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Contributing to Coaching and Mentoring in the Organisation 
 
 
Please note that my personal statements are included within each answer below (1.1 - 2.5). 
 

1.1 Investigate the extent to which coaching and mentoring take place within an organisation. 

E1 shows the discussion between me and my manager regarding Bluestones approach to coaching and mentoring. It details a few different coaching and mentoring 
programs we have previously completed and some that are currently taking place. We currently use the GROW model in our coaching and mentoring programs which is 
explained within the coaching and mentoring policy. The types of mentoring that take place at Bluestone are generally formal and structured; there are a few less formal 
mentoring relationships but this is not something that is as common as the formal process.  The most common type of coaching and mentoring that take place at Bluestone 
are performance coaching and peer coaching (generally for new starters with a more senior member of the team).  
 
As I investigate the extent to which coaching and mentoring takes place within Bluestone, I feel that there could be more of emphasis on informal coaching and mentoring 
and using coaching and mentoring types such as executive coaching, line manager coaching, traditional or on-line mentoring and peer/group mentoring. If Bluestone 
utilizes these types of coaching and mentoring as well as the more formal process I think it would more likely benefit the business as not all employees will benefit from a 
formal process. Certain employees may be more suited to an informal process or different coaching/mentoring styles. If line managers are competent in delivering and 
taking part in coaching and mentoring activities they will also be able to create a coaching culture within the organization which is important for the organizations growth 
(CIPD, 2020).     
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1.2 Evaluate how current coaching and mentoring activity supports achievement of individual, team and organisational objectives. 

 
E2 is a screen shot from the Bluestone website where anyone can access. This page is about what it’s like to work at Bluestone and also states that Bluestone help 

employees to achieve professional qualifications as well as providing in-house training. This page tells anyone who wants to read it what we do for employees and 

is true as we do help employees gain professional qualification (I am one of those employees as I am currently completing this course), and we do provide in-

house training such as the ‘Resort Manager’ program and the ‘Bluestone Way’ program.  

 

These programs are useful for developing employees and giving them the skills they need to be able to carry out their jobs effectively. If the employees are happy 

and feel competent in their role they are more likely to provide guests with the best service they can and are less likely to leave if they feel they are being 

developed (The Benefits of Coaching and Mentoring | Zing365 | Marlborough Training, n.d.). The only issue is that with the pandemic, a lot of essential training, 

development, coaching and mentoring programs have not been able to take place as usual. It is hard to say how well these programs support the achievements of 

individual, team and organisational objectives at this time due to the lack of consistency.  

 

Once the workforce has returned to normal operation after this second lockdown, there will be an initial induction for all employees returning to Bluestone that 

will also include ‘The Bluestone Way’ program. This way, all employees can receive this training without the usual restrictions and issues with getting every 

employee to attend. This idea is a good one as the whole workforce will receive the same training and be able to utilize it as soon as they return to normal work. 

This will enable HR and Managers to manage unwanted behaviours more effectively and praise those who demonstrate the desired behaviours.   

 

E3 & E4 are screen shots of the ‘People Services Strategy’ which details actions and how to develop a competent workforce. This reference ‘The Bluestone Way’ 

program and what Bluestone expects as an outcome of this program. Each department will have their own strategy which will tie in with the organisational 

strategy. This helps us to understand how coaching and mentoring related and affects stakeholders, suppliers, customers, employees and the organisation as a 

whole. With the year we have had we have learnt a lot and especially how resilient our workforce is, is it important to  prepare for the unpredictable by coaching, 

teaming, and fostering workers’ ability to learn and adapt (Deloitte, 2021). 
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E3 

 

E4 

 
 



10 | P a g e  
 

1.3 Assess factors in the organisation including other learning strategies which could impact on the further development of coaching and mentoring. 

Other learning strategies within Bluestone are less formal such as having a new starter shadow someone who is more experienced in that role. This allows the new starter 
to understand the culture and how the role is performed at Bluestone. Whilst this is useful and relatively easy to set up, the level of knowledge and experience, including 
how things should be done is very much dependant on the employee who has been selected to have a new starter shadow them. There is likely to be inconsistencies 
between different employees who have someone new shadow them even though there shouldn’t be. Depending on how effective the shadow shifts are for the new starter 
they may be particularly good or not very good at all in their new role – this does also rely on their own abilities. This first impression of their training can give the new 
starter an impression of the overall training, coaching and mentoring of the business and may affect how likely or not they are to want to take part in these activities in 
future. This situation is also similar for managers who have a supervisor to mentor or coach – it depends on the ability of the manager to understand that persons learning 
style and if they have a good relationship to be able to give and receive feedback.  
 
Bluestone is currently very hieratical with low trust but since our new People Services Director has joined us, he wants there to be much more trust and devolve leadership 
to give opportunities to everyone. We rarely use external coaches which could be a good thing, or it could be a bad thing but Bluestone always try to develop from within. 
It is important to get line managers to coach in the way Bluestone would like them to as these are the people who have the most to do with their employees. This in itself is 
a challenge as line managers will need to act in a coach-like way (Is Coaching Always the Right Approach | Podcasts | CIPD, 2020). 
 
Bluestone are now focusing more on coaching & mentoring programs and instilling this into our culture, including offering some of these opportunities to anyone who 
wants to apply. For example, the Resort Manager Training used to only be available to managers at a certain level, but now it is available to anyone who wants to be 
involved shown in E5. This is a great initiative as it allows all employees to apply however; the selection process needs to be rigorous to ensure that the employees who 
want to receive this training and carry out Resort Manager Shifts are competent and demonstrate the Bluestone Way behaviors at the level they are already working at. If 
the wrong person is carrying out Resort Manager Shifts and dealing with guests and staff at that level, they will need to have good people skills, be able to work under 
pressure and have good judgment to make the right choices. Depending on the level they currently operate at it may be unclear if they have these skills. Depending on how 
successful the trainees for this course are, it will reflect on the L&D department which could both be very beneficial and encourage others to take part in similar initiatives 
or, detrimental to L&D where the importance of this department is determined by poor training, coaching and mentoring. The L&D department may have an increased or 
decreased budget for the next year which will ether allow them to put more of these C&M initiatives in place or less.     
 
Whilst coaching and mentoring is not the answer to all issues within the workplace it can be very effective in certain circumstances. The issue with using coaching is that 
the dynamic context in which coaching occurs and the complexities of different models make it very difficult to calculate coaching value consistently (Dunlop, 2017). 
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1.4 Make justified recommendations for how coaching and mentoring activity can be developed to benefit the organisation. 

 
I considered all I had investigated and reviewed for Bluestone Coaching and Mentoring programs and compared them to “Work Rules” by Laszlo Brock. The main things 
Bluestone could change to develop and benefit our coaching and mentoring is: 
 

 Give more freedom and responsibility to employees 

 Hire people based on their cognitive ability, leadership and attributes that relate to Bluestones attributes. Role related knowledge can be learned.  

 Celebrate experiences and fails to encourage employees to take risks and learn from mistakes 

These three points are things that Google does that Bluestone currently doesn’t. If Bluestone hired people not based on their role related knowledge and gave them 
freedom and responsibility to achieve their goals, they may not succeed all of the time but if they work in an organization with a culture that celebrates experiences and 
fails they are more likely to achieve their goals sooner through not being afraid to get it wrong. If nothing else, these will at least give the opportunity to build stronger 
relationships between coach/coachee etc… (Wai Yan Tun, 2020). 
 
E6 and E7 are an email trail between me and the Head of Learning and Development after we had a conversation regarding recommendations to the coaching & mentoring 
policy. The email summarizes the conversation we had and shows the Claire is happy to suggest we implement these suggestions into C&M in the future.  
 
To implement these changes is relatively easy as there is no cost and the concepts can be understood by most employees. Trying to implement something at this time with 
the issues caused by the pandemic that has a cost would likely be rejected which is why I considered these things. In a different situation where money was not such an 
issue I would consider spending money to have systems that gather data to allow us to make better decisions, but at this time it is not reasonable to consider.   
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2.1 Promote the benefits of coaching/mentoring within the organisation, recognising and addressing the potential barriers. 

At Bluestone we often promote the benefits of coaching and mentoring or training programs within the organization. Often when an employee has completed a 
coaching/mentoring/training program they are more likely to be considered for a promotion than someone who has not done the same. This is only an issue if the person 
has completed a particular course but doesn’t have the right attributes or attitude for the promotion they want. In this instance the employee may feel that they are being 
treated unfairly and that another person has been unfairly rewarded.  
 
Recently I observed an external training program for our Guest Services team. This training was to do with resilience and how we can build resilience and use it when 
dealing with difficult guests. E8 & E9 shows the handouts as part of this training session. The session lasted 4hours via Zoom call and all employees on the call took part in 
exercises and learned useful tools to help cope and deal with difficult guests. This training provided the team with improved working relationships (through having a 
wellbeing partner), insight on how to tackle issues and self management skills. This training was arranged as the company realized that the staff dealing with guests should 
be equipped to deal with the guest without feeling as though they cannot cope or suffering with poor wellbeing and wellness as a result of a difficult guest. The Guest 
Services team is always dealing with guest’s complaints and the coronavirus pandemic has made it even harder with rules changing regularly and being different in 
different parts of the UK. External coaching such as this resilience training does impact on employee performance and behaviors positively but sometimes these only last a 
short amount of time in comparison to long-term coaching (Clutterbuck, 2014). 
 
There are a few ways Bluestone chose to promote coaching and mentoring programs but the most common platform we use is our Family Newsletter that gets distributed 
via a system called ‘Flow’. E5 shows an example of promoting a training/coaching/mentoring program including the benefits to the individual and organization. Bluestone 
also has a recognition and reward scheme policy shown in E10. This policy lists Bluestones eight root beliefs and each award that can be won along with a monetary prize. 
The categories vary so not every award can be achieved by completing training, however there are some that can be won through completing and utilizing 
training/coaching or mentoring programs such as ‘Trainee of the year’. This is an example of how employees are rewarded and C&M programs are promoted.   
 
If employees receive coaching and mentoring during their employment they are likely to work to a better standard than those who don’t as they will understand what is 
needed and expected of them; they will feel that their time is valued and that they are working towards achieving a goal. This has a knock-on effect to those who 
employees deal with such as stakeholders, suppliers and customers. Employees will generally be more engaged and have the skills and knowledge to deal with these 
different stakeholders effectively. This also impacts on other organizational factors such as employee turnover, having more productivity, increased innovation & creativity, 
loyalty & commitment, communication and customer satisfaction (Recruitment, n.d.).  
 
Potential barriers to promoting the benefits of C&M in Bluestone are often related to recourse. This could be money, time or even prioritizing promoting C&M over 
something else. C&M can often be seen as ambiguous as the link between how C&M results in the business making a profit isn’t as straight forward as introducing a new 
activity or upgrading lodges would be. It is important to keep in mind that the people are the most important part of the organization and that ultimately, how they feel 
about the business will translate when they are doing their jobs and dealing with guests. Money is also a factor and often a barrier when it comes to promoting C&M as this 
is generally the first resource to be pulled if the organization is trying to save cash. To find ways that are inexpensive and remembering the benefits of C&M are the best 
way to overcomes these barriers for Bluestone. Bluestone do currently and are working towards a good coaching/mentoring culture, have buy-in from stakeholders for 
C&M activities and value C&M (Barriers to Coaching and Mentoring, n.d.).   
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2.2 Contribute to the development of organisational coaching/mentoring processes. 

The coaching and mentoring currently being developed and delivered at Bluestone is ‘The Bluestone Way’. This program focuses on developing the right attributes and 
attitudes for individuals in the organization which will create the culture Bluestone desire. Whilst I have little to do with the development of this program and other C&M 
initiatives, I do contribute from a compliance and process point of view. What I mean by this is that I will assist with the selection process of mentee/coachees and assist 
managers/coaches/mentors with sticking to the policy and not deviating from it. This would happen if a coach/manager asks for HR’s assistance if they have an issue with a 
coachee/mentee and how to overcome it. The first point of call is to assess whether the procedure has been abided to and if they have utilized all recourses within this 
policy. The outcome may be that the policy needs amending or updating for it to be more effective. E11 & E12 show The Bluestone Way documents and what the process 
involves.  E13 show and email from my Director asking for HR to be present at the delivery of these sessions for questions and general observation. As this program hasn’t 
officially been rolled out yet I don’t have any evidence of contributing to this process at this time.  
 
The development aspects of this process that I am unlikely to be involved in are the development of documents. These documents have been created by the Head of L&D 
who would have sent a draft to the People Services Director before getting it signed off and circulated. The coaching plans, agreements and guidance materials would also 
be created and reviewed in the same way before being circulated. Codes of practice will be followed to ensure that the program is ethical and operates within the law 
(Code of conduct for mentoring | Professional Development | University of Southampton, n.d.). 
 
According to Ramamoorthy, (2020) the usual steps that would be considered in a coaching/mentoring program are: 
 

 Establish roles & guidelines  

 Discuss desired outcomes for the relationship  

 Identify each persons’ responsibilities  

 Specify how often you will meet  

 Find out the mentees long term career goals  

 Express short term goals  

 Make a list of the things the mentee wants to work on  

 Discuss professional development events for the mentee to attend 

 Plan introductions to contacts that may benefit the mentee 

 Evaluate the mentee regularly to review their progress 

 Adjust mentor program and objectives as and when needed 

 Review the plan and have both parties sign it 
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E13 
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2.3 Support coaches/mentors to build and develop the knowledge, skills and behaviours required for the role. 

It is important for coaches and mentors to have the desired attributes, knowledge and skills to carry out this role effectively. Some points to consider when choosing 
coaches and mentors are to: 
 

1. Build a compelling case and link it firmly to the organisations vision & goals 
2. Articulate the benefits you want coaching to deliver 
3. Determine how you will evaluate success / measure return on investment 
4. Select your coaches (internal v external) 
5. Engage & involve managers at all levels 
6. Take the time to tell people about coaching and what’s in it for them 
7. Create supporting materials  
8. Provide support, monitor activity, identify common themes 
9. Ongoing evaluation 

 
Following this process will ensure that you are carrying out C&M in-line with the business strategy, follow best practice, select the right people as coaches/mentors, engage 
and support people with the process, and evaluate and measure the effectiveness of the program (Momentwm Consulting – Creating futures where individuals, teams and 
organizations flourish, 2019). 
 
The Bluestone Way document is about developing emotionally intelligent Leaders who are capable of uniting and harnessing the individual talents of all of our people to 
deliver a truly unique and memorable Bluestone experience to our guests. This can be done through active listening, understanding, and leading by example. The support 
for coaches and mentors given by HR & L&D may be directive or non-directive depending on the situation and is a good opportunity for relationship building and 
developing communication skills (Coaching Skills | Ultimate Guide | Find Out More Now!, n.d.). Training for coaches and mentors will be provided before they are given a 
coachee/mentee to ensure they have the skills and behaviors needed and allows for improvements and progress to be made by the coach/mentor prior to taking part in 
the activity. E14 shows the behaviors that Bluestone want from its employees and what this means. This gives coaches/coachees and mentors/mentees a clear 
understanding of what is required for their roles. If coaches and mentors need additional support HR & L&D will be able to support them to develop the skills and 
behaviors’ needed and they will have regular opportunities to discuss their coaching/mentoring skills whilst taking part in the process. E15 shows that we use the 9 box 
performance model to measure performance and what type of performer the coachee/mentee is. At the end of the process coaches and mentors will have the opportunity 
to reflect and decide what could have been done better, what went well and how they have developed their own skills (or not).     
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2.4 Assist potential coachees/ mentees to understand and participate fully in coaching/mentoring programmes. 

It is essential to ensure that all participants whether they are the coach/mentor or coachee/mentee feel that they can fully partake in their program; some ways to assist 
coaches & mentees to understand and participate fully is to brief or provide a training session prior to the program starting that includes: 

 

 An overview of the program 

 Aims and objectives of the program 

 Explain how mentors/coaches and mentees/mentors will be matched 

 Detail the commitment required – time, frequency of meetings and flexibility 

 Explain benefits and rewards of participating in the program 

 What is expected of the mentee/coachee 

 Feedback and evaluation process 

 

This will help mentees/coaches to address any concerns they have, discuss expectations, explain what mentors/coaches can and cannot do, help them to start thinking 
about their own goal-setting, and what to do if they feel the program is not working out (Mentoring Programme Guidance, n.d.). 
 
The Bluestone Way document explains how the process works and what is expected (shown in E11, E14 & E15), however it does not state how feedback after the program 
will be gathered and measured. One suggestion would be to create an online anonymous survey for the mentees/coachees to complete after the program. This will allow 
them to be honest about their experiences and provide L&D and HR information to make improvements to the program including spending more money on resources if 
needed (Costing and Benchmarking Learning & Development | Factsheets | CIPD, 2020). 
 
E16 is an example of an anonymous evaluation form that Bluestone uses for a different program that would be completed by participants. Whilst this is not the exact form 
that would be used for the Bluestone Way, it could be a good template to use as it is anonymous, has clear questions and scoring options, and isn’t too lengthy to 
complete. E17 shows part of the Bluestone Way document that explains what the mentee/coachee should expect and how to prepare for their reviews with their 
mentor/coach. E18 shows that once the program is completed, there will still be continuous learning and that the mentee/coachee should consider what they have 
learned, how they will use their new skills and to keep a record of any further training they complete. Keeping a CPD will encourage participants to log new training/skills 
and keep their knowledge up to date. It can also be used as a way to plan development that links directly to practice and strengthen professional credibility (What is 
Continuing Professional Development (CPD) | CIPD, 2018). 
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2.5 Support the on-going evaluation and continuous improvement of the organisation’s coaching/mentoring programmes. 

After reviewing the Bluestone Way documents that I have access to, there appears to be no clear evaluation process in place for this program. A suggestion would be 
to use 360 degree feedback. This is something Bluestone has used previously for personal development plans. The 360 degree feedback process works by providing 
each employee the opportunity to receive performance feedback from his or her supervisor or manager and four to eight peers, reporting staff members, coworkers, 
and customers. Most 360-degree feedback tools are also responded to by each individual in a self-assessment. E19 & E20 show email communication between me and 
the Head of L&D discussing the 360 degree feedback and how it can be potentially used in the Bluestone Way program.  
 
As part of the 360 degree feedback system, each employee also completes a self assessment survey to evaluate their performance within the coaching/mentoring 
program. The purpose of the self assessment is to open up the conversation between the employee and their manager during the review. The self assessment 
encourages the employee to review their goals, assess their progress and thoroughly consider areas for job and career growth (Heathfield, 2021). 
 
Once the feedback from the program has been collated it is important to review the feedback to decide whether it was effective or not. If the feedback is good and 
there are no real changes that need to be made then it can continue as it was. However, if the program has poor feedback it s important to find out what the issues 
were. This may means that you will need to gather more specific information through interviews or surveys. Once the problem has been identified you can correct it so 
that the program works better in future. Actively working to improve the program will improve employee experience which will have a positive effect on their 
engagement and organizational culture (How to Measure Mentoring Program Success, 2019). 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

https://www.thebalancecareers.com/how-to-provide-coworker-feedback-for-a-360-review-1917538
https://www.thebalancecareers.com/use-an-employee-self-evaluation-1918856
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