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The current approach to coaching and mentoring at Folly Farm is very much led by the seasonality of the business, over half of the employees in the organization are on seasonal contracts and due to the time pressures, this means coaching is rarely carried out unless it is with permanent members of staff. The seasonality of the business is one of the key areas hindering the implementation of coaching within the workplace as it is only available to supervisory and managerial staff at present. With this in mind, the approach focuses more on mentoring as this is more convenient and effective to implement. 

The organization does not have a formal coaching and mentoring policy as the approach is informal and is carried out internally. There is a learning and development policy within the handbook (EV.1) with covers training and development practices and although not a direct coaching session when setting personal development plans for supervisors, this is done in a 1 to 1 meeting which uses elements of coaching styles to set goals and allow supervisors to lead their own development and drive their own performance. This uses elements of the GROW model as a basis focusing on setting goals and working out how this will be achieved and outlining the different options, (Blackbyrn 2021) and a line manager will work with the supervisor to complete their personal development plan (Ev.2) within an informal coaching style. Coaching sessions are also held between line managers (coaches) and supervisors (coachees) although is infrequent and there is not a large amount of structure in terms of setting regular review dates, again this loosely borrows ideas from the GROW model but is slightly adapted to meet the needs of the organization. The style of coaching used at Folly Farm resembles that of executive coaching which is done on a one-to-one basis and encourages the coachee to ask questions and find solutions themselves and work towards the desired outcome, (Coaching Focus 2021). 

The focus for Folly Farm is mentoring as this is better suited to the organizational needs. An ambassador scheme is in place whereby each department has an assigned ambassador (mentor) and they are responsible to helping new starters to settle in and act as a first point of call for questions, they also assist with training and driving team morale. Although this is an informal peer mentoring program, ambassadors are given job descriptions (Ev.3) and their rate of pay is increased in order to reflect this. 

After assessing and reviewing the current coaching and mentoring practices in place at Folly Farm, it is clear there is value being added to the organization. Reviews held with ambassadors from each department provided a valuable insight, information gathered (EV.4) shows that ambassadors feel as though they are adding value to the organization by carrying out their duties, it was noted that their contribution freed time for line managers to focus on more strategic decision making. Ambassadors across different departments all said they felt as though staff found them approachable and would often be more likely to raise their concerns with them rather than line managers, Kuligowski (2019) notes that this is valuable and relaxes the rigid lines that can often exist between managers and their teams.

When looking at the effectiveness of coaching within the organization, it is clear to see that coachees (supervisors) benefit from the support of line managers and tend to value their opinions and guidance in terms of achieving personal goals. When being coached to think about how they can achieve certain areas or tasks, the fact they have considered options and outlined their own approach helps them take ownership of their personal development and provides additional motivation to see goals through to completion. Anderson (2001) notes that as well as individual satisfaction from achieving one’s own goals, coachees also drive satisfaction of the wider team and help them to achieve their own goals as well as the wider team mission, this is very much the case at Folly Farm and supervisors who receive coaching do receive positive feed back from employees in annual reviews. The organisations mission statement is focused around ‘Exceeding Expectations’ (Ev.5) and that applies to all elements of the business whether that’s on a personal level, team level or customer satisfaction level. The impacts of coaching and mentoring help the organization achieve it’s over all mission, those who have been coached/mentored are more engaged and contribute more effectively to the team, those who have done the coaching/mentoring take pride in their work and can see how their impact adds value and this is rewarding/motivating for them. Dagley (2006) Discusses that coaching and mentoring make for a more cohesive team and improved performance can often be achieved as the effects filter down through the organization. The organization also benefits from line mangers having more time to focus on other tasks and an engaged workforce also increased customer satisfaction and the over all mission of exceeding expectations which is seen through repeat visitor numbers, higher profits, and positive brand image within the community. 

It is clear that the implementation of coaching and mentoring is fairly limited at Folly Farm, especially in terms of coaching where there is a large amount of scope to expand on the current offering. Being a private sector, family run, seasonal business, it can be challenging to really implement the processes of coaching and mentoring more so than for organisations withing the public sector, Edwards, Snowden and Halsall (2017) discuss the notion that within the public sector there is greater understanding of the benefits that coaching can bring and this is budgeted for. A major constraint for Folly Farm would be costs and the impacts of the recent covid-19 pandemic mean that budgets are tighter than ever and investing in coaching is not deemed a priority at present, this means the focus will remain on peer mentoring as there are lower costs associated and the value of building a strong team during a pandemic is still recognized, (Comcowich 2020). 

Folly Farm has recently expanded with the addition of a holiday park and current coaching practices could be evolved to line up with the organisations strategy in terms of preparing supervisors for future managerial roles (Ev.6). Being a family owned and family run business, the culture focuses on promotion from within, Down (2019) discusses a ‘growing together’ culture which very much links to Folly Farm and this approach naturally lends its self to one-to-one mentoring in an ongoing and informal way. This ensures line managers can prepare supervisors and pas on skillsets and knowledge ready for expansion and future roles, this can be done over a long-term period and ensure they are ready for the next step. A key area that could hinder the development of future coaching and mentoring programs is the availability of strong coaches/mentors as if the cycle of promotion from within continues , it is vital to have succession plans for the next group of mentors or ambassadors in this case, if the current mentors are not preparing the mentors of the future the cycle will break down and this could impact negatively on the team and on the organization as a whole if goals aren’t achieved and values not driven forward amongst the rest of the team. 

After conducting a holistic review of the organization, the following areas are recommended to allow the organization to gain further from the benefits of coaching and mentoring. To improve consistency a clear coaching and mentoring policy should be set out, this would be beneficial as it would mean all coaches were working off the same criteria and meeting the same standards which would mean coaches received a similar approach, departments were working to the same level and no department would be lacking or not meeting the same expectations. Another recommendation would be to implement formal training for coaches rather than in-house training, this would improve skill set of coaches and external training would bring a new viewpoint and give existing approaches a re-fresh, this would give coaches a new approach and potentially new drive to implement their training, and this would feed through the organization as a whole. Recommendations have been sent to head of HR for consideration at the next review (EV. ) Whittaker Dunlop (2017) Notes the benefits of coach training and the link between qualifications and the number of practical hours that go into the relevant course, and this can significantly impact the desired outcome. By putting line managers through relevant courses, the results have the potential to bring the current coaching program to a higher level. 

Another recommendation would be to use external coaches as this would offer a completely neutral approach rather than an internal focus which can sometimes be biased and have an agenda. Mason (2017) discusses than an external coach is not driven by organisational goals and can solely focus on coaching, it is also stated that quality of coaching can be higher as coaches are coaching as their primary job and have a more in depth understanding and a wealth of experience compared to line managers who are managers first and coaches second. 
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There are many benefits of coaching and mentoring within the workplace. Folly Farm has a company culture based around family, growing with the company, and promoting from within, this naturally lends itself to promoting coaching in an informal setting as employees are cross trained to assist with other departments and are peer mentored without realizing it. To drive forward the interest and engagement relating to mentoring I created posters (Ev.8) to highlight the positions available to staff, these positions were internally advertised with the posters and those interested were required to write a letter expressing why they wanted to be considered for the role. Choudhury (2019) discusses that organizations can benefit from coaching and mentoring but mentors themselves can also benefit from improved confidence and stronger communication skills, this was highlighted on the campaign posters used with emphasis on phrases such as ‘Are you looking to gain confidence with your communication skills, then why not apply to be an ambassador?’ and ‘You’ll be helping your peers develop whilst also driving forward our family standards.’ 

Naturally, there are barriers to coaching within Folly Farm, the key one being time constraints as the business is seasonal and there are large time periods in the year where coaching/Mentoring sessions just aren’t practical. Steen (2018) Discusses the most common barriers to coaching and highlights time constraints, failure to adapt coaching/mentoring style to coachee/mentee’s needs and failure to follow up/recognize progress. These are all barriers faced within the organization, to counteract this, ambassadors are given a training session to help them understand different techniques and the importance of adapting their style to individuals needs as each team member will have a different learning style. There is also a strong focus when coaching on the relationship continuing to evolve and adapt with regular reviews and feedback is given regularly to solidify progress. There is not much that can be done to aid time constraints in terms of coaching as a large portion of this must take place during the quieter periods as it is the only way it is feasible. 

For the organisation to get the most out of coaching and mentoring there must be clear processes in place, I have contributed to many stages of the process within my job role. I have helped develop coaching and mentoring plans in terms of suitable candidates and time frames and identified coachees/mentees who would benefit from support, this can be challenging as it is important to the right coach/coachee combination, and I have on occasion had to re-arrange the pairings to maximize benefits to the organisation. In terms of mentoring, I have contributed to job descriptions for ambassadors across multiple departments (EV.9), these are important as they outline expectations of the ambassador, I am also involved in completion of paperwork relating to increased pay rates for ambassadors. Arruda (2014) summarizes that the best coaching relationships have chemistry and involve a coach who has already achieved what the coachee wants to achieve, I implement this process when creating coaching relationships as it can be inspiring and help drive the coachee forward. 

Coach/Coachee pairings are formed with specific persons/job roles in mind, where as the ambassador program is based on recruitment/selection. This is advertised via posters (EV.8) and then expression of interest letters are reviewed and internal selection interviews are carried out with potential candidates. Selection interviews (EV.10) aim to highlight why the individual wants to become an ambassador and also assess suitability. Mentees are not specifically selected as part of the ambassador scheme as this is peer based and informal so naturally those who need mentoring gravitate towards the mentor and vice versa. 

All line mangers that are going to be coaching and all ambassadors receive in-house training from the HR team which includes classroom-based learning in the form of techniques and different approaches but also practical elements and role-playing scenarios to improve confidence when delivering coaching sessions. This is communicated via a half day workshop session; I have contributed to this by researching techniques and producing content (EV.11).  

The workshop covers the importance of strong listening skills and listening in a non-judgmental way, in particular active listening which is a level of listening that focuses the full attention on the speaker and can be beneficial in ensuring concepts are clear and avoids miscommunication, (Bellota, 2012).  The workshop also highlights building rapport as a key area and identifies ways to do so as this helps the coachee/mentee feel comfortable and they are more likely to succeed if they feel at ease, it is important to strike the balance between this and staying focused on the task in hand. Burrows (2020) notes key behaviors for coaches/mentors to exhibit are the ability to provide effective and valuable feedback to keep morale high and the drive to succeed going, and also coaches must practice the ability to resist ‘telling’ or guiding the coachee too much and must allow them the time and space to explore and come to their own conclusion and thoughts, this is covered within the organisations workshop. The workshop also provides knowledge and techniques to help drive each session forward, it is up to the coach to assess which model is best suited to the session/coachee, but they are given guidance on how to use the GROW and OSCAR models, which look at identifying goals and the options/obstacles to creating a way forward and how to achieve the desired outcome by looking at ones current situation and the choices available in getting to said outcome, (Miller 2021). Both models are used within the organisation and are solution focused, this is the basis of the coachee’s development plan (EV.2)

To get coachees/mentees to fully engage with the program that is in place within the organisation, I inform those who have been selected for the coaching program and work with them to schedule sessions in advance, so they are aware of the length of the process and know what dates they are working towards, this is a basic step but helps them to engage from the beginning. Coachees also attend quarterly reviews with the HR department and their line manager who is also carrying out the coaching and there is the opportunity to seek further guidance/support and help the coachee implement their feedback. The reviews are also used to re-iterate and re-engage the coachee, this is done through explaining the benefits and the reasons behind the coaching and linking back how their own learning helps them progress and prepares them for future opportunities within the organisation, this keeps the coachee motivated. 

The ambassador scheme is a more informal set up and mentees are not specifically selected however, during the induction process I would introduce all new starters to the supervisors and ambassadors within their department and explain that ambassadors are there to support and assist with any questions and enquiries and explain the concept. Mentors can also learn from mentees as they bring a new perspective to a situation and the relationship can add value both ways, (Steinbrecher 2018). This is communicated regularly by myself starting from induction and following and as an ongoing process. By both parties feeling as though they are benefiting from the relationship, the overall organisation will benefit as a higher performing team is generated and targets/goals are met. 

Coaching and mentoring are under regular review at Folly Farm, and it is clear there is plenty of scope to expand the current offering, however this is depended on resources specifically time and finances. Carter (2006) discusses that coaching is only as effective as its evaluation and feedback is important to ensure coaching is worthwhile and cost effective, the author notes that there can be difficulties in reviewing coaching in an organisation as all coaches will have a slightly different approach and all coachees learn differently. In terms of reviewing and contributing to the improvement of current schemes, I ensure that all ambassadors are given an ambassador evaluation from (EV.12) to complete at the end of the season which can highlight areas for improvement and also provides feedback on if they felt training and support from line mangers and the HR department were sufficient and if they need more training or guidance in specific areas. Attending coaching sessions on occasion also helps with the review process as it means the consistency from line managers (coaches) can be evaluated, for example a line manager approached the HR department and said they weren’t confident and wanted feedback on their coaching technique as they were new to the role so I carried out a role play session (EV.13) to improve confidence and highlight areas for improvement as well as strengths of the individual. After completing an evaluation of the current processes in place and highlighting recommendations, the head of HR responded indicating the potential for these to be discusses further (EV.14). 

The biggest indicator of whether coaching/mentoring are effective is whether or not individual/organisational goals are being achieved, for example if staff turnover appeared to be high then I may choose to investigate and adapt the ambassador scheme as one of the key aims of this is to help new starters settle in and adapt so it could highlight an area that needs improvement to ensure that goal is being met. 
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> inbox Holiday Hormes of C. Please see below for outlines of proposed recommendations following an evaluation of the coaching and mentoring schemes
e e At Info Corbis W, 24/06/2021 currently in place at Folly Farm.
Hi David, Piease could you These are a few things to potentially consider.
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e Fold o tor ton ot o, 1310672021 organisation as a whole would bring all departments up to speed and in line with each other. This would make efficiencies
e Sent from my iPhone <ends in the form of freeing up line managers time to focus on strategy.
Kimberley Low
Re: 010872021 Kind regards
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Operations Ambassadors 2021
ARE YOU LOOKING TO DEVELOP YOUR COMMINICATION SKILLS?
DO YOU WANT TO HELP NEW STAFF SETTLE IN?

We are currently looking for Ambassadors in Operations and Retail. The scheme will

operate in a similar manner to last year in which ambassadors will help to mentor new

team members, undertake meet and greets at the Fairground entrance and support the
Supervisory Team.

Ambassadors will be chosen through an assessment based on:

*Meetand Greet
« Time Keeping and Attendance
*Ride Operation

o Cash Handling
* Guest Service
Application via covering letter to HR.

Closing date: Tuesday 16t March 2021.
Follow us

wwwfolly-farm.co.uk -
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Amsand Oacives

* First point of contact for staff
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‘Ambassador Feedback Questionnaire
Name
Department
Date
1. Rate the support you received from your line manager.
12 34 s
2. Rate the training you received from the HR department.
12 o34 s
3. Rate how highly you feel you contributed to your department via the ambassador scheme.
1203 4 s
4. Rate how highly you feel you contributed to the organisation via the ambassador scheme.
1203 o4 s
5. Rate how much you enjoyed being a Folly Farm Ambassador.
12 34 s
[
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Showing results for emma.beynon@folly-
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Emma Beynon
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tems: 2

Kimberley Low
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Kind regards

info@folly-farm.co.uk
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The Folly Family

Search Complete.

By Date v

23/06/2021
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12/06/2020
Inbox

1
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FW: Statement
Reply | < Reply All Forward | | -
Kimberley Low <kimberleylow@folly-farm.co.uk> O Reply | Reply e
To kimberley-16@hotmail.co.uk Wed 23/06/2021 15:27

mma 8eynon <Emma.Beynon @folly-farm.co.uk

Sent: 23 June 2021 14:52

To: Kimberley Low <kimberleylowg@folly-farm.co.uk>
subject: Statement

I recently had a coaching session with Kimberley in order to try and resolve some issues that | was facing with my team members.
Having recently been promoted, | have been struggling with some of the team in that they seem to disregard any direction | give
them. Although this is currently only a problem with 1 or 2 team members | feel that if it is not addressed it could affect the wider
team as a whole. The session with Kimberley was great, as it was like having an informal chat which put me at ease and I had less
reservations about my own performance whereas if it had been a more formal meeting, | think | would have felt that | had done a
poor job and did not deserve the promotion.

Throughout the session, Kimberley posed various different questions to me about the teams situation and this allowed me to look
at the wider picture and see the situation from different perspectives. Kimberley guided me through the problem | faced and made
me think about aspects that | hadn't thought about before but at no point told me what or how | should resolve them. This helped
me to think about how to resolve the issue myself but with the added confidence that | was able to deal with the situation by
myself and in an informal way. | found the whole process enlightening and can see that this approach is sed by all departments at
the Park to resolve issues, often without even realising it.

After my coaching session with Kimberley, | feel  will be able to resolve the issues | face within my own team, but would also be
able to help others using similar techniques to those shown by Kimberley.
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8 Order update: Ladies
See detats mece.

Cult Beauty
Your CultBeauty Order Has.

v Yesterday

Cult Beauty
Your CultBeauty Order 310

service@paypal co.uk
Youve submitted an order
Kimberley Low, thans for

' Monday

Vimharla Low.
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Get it now
Focused Other By Date v
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1018
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Re: Recommendations following coaching evaluation
Reply | < Reply All Forward | | -
Kate Torok <Kate.Torok@folly-farm.co.uk> O Reply | Reply e
To Kimberley Low Wed 07/07/2021 18:41
Suggested Meetings + Get more addins
Hi Kimberley
Thank you 5o much for the recommendations in regards to the coaching and mentoring schemes. Some really interesting
possibilities which we can discuss further at our next meeting.
Kind Regards
Kate Torok
Head of HR
Folly Farm Leisure Ltd
Sent from my iPhone
0n7.ul 2021, at 19:33, Kimberley Low <kimberley-16@hotmail.co.uk> wrote:
HiKate,
Please see below for outlines of proposed recommendations following an evaluation of the coaching and mentoring
schemes currently in place at Folly Farm.
These are a few things to potentially consider. -
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TRAINING and DEVELOPMENT

Qur Commitment: Investor in People

Folly Farm is committed 1o the development and progress of all staff with a

strong ethos on fraining and continual development. We endeavour o ensure

employees are able fo improve their performance by having appropriate

access 1o effective fraining, development, coaching and mentoring faciliies o

and are proud fo hold the Investor in People (IP) Standard. INVESTOR IX PEOPLE

P is the National Standard which sets out a level of good pracice for the fraining and
development of people fo achieve business goals. The Standard provides a national framework
for improving business performance and competifiveness, through a planned approach fo
sefting and communicating business obiectives, and developing people fo meet these
obiectives. The resulf is that people’s capabilties and mofivations match the organisation’s
requirements. IIP is cyclical and engenders the culture of confinuous improvement. Accredited
for over fen years and most recently upheld in 2019, Folly Farm also recognises that the quality
of the Company and its ongoing success is directly related o the quality of effective
performance of employees.

Reading this handbook is the start of your training and will be followed by deparimental
fraining.

However, your training and development is an ongoing process and will continue throughout
your employment at Folly Farm as you progress through our internal raining programmes, and
are provided with feedback and guidance from your management and supervisory feam.
Support and mentoring will be provided throughout, by our eam of Ambassadors, Supervisors
and Managers. Your fime with us can help develop skills and knowledge for future careers. An
outline of the training you will receive is outlined below.

-house Trainina -
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| The Folly Farm Ambassador
FAIRGROUND

Reportsto:  Supervisory Team
Worklocation:  Folly Farm Complex

Introduction: Being a Foly Farm Ambassador:
You have been chosen to become one of our Folly Fam Ambassadors, having shown a
‘commitment o our mission to EXCEED EXPECTATIONS. Embracing our FAMILY standards,
you vl now help u to promote these key messages {0 your colleagues and our guests.

Your Role:
To assist the supenvisory and leadership team by promofing th folowing key activties
"+ Welcome, support and menor new team members o ensure they meet our FAMILY.
standaros and fufldufies according 10 the training they have received and Company.
SOPs.
 Promote guest service and encourage team members to get involved.
* Undertake the folloving

Key Departmental Tasks:

= Support the Fairground supervisory and management feam by:

> Delivering a warm, rindly welcome 1o the Fairground compiex (10am — 12pm)
acting as an information point for guests and promoling the fairground offering
to.add value {0 the guest day out

> Mentor and ‘buddy new Operations Assistants on rides fo ensure accurate.
adherence to SOPs.

o Assist supervisory feam with tollt breaks and ride cover on the Fairground
floor o ensure a smooth, ffient service i ahvays delivered.
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