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Introduction

This brief is to give recommendations on plans to implement coaching and mentoring at AZ media. This report is written by James Honey, L & D Team Manager. 

Coaching & Mentoring Roles 

At AZ media I recommend that we have 1 coach per 15 employees on site. “Coaching aims to produce optimal performance and improvement at work.” (CIPD,2019). From adding coaches & mentors to our team this will help increase productivity, performance and engagement. AZ media will need to clearly advertise the role within the organisation and will look at members of staff who are experts in their field and have the knowledge, skills and experience in order to develop current employees. It is an important for AZ media to upskill all employees and 

The requirements that the successful applicant will have according to (Starr, 2011)
· Leads by example e.g. shows up on time and keeps any commitments made
· Influences individuals positively
· Happier to achieve lasting results over time rather than fast results
· Holds individuals accountable. 

The Responsibilities of a coach in AZ media will be:
· Assist employees and deliver effective job coaching 
· Use effective communization to understand employees’ goals and ambitions 
· Assess strengths and weaknesses of individuals and implement a plan to develop these skills 
· Be able to offer different types of coaching and mentoring to employees. 
· Build trust with employees. 
· Keep records and documentation for HR polices and processes. 

My suggestion for the perfect candidate for coaches and mentors will be line managers or senior members of staff who are committed to AZ Media. The reason I recommend line managers to succeed in coaching roles are “Typically, organisations apply coaching as a day-to-day management activity, embedded into one-to-one meetings and performance conversations.” (CIPD, 2018) 
· Industry and product knowledge relevant to AZ Media
· Line managers are invested in this organisation and understand all company polies and processes
· They will be experienced in the role and have progressed with our organisation so behaviour and attitude should be positive
· Will be able to provide motivation to employees 
· They understand how to manage conflict with team members and address situations within a team
· They understand how to communicate with team members and will have different approaches to deal with individuals. 

The Suggested Role of HR and L&D 

“HR and L&D departments have a central role to play in designing and managing coaching and mentoring within an organisation.” (CIPD, 2018). I would suggest myself, our trainer and HR advisor attend a ‘Train the Trainer’ course to ensure that we have knowledgeable staff available to train our new coaches. Once we have completed the train the trainer style course myself and the trainer will design the training course for the successful applicants.

The ‘Train the Trainer’ course will consist of a 1-day course at the expense of £239.00 per person. We will also have to factor in time away from the business and the impact this will have on various aspect of the business such as induction training and product knowledge training. The cost of training the new coaches and mentors will consist of time away from the team for a time period of 1 week. Below I have added an idea of the cost of implementing coaching and mentoring with line managers and senior employees. I have judged an average wages of £25000 per annum (£96 per day) for the new coaches and mentors. 

	Cost of first stage of training for new coaches

	

	Train The trainer Cost (3 Employees) 
	Travel Expenses 
	Cost of 1 week training to for 20 line managers
	Total 

	£717.00
	£100.00
	£9,600.00
	£10,417.00




HR will support line managers and successful candidates with implementation of coaching and mentoring across the business. HR will inspire coaches and mentors and build a blueprint which gives them choices to make them make decisions. “The quality of coaching and mentoring and the results it delivers will depend on choosing appropriate coaches and mentors, managing relationships and evaluating success” (CIPD (A), 2018). The HR department will need to ensure the correct candidates are offered the role before the training can be delivered. The HR Department will need to ensure all paperwork and coaching sessions are documented and filed correctly. Any documentation of coaching or mentoring can be presented to the training administrator to be filed away effectively. 

The role of L&D department in implementing coaching and mentoring at AZ media is to roll out training programs to successful applicants. Our L&D department will be mentors and coaches to our new recruits and look to provide knowledge and experience onto these new recruits. Examples of this knowledge and experience will be to share GROW & Oscar models as well as best practice. 

To ensure the process works over a period of time it is important that the organisation evaluates the success and failure. The Kirkpatrick model is used to evaluate training programs and consists of 4 levels. 
1. Reaction – Measuring how engaged the new recruits are with the process. This will give an organisation an understanding of how well they received it. 
2. Learning – Will measure what the new recruits learned and demonstrates how training has developed their skills, attitudes and knowledge. 
3. Behaviour – This allows you to understand how well people apply your training and will also reveal where new recruits need help. 
4. Results – At this stage you will analyse the final results of training, this stage will give us an idea of the return on investment and if the process has been successful or not. 
Another source of evaluation will be direct feedback from employees, coaches and mentors. 360 degree (or 3600) feedback, sometimes simply called 360 feedback, is a performance appraisal method that gathers feedback on an individual from a number of sources. Its supporters claim that this gives managers and individual’s better information about skills and performance, as well as working relationships, compared with more traditional appraisal arrangements based on line managers’ assessments. (CIPD, 2018)

The HR department will oversee the process of evaluating the process and keeping documentation of each stage. 

The Policies and Support Systems Needed

1.Recruitment Policy – AZ media will need to offer a fair recruitment process for all candidates who wish to apply for the posts. The HR department will need to ensure fairness throughout the process and selection of the candidate is made based on merit. Applicants will need to send an up to date CV and have shown evidence of the suggested criteria. The selection process will consist of a panel interview plus a coaching assignment. The recruitment policy will need to comply with the ‘Equality Act 2010’ and AZ Media equal opportunities policy. “The Equality Act 2010 legally protects people from discrimination in the workplace and in wider society.” (GOV.UK, 2019)

2.GDPR – When looking at internal recruitment GDPR guidelines must be followed. Examples of these guidelines are 
· Transparency 
· Accountability 
· If you send candidates emails you must include a clear ‘Opt – Out’ option. 

3.Set of standards and code of ethics – AZ media will need to document expectations of coaches. These policies will include the following 
· Confidentiality and Privacy Policies – This will be implemented to ensure that coaches and mentors handle employee’s private information carefully and do not disclose any personal information. Privacy policies is required by law when an organisation collects personal data and private information 
· Personal Appearance Polices – A requirement of coaches at AZ media is to lead by example. As an organisation we should insist on a professional dress code for coaches and Mentors. 
· Well – being Policies – In order for coaches & Mentors to build trust with employees AZ Media will look to implement an employee well – being policy to ensure our coaches are capable of dealing with sensitive information. 


4. Coaching & Mentoring Framework – This is an important support system. The L & D team will conduct training with all coaches in line with a developed coaching and mentoring framework. This will give coaches a process to following when delivering coaching sessions and a structure to follow. Following the framework will ensure our coaching and mentoring programme is successful. 

5. Contract of employment – Each successful applicant will receive a new employment contract stating key points of employment. The new role will also see a new probation period set for the new role. Each individual must agree to the terms of the new contract. 

6. Development of HR documentation 
· Application forms for roles and applicants 
· Training Fee agreements – This will be an agreement between employer and employee and outline any cost of training and implications if the employee is dismissed or resigns shortly after receiving new training. 
· Templates for using coaching models such as GROW, OSCAR and FUEL.

Barriers AZ Media may face when implementing coaching and Mentoring Programs.

“Whilst effective coaching and mentoring can play a valuable part in organisations there are barriers to it being considered and used operationally.” (Accipio.com, 2019). These barriers will be perceived or be actual barriers that employees at AZ Media may face and it is important we face the barriers and overcome any problems to ensure this process is successful. 

Elrich and Hansford 1999 identify a number of barriers:  
· Incorrect matching of mentors/ coaches and learners 
· Lack of top down support 
· Resentment felt by those not involved in the scheme of the perception of favouritism 
· Creation of false promotional expectations 
· Overdependence of the mentor or mentee 
· Organisational Culture

To ensure AZ Media is successful in implementing a coaching and mentoring program the strategy will need to be embedded in our organisational culture and be led from the top. The organisation will need to develop the program in a collaborative way and support organisational performance objectives. All policies discussed in the briefing paper should be transparent with all our employees and all trade union representation and employee representation given the chance to feedback any concerns at the planning stage.

ABC-DE model shown in figure 1 is a recognised model used by experts. This model is recommended by David Clutterbuck and the model will show implementing a process from planning to evaluation. This model will allow AZ media to plan each stage of implementing the coaching strategy and gain an insight of any barriers that we may face in each stage. 

Figure 1 
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How will coachees and mentees be allocated to coaches and mentors? 

As explained above in order for coaching and mentoring to be successfully implemented at AZ media, every employee at the business must being willing to embrace the changes. A big part of this will be linking coachees and mentees to coaches and mentors. It will be important for employee representatives and any staff forums to understand the value in our organisational change before we implement the new process. “Collective voice is important in building a climate of trust where individual employees are confident that their contribution will be valued.” (Acas.org.uk, n.d.)

The following techniques can be used for building relationships between mentors, coaches and employees: 
· Considering hosting a “meet and great event” for new coaches and mentors to meet existing employees and use HR & L&D department to observe in real time the chemistry. 
· Create coach and mentor profiles that can be shared with employees. These profiles can include CV or a short bio. The employees can then request to select a coach using the profile. The profiles would need comply with the ‘The Equality Act 2010’
· Match coaches, mentors and employees based on skill set and previous experience. 
· Link using similar interests by offering every coach, mentor and employee a survey. 
· Personality and behaviour testing to ensure that coaches, mentors and employees have similar personalities According to (Brant, n.d.) “For the coaching relationship, understanding the coaches personality as well as that if the client is vital”

Figure 2 shows a selection model from (Wycherley and Cox, 2008). This model shows the organisations influence on the selecting, shortlisting and matching. A number of different stake holders want or need to be involved in choices at each stage and may base their choices of a number of factors. 
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The Contribution that L&D Team will make to implementing coaching and mentoring at AZ Media. 

As I qualified coach I believe my role will to assist and mentor future coaches at the organisation. My team and I will need to ensure we undertake continuing professional development to ensure we are qualified in different mentoring and coaching techniques. As we are going to use a train the trainer style course we must be ready to update our coaching and mentoring techniques on a yearly basis. This will be a small cost to the organisation however to ensure the successful implementation of coaching and mentoring across the organisation this is an important tool. It is important that the L&D team meets frequently with stakeholders and senior managers to ensure that coaching and mentoring techniques align with the organisations goals. For example if the goal of the organisation is to improve staff retention the L&D team will need to implement techniques on improving this goal in the coaching sessions. As an L&D team we will have to evaluate what is the best style for our organisation. Is group coaching or individual coaching more beneficially to AZ Media? 
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