demonstration, guided practice, and feedback.
Research suggests that workplace coaching can enhance performance, engagement, and learning when it combines structure with reflection on practice (Cannon-Bowers et al., 2023; Jagadeeswari et al., 2025). This is particularly relevant in skill-based professions, where learners benefit from observation, structured practice, and reflective discussion (Ebrahimi, 2024; Sipondo & Terblanche, 2024). In aesthetic education, these features are important because training must support not only technical ability, but also safe practice and professional confidence.
Coaching also fits more closely with the trainer’s role in this setting. Aesthetic trainers often work with learners over a short timeframe and may also assess their performance during the course. This makes mentoring less applicable, as mentoring usually depends on a longer-term developmental relationship (Sipondo & Terblanche, 2024). Coaching therefore provides a more practical and context-appropriate approach, allowing the trainer to support competence and confidence within the limits of the training programme (Dhar, 2025; Cannon-Bowers et al., 2023). The report will therefore focus on coaching as the more relevant workplace development strategy in this context.
[bookmark: _Toc224246966]3.0 Knowledge, Skills, Attitudes and Behaviours of an Effective Workplace Coach
Effective workplace coaching depends on more than the use of a particular model. It requires a combination of knowledge, practical skill, professional attitude and appropriate behaviour, all of which influence whether coaching supports meaningful development or becomes overly directive and ineffective. In organisational settings, coaching is often used to improve performance, support learning, and align individual development with wider organisational goals (CIPD, 2025). However, coaching should not be treated as automatically beneficial. Cannon-Bowers et al. (2023) argue that its effectiveness depends on factors such as organisational culture, the competence of the coach, and the extent to which learning is transferred into practice. This is especially relevant in short, skill-based workplace settings such as aesthetic education, where coaching must support both immediate competence and longer-term professional confidence. 
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One of the main purposes of workplace coaching is performance improvement. The CIPD (2025) notes that coaching can help individuals achieve work-related goals, while Cannon-Bowers et al. (2023) found that coaching can contribute positively to organisational outcomes when it is structured and linked to clear developmental objectives. However, this relationship is not straightforward. Improved performance depends not only on the presence of coaching, but on the quality of the interaction and whether learning is applied in practice.
Coaching may also support motivation, engagement, and self-efficacy. Tang et al. (2024) found that coaching leadership can improve work engagement, particularly where coaching encourages autonomy, reflection and learner involvement. This matters because learners who feel involved in the process are more likely to take ownership of their development. Similarly, Sipondo and Terblanche (2024) suggest that coaching can strengthen resilience, adaptive behaviour, and professional confidence through feedback and reflective learning. The British Dental Journal (2025) also identifies motivation and engagement as important outcomes of workplace development. Even so, these benefits should not be overstated. If learners experience coaching as judgement rather than support, or are not ready to engage reflectively, the impact of coaching may be reduced. This shows that effective coaching depends not only on structure, but also on the learner’s readiness to change and the quality of the developmental environment.
In aesthetic education, these issues are particularly important because learners are expected to develop technical competence and professional confidence within a limited period. Coaching is therefore most useful when it is purposeful, responsive, and clearly connected to safe workplace performance.
[bookmark: _Toc224246968]3.2 Knowledge and Skills of an Effective Coach
An effective workplace coach requires relevant knowledge as well as interpersonal and developmental skills. At a basic level, the coach needs knowledge of the task, role, or professional standard being developed. In workplace contexts such as aesthetic education, this includes knowledge of consultation, treatment procedures, patient safety, infection prevention, and legal or professional accountability. Without this foundation, coaching may become too generic to support meaningful improvement. However, technical knowledge alone is not enough. Effective coaching also depends on communication skills, particularly active listening, questioning, and feedback. Colgate (2025) suggests that active listening helps build trust and understanding, while Mbokota et al. (2024) argue that questioning can promote reflection and deeper learning. These skills are central because they move coaching beyond simple instruction and encourage learners to think critically about their own practice. At the same time, their effectiveness depends on how they are used. In short practical courses, reflective questioning may need to be balanced with more direct guidance, especially where clinical safety and legal accountability are involved (Department of Health and Social Care, 2025; Joint Council for Cosmetic Practitioners, 2025). Feedback is another essential skill. Constructive feedback allows learners to identify strengths, recognise areas for improvement, and apply learning in practice. Mbokota and Myres (2024) suggest that timely, specific, and development-focused feedback can support reflective learning and skill development. In aesthetic education, this is especially valuable because learners must quickly strengthen both technical performance and consultation skills. However, feedback is not neutral. Its impact depends not only on what is said, but on how it is delivered and how it is interpreted by the learner. Feedback that feels overly critical or vague may reduce confidence rather than promote improvement. Goal setting is also important in effective coaching. Clear goals can provide direction, make expectations explicit, and help learners monitor progress. Yet goal setting should not become overly rigid, particularly in practice-based learning where confidence, communication, and judgement may develop unevenly. This suggests that coaching skills should be understood not as isolated techniques, but as part of a wider professional capability that involves timing, judgement, and adaptation to context.
[bookmark: _Toc224246969]3.3 Attitudes, Behaviours and Professional Judgement in Coaching Alongside knowledge and skill, effective coaching depends on the coach’s attitudes and behaviours. A workplace coach needs to demonstrate openness, patience, respect, and a genuine commitment to learner development. These attitudes influence whether coaching is experienced as supportive and developmental or as corrective and intimidating. Tang et al. (2024) found that supportive coaching relationships can strengthen engagement and learning, which suggests that attitude is not separate from effectiveness but central to it. In practice, these attitudes are expressed through behaviour. Effective coaching behaviour includes listening without interruption, asking purposeful questions, adapting support to the learner’s needs, and providing objective feedback focused on performance rather than personal judgement. In professional training settings, these behaviours help create psychological safety, which is important because learners are more likely to ask questions, acknowledge mistakes, and engage in reflection when they do not fear embarrassment or unfair criticism. This is particularly significant in aesthetic education, where learners may feel vulnerable when developing visible practical skills in front of others. Self-awareness is also a key feature of effective coaching. Moos and Spranz-Fogasy (2024) argue that coaches need to recognise how their own assumptions, communication style, and expectations may influence the coaching relationship. London and Smither (2023) similarly suggest that self-awareness can be strengthened through feedback and reflection, helping individuals identify blind spots and understand how their behaviour affects others. This matters because coaching is not shaped only by what the coach intends, but also by how the learner experiences the interaction. Bias and power are therefore important considerations. Adele and Ellinger (2024) and Stone et al. (2024) suggest that workplace coaching is shaped not only by coaching techniques, but also by beliefs, role expectations, and perceptions of support. In aesthetic education, this becomes especially relevant where the trainer may also act as assessor. In these circumstances, feedback may be perceived as evaluative rather than developmental, which can affect learner confidence and willingness to engage. Woulfin et al. (2023) highlight how power and assumptions within developmental relationships can influence engagement, while Steyn and Barnard (2024) suggest that clear, objective feedback focused on observable behaviours can reduce this risk. Boyatzis et al. (2024) further emphasise the importance of empathy, self-awareness, and emotional control in positive coaching outcomes. This suggests that effective coaching is not simply a matter of using the right techniques, but of applying them with professional judgement. A coach may know how to question, listen and set goals, but still coach poorly if they fail to recognise learner anxiety, rely too heavily on judgement, or do not adapt their approach to the situation. Cannon-Bowers et al. (2023) similarly argue that structured coaching is most effective where it is adapted to the context and supported by clear developmental intent.
Overall, an effective workplace coach requires relevant knowledge, strong communication and feedback skills, supportive attitudes, and behaviours that promote reflection, trust, and professional growth. In aesthetic education, these qualities are particularly important because coaching must support safe practice, confidence, and competence within a short and demanding training environment. This also explains why the choice of coaching model matters, as the next section will assess which processes are most appropriate for formal coaching in this context.
[bookmark: _Toc224246970]4.0 Application of Coaching Models
Coaching models provide a framework for structuring learning conversations and supporting development in the workplace. However, not all models are equally suitable for every context. In aesthetic education, coaching takes place in short, skill-based training environments, so the most useful models are those that are structured, practical, and flexible enough to support both competence and confidence. This is consistent with the view that coaching is most effective when it is evidence-informed, adapted to context, and linked to clear developmental needs (CIPD, 2025; Cannon-Bowers et al., 2023; Antoni & Tatar, 2025).
[bookmark: _Toc224246971]4.1 Application and Evaluation of Coaching Models in Aesthetic Education
Of the models considered, GROW appears to be the most applicable in aesthetic education because it provides a clear structure that fits well within short training sessions. Whitmore (2017) describes GROW as a framework based on Goal, Reality, Options and Will, and its main strength in workplace learning is that it helps make coaching purposeful and focused. This is particularly useful in aesthetic training, where learners are often expected to develop practical competence, consultation ability, and professional confidence within one day or a similarly limited period.
For example, GROW could be applied when supporting a trainee who is technically capable of carrying out a treatment but lacks confidence in client consultation. The goal may be to conduct a safe, clear, and professional consultation independently by the end of the session. The reality stage would explore the learner’s current position, such as uncertainty around explaining contraindications, managing client expectations, or discussing aftercare. The options stage could include observing an experienced practitioner, rehearsing key consultation points, or using a structured consultation checklist. The will stage would then turn this into a realistic action plan for the learner to apply in practice. This aligns with Antoni and Tatar’s (2025) argument that coaching is more effective when learning goals are made explicit and connected to action.
A further strength of GROW is that it can work well alongside SMART goal setting, particularly where expectations need to be clear and measurable. In short practical courses, this can help learners understand what they are working towards and how progress will be recognised. However, this should not be applied too rigidly, as overly narrow goals may reduce flexibility and limit reflection. In aesthetic education, some learners may need support not only with achieving a task, but with building confidence and adapting their communication style in response to clients.
This highlights one limitation of GROW. Although it offers useful structure, it may be too linear for learners who are anxious, overwhelmed, or too inexperienced to identify realistic options independently. In these situations, coaching may need to become more directive, especially where clinical safety, infection prevention, consent, and legal accountability are involved. This is particularly relevant in the current regulatory climate for non-surgical cosmetic procedures, where practitioner competence and public protection are receiving increased policy attention (Department of Health and Social Care, 2025; Joint Council for Cosmetic Practitioners, 2025). Ben-Hador (2024) also highlights that coaching in workplace settings is shaped by the wider employment relationship, suggesting that model choice alone is not enough if role expectations, support, and context are not considered.
Overall, GROW appears to be a strong model for aesthetic education because it offers clarity, supports focused development, and fits short training environments well. However, its effectiveness depends on the learner’s readiness to reflect and on the coach’s ability to adapt the model in a supportive and professionally appropriate way.
[bookmark: _Toc224246972]4.2 Comparison of GROW with Other Models
Although GROW appears to be the most suitable primary model in this context, other models may also offer value. OSCAR may be particularly helpful for learners who feel anxious or overwhelmed, as its solution-focused approach directs attention towards strengths, progress, and achievable next steps. In aesthetic training, this may be useful where confidence is affecting practical performance or consultation skills. Compared with GROW, OSCAR may therefore be more supportive in confidence-building situations, whereas GROW may be stronger when the priority is to structure learning around a clear skill or performance objective.
CIGAR also has some relevance because it encourages the learner to consider the gap between current and desired performance. However, in a one-day training course it may add complexity without offering a clear advantage over GROW. For this reason, it may be less practical in aesthetic education, where simplicity and time-efficiency are important.
NLP may be mentioned as an influence on communication and confidence-building, but it appears less convincing as a core coaching model in this context. The evidence base is more mixed, and in time-limited practical training the priority is usually to guide the learner through safe and competent performance rather than explore broader patterns of thinking or feeling in depth. For this reason, GROW and OSCAR appear more suitable for aesthetic education, as they provide a clearer and more structured basis for coaching within practical learning environments.
Reflecting on these models suggests that no single approach is sufficient in every situation. Some learners benefit from structured goal-focused coaching, while others respond better to solution-focused encouragement and confidence-building. This reinforces the importance of adapting coaching to the learner, the skill being developed, and the practical realities of the training environment. In aesthetic education, the most effective approach is therefore likely to be a flexible one in which GROW provides the main structure, while elements of OSCAR and more directive feedback are used where appropriate to support safe practice, learner confidence, and professional development.
[bookmark: _Toc224246973]5.0 Conclusion 
This report has explored the role of coaching and mentoring in organisational contexts, with a particular focus on coaching within aesthetic education. While coaching and mentoring share the aim of supporting professional development, coaching is typically more structured and short-term, focusing on improving specific skills and performance outcomes (Kolontari et al., 2023).
The analysis demonstrates that coaching can play an important role in workplace learning by supporting skill development, motivation, and learner engagement. Effective coaching relies on key competencies such as communication, emotional intelligence, feedback and self-awareness. These qualities help create supportive learning environments where individuals can reflect on their performance and develop professional confidence.
The evaluation of coaching models suggests that structured approaches such as the GROW model are particularly useful in skill-based training environments. Models like GROW provide clear stages that support goal setting, reflection, and practical improvement, which can be especially valuable in short training programmes. However, the effectiveness of coaching ultimately depends on the context in which it is delivered, including factors such as organisational culture, learner readiness, and the coach’s competence.
Overall, coaching is more defensible than mentoring in short-form aesthetic education because it aligns with immediate competence development, but its value depends on whether it remains developmental rather than merely evaluative. In this context, GROW is most effective when used flexibly and combined with supportive feedback, confidence-building, and directive intervention where safety requires it
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