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Introduction

The following information was produced in order to evidence my understanding of Contributing to Coaching and Mentoring at Ecigarette Direct.
This ties in with the Contributing to Coaching and Mentoring at an Organisation unit of the CIPD level 5 award. | will explore and evidence my
contribution to assessing the impact of coaching and mentoring activities, make recommendations for further development as well as supporting the
implementation of coaching and/or mentoring programmes within my organisation.

Ecigarette Direct (ECD) is a private sector retail and wholesale company which was established in 2008 and specialises in all things vaping. The
company started small (from a kitchen in an old farmhouse!) and over the years the company grew rapidly through its focus on customer service. In
2013 the company opened its first shop in Neath, South Wales, and has a network of shops throughout England and Wales. The wholesale arm,
Orderly Distribution supplies hundreds of shops with our products with resellers as far away as Australia. The company advocates quality products,
happy customers and education and advocacy. ECD is passionate about the vaping industry and continues to help people to quit smoking while
dispelling myths and misinformation about vaping. The company is deemed a small medium enterprise (SME) and | joined the company in August
2017 as an HR Administrator.

ECD currently has no formal coaching and mentoring initiatives in place, although some managers informally opt for a coaching style of
management. Therefore to tie in my knowledge of coaching and mentoring | decided to explore and analyse our existing policies to look to build in
coaching and mentoring as well as promote and raise awareness to the management team in order to look to implement initiatives for the future.
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LO1- Be able to assess the impact of coaching and mentoring activity within an organisation and make recommendations for further development.

In February 2021 | began to investigate the extent to which Coaching and Mentoring (C&M) takes place at Ecigarette Direct (ECD). ECD has a
Supervision, Appraisal and Development Policy (EV1, 1.1) which explains the use of procedures relating to the learning and development of all
colleagues, including training and development policies (Ecigarette Direct, 2018a). However, this policy only contains details of supervision and
development through regular reviews, informal review meetings, formal performance reviews and does not outline any specific activities in relation
to coaching and/or mentoring. | could also find no documentation, guidance or specific training records which referred to C&M. According to the
CIPD (2020c) learning design and delivery requires a blended learning approach which should include coaching and mentoring.

In January 2021 | met with my line manager (EV2, 1.1, 1.2) to discuss and try to understand ECD’s approach to C&M. We discussed the fact that
currently ECD does not have a formal coaching and mentoring policy but there are informal expectations and some of our managers opt to use a
coaching management style. At ECD we have a strong and embedded culture of learning & development, which is outlined in our Mission
Statement and Company Values (EV3, 1.1, 1.2). One of our company values being “Continually Seek Improvement” (ECD, 2018b) and our ethos is
that we live in a constantly changing world and to ensure long term survival and profitability, we need to be constantly improving. That means
through both personal development and the development of the company. When examining the other company values | realised that a number of
our values embodied a C&M ethos, the main values being Be honest with each other, but with compassion; Play the long game and Put yourself in
other’s shoes (Ecigarette Direct, 2018).

In terms of mentoring, again we have nothing formal in place. At the beginning of 2019 we encouraged our Head of Retail to apply to the Retail
Trust (no date) Mentoring Programme (EV4 1.1) in order to gain experience and expertise of a mentor in his given field. Due to the Coronavirus
pandemic, this was put on hold due to time restraints and availability of both the mentor and mentee (EV5 1.1, 1.2) therefore we have seen very
little benefit from this programme to date.

As a result of the Coronavirus pandemic in the first quarter of 2020, the board of directors made the difficult decision based on negative projections
to close 11 UK stores and restructure the retail sector. This meant that we were no longer able to sustain certain roles including a Learning &
Development (L&D) Manager, who was made redundant. The HR department is again responsible for overseeing L&D practices, with increased
support from line managers through an integrated system, Google Classroom (EV6 1.1). According to the CIPD (2019) successful employee
engagement makes use of learning and development practices in order to help employees understand their contribution to the organisation’s
objectives and culture. As a result of recent Coronavirus related upheaval and organisational restructure, employee L&D has been on the
backburner. However, feedback from managers is that there has been a general outcry for more training and personal development, particularly
from our retail employees. As we no longer have a L&D Manager to assist us with coaching and mentoring training we also discussed the need to
either develop our own training or source an external provider (EV2, 1.1, 1.2, 1.3, 1.4).



In order to better understand attitudes and knowledge of C&M | decided to survey our line managers (EV7 1.1, 1.2, 1.3). As explored above, ECD
currently has no formal C&M activities. However, some line managers, who have undertaken previous training opt for a coaching management style
and do coach their employees. Such activities tend to revolve around informal one-to-one meetings and performance reviews. We understand that
both C&M are based on the use of one-to-one conversations to develop an individual's skills, knowledge and performance (CIPD 2020a). This is
supported by the findings from my survey (EV8a 1.1, 1.2).

With our current sporadic approach to C&M | decided to identify our key stakeholders (EV9 1.1, 1.2, 1.3), it became clear that small pockets of our
employees were experiencing and being supported by coaching activities and this was purely dependent on who their line manager was. Although
this is good that some colleagues are being coached, in order to gain the benefits of C&M as an organisation opportunities need to be made
available to all stakeholders.

When conducting performance reviews our managers use a framework which incorporates setting SMART goals (EV10 1.1, 1.2) which are agreed
by both the manager and employee. This approach can support individual and team objectives as well as being a powerful motivator, as goal(s) are
self-determined rather than enforced (Connor and Pokora, 2012). When our managers coach their staff it helps to produce optimal performance and
improvements through focusing on specific skills and goals (CIPD, 2020a).

Most of our L&D relies on one to one training (EV11 1.1,1.2) to teach the knowledge and skills (Warshawski, no date) required for employees to be
successful in their roles. This training is often formal, structured and the learning relies on ‘telling’. This approach does not support C&M activities
although it does have it's own merits. If we applied a hybrid approach | believe we may see better results, especially in relation to new starters
reaching competencies faster.

Other than informal C&M management styles ECD is missing out on opportunities across the organisation where we could be supporting
achievement in individual, team and organisational objectives. Without a formal C&M strategy we are not being clear with our employees as to our
expectations or making opportunities available to all stakeholders.

If we took the time to train and equip our managers and supervisors with the right tools and develop their skills to coach their teams we could
increase individual, team and organisational performance; increase motivation and engagement as well as job satisfaction. We are actually being
counter productive to an organisational objective of always looking for ways to further develop an agile workforce and coaching can help to improve
employees ability to deal with problems and be more agile (Hicks, Carter and Sinclair, 2013).

Organisations are affected by many different internal and external factors, including organisation size, structure, market conditions, as well as the
state of the current economy. Therefore policies and strategy need to be both vertically and horizontally aligned and take into account such factors
(Johns and Ellis, 2016). It is clear that we would like to achieve the benefits from implementing a C&M strategy but we need to ensure it will fit in
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with other strategies and be able to measure success. Integration into learning and development, health and wellbeing, performance management
and talent planning strategies will be important. This is where organisational culture plays a big part and can support ECD’s core values and mission
of valuing both our customers and colleagues (EV3, 1.3, 1.4).

An existing L&D project known as Google Classroom (EV5 1.3) was launched towards the end of last year in an attempt to provide better remote
learning to our employees across the organisation as well as in reaction to the Coronavirus pandemic. Continual shifting priorities and a need to
adapt has made it difficult for managers to focus on L&D (other than compliance training). We are often guilty of taking a reactive approach, which
we could use to an advantage through using instant payoff coaching. Line manager time restraints due to critical projects as well as physical
remoteness of teams has been challenging. We are conscious that line managers are particularly important during periods of uncertainty and
change because they provide context to their team and can translate the change and relate it to the particular circumstances of their employees
(Acas, 2014). Getting our managers on board with C&M activities will be key to any further development.

Our organisational and management structure will have a big impact on the development of C&M. We are a SME which has undergone 2
restructured in 2 years as a result of external factors. This means that our overall headcount has decreased and some of our teams are a lot smaller
whilst others have actually grown. This means that with less managers | fear that the capability and availability of people to act as coaches and
mentors will be diminished.

Our directors will also expect details of any financial and resource implications prior to any future development and implementation of C&M.

| recommend that we develop a specific Learning & Development Policy which outlines organisational intention and activities related to C&M, whilst
also ensuring that it supports existing organisational strategies and goals. Drawing on best practice we should also look to create specific coaching
roles and support employees with time and resources to pursue these roles if we wish to implement coaching and mentoring to a meaningful
degree.

| also recommend that we develop a training course which can be delivered via Google Classroom. Coaching is a skilled activity, and should be
delivered by trained individuals (CIPD, 2020a). | feel that a member of the HR team should attend a formal accredited Coaching course in order to
be able to build such training to suit our organisation. This training will need to support existing performance and development activities therefore
further training on performance reviews and how to use coaching to set SMART goals will be prudent. If people do not have clear goals it is
extremely difficult to be successful and even more difficult to discuss performance. Forcing the issue, having the discussion, being really clear about
goals and what is acceptable and what is not, removes a mass of interference and any ill-feeling that can accompany under-performance to enable
best performance (Downey, 2003)



Aligning with the existing induction and onboarding arrangements we can look to develop a hybrid approach. This is where the coach/mentor role
blurs and some issues are handled in a coaching fashion, but the relationship is maintained and both parties continue working long-term on
challenges and opportunities (Richards, 2015). We can incorporate this into the existing new starter journey planner (EV10 1.4) where colleagues
that oversee their training adopt this hybrid approach. Mentoring is a way to support the development of newly recruited staff with mentors being
less or more experienced or senior in the organisation (Connor and Pokora, 2012). The development of employees’ skills is essential for
organisational success and is therefore vital to ensure that learning interventions are aligned with strategic business objectives and are evaluated
accordingly (CIPD, 2020b). We can do this by evaluating the number of new starters that successfully pass probation on time.

Prior to the release of any training | suggest that we promote C&M to get both employees and managers interested and hopefully excited about the
potential benefits. | do think that we need to carefully consider who we select and train to be mentors and coaches as not all candidates will be
suitable. We should build a selection criteria that candidates should be able to demonstrate which will include both skills and personal attributes.

Finally it is important that we understand that coaches and mentors may require emotional support so we could look to promote our existing
employee assist programmes (EV12 1.4).



LO2- Be able to support the implementation of coaching and/or mentoring programmes within an organisation.

In conducting my C&M survey, | have managed to raise awareness and bring C&M on the organisational agenda (EV7 2.1, 2.5). The survey found
that all of the managers that participated wished to receive more information on C&M (EV8b 1.2, 2.2, 2.4, 2.5) so | decided to create some
promotional materials such as posters (EV13 2.1, 2.2, 2.3) which can be released in the future. | have also designed a presentation (EV14 2.1, 2.2,
2.3) aimed at managers on an introduction to C&M and what the benefits are.

We understand that our managers have a lot on their plate and have a multitude of responsibilities and have very little ‘spare time’. They play an
important part in communicating expectations across many stakeholders in a time where organisational priorities are regularly changing. Gallup
(2019) found that managers spend 21% more of their time in meetings in comparison to their employees, and after the meetings are done they still
must complete their own work on top of dealing with regular interruptions. We can promote the fact that not all coaching sessions need to (or even
should) be scheduled. Coaching can be about those ‘teachable moments’ that present themselves in the workplace on a regular basis and how
these opportunities can be used to provide coaching in real time as a situation or scenario is unfolding (Ainomugisha, no date). Line managers as
coaches may not have the time or knowledge to undertake a full coaching session, this is where the ‘Instant pay off coaching’ model can be useful.
This coaching model can be completed quickly and can assist the coachee’s in overcoming a situation so that actions and timings can be agreed
(Landsberg, 2015). | feel that promoting this model would be a good starting point for ECD in order to support our busy managers and get them on
board, therefore | have pulled together an instant pay off coaching framework (EV15 2.1, 2.2, 2.3, 2.4) that they can easily use.

As we did not have a specific L&D policy | decided to draft one which incorporates our existing policy but also formally outlines company intentions
and activities in relation to C&M (EV16, 1.1, 1.2, 1.3, 1.4, 2.2, 2.5). The HR team are currently looking to review my new policy as part of our policy
review which is due to start in April (EV17 2.2, 2.5).

| thought it would be useful to do a stakeholder mapping exercise (EV9 2.2) to identify our stakeholders as well as who of these hold the most
influence so we can target our promotions in an effort to get these key influencers on board to support our future C&M initiatives.

| have created promotional materials (EV22 2.1, 2.2) and started to plan training modules to be developed (EV18 2.2, 2.3, 2.4). They will include
various modules including a presentation (EV14 2.1, 2.2, 2.3, 2.5) with an introductory module to promote the benefits as well as additional modules
that cover coaching model(s) and tools to develop skills and techniques. These training modules which can be launched via Google Classroom in
the future to assist potential coaches/mentees to understand and participate fully in coaching/mentoring programmes.

| did consider developing a coaching contract but as an organisation we would be seen as ‘laid back’ and very much non-corporate. Therefore, this
sort of documentation would be seen as too restrictive and not in keeping with our company culture.
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| have also created a branded coaching model GROW framework (EV19 2.2, 2.3, 2.4, 2.5) which can be used to provide a journey map for both
coaches/mentors and coachees/mentees (Connor and Pokora, 2012) this can also be easily integrated into our HR system, PeopleHR to be saved
on an employees record once completed.

During my time at ECD | have got to know certain managers very well due to working with them on a number of projects as well as the fact that we
are a relatively small organisation; | have met and know every employee personally. My university studies of C&M have developed my
understanding of the skills, knowledge and behaviours needed by coaches/mentors. As | know the workforce well | am easily able to identify
individuals with the necessary basic skills and personal attributes. To support employees to see this within themselves | created a poster (EV13c
2.2, 2.3) to get employees thinking about their skills. | also pulled together a list of all employees (EV20 2.2) and sifted them based on these
attributes in order to identify and select potential future participants for coaching roles.

| have always made myself available to all employees to contact me when needed, in order to provide them with support in their role. | believe that
this tailored and supportive approach has helped me to build positive relationships with employees and teams at ECD. One new manager in
particular | have worked regularly and closely with over the past year. | have acted as a mentor and supported her in her role and with becoming an
effective coach to her team and her skills as an emerging coach and leader (EV21, 2.2, 2.3, 3.4). Her team has rapidly grow due to the pandemic
and she has struggled with time management and the delegation of tasks. | have explained the benefits of instant pay off coaching and educated
her to the understanding that dedicating regular, if not long periods of time to coaching her team will help her free up time as she will be able to
confidently delegate tasks going forward.

Due to various factors already highlighted, formally implementing C&M activities at ECD is not currently appropriate. Due to this | have explored
different ways that we can evaluate our future C&M programmes (EV22 2.5).

After the implementation of any training | suggest that we take the time to ask for feedback on the training to look at potential ways of improving it. |
would also like to collect feedback through coach/mentor peer focus groups so we can gain an insight into how becoming a coach/mentor has
affected and benefited employees. Another evaluation method would be to observe coach/mentor meetings and any completed documents such as
GROW frameworks to see how activities are being applied in practice and offer further support and coaching if required.

Coaching should be used alongside appraisal, work planning and performance reviews in order to support a person to perform to their potential,
understand their role or task, help them learn what they need to learn to complete the role and to develop them for their next role (Downey, 2003). In
light of this we should be reporting more on our performance reviews and whether SMART goals are being achieved to agreed timescales.
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Research indicates that employees in organisations with a strong coaching culture enjoy greater job satisfaction and engagement and therefore
have lower staff turnover rates (Ainomugisha, no date). Once our C&M initiative is finalised and implemented we can look to review our turnover
rates and exit questionnaires to see if there is any difference versus previous rates. Note that we would need to allow an appropriate amount of time
before reviewing any such data.

Connor and Pokora (2012) note the increasing expectation that all managers should use coaching skills to encourage L&D and to increase
productivity in their organisation. With this in mind, once there has been adequate time for a C&M initiative to take root we could review
performance data such as sales, customer satisfaction and packing errors to see if there has been any affect on performance across the
organisation.
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EV1

ECD Supervision, Appraisal and Development Policy

3.1

3.2

3.3

3.4

3.5

4.1

Schedule 29 Supervision, Appraisal and Development Policy

Scope and purpose of this policy

This policy is in place to explain the use of and procedures relating to the learning and development of all colleagues, including supervision and appraisal methods and
training and development policies.

Supervision and Development Policy

We undertake regular reviews of your performance in different ways. These include regular, informal review meetings, the formal performance reviews and mystery
shopping reports.

During your probationary period, you may have a mid-probation review which will be a shorter form review where you will receive feedback on your performance to date
and identify any areas for training or development.

You will usually have a performance appraisal twice a year, which is an opportunity to make a broad assessment about your progress against achievement of objectives
set previously, to create or review your personal development plan, to feedback on performance (including good performance as well as areas for improvement) and to
discuss support needs.

Prior to the appraisal we will ask you to undertake a self-assessment to consider and measure your own performance for the previous six months and also consider
objectives set in your previous review. You will then review your thoughts with your line manager who will also provide feedback and an opportunity to discuss goals and
ambitions and anything you may wish to raise. Performance appraisals are an opportunity to reflect on your performance to date, to highlight positives and to consider
areas and means for improvement. They should be viewed as a helpful and positive experience. Any criticism should be constructive and any performance issues should
be highlighted as soon as possible or during the regular review meetings rather than ‘saved up’ for the performance appraisal.

Review meetings should be used to discuss the work that you are doing towards achieving your individual development plan and any store or department objectives.
Following the formal performance review, a development plan will be put in place to help your personal development and achievement of your goals. This plan will be
referred to during regular review meetings. These meetings, the appraisal record and your development plan are confidential between you and your line or senior
manager unless there is a “need to know” situation in which case the reason for sharing information will be discussed with the employee. However, HR will be responsible
for maintaining all records.

Induction Arrangements for New Colleagues

All new colleagues will receive in-depth product and sales training as part of their induction programme. The programme is comprehensive and designed to cover all the
key things you need to know as a new employee and is an opportunity to learn about our Company Values.
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4.2

5.1

5.2

5.3

The first day of induction will take place at Head Office in Swansea. If you have been employed to work in one of our retail stores you will receive in store training over a 4
week induction period. You may be required to attend training in a variety of different stores, details of which can be found in your Induction Schedule. Assistance will be
given in making travel arrangements, if required, and travel expenses are reimbursable, subject to our Expenses Policy.

Mystery Shopping Policy
In common with most retail companies, we use mystery shoppers to review our stores on a regular basis. Mystery shopping helps us to:

(@)  measure the quality of customer service that we provide;
(b) identify training requirements; and
(c)  evaluate compliance with regulatory requirements.

Mystery shopping may take various forms, including visits to stores, purchases, video mystery shops and telephone calls.

Mystery shopping is just one of the tools that we use to help evaluate performance and should be viewed as helpful, and an opportunity to shine. It is not a case of
managers trying to “catch out” colleagues but to identify where additional training and support may be required and to highlight excellent performance by our colleagues.
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EV2
Summary of meeting with Line Manager 25/01/21

1. Meet with your line manager or other relevant person to thoroughly understand your organisation’s approach to coaching and mentoring, if possible attend
a formal coaching session or observe a mentoring relationship.

I met with my line manager on the 25th of January 2020 to discuss E Cigarette Direct’s (ECD) approach to coaching and mentoring.

We discussed that currently ECD does not have a formal coaching and mentoring policy but we do have informal expectations and some of our managers opt to
use a coaching management style. At ECD we have a strong and embedded culture of learning & development, with one of our company values being
“Continually Seek Improvement” (ECD, 2018a). Our ethos is that we live in a constantly changing world and to ensure long term survival and profitability, we need
to be constantly improving. That means through both our personal development and the development of the company. We have a Supervision, Appraisal and
Development Policy which outlines the use of and the procedures relating to the learning and development of colleagues (ECD, 2018a), however, this policy does
not outline any specifics on coaching or mentoring of our employees. According to the CIPD (2020c) learning design and delivery requires a blended learning
approach which should include coaching and mentoring.

Last year our retail managers attended a coaching session with our Learning and Development (L&D) Manager but as a result of an internal restructure at the
end of last year we have not been able to progress this programme. The restructuring meant that we could no longer financially support certain roles at ECD
which included our Learning & Development (L&D) Manager, who was made redundant. The decision was made to bring L&D back under the HR team, with
more support from line managers through using a new L&D system, Google Classroom.

We would like to develop further training in coaching and mentoring for line managers as well as promote the benefits of a coaching culture but due to the
pandemic, this project has been put on hold. We are aware that those involved in coaching need structured opportunities to reflect on their practice in order to
help and support coaches to continue to develop their skills (CIPD 2020a). This can also act as an important quality assurance activity for organisations and a
source of organisational learning about issues addressed in coaching sessions (CIPD 2020a).

Our Head of Retail applied to the Retail Trust (no date) Mentoring Programme in order to benefit from the experience and expertise of mentors in their given field.
Due to the Coronavirus pandemic, this was put on hold due to time restraints and workloads of both mentor and mentee.

We agreed that our Learning and Development policy needed updating to incorporate coaching and mentoring. As we no longer have a L&D Manager to assist
us with coaching and mentoring training we need to either look at sourcing an external provider or develop our own training.

17



EV3
Extract of ECD Core values and Mission Statement

Our Mission Statement

Our mission is to simply provide the best possible products and customer service while valuing both our customers and our colleagues.

Our Core Values

At E-CigaretteDirect, we’ve grown rapidly from a small company to a much larger one. Our colleagues are spreading across the country, and we lack the close interaction we
once had.

As a result, we feel it's important that our core values are explained and shared across the company, so that everyone understands and shares our vision for the company.
Our Values should be reflected in your behaviour when representing the company, and a guide to making decisions that affect the company.
These are our Company values:

Exceed customer expectations, whatever your role
Shit happens. It's how we deal with it that matters
Be honest with each other, but with compassion
Take responsibility

Work as a team

Play the long game

Continually seek improvement

Embrace change

Be kind

Put yourself in other’s shoes

Put trust over control

Focus on what really matters

0 o 0O o o o o oo o o o

Each one is explained in a bit more detail below:

Be honest with each other, but with compassion.

Sometimes we’re tempted to avoid honesty to spare each other’s feelings. But that only stores up problems for the long term. For example, imagine someone is giving poor
customer service. If you don'’t tell them, they are likely to do poorly in performance reviews, and sales are likely to be affected. If they are not aware of this issue, they are unable
to take steps to resolve it.
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It's also better to tell people directly rather than to complain about them behind their back. If a colleague had a problem with you, which would you prefer?
But this doesn’t mean brutal honesty. It can be hard to accept criticism, so feedback should be given compassionately and constructively. Negative feedback should not be given
in front of other people. Before giving criticism, imagine yourself in the other person’s shoes, and how you would feel if you were on the receiving end.

Take responsibility.

The performance of the company is everyone’s responsibility. If you see a way to improve company performance, you are responsible for putting that in place or for sharing it. If
you see something that is affecting the company in a negative way, you need to take responsibility for it. This might mean resolving it yourself or working with
colleagues/management to resolve it.

Work as a team.
It's easy to focus on just your own performance, and of course that’'s important. But to succeed as a company, we need to work together as a team. That includes supporting
colleagues with their own challenges, sharing ideas and best practice and working together across channels to overcome problems.

Play the long game.
We often have the choice between a short term win and a long term gain. Our priority is a successful company for the long term. That means prioritising those long term gains
over short term wins. For a store level example, with a customer we will always sell the right product over a product which makes more profit but is not right for the customer.

Continually seek improvement.
We live in a constantly changing world. To ensure long term survival and profitability, we need to be constantly improving. That means both our personal development and the
development of the company.

Embrace change.
To continually improve, we need to continually change. At E-Cigarette Direct we will welcome and continually implement change in our search for constant improvement. And we
need people who embrace this attitude.

Be kind.
To each other, to customers and to suppliers.

Put yourself in other’s shoes.
Before speaking to someone, giving feedback or instructions or even selling a device, imagine what you would feel like in that situation.

Put trust over control.

As companies grow, there are two choices. One is to grow bureaucracy in order to control everything that happens. That slows innovation, leads to inefficiency and makes
companies slow to respond. The other is to trust employees to make the right decisions for the company, and accepting the occasional mistakes this will lead to.

Our vision is to have minimal viable bureaucracy - that is, the least amount of bureaucracy that we need to avoid chaos. To do so, we need to trust each other. It also means that
we need to both recruit and work with people we can trust.

19



EV4
Extract of Retail Trust Elevator Mentoring Programme

my We I I bei n g Register Sign in @

) Looking after you Developing you Financial support Life events

Elevator mentoring programme

Our new mentoring scheme “sends the elevator back down’ to those aspiring individuals

who will benefit from the experience and expertise of mentors in their given field.

When you get to the top of your

career, send the elevator
back down for someone else.

Elevator mentcrinﬁ programme in memory of Don M:Carthx CBE -
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EV5
Email to Head of Retail re: Retail Trust Mentoring Programme

Fran Deias <fran.deias@ecigarettedirect.co.uk> 8 February 2021 at 13:09
To: Ben Cartwright <ben.cartwright@ecigarettedirect. co.uk>

Hey Ben,

How are you doing?

Laura and | were chatting about my current Uni module, Coaching & Mentoring and she told me that you had
submitted an application for the Retail Trust Mentoring Program. Did you hear anything from this and if so what was
your experience?

Thanks,

Fran

[Quated text hidden]

Fran Deias
HR Administrator

e-cigarette

DIRECT

t. 01792 850194
e. fran.deias@ecigarettedirect.co.uk
[Quoted text hidden]

Ben Cartwright <ben cartwrighti@ecigarettedirect co.uk> 8 February 2021 at 13:29
To: Fran Deias <fran deias@ecigarettedirect.co.uk>

Hey Fran

I'm doing good thank you, a bit achy today from the weekends DIY activities, Amelie is well chuffed with her bedroom
makeover though so it's all worth it. How's you?

| managed te get a mentor and had a phone meeting with him, Stefan Cassar. After the phone call we were back and
forth trying to arrange a get together in London, however we could never find time in our diary's to meet up.

I'd forgotten all about it, my last correspondence with him was Jan last year... so it never really got off the ground and
neither of us has perused it since the pandemic kicked in.

Sorry | can't give any glowing feedback.
Cheers

Ben
[Quoted text hidden]
[Quoted text hidden]

e-cigarette

DIRECT

21



EV6

Newsletter communication re Google Classroom

Newsletter e-cigarette

lszue 19 ath Ootober 2020

Wow what 3 tough faw wesks it has been as we said goodby= to Linda. Phil and Dawn and our retail
colleagues whose siores have closed. | am sure you will join ws in thanking each and ewvery one for
their dedication, professionalism and the great team work they have demonstrated over many years.

‘e were particulardy towched by the kind words and well wishes for the company going foreard we
receiwed from @ number of colleagues, even during their own difficult times. We wish them all ewery

success and happineass in the futurs,

Training

Im Juby we infroduced you o 'Product Zone’.
We wanted to trial = brand new way of
mManaging product information,
anmowncements  and training via google
classroom. We  uploaded new product
information, fraining material and mew fun
learning assignments for you to complets
whilst working at Head Office and siores.
Although we experienced @ few teething
problems along the way, owerall your feedback
has been very positive.

Ower the next few weeks we are going to
expand google classroom training fadlities
and introduce you to new classrooms which
are @imed to support your leaming and
dewelopment in your particular jolb role. Whist
all employsss have o complete mandaiory
training swch as hezlth and safety, we want to
offer employeses the opporiunity to expand
wour knowledge and further develop vour
skills in are=as such as leadership, IT security,
communication styles, =tc. More information
will b= communicated shorthy_so watch this

SDacE
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EV7
Coaching & Mentoring Survey

E Coaching & Mentoring Survey [J ¥

Questions Responses a

Coaching & Mentoring Survey

ECD survey into Management experiences, opinions and interest into coaching and mentoring initiatives.

As part of my CIPD University Course in Human Resource Management at the University of Wales Trinity St
David, | am required to explore and contribute to coaching and mentoring initiatives at ECD.

| would like to collect information via this questionnaire to gain an understanding of your experiences and
opinions around coaching and mentoring. | may also ask to follow up with one to one informal interviews, or
emails if required. | would really appreciate if you could provide honest answers so we can look at ways 1o
improve your employment experience with us.

G R R

In accordance with our Privacy Policy, the data controller will be Gower Enterprises Limited t/a E-Cigarette Direct
as your employer. Your personal data will be accessed only by the ECD HR team. Any data collected will be
confidentizl, anonymised and summarised to be used in my module assignment. The data may also be used to
help inform policies, procedures and training at ECD.

Participation is optional and refusal to participate will not in any way affect your treatment at work.

On completion of this survey you give consent for your responses to be used as described above.

All information provided is confidential and any answers provided will only be viewed by the HR team. You can
choose to withdraw your consent at any time by emailing Fran.deias@ecigarettedirect.co.uk

If you have any guestions please do not hesitate to contact Fran Deias.

Thank you for your time.

Fran

o oo KN : @
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EV8a

Extract of Coaching and Mentoring Survey responses

7 responses

| have given informal ad hoc coaching as a line manager and to line managers in HR issues.

2 day coaching session in HQ with other managers and directors. Learnt style questions in different
situation. Feel | have gained more experience from using coaching with the team in my day to day role as
well as lessons learnt from people coaching myself.

Due to the nature of our work (Marketing) coaching and mentoring is very much a natural part of helping
run our department. Guiding and encouraging the team to create the content the company needs whilst
maintaining a high level of quality control. We all lean on each other in this respect and | also benefit from
the support of my line manager for many areas.

Dealing with colleague questions on a day to day basis | try to answer with leading coaching questions for
instance... What is the challenge/issue?, What would you like the outcome to be? How can you reach this
outcome? Which most of the time works for the team.

N/A

Dawn was a very good coach and it was interesting to watch her in action. | try to remember to coach and
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EV8a
Extract of Coaching and Mentoring Survey responses

Would you be interested in receiving information on Coaching/Mentoring and how it can benefit
you and your team?

7 responses

| think we would all benefit from giving more attention to this.

Yes
Yes

Yes. Especially as my team is growing and becoming more and more important to the long-term vision of the
company.

Not especially as | feel we are already doing this in the most effective way for our team, even if it's not
formalised per se.

yes

For sure
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EV9
Stakeholder Mapping

Stakeholder Mapping Worksheet

Stakeholder Influence/Interest Matrix

For each key stakeholder, characterize them using the following stakeholder influence grid.

Influence
High

Keep Satisfied

Key Players

Low

Minimal Effort

Keep Informed

Stakeholder Grouping

Low

Level of Interest

High

Using the Stakeholder Influence/Interest Matrix, complete the table below.

Directors High High Key Players
Retail Managers High High Key Players
Head Office Managers High High Key Players
Retail Employees Low High Keep Satisfied
Marketing & Product Teams High Low Minimal Effort
Warehouse Team Low Low Keep Satisfied
Customer Service Team High Low Minimal Effort
Accounts Team Low Low Keep Satisfied
IT & Web Team High Low Minimal Effort
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EV10
Extract of People HR Goals guidance

--Check-in/Update Goal and view progress--

Goals - Manager/Admin

When the employee has made progress on the goal, you or the employee can check-

n and update. You can also view the progress so far. To do this:

1. Click on the Goal

-
evroree —— - :n.un

Drag Goals to Set Their Prioity

From here, you'll be presented with a similar screen:

Goal Management m Shatis

Cowmiets manm W . s wat 201 i L
In the Goals page, employees can set their own goals or, as a manager/admin you o Al Fabes
can assign goals to employees. Here you or the employee can add a description,

specify a due date, check in and update progress any time and also priorities some

goals over others. m

-Where Can | Find Goals?--

The Goals page can be found within the employee's Performance Review. A review Here is where you can view all progress made so far.
will have to be present (open or closed) within the employee’s record for the Goals to
be accessible ou can use the drop-down box to change the status of your Geoal:



EV11
Extract of New Starter Journey planner

e-cigarette

DIRECT

Welcome to E-Cigarette Direct! - Planning the start of your journey

Day 1
My Welcome Day in Head Office
Today | will be learning about Any useful links My notes
Who's who (names, roles, responsibilities) Our People
Company Values & Culture Values

IT Systems: Intranet, Gsuite, Google Authenticator, Intranet

PeopleHR, Cybertill PeopleHR

Basic communications overview Communications

Company Handbook Company Handbook

Absenteeism, lateness, Holidays & Appointments Lateness, Absenteeism
Email

absence@ecigarettedirect.co.uk

Holidays & Appointments
PeopleHR

Performance reviews PeopleHR

Payroll - Expenses, assignments, clockings, Expenses
checking payslips PeopleHR
Assignments

PeopleHR
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https://sites.google.com/a/ecigarettedirect.co.uk/ecd-intranet/ecd-people
https://sites.google.com/a/ecigarettedirect.co.uk/ecd-intranet/values
https://sites.google.com/a/ecigarettedirect.co.uk/ecd-intranet/home
https://ecigarettedirect.peoplehr.net/Pages/User/Login.aspx
https://sites.google.com/a/ecigarettedirect.co.uk/ecd-intranet/communication
https://sites.google.com/a/ecigarettedirect.co.uk/ecd-intranet/human-resources/company-handbook
mailto:absence@ecigarettedirect.co.uk
https://ecigarettedirect.peoplehr.net/Pages/User/Login.aspx
https://ecigarettedirect.peoplehr.net/Pages/User/Login.aspx
https://ecigarettedirect.peoplehr.net/Pages/User/Login.aspx
https://ecigarettedirect.peoplehr.net/Pages/User/Login.aspx

Basic Product Knowledge

Intranet Product Guides

Health, Safety & Security

Health, Saf

i

Dress Code and Smoking Policy

Dress Code Policy
Smoking Policy

Retail Trust & Company support

Retail Trust

Benefits

Benefits info

Week 1

1:2:1 With my Line manager

With my team and support from my Line Manager

e Our Values
e About us & About My Shop
e Expectations

e Challenge 25
H&S E-Learning
e Battery Safety

Basic Product Knowledge
Basic Till Training
Intranet & Company tools

e Customer interaction observations
e Loyalty Cards & Gift Cards
e Buddied up and first solo sales

Day Monday

Tuesday Wednesday Thursday

Friday Saturday Sunday

Date

Where

Times

With

Notes:

My ‘homework’ this week - Learn the company Values & Learn about one or two of our best selling products, features & benefits (take them home if you like)



https://sites.google.com/a/ecigarettedirect.co.uk/ecd-intranet/product-information
https://docs.google.com/document/d/19AVK6Ib0hcKptJ-BzX9QtSTMudVHFOmUovgMTRHjib0/edit
https://docs.google.com/a/ecigarettedirect.co.uk/document/d/1mP-S3p_P0PCDuuWcKUmiLg0wWdN86ieMary2EE77SBU/edit?usp=sharing
https://docs.google.com/a/ecigarettedirect.co.uk/document/d/1bh6qr9BjKXMMCEdpaBnuOuTmLm7dnDBBR7J5CIN3Jz8/edit?usp=sharing
https://sites.google.com/a/ecigarettedirect.co.uk/ecd-intranet/the-retail-trust
https://docs.google.com/document/d/1MgCIr8UD0T4JsBc4n0Y95hn-qZNLzSYr_VU2QDisRJI/edit?usp=sharing

EV12
Retail Trust Employee Assist Support Poster

s retail TRUST®
upporting
your wellbeing

We support you throughout your life, from getting
into retail all the way through to retirement.

3

24 hour Personolised Foce-to-foce and Financial and
helpline wellbeing telephone legal guidance
suppoart counselling

OBOB B01 OBOB | helpline@retailtrust.org.uk

RCH 1800 211 B10 | Internotional +44 845 766 0133* | Text BBO1O* | *Mesws

myrtwellbeing.org.uk®®

=ty s by
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EV13a
C&M Promotional Poster

.

N\
A

<dia

Interested in learning coaching skills to improve your team and individual performance? Get in touch with
hr@ecigarettedirect.co.uk for more info.
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EV13b
C&M Promotional Poster

Interested in learning coaching skills to improve your team and individual performance? Get in touch with
hr@ecigarettedirect.co.uk for more info.
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EV13c
C&M Promotional Poster

The Top 10 Effective Coaching Skills

9 @@@ %“ a 5'%

Bmlding Rappnr‘t

Eummansmg & Reflectmg

10
OJO;
&3

Em pathlsmg

Llstenmg Questi mnlng

- @ S 'oe

Giving Constructive

Resisting Temptation

Being Non-Judgemental :
Unlocking Limiting Beliefs - Staying Focused E and Open-Minded Feedback to Tell

Do you have what it takes?
Interested in learning coaching skills to improve your team and individual performance? Get in touch

with hr@ecigarettedirect.co.uk for more info.
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e-cigarette

Learning Objectives DIRECT

- Understand what coaching and mentoring is and the key differences
-  What are the benefits to you and our organisation

= Different coaching models
- Coaching skills

- Mentoring opportunities
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EV15
Instant Payoff Coaching Worksheet & Guide

I~

The
Problem

N

Roadblocks

Instant Payoff Coaching

e-cigarette

DIRECT
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| Solution |
"\\. /
\ /
\H._ . - 4
The Process:

1.
a. Ask coachee to describe the current situation/problem/issue.
b. Ask coachee to described desired outcome — how things would be if s/he had resolved the issue.
-> The coach does not solve try to solve the problem
-> The coach writes down any emerging ideas

2. With the coachee, list the obstacles/roadblocks and sort them into three groups:
a. Blocks that exist in the coachee (lack of skill, knowledge, low motivation, attitude)
b. Blocks that exist in others (no shared planning from colleagues)
c. Blocks in the situation (inadequate resources, PPA time shifts)

3. Jointly brainstorm ways around these roadblocks and the possible next steps. Agree an approach, actions and timing.
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EV16
Extract of New Learning & Development Policy

LEARNING & DEVELOPMENT POLICY

At E Cigarette Direct we believe that everyone's performance
is critical to building and maintaining a high performing
organisation.

The purpose of this Policy is to help, encourage and enable
you to achieve and maintain the high standards expected.

This policy aims to provide a framework within which managers
can work with employees to maintain satisfactory performance
standards and to encourage improvement where necessary.

E-Cigarette Direct is committed to creating an inclusive
working environment. We value difference and actively seek
to benefit from a variety of skills, knowledge and experience
promoting positive measures that eliminate all forms of
unlawful or unfair discrimination. This Policy sets out how
E-Cigarette Direct will manage the learning and
development of all employees in a consistent and fair
manner.
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Table of Contents

The Policy applies to all individuals employed by Gower
Enterprises Ltd (referred to in this Policy as “E-Cigarette
Direct” and “Company”).

This policy describes the arrangements E Cigarette Direct
has put in place to explain the use of and procedures
relating to the learning and development of all colleagues,
including supervision and appraisal methods and training
and development policies.

This policy also outlines performance management and
capability procedures to ensure that concerns over
performance are dealt with fairly and that steps are taken to
establish the facts and to give employees the opportunity to
respond at a hearing before any formal action is taken.

The Company may also vary any parts of the procedure
outlined in this Policy, including any time limits, as
appropriate in any case.

Table of Contents 2
(A) WHAT ARE THE GENERAL PRINCIPLES OF THE POLICY? 2
(B) POLICY DETAILS 3

Induction Arrangements 3

Training 3

Probation 4
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https://docs.google.com/document/d/1-H-0XHCGU9gczfG2EAtepsHcR0nkcXvbDafS1raW5y8/edit#heading=h.g7w7wcwapzaj
https://docs.google.com/document/d/1-H-0XHCGU9gczfG2EAtepsHcR0nkcXvbDafS1raW5y8/edit#heading=h.g7w7wcwapzaj
https://docs.google.com/document/d/1CRQR-1NfCwJS-xjWVKNLViJ6sFuMkCc3uJ8Wxl_gDXw/edit#heading=h.s7s1rz2bzvwd

Performance Reviews
Performance Management
Capability

Coaching

(62 IO B O 5 B0 AN

Mentoring

Mystery Shopping Policy

100

(A) WHAT ARE THE GENERAL PRINCIPLES OF THE POLICY?

At E Cigarette Direct we believe that everyone's performance is critical to building and maintaining a high performing organisation.
The purpose of this Policy is to help, encourage and enable you to achieve and maintain the high standards expected.

The purpose of this Policy is to explain the different arrangements and initiatives in place to all of our employees’ learning and development
during their career at E Cigarette Direct.

All learning and development activities should have clearly stated learning objectives and the primary objective of those activities within ECD
is to:

e support the organisation in achieving its business strategies;
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EV17

Company Handbook Policies Project Tracker

Gifts, Bribery and Corruption Policy
Drugs and Alcohol Policy
HR S0P=s

+ = Sheet1 -

Copy of 2021 Company Handbook Policies Project Tracker ¢ &
File Edit View Insert Format Data Tools Add-ons Help Last edit was seconds ago
~ o~ ® P 80% v £ % 0 00 128v Defakk(ai. v 10 ~ B 7 & A & H R T E 7
F1 -
A E C o E F G H
Existing Policies for Review and Updating -
i Useful links: Template Policy Folder link
Policy No Policy Name and Link to original Priority Drafting Status Link to new draft Reviewer 1 Reviewed on  Reviewer 2
36 Schedule 33 Underage Sales and Challenge 25 Policy v b
o B Schedule 37 Company Credit and Charge Card Policy: il il
38 Attendance Policy i Awaiting Review = Link
39 Redundancy Policy i Awaiting Review = Link
40 Data Protection and Privacy Policy i Awaiting Review = Link Charlotte
4 Covid Testing Policy =~ Laura - Charlotte
43 New Policies to be drafted
44
Policy No Policy Name and Link to original Priority Drafting Link to new draft Reviewer Reviewed on
43 Learning and Development Fran Amends Needed - TBC

Comments, S/
Reviewed on  Needed etc
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EV18
Extract of C&M Module Training Plan

L12

[

10
1
12
13
14

ar

Coaching/ Mentoring Training Plan for Google Classroom ¥ &

File Edit View Insert

I"\HE

-

A

Coaching

- 100% v £

Module number Topic

1 Introduction to, Benefits

Format Data Tools Add-ons Help Last edit was seconds ago

% .0*_ .c-g 123+ Default (Ari.. 10 ~ B I 5 A

C D E
Mentoring
Module number Topic
1 Introduction to, Benefits

Different types of coaching.

2 Who can be coached

2 Mentoring Skills

Coaching Skills- listening,
guestioning, building

3 rapport

3 Types of mentoring

Models- GROW/ OSCAR,

4 Setting Goals

Module plan ~

4 Models

Links to resources ~

Q.

Classrooms:
Managers
Head Office Roles

Supervisors
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EV19
GROW Model Worksheet & Guide

Name

Coach

Date

e-cigarette

DIRECT
The GROW model
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Goal- Where do | want to be?

Reality- Where am | now?

Obstacles and options — \What's stopping me and what your options are

Way forward- What you need to do next
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The GROW model To structure a coaching or mentoring session using the GROW Model, follow
S these 4 steps:
Yeaoliby ' Wy
- o w AT
ophions
1. Establish the Goal

First, you and your team member need to look at the behaviour that you want to
change, and

then structure this change as a goal that they want to achieve.
Make sure that this is a SMART goal: one that is Specific, Measurable, Attainable, Realistic,
and Time-bound.

Ask questions like:

How will you know that your team member has achieved this goal? How will you know the problem or issue is solved?
Does this goal fit with their overall career objectives? And does it fit with the team's

objectives?

2. Examine the Current Reality

Next, ask your team member to describe their current reality.

People try to solve a problem or reach a goal without fully considering their starting point, therefore missing some information that
they need in order to reach their goal effectively.

As your team member tells you about their current reality, the solution may start to emerge.

Ask questions like:

What is happening now (what, who, when, and how often)? What is the effect or
result of this?

Have you already taken any steps towards your goal?

Does this goal conflict with any other goals or objectives?
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3. Explore Options

Once you have both explored the current reality, it's time to determine what is possible ie. all the possible options for reaching their
objective.

Help your team member brainstorm as many good options as possible. Then, discuss these

and help them decide on the best ones. You can offer your own suggestions in this step but let your team member offer their
suggestions first, and let them do most of the talking. It's important to guide them in the right direction, without actually making
decisions for them.

Ask questions like:

What else could you do?

What if this or that constraint were removed? Would that change things?
What are the advantages and disadvantages of each option?

What factors or considerations will you use to weigh the options?

What do you need to stop doing in order to achieve this goal?

What obstacles stand in your way?

4. Establish the Will

By completing the above steps your team member will now have a good idea of how they can achieve their goal. The final step is to
get your team member to commit to specific actions in order to move forward towards their goal. In doing this, you will help them
establish their will and boost their motivation.

Ask questions like:

So, what will you do now, and when? What else will you do?

What could stop you from moving forward? How will you overcome this?
How can you keep yourself motivated?

When do you need to review progress? Daily, weekly, monthly?

Finally, decide on a date when you'll both review progress.
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EV20
List of potential candidates for coaching/mentoring roles

E Potential candidates for Coaches/Mentees

Name Job Title
2 Unit Coordinator
3 Retail Business Manager
4 Head of Retail
5 Senior Developer

3 | Future Candidates

9 Warehouse Shift Supervisor
10 Warehouse Shift Supervisor
1 Customer Service Assistant
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Effective Coaching Skills

Good listener

Effective questioning Skills
Ability to build rapport
Empathy
Summarising/paraphrasing
Focus

Non judgmental

Resisting directive action
Giving contructive feedback
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EV21
Colleague Witness Statement

E 'C l ga I'Ett E Fran Deias <fran.delas@ecigarettedirect.co.uk>
DIRECT
(no subject)
Gemma Biggs <gemma.blggs@ecigarettedirect. co.uk= 11 March 2021 at 15:43

To: Fran Delas <fran.delas@ecigaretiedirect co uk>
Hey Fran,
Please see below for my witness statement regarding your role in contributing to coaching and mentoring at ECD.
Dear

Since the covid pandemic, our company has rapidly grown In ouwr customer service and warehouse team. As manager of
these deparments, | have had a huge amount of support from Fran our HR Administrator, t© help me manage and cope
with training, coaching, and mentoring mysel in my role and with my team.

Fran has been working with me on standard operation procedures in each department to help assist with training and
guiding mew starters within the company.

Fran has always been available via phone and in-person, night and day, to listen and coach me through any questions |
have had to support me within my role.

Prior o working at ECD | had little experence in people management so | have many times reached out to Fran for her
knowledge and guidance, parteularly with difficull challenges and people management. I's purely down to her nan-
judgrmental attitude, listening and skills which glves me the confidence o approach Fran no matter what the situation.

Because of Frans' support, | understand the benefits of coaching more within my role and for my team and feel her help
and coaching skills have helped build my own and my team’s competence and confidence.

Gemma Biggs
Unit Coordinator

e-cigarette

DIRECT

t. 01792 852843
e. gemma.biggs@ecigarettedirect.co.uk
w. www ecigarettedirect.co_uk

000
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EV22
Line Manager Witness Statement

E-GigﬂrEttE Frmn Doias <Triedhl i S cparstedinecl oo, ubk>
DIRECT

Coaching & Mentoring

Liisrm Jonid <hurid jonisSecajaielo el oo u 11 Mareh 2001 @t 111

To Fran Daias <ian deiasiiecganidivn oo

Hi Fiimas,

Plaiasi seink Deshoa for iy witnirss stabenmen regarding your ok in contritating to coaching and manmcning at
ECD

Athavagh the company is assane of e benefits Shal ooaching and menionng can bring o an onganisation we
do not currently hanve amy formal struciure around how or when this is delsensd. Any coaching andion
mentoring St happens across the company is therefore done on an adhoo basis and very ttle has been
done i equip curent managers with the: sklls required o becomes efiscive coadhes or mentors. Some
prewious coaching workshops were camesd oul in 20172008 wiih Thie Fl.:-l:illﬂ:.n:lmrlle:m. hiowseser,
due b resruciune the majority of e managers who altended these workshops have now left the business.

In order b understand the: curent sRuation mone fally, Fran surseyed lne managers o identfy their
understanding and experience of coaching and menionng. This has provided us with valuable indormation o
indormi anvy future plans. Through this survey Fran identified that although B5% of managers sureyed
indicaled that they cumently use coaching with their teams reguiarly, oniy 38% have ever received any
formal training fo equip Fem with the skills Io do Sis, highlighfing a comenaon training need amongst
Managers. Fran also identifisd that all managers were open fo e idea of neceiving more information on
oosching and menionng or aiending raning on e subject.

In order b support managers wsing coaching with ther eams Fran has produced some matenals o assist
in sinuciuring coaching conyersabions using the SROW modsl. Fran has also oreated posters highlighting
the benedits of coadhing and the skils needed fo be an effective coach. Using her knowiedge of the
business, s people and progression plars Fran has also identfied key candidates. who would most benefit
from & coaching or a mentonng relationship as part of succession planning.

Through her research, Fran has also identtied Tail the company oould benefit from a formal Leaming &
Development policy and has drafied this fo include reference o coaching and mentorineg acavites. This also
aligns with an ongaoing projedt of reviesang the company handbook and idenafying any gaps. Fran identified
that by formalizing Tese acihibes inoa poboy B would messn they ane kept undesr review &= par ol the
processes of reviewing polices at ECD, which would encourage ongoing evaluation and ooninuous
mprovement of coaching and mentoring practioes.

Laura Jones
HF, Mg

e-cigarette
DIRECT
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