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Introduction


Morrisons Supermarket PLC is a private company and one of the 5 largest retailers in the UK.  Morrisons is currently 4th with 500 plus stores nationwide, with a workforce of over 110,000 employees. The business prides itself on having skilled colleagues, preparing quality fresh food instore, a point of difference from the other large leading supermarkets.   Morrisons prides itself on rearing and sourcing British meat to sell to customers, having their own distribution centers, abattoirs, and manufacturing plants within the UK. 

These core values of Morrisons are the heartbeat within the business, consisting of priorities, values, and ambitions (EV1). Talent Planning and Resourcing is aligned to the six priorities (EV1) the five ways of working (EV2) and the four ambitions (EV2). This is clearly set out in all activities as an objective from resourcing, talent planning and coaching and mentoring. 

This will be my own view on Coaching and Mentoring within the Morrisons business and will be presented to the Regional People Manager for analysis. I will consider a variety of evidence throughout. Evidence will be based on information gathered through confidential internal data used within the company.  My findings will comprise of images, spreadsheets, emails, and diagrams. The personal statements will discuss reviewing the organisation approach to coaching and mentoring and recommendations on improvements based on personal feedback gathered. 



















1.1

When investigating coaching and mentoring within an organisation it usually starts on the first day with an induction.  An induction sets out the tone and expectation going forward.  Within many organisations it is a legal requirement to conduct and induction.  The induction is formal coaching approach where a peer or line manager delivers.  Inductions are mainly facilitated and instructional and the aims are to support knowledge of organisational goals with basic health and safety and safe and legal requirements (researchgate, 2014). (EV8)

Although inductions are a formal led session it is imperative that you gain the ‘buy in’ of coachees by being aware of tone and body language to engage the audience and blend the informal styled within which will encourage interaction.  It is important to build rapport with effective communication remembering that 55% is body language, 38% is tone and 7% is words (medium, 2020). 

Coaching and mentoring can also be part of an upskill talent program where individuals are encouraged to develop and aspire to work towards management/leadership position (CIPD).  These can be delivered via coaching and mentoring.  The individual will shadow and experienced manager to expose themselves to the role with specific learning planned within.  In this setting a combination of traditional mentoring and online coaching is applied, however, it is important to check the understanding with feedback as this can be overlooked or in some cases the individual has not received the correct training.  Often programs can be implemented in theory but what happens can differ. Inconsistency in leaders’ abilities can have a detrimental effect of talent succession and individuals have not been identified within the department.   (EV5)

Pathways (Morrisons Succession program) (EV5) is a great tool for progression; however, the business does not forecast training or development into the payroll budget. Therefore, when developing talent, it can impact at store level having to reduce hours in other areas of the store to accommodate the cost of training.  This could be addressed by having a budget included each week to cover any ‘safe hands’* talent pool when required or for training to be funded centrally. 

Morrisons supports a Graduate scheme for under 25-Year-Old graduates. (EV7) Graduates can be for different roles within the organisation and are assigned a mentor.  Frustrations with the graduate scheme are that it is only open to 25-year-old and under, which doesn’t’ allow the opportunity to new mature students qualifying with required target grade. This, in turn could impact the business as mature employees often come with life experience/work experience which would benefit the organisation.  Young graduates can often be catapulted into managerial positions which overwhelm the individual and results in them having to leave the scheme, this can be very costly to the business. A solution to this could be to open the scheme to older graduates and review the statistics. 

Within the local area it can be difficult to develop when in a tight labour market.  Managers opt to stay in the same job role for a lengthy time, therefore they are ‘blockers’ stopping progression within a store.  With no stores within a 30-mile radius, the opportunities for development compared to other regions are very limited, this can lead to colleagues/managers leaving the business for progression elsewhere.  A suggested solution to this would be for any pathways candidates to relocate or have full travel allowance reimbursed.  Although this would open many more opportunities for candidates, it will be very costly for the business. 





1.2 1.3


Coaching and mentoring objectives are aligned to the organisations vision and goals. (EV2) Within the workforce, especially within retail it is about understanding leadership behaviors within the management population to help and guide the colleagues.  Emphasis throughout 2020 has catapulted the need for digitalization and sustainability.  To recognise individual Team Leaders are a resource utilized as they are connected to most of the workforce at the heart of the organisation.  Adaptability is desired within identified individuals for growth.  Capability with technology is critical, however, technology should enhance the human to perform work and not let it become the sole learning and development within coaching and mentoring (Deloitte, 2021). 

It can often be left to the Human Resource manager and Store manager to recognise potential talent.  2020 has seen an increased focus on wellbeing, communication and workforce health and safety. (EV5) The organisation has recognised this, and objectives have been realigned.  A great way to deliver new objective is to give potential leaders a ‘passion project’ or give them the ‘A’ (accountability) to focus on.  This can be an opportunity to develop ‘home grown’ talent and add value to both the individual and the business (Trello, 2019).  Having ‘home grown’ talent can benefit the individual and peer by giving them mentorship experience which also gives the HR Manager opportunity to coach the Mentor and give feedback.  This style of coaching and mentoring has been identified as Line Manager coaching and can give great ROI for an organisation. A great tool to use is the GROW model. (EV9)

It is difficult not to pinpoint lack of coaching and mentoring to lack of funding, however, this is the main contributor.  Add the lack of funding to the past year of the pandemic creates an environment that is minimal.  To put recommendations in place to rectify this, it is best to take a Birdseye view of the organisation. 

Inductions for new starters are fully funded but no other coaching and mentoring has a specific budget (EV3)

1.4

Morrisons has realigned the sales format in recent months due to the loss of profits during 2020 (EV3).  Morrisons also implemented a management structure change (EV6) to level out all grades.  This has exposed a training need for all managers.  The business has implemented ER Masterclasses (EV10) held via video from various People Managers.  Post pandemic priorities have changed.  Wellbeing is a clear focus.  The organisation has invested in developing the Management population by giving them the tools to do the job, this will enable them do deal with individuals.  Masterclasses will benefit the organisations with a clear focus on behaviors.  Often business play lip service to training with processes and behaviors impacted. The business has invested greatly by listening to feedback and bridge the gap in skills.  By managers having the correct training it will add value.  Labour turnover will be fewer, and the organisational brand will be protected. Obtaining feedback from these sessions to evaluate their effectiveness will further enhance the organisation to enable future masterclasses to add even more value. The feedback could be collated anonymously to gain a more honest view.

Morrisons champions HR managers in each store (People Managers).  This, they feel is their superpower as competitors no longer have HR People Managers on every site.  Competitors have scaled to one People Manager to multiple sites.  This may be something that Morrisons will be able to do in the future with the upskilling of the management population. 

Considering all the information gathered, the following recommendations that could benefit. Morrisons could include ‘train the trainer’ upskilling sessions for People Managers.  Often a new piece of work is rolled out, however, the People Managers are expected to deliver without any coaching or prior knowledge to be able to engage the right managers and promote the session effectively. 

Although the pandemic catapulted video online learning through webinars which make it easily accessible, it is not a sufficient replacement for face-to-face coaching and mentoring where there is a personable feel.  Face to face interactions, when possible, will be a much-needed asset once again. 









































2.1

Morrisons recognises that coaching and mentoring within the organisation is beneficial. Pre pandemic meetings were held face to face focusing on different subjects that align with the values and vision, customers first, teamwork, freedom in the framework, listening hard and responding and growing sales.  (EV2) Active learning is promoted in a face-to-face environment where all stores from the region can gather. 

A service Manager session was held for all Customer Service Managers by me (EV11). By working with the Regional People Manager analysing current trends of complaints for the region it was identified that the population of Customer Service Managers were relatively new to the role. Discussions were held to decide which was the best way to reach a wide audience to upskill. I organised the Service Session Day by arranging the venue and contacting 2 People Managers that could support. When a date had been decided I contacted all the Customer Service Managers via email.  A small amount of pre-work was sent to enable discussions.

I set up and facilitated the Service Session and arranged to meet the 2 assisting People Managers prior to the meeting start to go through the presentation slides.  

The session added value by being able to explore and sound out different theories of best practice.  The session was a mixture of experienced and less experienced managers.  Experienced managers shared knowledge while the less experienced brought new ideas and new ways of thinking to the group. There can be barriers to this as some experienced managers can not see the benefit at the start of a session.  Negativity must be recognised and ironed out at the start.  It is crucial to ensure a safe environment for open topic of discussion of personal experience can be shared.  This can help interaction within the group.

2.2 2.3 2.4 2.5

Coaching and mentoring sessions are beneficial for the coachees and the development of the coaches’ skills. A services coaching day was developed by me and two other People managers (EV11) to be delivered to all Customer Service Managers within the South Wales region.  This took time and planning to ensure that it would meet the objectives and add value with alignment with organisational goals. (EV2) 

The objective was to stretch the People Manager capabilities of coaching and to explore the barriers to great service within the organisation.  By working together with the coaches, a more experienced manager can coach up as well as down to the coachees. An example of this was the regional People manager giving me feedback on the session compiled before it was delivered.  This enabled me to enhance the session to cover expectations and gain feedback in a constructive positive way. Working alongside other People Managers enabled me to coach the coach, sharing knowledge and experience gained from delivering previous sessions.  

By working with the People Managers, we were able to give ourselves the confidence to deliver as this can be intimidating delivering for the first time.  By working together as a team, if an individual faced difficulties, the other person could assist.  Supporting managers to deliver a tutor led session enabled me to develop skills and behaviors within a formal setting using a blend of directive and non-directive throughout, such as allowing managers to provide solutions to enable interaction, problem solving and a combination of listening skills.  This session benefited the coachees and coaches to put into practice listening skills and directive solutions of suggestions given to the managers. 

At the end of each sub section managers were asked to summerise what they had learnt and to note down the benefits.  Actions were captured for reflection at the end of the session to ensure full understanding. These actions were emailed to each manager. (EV12)

The service day gave the managers the opportunity to network across the region to exchange details for future mentoring.  More experienced managers were willing to share knowledge and experience and implement their own mentoring. 


Feedback is an essential part of any coaching and mentoring. Time was set aside at the end of the service session to find out what went well and what did not go so well, a vital part to be able to implement improvements in the future. Feedback was gained from the Regional People Manager for myself regarding the coach role and the Customer Services Manager population gave me feedback on whether the service session was informative and engaging as well as giving them the tools to implement in their own working environment; this was gained through open discussion. (EV13) Managers were asked what other topics of discussion they would like coaching for in the future to enable another program to be delivered later.  Managers are encouraged to communicate via email (EV12) for any skill gaps and discuss with their Line Managers in an annual performance review. (EV4)

Performance reviews (EV4) are held annually with a mid-year review to ensure targets are being met.  A clear plan can be obtained using objectives which forms part of a coaching session for training needs. A one to one upskill is arranged with individuals where needed (EV14).

The business has implemented various programs for colleagues, the most recent one being ‘Outstanding in Market Street’ (EV15) These instructor led sessions were held with a small group of colleagues with heavy involvement of interaction/participation from the colleagues.  The colleagues often know the answers and a casual approach is taken to maintain concentration with an element of comedy and comradery which the colleagues enjoy. This informal approach gains the hearts and minds in a positive way.  Feedback is gathered at the end of each session by asking if the colleagues feel the session was beneficial, this can then be fed back to the business and the coach can utilise for future sessions. 

Morrisons point of difference from competitors is Market Street (deli, Butchery, oven fresh) which is the main reason for customer service focus.  Following the Outstanding in Market Street Sessions Line Managers work alongside colleagues observing and gathering feedback.  Performance reviews for colleagues include elements implemented to maintain and keep the energy alive.  Return of investment from the sessions is measured using Sales and complaints KPI. Colleagues are encouraged to have empowerment to do what is right for the customer and instill confidence within them.

I have held service sessions previously for Checkouts EV16 within the store like Outstanding in Market Street.  Held in a similar way, it allows colleagues to speak freely and to problem solve.  It also allowed the colleagues to familiarise themselves with other colleagues. This creates a relaxed environment with trust where experienced colleagues share best practice on how to deal with situations. Actions and next steps are collated, and pledge cards can be written for all to see with one thing that each colleague will do differently. 


Recommendations could include: -

A budget set in payroll for training and talent planning.
A bespoke role set for management solely for coaching and mentoring.
Graduate scheme with no age limit. 
A Training Manager Lead.
Succession/Talent monthly open evenings. 
Service sessions for all departments within Morrisons

Morrisons approach to talent planning has evolved in the last two years and the program is now more in depth. (EV5) This process has been driven by best practice within the talent planning framework set out within the succession planning tool. There needs to be a review on how the business incorporates this into the working week. The mentors are experienced managers who have limited time and are driven by task and to meet the companies need to gain a talent pool there needs to be a budget included. Employers who demonstrate they want to retain talent and promote from within can also be why new candidates chose to join the business.  

The process for recognising talent needs to be led by the Team Managers, this cannot be a Human Resources Department job alone.  Managers need to recognise and reward their own colleagues by having meaningful conversations during their annual performance reviews.  Managers also need to lead by example and be inspirational to encourage the progression within the workforce.  The opportunity for manages to be able to mentor and encourage resilience, a behavior which is learnt through experience of failure and success. 






























Evidence for Contributing to Coaching and Mentoring. 
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About Us

Strategy

We have six priorities for the business, as we rebuild the company by defining and
strengthening the brand, we will:

Be more competitive

To be more competitive means helping customers make every penny go further, saving them money on the
everyday items they want and need. We use our expertise as food makers and shopkeepers to ensure that our
own brand products offer the best possible quality at the best possible price.

Serve our customers better
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We listen to our customers and make changes across the business that are lead by what they tell us. We are
always improving what we offer shoppers, and work hard to make the right colleagues available in the right
place at the right time.

Find local solutions

We want to deliver those solutions that benefit each store’s community. That could be anything from
stocking locally produced food favourites to creating a filter lane in to a petrol station that best suits the
nearby traffic flow. If we listen to what our local customers want it becomes meaningful at a national level.

Develop popular and useful services

Our aim is to offer customers a one-stop-shop and give them more of what they want on a shopping trip.
We continue to refresh what our stores and cafés offer and install practical services that shoppers appreciate,
like key cutting, mobile phone repair stations and pick-up points that are compatible with leading online

retailers.

Simplify and speed up
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Simplify and speed up

We continue to simplify and speed up, building a culture based on teamwork with a clear and consistent way
of working. We aim to be cost conscious and create a leaner, efficient business that's more responsive to

customers.

Make the core supermarkets strong again

We continue to refit and refresh our stores and cafés, incorperating ideas that have been suggested by
customers and staff. Our ‘Fresh Look’ is helping improve the shopping trip and demonstrate just how much
we care about the food we sell and make ourselves. Market Street and the craft skills of colleagues make

Morrisons different and are truly valued by customers.
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Careers

Home Life at Morrisons Our teams Early careers Locations Apply ) Search jobs

Our Future

OUR FUTURE

To make and provide food we're all proud of, where everyone's
effort is worthwhile, so more and more people can afford to enjoy
eating well.

Our four sets Our six
of ambitions priorities
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Customers Colleagues

o The freshest food that's great value for money

A manager who helps and supports me

« A good quality grocery offer across a wide range of brands The opportunity to succeed

« Friendly people who go the extra mile The tools and training to do my job

« You can get what you want and it's easy to shop A fair day's pay for a fair day's work

 You can see we are foodmakers on Market Street

To be treated with respect

* We have food experts who help you get what you want and offer advice

Suppliers Shareholders

« Simplify the way we buy and sell « Shareholders

« Getting the offer right — less is more « Focus on the core

« Known for Market Street quality and new product « Recover then grow

« Driving profitable growth « Build a stronger balance sheet
« Relationships that last with long term plans « Create shareholder value

« Building trust by doing what we say
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My Performance - First Half Conversations

It’s incredible to think the first half will soon be over, particularly given everything we've accomplished together in recent months. This year,
more than ever, it's important we take time to reflect on our efforts and performance, and really celebrate our achievements and learning

as we've responded to the crisis.
Given how different the first half has been to a ‘normal’ year, we’'ll simplify the mid-year performance process as follows:

« Performance conversation - everyone should already be having regular catch-ups with their line manager, and should use one of
these to discuss first half performance before Sunday 30th August. This conversation will be a good opportunity to review your
contribution, discuss what you've learned, catch-up on career thinking and set objectives for the second half

« My Performance system - there'll be no need to record anything in My Performance for half one, and we won't be giving mid-year
performance ratings. Instead, we'll be discussing mid-year potential ratings and, in cases of underperformance, supporting our
colleagues with a detailed action plan via the My Performance system in September

« Store Managers - please ensure you liaise with your Regional People Manager around the amended mid-year process

| know you're all continuing to work very hard, as we build further momentum out of the crisis. Thank you for everything you're doing to play
your full part, it's making a very significant difference.

Thank you
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Proposed Management Structure Change

1 write following a briefing which took place on 19th March 2020 following an update regarding
the managerent structure change proposal. As you know, following the recent management
restructure activity new structures are due to go live from Monday 30th March

*Thank you for joining me today. | want to share with you an important business update. | am
going to be reading from a script to make sure | share al of the key messages with you. The
same script will be delivered to all managers across all stores today.

As you know, our new structures are due to go live from Monday 30th March.

For a number of reasons we've now decided to extend the consultation period for up
to an additional 8 weeks, and this has been discussed with the Sata National Officer.
We'll shortly be arranging a call with the colleague representatives for senior
colleagues. The reasons for this decision are:

- Following the outcome of the selection process, there are still many ongoing

conversations regarding the step down hours available to colleagues, and
some appeals against placement decisions that we need to work through to
get the right outcome for colleagues and the business

- At the same time we’re now dealing with the unprecedented challenge posed by
Coronavirus (Covid-19), and we want to support colleagues through these
uncertain times by offering those who were due to leave the business through
redundancy, extended employment with us

- Also as a result of the Coronavirus, and the Government advice around
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- Also as a result of the Coronavirus, and the Government advice around

non-essential travel, we're not able to provide planned training to managers in
the skills required for their new roles. So as a result we need to review the
training methodology to ensure we're able to fully equip the managers in the
new structure to be able to fulfil their role to the best of their abilities. This will
take time to work through

- We also recognise we have a duty to strengthen and protect our supply chain,

as we play our full part in feeding the nation throughout this crisis. To do this
we need the help and support of all our colleagues.

For these reasons we're confirming to all colleagues affected by the restructure in
that the consultation period will be extended. It's anticipated that the new structures
will go live within 8 weeks, and as soon as we have clarity on this date we’ll confirm it
to representatives and let everyone know. Those colleagues who were unsuccessful
in selection will then be served their notices of termination.

1 would like to set up a call with you to explain in more detail what this means for you and
(insert contact details and times in here)

Yours sincerely

Manager Name
Store Manager
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Hello and Welcome to Morrisons
«  Hello, welcome everyone, and thank them for accepting the offer to join the Morrisons team
«  Introduce yourself and ask colleagues to introduce themselves.
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Moriing all,
Thank you to those of you that sent your Service Managers to the meeting yesterday. We will send out an overview of the day so you can follow up with the team
Massive thark you to Shaun, Carrie, Chloe and Germma who took the time and effort to prepare the day and facilitate

Itwould be really helpful if you could grab some time with your Service Manager over the next few days and please can you let me kiiow any feedback or reflections your service manager has had following
the day 0 we can plan future sessions

Nerys
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“The Outstanding i Market Street Program aims to give you the righ to0s raining
and hours to deiver an excellent Marke Sireet every single day fo our cuslomers.
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“The materals tha s booklet refersfo can albe found on our Dashboard, which is
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Outstanding Program
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