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1.1 121 process – conversations EV1   

“ “ 1.1, 1.2 Email to senior managers around succession 
plans  

EV2   

“ “ 1.1, 1.2 Succession plan template EV3   

“ “ 1.3, 1.4, 2.2, 
2.3, 2.5 

Email to stakeholders around implementing 
coaching and mentoring, and considerations, 
along with resources and guidance 

EV4   

“ “ 1.1, 1.2, 1.4, 
2.2, 2.4, 2.5 

Random sampling – investigating if coaching and 
mentoring is taking place 

EV5   

“ “ 2.1, 2,2, 2.4  Request for a member of my team to receive a 
mentoring session 

EV6   

“ “ 2.3, 1.4, 1.1 Advising to utilise coaching EV7   

  1.1, 1.2, 1.3, 
2.2, 2.5 

Email evidencing coaching being incorporated into 
our performance management framework 

EV8   

  1.2, 1.3, 1.4, 
2.1, 2.2, 2.3, 
2.4, 2.5 

Coaching and Mentoring Workshop EV9   

  1.4, 2.2, 2.3, 
2.5 

Suggestions for professional accreditation to my 
line manager 

EV10   

  2.2, 2.3 Leadership behaviour guides EV11   

  2.1, 2.2, 2.3, 
2.4 

Intranet - resources EV12   
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1. Be able to assess the impact of coaching and mentoring activity within an organisation and make recommendations for further development. 1000/1500 

words 

 

Bluestone is a learning organisation and utilises a number of methods to enhance skills, knowledge and work performance. Given the nature of the business, being 365 days 
per year and fast paced, coaching and mentoring generally occurs informally under styles of management and coaching between colleagues. The types of coaching currently 
occurring within the business also include performance coaching, which links with our performance management framework of having regular informal conversations with 
team members, highlighting opportunities for coaching. Succession coaching is also occurring in pockets throughout the business and certain departments are carrying this 
out well, where talent has been identified and coaching is occurring to develop these individual in readiness for more senior roles. This is also supported by our succession 
planning where all employees are scored as an “A”, “B” or “C – A’s being our top performers, B’s demonstrating adequate performance, C’s are underperformers. For our A’s 
in our succession plans – we identify if the candidate is ready now, near term 12-18 months, mid term 18-36 months or long term 36-60 months. Once this is identified, the 
relevant learning and development interventions are applied including where appropriate coaching and/or mentoring initiatives. Formally, the “Directors of” have mentoring 
sessions with each board member and this is captured within their development plans. As part of our 121 approach, we also carry out random sampling – sent to a random 
group of employees for feedback on the conversations they are having alongside the training, or coaching/mentoring received or delivered. The response rate for this is 
limited and highlights specific departments where coaching is occurring which seem to be predominantly back-office roles and management positions. This could be due to 
the resource challenges and time constraints some of our operational departments are currently facing.  
 
Coaching and mentoring is currently occurring ad hoc and on an informal basis within the organisation. With a coherent strategy, activities could support achieving objectives 
on an individual, team and organisational basis. Coaching has proven to be an effective tool in developing performance on an individual, team and organisation basis by 
unlocking capability and developing skills and confidence for high performance working. It can also help managers to get the best from their teams whilst engaging employees. 
Through ongoing feedback and discussion, individuals will benefit from self-confidence and self-awareness alongside developing strong communication skills. It can also allow 
them to grow their personal network within the business perhaps by working with individuals who the mentee or coachee wouldn’t usually engage with day to day. The 
mentee can also receive exposure to new and different perspectives and enable them to learn from other’s experiences, supporting inclusion by encouraging empathy and 
self-awareness, and developing skills to self-reflect (Guidar-ai, 2021). Coaching also offers a number of benefits to individuals, supporting various needs and establishing and 
acting towards achieving goals and increasing the likelihood for achieving the goals set around both skills and behaviours. Coachees can also experience an increased level of 
engagement, as it connects with them on a one-to-one basis with feedback and encouragement. Coaching also offers a safe place to gain perspective, where the coachee can 
have a safe place to talk through scenarios and receive guidance and support. Another benefit includes the coachee undertaking a deeper level of learning. It enables the 
coachee to learn about themselves, how they are perceived and address their behaviours, and provides opportunities for coachees to learn skills that can be applied in other 
situations, and for them to understand their own abilities. Coachees can also develop their own personal awareness on ways of making improvements and understand their 
opportunities for developments (Insala, 2021). The benefits experienced on an individual basis, support interpersonal skills to enable better working relationships within 
teams to achieve objectives collectively. As well as for individuals and teams, coaching and mentoring enables organisations to meet objectives. It firstly enables a positive 
company culture supporting learning, nurturing and growth. Company culture is vital in driving coaching and mentoring, which will filter through the organisation resulting in 
satisfied employees, which in turn supports overarching objectives for engagement and retention. Coaching and mentoring initiatives at Bluestone also support recruitment 
objectives, as this is an attractive benefit, particularly for millennials. It also supports inclusion objectives by offering exposure to varying perspectives, from diverse 
backgrounds and lived experiences, resulting in learning from each interaction. A more inclusive workplace can also be achieved from having ongoing conversations such as 
these, increasing empathy, self-awareness, and cultural competency. Coaching and mentoring can also support Bluesonte’s objectives for absence management, as there are 



a number of benefits for employee’s mental wellbeing, by supporting those who feel isolated, by increased self-confidence and support lower levels of anxieties within the 
workplace (HR Daily Advisor, 2021).  
 
According to Fessell, Chopra and Saint (2020), the Covid pandemic has highlighted the importance of mentors, particularly with supporting individuals emotionally. The 
pandemic has changed the dynamics of mentoring, making the mentees wellbeing a priority focus for mentoring discussions. Equally as a mentor, ensuring self-compassion 
and self-care, not only to ensure mentors do not burn out, but to ensure they are modelling these behaviours for their mentees. The pandemic also changed our working 
dynamics and management styles, whereby much of our usual working activity has been transferred digitally resulting in colleagues working alone and losing touch with other 
people. Coaching in these teams is still achievable through digital platforms, continuing to provide emotional support and maintaining engagement, however this is a factor 
for consideration as we continue to work in new and innovate ways – ensuring coaching and mentoring can continue to develop and meet business needs. Bluestone’s 
structure and culture supports coaching and mentoring activity, the majority of our management teams are home grown, therefore able to offer a high level of internal 
knowledge and skill to junior members of the team. The board team are all mentors, and it is already in place that senior management have regular mentoring sessions with 
the identified board member based on their needs. This demonstrates a learning culture from the top of the organisation. Bluestone is also keen to understand the 
effectiveness of people activity and interventions, therefore coaching and mentoring should have robust measurements to demonstrate any progress made towards a 
coaching and mentoring culture, the quality of coaching being delivered in the organisation, the ability of individuals being coaching, and the impact i.e. the return on 
investment of the initiative. Where robust measurements are not factored into the further development, senior management and the executive board may be reluctant to 
invest or continue with it. Coaching and mentoring have become a critical part of many Learning and Development offerings within organisations, as where this is internally 
sourced, it is cheaper and proven to be more effective than formal training. Whilst there is a financial benefit, consideration must also be given to the operational nature of 
the organisation and the current recruitment challenges faced. These have left teams working long hours, and management stepping in to support on the shop floor leaving 
little time for additional management activity or even the expected management activities. This must be a consideration if implementing an expectation of coaching and/or 
mentoring within teams, particularly teams such as housekeeping with over 300 employees and a handful of managers. Whilst there are many factors to conside, immediate, 
person-focussed interventions hold greater recognition of its value. When integrated with a coherent strategy, it can enhance learning and development alongside 
organisational development (Clutterbuck, 2021). 
 
Coaching and mentoring at Bluestone is currently a scattered and disjointed series of activities and would benefit from being implemented as part of a coherent and integrated 
strategy. By implementing it in this way, it can enhance other aspects of the overarching learning and development strategy. The journey towards a coaching and mentoring 
culture is not guaranteed with having a strategic approach, however it is recommended. Within this, I would also recommend exploring a range of formats and applications 
to find the right models that fit the needs of the business. I would also recommend that employees are central to this and educating all employees on the value of coaching 
and mentoring activities, alongside how to coach and be coached will support engagement with the process. Further to this, I would recommend that it is embedded that all 
employees take responsibility for their own learning and given sufficient time for the process to have a positive impact. It is also recommended that considerations be given 
to the appropriate support is provided as and when it is required. This will vary however is a key factor as coaching and mentoring interventions will often disappear if there 
is no reinforcement. Some recommendations could be professional supervision, resources such as further reading and practical guidance on good practice, peer support 
groups, progression paths for coaches and mentors with considerations for professional accreditation.  HR should also act as champions for coaching and mentoring alongside 
a steering group made of key stakeholders. Consideration around the structure that facilities coaching and mentoring initiatives is also recommended for example the HR 
team being adequately training and having established professional qualifications and direct involvement from senior leadership acing as role models. Coaches and mentors 
can be sourced internally and externally. Whilst many organisations seek these internally, external coaches can be sourced and are often used for senior managers. However 
coaches/mentors sourced internally, should be given the training, support and time to conduct their role professionally. The main recommendation here is to ensure all 
components are linked within a strategic framework which addresses a number of key issues and addressing current business issues (Clutterbuck, 2021). 

 



2. Be able to support the implementation of coaching and/or mentoring programmes within an organisation. 1000/1500 words 
 
There are a number of known benefits to coaching and mentoring and it is utilised at Bluestone to enhance our management skills for example listening skills, understanding 
and how to provide high quality feedback, equipping management to better support teams. It is also beneficial for junior managers, who are learning how to balance the 
responsibilities they have recently obtained. It also enhances confidence by giving and receiving feedback providing a sense of where they are excelling in the role and where 
the development opportunities are. The same will apply for self awareness and general wellbeing by having supportive relationships with a coach or mentor. EV9 is a training 
session prepared for managers to introduce coaching and mentoring and promote the benefits of applying this within their teams. Some potential and current barriers at 
Bluestone include the culture and it not being viewed as a priority, a lack of understanding of its value, resistance from senior management, potential for low levels of skills 
and experience, and a lack of time and resource. EV4 is an email to stakeholders with some considerations for our approach to coaching and mentoring at Bluestone, 
highlighting addressing some of the current barriers including applying a strategic approach, educating those on it’s value, having robust measurements to demonstrate 
return on investment.  
 
According to CIPD (2021), developing an organisational approach to coaching means considering many phases depending on the context of the organisation, however at a 
minimum these will include the organisations strategy, how its positioned, its priorities and who supports coaching and mentoring. Once these have been addressed, this can 
be practically implemented looking at how and who will deliver. EV4 is an email to stakeholders with invested interest in coaching and mentoring highlighting its value and 
they key considerations in developing coaching and mentoring processes. EV9 supports this as it is a workshop for all employees – supporting management to understand 
their roles, and supporting employees on how to be coached and how to be mentored. EV10 is a suggestion for professional accreditation for management teams to support 
their skills and knowledge in coaching and mentoring. EV8 also demonstrates how it links to our performance management framework, by having regular conversations and 
identifying needs for coaching and/or mentoring.  
 
EV1 demonstrates Bluestone’s performance management framework and EV11 demonstrates the leadership behaviours expected and role modelling these. The behaviours 
fall under three areas – genuine care, true ownership and grow as a team. The particular behaviours relevant for coaching and mentoring include prompting 121 conversations 
if an opportunity arises that may benefit them, managing poor performance, driving teams to focus on achievements in order to shout about success and increase motivation, 
anticipating future skill needs and carrying out activities to address, providing opportunities to all employees with support and encouragement. EV9 is a coaching and 
mentoring workshop, and EV10 is suggested professional accreditation to support coaches/mentors to develop their skills and knowledge. Assist potential coachees/ mentees 
to understand and participate fully in coaching/mentoring programmes. According to CIPD (2021), coaching is often applied as day-to-day management activity, within one 
to one meetings and conversations, and this is definitely the case at Bluestone. However, it is also questioned if line managers are the right person for the role given the need 
for some distance and impartiality during the process. One consideration to overcome this, is for Bluestone to ensure there are structures opportunities for reflection either 
in group sessions or on a one-to-one basis, to support coaches and mentors to continuously develop their skills.   
 
EV9 and EV10 demonstrate the intention to create the PowerPoint workshop into an e-learning module accessible for all employees and EV4 highlighting that consideration 
must be given to ensuring all employees have an understanding of coaching and mentoring and its value. It is vital that they understand how this will benefit them by 
promoting the benefits for their personal development. This can also be achieved through their ongoing 1:1 performance conversations with their line managers. Employees 
also have access to the “HR Hub” on the staff intranet, where employees are directed to for information, which has resources for coaching and mentoring (EV11). Employees 
who are due to be in receipt of coaching and/or mentoring activities should understand exactly what it involves, how it is managed by the stakeholders in the process, how it 
is an appropriate intervention for them (CIPD, 2021). Once coaching/mentoring begins, and if done well, coachees and mentees will begin to see the benefits for themselves 
e.g. increased self-confidence and self-awareness through ongoing feedback. They will experience an increased level of engagement, not just with the process but with the 
business it self, as it connects them on a one-to-to one basis with encouragement (HR Daily Advisor, 2021).  



 
It is evident that the traditional training evaluations utilised at Bluestone, will not easily transfer for evaluating coaching and an alternative framework will need to be 
developed. The first consideration for any evaluation is to establish what Bluestone is seeking to prove i.e. are the interventions making real difference across the business 
and define the success criteria before selecting measures which collect data and show success. Qualitative data is also valuable in considering perspectives of different 
audiences for the evaluation. Surveys are a simple and not a resource heavy method in collating responses to coaching and/or mentoring and could be implemented as one 
of the 3 pulse surveys carried out annually. Another method could be face-to-face interviews. EV5 is random sampling sent out quarterly, this is to measure the 121 
conversations occurring across the business, alongside any training, coaching or mentoring interventions received at delivered. Currently, this is the data collated, as we are 
in the process of developing our coaching and mentoring business approach. However it is evident there are a number of solutions to evaluating input. Based on the 
evaluations, it is also important to maintain momentum and continuously improve, which would be responsibility of the steering group made up of key stakeholders, to drive 
this forward.  
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