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Briefing paper on behalf of AZ Media Devices
Introduction.
During the learning event held at AZ Media, it was clear that coaching and mentoring would be beneficial for the company. The programme will be rolled out over the next two years, a selection process will take place amongst all employees who apply for the programme. The line managers have bought into this as they feel there could be many benefits for the company, line managers will play a key role to enable the best outcome for all. Coaching and mentoring is not cheap nor is it a substitute for other forms of learning and development.

Coaching and mentoring roles at AZ Media, how these might be filled.
It is vitally important that the correct Coach and coachee or Mentor and mentee are placed together for it to work. Adequate time would need to be set aside for the coachee or mentee to be able to attend the sessions. It has been decided that there will be 4 sessions a month. These sessions would benefit those on a ‘fast track’ career programme, as well as anybody looking to develop a new career. 
select someone who will be straight with you and use the language you will understand. When choosing the mentor, find someone in the same company. Choosing someone who has done your role will be of benefit as they will have more of an understanding of what, your needs are and how best to support. Select someone you admire and are credibility within the company. Witt, D. (2016).
This programme can also help mentors and coaches themselves. For any of this to work well the mentor or coach would need to look at their current work situation? And ask the question ‘Who will be the one to control the programme’, would it be the mentor or coach? CIMA. (2008a).  AZ Media may feel that Internal coaches are the best fit, availability of an internal coach would need to be looked at, as this could have an impact on their fellow colleagues and may not be viable. 
 If using external coaches, we would need to assess how they would fit into this organisation? What qualifications do they have, do they have Professional indemnity insurance? Would this be costly to the company? Surveys – before and after the coaching programme, such as employee surveys would need to be completed to see if the programme is working.

The role of HR and line managers:
The role of the line manager when it comes to coaching within AZ Media would be:
· to motivate the staff
· take part in team building
·  to Provide feedback on how sessions are going
· Help with managing difficult conversations
There can be many Advantages as well as Disadvantages when line managers are involved, 
I have listed a few below.

Disadvantages					Advantages
	  may not be objective

	 They may already have a trusted
Relationship with the employees

	 Might not have the experience to mentor

	 Line managers will be available for support when needed

	Might prefer it to do things in a particular way
	Understands the culture within the business

	Staff may feel there will be a lack of confidentiality
	 The coachee can also help the coach to help themselves

	Conflict and pressure to deliver objectives and the development needs of other team members
	Managers can share their own personal development needs with staff, and ask for feedback


David Clutterbuck. (2019).
Success is related to time, skill and a trusted relationship Gibson, E. Smith, S. (2017).
The role of HR would be to offer a supporting role to the line manager. HR would have a hand in guiding their line managers. Dave Ulrich says, that the HR professional should take on the dual role of coach and to be able to support line managers. HR would need to work with managers to help them with making choices, and to help them make decisions. Higginbottom, K. (2001). 
HR would need to explain how the coaching will beneﬁt the individual, and how it will also lead to an improved contribution to the team. HR can help the line manager to identify any signs that the individual is ﬁnding the coaching too demanding. Jarvis, J. (2009).
HR would need to build all processes such as metrics, including performance measurement and absence into a managers role as a coach. CIPD mention that the HR department would have a central role to play in designing and managing to coach within an organisation. The results of the coaching sessions depend on choosing appropriate coaches whether it is (line managers, internal or external coaches) CIPD (2004).
David Clutterbuck mentions that it is important to look at the current HR strategy. Looking at what is already there will allow the coaching approach to be embedded into existing HR processes, such as.
· Recruitment
· Onboarding
· 
· Learning and development Clutterbuck (2016).

The policies and support systems:
Before and after the coaching programme has been implemented, employee surveys and organisational surveys would continue to be able to manage Performance such as profitability, retention, absence, and sickness. feedback from coaches and line managers would be measured to see how they feel the programme is meeting its objectives.
 A new policy would be needed to make sure the process is being implemented in line with AZ Media’s expectations. (Learning Consultancy Partnership, 2010). Putting together a training pack would help everyone to understand what is involved. 
A coaching handbook can also be helpful to have as a reference for the coaches and coaches and outlines the definition of what other coaching styles mean and what is expected from everyone on the programme, or thinking of applying to be accepted on to this. Competencies can also be incorporated into this handbook. The Executive Coaching Forum. (2015). 
GDPR policy would need to adhered to, where the information will be stored will need to relayed to the employee as they have the right to know where information concerning them is being kept. All confidential information needs to kept locked  in a secure place, preferably the HR office.
A client contract as seen in Appendix 1 below will be given to each employee who is chosen, listed below are 12 tips to follow to maxims a return on investment.
· Clarify the reasons for seeking coaching and what you want to achieve
· Select a coach you trust
· Build rapport with stakeholders
· Take responsibility for your coaching
· Ensure the coaching objectives are in line with companies own objectives
· Be fully bought into the process
· Take some risks in your own learning
· Communicate to your coach what you feel is working and what isn’t working
· Come to all sessions prepared
· Aim for coaching success 
· Try to persevere with your coaching
· Commit to long-term development investment. (momentwmconsulting.co.uk).
Also, below in Appendix 2 is an example of the policy AZ Media should use.


Selection process
Firstly, AZ Media need to establish the criteria for who should participate in the program.  Any new hires, as well as employees with performance issues, should be selected to participate. it's vitally important to establish what the program’s goals are and what the time frame for completion of this programme will be, we have established that it will be rolled out over the next two years. There should also be a formal process to end the coaching or mentoring program. Richards, F.
AZ Media would need to establish whether they would use internal or external coaches. Engaging managers is key. Ruth Wooten (2019).
Having a form of employee representation would be needed to make sure that the employee is represented. UK coaching state in their coaching policy, that you need to aim for total inclusion of all employees, with over 300 employees at AZ Media we will need to take steps to ensure the coaching programme will be accessible to all and are inclusive. The equality act 2010, addresses the protected characteristics which should be adhered to when selecting coaches and mentors. UK Coaching. (2018). 
As mentioned in an article by Fiona Devine, horizontal and vertical gender segregation in technical professions still seems to be almost exclusively dominated by men. Even with the introduction of equal opportunity legislation, there are still a small number of women facing discrimination in the workplace Devine, F. (1992).


Barriers to implementing coaching and mentoring
Jessica Jarvis (Cipd) mentions that some of the issues around coaching in organisations have less than 5% of line managers trained to be able become coaches, there is also confusion around standards and the terminology used. Some organisations do not have a strategy in place. If coaching is not managed effectively, the results may not meet expectations. Whether internal or external coaches are used there will potentially be advantages as well as disadvantages. Barriers can be:
· Not matching the right mentors or coaches 
·  The lack of support from managers at higher levels 
· unrealistic expectations as to what mentoring, and coaching can bring to an organisation
· resentment from others who may not have been chosen to participate in mentoring and coaching programmes CIMA. (2008b).  
The Clutterbuck ABC-DE model as shown below shows how the successful strategy and implementation of coaching can be achieved. Clutterbuck (2016).
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Clutterbuck et al (2016)

As mentioned in the gov.wales case study of schools in Wales, there can be many challenges when implementing programmes like this. Some of these barriers can be.
· time and workload pressures
· understanding and expectations
· gaining the commitment of the workforce
These should be taken into account when planning any coaching or mentoring programmes gov.wales. (2014).
The financial cost relating to coaching and mentoring within AZ Media for each line manager over a period of 2 years would cost the organisation £1.651.20 learndirect. (2019).

The contribution of the coach and mentor
As a coach or mentor within AZ media, you will continue to help provide support to the staff by helping them to learn new skills or help to increase their confidence. Who would be better to teach than a trained coach or mentor? Helping with implementing clear goals, and answer questions that someone might have if they become confused during the coaching session brighthr. (2019).
Having experienced coaches and mentors within AZ Media will benefit the company with:
· Higher employee retention
· the advantage of having more skilled employees
· Increased skill set and knowledge levels of the people
· company goals being met
· Succession planning, future leaders
· Full support of human resources
· Enhancement of communication within the organization
· Strengthening of company culture and ethics

More creative ideas will be brought into the organisation, a coaching culture will be naturally more creative, focus on options and opportunities, staff will share their thoughts and ideas. Using coaching at AZ Media as a company shows they will be better able to approach and enable change to be explored. 
When advertising for new staff the fact that AZ Media promote coaching to aid staff development will attract more people to the company. Investing in this can lead to the by in from staff, and they will have belief in the company's ideas and goals, this will also help to enhance the company brand, and become an employer of choice. 
Managers who coach are developing others and are investing in a multi-skilled workforce. When an organisation such as AZ Media focuses on performance coaching and mentoring in the workplace this can only contribute to the overall development of its employees. Exforsys. (2010).
When Small businesses use mentors to help develop other employees with their own career path, such as management. pairing a mentor with a new employee can help them to settle into the role and give them a good start. The coaching and mentoring programme at AZ Media can help improve the function of the team. Long, N. (n.d.).












Appendix 1
Client Coaching / Mentoring Agreement
Before we commit to working together you should be familiar with my policies and procedures.
If you have any questions, please feel free to ask before signing this coaching agreement in the space provided
below. I ask that you let me have a copy at our introductory meeting and that you keep a copy for reference.
We will be working together for 4 sessions per month over two years at a total cost of £1651.20 If, for any reason you are unable to complete the agreed number of sessions, the cost of each session held will revert to the individual session rate of £17.20.
For a coaching or mentoring relationship to work well, it must always be private, confidential and based on trust,
openness, and clarity of purpose. This is our agreement to commit to a coaching relationship.
I, the coachee, will demonstrate my commitment to the coaching relationship by:
1. Meeting or calling on time for each scheduled coaching session, in or from a place free of interruption or
disturbance.
2. Remembering that every coaching conversation is totally confidential and that it is in my best interests to be
absolutely honest.
3. Giving at least 48 hours advance notice, by email or telephone, if I need to reschedule or cancel a coaching
session. If not, I agree to forfeit the session unless an alternative has been agreed with my coach.
4. Accepting that I am absolutely responsible for my own actions and decisions, and initiate the coaching relationship
on this basis.
5. Agreeing that I will raise, without delay, anything that I am unhappy about so that it can be resolved, thereby
ensuring time is well spent.
6. Agreeing to undertake a half hour introductory session at the outset. Coaching sessions are to be scheduled at a
time mutually agreeable to myself and my coach. These sessions are generally 1-1.5hrs in duration.
7. Agreeing to ensure that all invoices are settled within 14 days of receipt. If for any reason, I am unable to
complete the agreed number of coaching sessions, I agree to pay the individual session rate for all completed
sessions.
8. Accepting that this Coaching Agreement does not come into effect until it is signed by both parties.
Signed: . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . Date: . . . . . . . . . . . . . . . . . .
Print Name: . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .
As your coach, provided that you demonstrate your commitment as above, I agree to coach and/or mentor you to
the very best of my ability with loyalty, perseverance, and objectivity.
I will focus on future goals, keeping you on track, building on your strengths; identifying plans for action, helping you
face facts, explore possibilities and options and develop your potential by asking questions and making empowering
requests.
Depending on our initial agreement, I may from time to time offer advice or guidance which you are free to use or
disregard as you see fit.
I am fully committed to your success and will work with you to help you discover, learn, grow and achieve your goals.
Our conversations with being treated as confidential. I will not to use or disclose any information that you share with
me unless failure to disclose such information will lead to or support a criminal act.
Signed: . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . Date: . . . . . . . . . . . . . . . . . . . .
Source Ruth Wooten




Appendix 2
A recommended policy for AZ Media is outlined below:
MENTORING AND COACHING POLICY
1 Responsibilities within the Scheme
Mentor and Coach
•	To undertake training before becoming a coach or mentor and commit to development following the initial training. 
•	The coach or Mentor is to make the initial contact with the relevant coachee or mentee.
•	Deal with in a professional manner any conflicts of interest that may arise.
•	Provide feedback during the process and on the completion of the process.
•	Get the agreement to participate from the line-manager.
•	Read the ‘Guidelines for Coachees and Mentees’.
•	Set out from the start of the agenda and purpose of the relationship.
•	Update their line manager regarding outcomes.
2 Responsibilities of the Line manager Line-manager
•	Ensure that the mentees and the coachees are supported throughout the process.
•	Respect the confidential nature of the relationship.
3 The Mentoring and Coaching Process
•	In most cases, it is expected that the application will be agreed by the member of staff and their line manager. 

4 The Matching Process
•	The Co-ordinator will match a coachee or mentee with a suitable mentor or coach. Meetings may need to take place with the regards the most suitable match during this process.
5 The Initial Meeting 
•	The Coach and Mentor in the first meeting will agree on what they want to achieve and what they are looking to gain from the sessions, the number of sessions will need to be established from the start. The Contract will also be agreed upon by both parties.
 6 The Evaluation
•	At the end of the training process, the Mentor or Coach will provide feedback regarding the effectiveness and outcomes of the process. Bangor University. (2014).
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