
L01: Be able to assess the impact of coaching and mentoring activity within an organisation and make recommendations for further development
1.1 Investigate the extent to which coaching and mentoring take place within an organisation
[bookmark: _GoBack]Following on from research into current organisational processes and procedures in relation to coaching and mentoring within Hywel Dda University Health Board (HDUHB), it is clear that mentoring is used effectively. Mentoring forms a large part of the learning interventions for new staff, apprentices, university students and those who enter new roles (HDUHB, 2018).    There are robust mentoring policies and practices for nursing and medical workforce, very much led by the universities, linking in with their mentorship program. “Mentoring is a central component to drive, create, sustain and develop a diverse workforce” (NHS Improvement, 2014), carried out as part of the clinical supervision process.   In addition, peer mentoring is completed as part of student nursing and therapy programmes.  Another example of structured mentoring that is evident in the Health Board is when new Health Care Support Workers (HCSW) are recruited, with them having to complete a clinical induction and then shadow shifts, allowing them to not only acclimatise to their settings, but to ask questions, observe and practice some of the tasks required as part of their role.      As a result of the robust mentoring programmes embedded into the organisation,  this study will relate to coaching as this is an area where greater focus is needed. 

On the 16th of December 2019, I interviewed the Senior Organisational Development Manager to identify existing coaching practices within HDUHB (EV3).  From this meeting, it became apparent that there are different levels of coaching practices, although there is little continuity between these practices (Rees, 2019). 

Executive coaching is fully embedded into the Health Board, which is managed by the Organisational Development department using external coaches, provide confidential coaching (Whitmore, 2017).  Executive coaching is evaluated, ensuring return on investment (Rees, 2019).  Records are kept by the Director of Workforce to maintain confidentiality, who also carries out robust evaluation into the effectiveness and return on investment using evaluations carried out by the coach and coachee.  In addition, evidence is also collected to assess if performance or behaviour has changed as a direct result.  This demonstrates good practice as the reliability of the feedback from the coach and coachee can often be influenced as they feel a pressure to show a return on investment (Clutterbuck, et al., 2016).


According to Rees (2019), the Organisational Development department offer internal work coaching for individuals who want to access a coach, usually as a result of coaching for performance, career advancement, dealing with conflict, staff management or life coaching.  This is not advertised due to the lack of coaches with only six coaches available within the organisation employing 11,000 staff.  Since January 2019, 23 people have been coached, which equates to less than one per month.  Currently, the requirement to be a work coach is that they must hold the ILM Level 7 Coaching and Mentoring qualification, thus reducing the availability of coaches within the organisation (Rees, 2019).   In order to create a coaching culture, coaching cannot be offered for a selected few (Whitmore, 2017).  If an employee/manager needs a work coach, they contact the Organisational Development department, who allocate a coach.  Individuals will be offered a male or female coach, who is clinical or non-clinical. This is not advertised and a hidden service within the organisation. 

Coaching skills training is also made available to managers who are Band 6 or above through the Managers Passport Programme. This is also managed by the Organisational Development department, but is not linked to the work coaches (Rees, 2019). The training offered lasts two hours (EV9), giving an overview of coaching that provides an overview of the GROW or OSCAR models. These passport programs are delivered four times a year, with a two year waiting list.  Once individuals attend the coaching teaching session, there is no follow-up or ability to identify return on investment.  As part of the session, there is no discussion in relation to formal and informal opportunities to coach or join the coaching network within the organisation.  There is no evidence to suggest that this training results in any form of coaching practices when they return to their workplace, with no evidence of return on investment or follow up.

The work coaches and the content covered as part of the managers’ passport program are connected, with the organisation showing preference towards the OSCAR coaching model.  None of the documentation used as a work coach is used outside this small group of coaches, which lacks consistency between the two programs.

Rees (2019) suggested that coaching practices follow the HDUHB Organisational Developement Strategy 2016 and also outlined in ten high impact interventions (EV4).   It identifies one of the interventions as being to create a coaching network (HDUHB, 2016, p. 4).  When considering coaching has been a high impact intervention since October 2016, outlining actions to be taken to develop a coaching culture, very little progress has been made.




Actions were to:
· Identify coaches
· Develop internal coaching and supervision capacity
· Create a coaching network
· Partner with other organisations to increase access to accredited coaches
· Establish a database of coaching and mentoring
· Expand the medical mentoring scheme
· Deliver coaching development programs

Although all mentoring action points have been closed off, and some coaching development has been done as part of the managers passport, very little of the actions have been implemented to date.

Within the Workforce, Organisational Development and Education Strategy 2020-2030 (EV5), Coaching is mentioned on two occasions within the delivering collective and compassionate leadership section.  This identifies that the organisation “will inform leadership, talent management and succession planning framework and will need to grow capacity for access to coaching, mentoring and action learning, creating behavioural changes amongst leaders” (Gosling, 2020).  It also identifies that leaders should have access to coaching and mentoring, providing a greater number of internal coaches.  As this is a new strategy, it is imperative that the leadership talent management and succession planning framework clearly identifies action points and timescales to achieve this. 
            
Despite there being no specific coaching policy and limited evidence of any coaching meetings available, documentation is in place to support work coaching.  When individuals request  work coaching support, they are sent a pre-meet questionnaire (EV 6). This is then assigned to one of the six coaches, who must contact within five working days.  Most coachees are offered three sessions.  At the first meeting, a coaching contract is completed (EV7) and at the end of the session, they are asked to complete a coaching feedback form (EV8).  This demonstrates that significant work has gone into the coaching structure, however there are a lot of missed opportunities to build a coaching culture and no evidence could be found of how this feedback has been used to evaluate or improve coaching practices. 



1.2 Evaluate how current coaching and mentoring activity supports achievement if individual, team and organisational objectives
Results from the NHS Wales Staff Survey 2018 for the Health Board identified that only 61% of employees feel they have the ability to take time out and reflect and learn (NHS Wales, 2018).  The lack of a coaching culture is reflected, identifying that 56% of employees have not had an annual appraisal and 34% of staff do not get feedback from their manager.   With coaching encouraging thought and allowing individuals to identify their own solutions (Clutterbuck, et al., 2016).  

In relation to the Managers Passport Programme, 87% of the attendees are Band 6 managers (ESR, 2020).  With a hierarchical management structure, this means that coaching is not a top-down approach as managers at Band 7 and 8 do not receive the same message in terms of coaching. In addition, 62% of managers are Band 5 or below, showing the scale of the coaching is currently open to 0.7% of the workforce per year (ESR, 2020). 

Research suggests that 57% of employers feel that they are not consulted in decision making (NHS Wales, 2018), suggesting that the organisation uses a command and control approach to leadership, creating a low trust and high power organisational culture (Clutterbuck, et al., 2016).   

With the transformation of health services in line with the Healthier Wales Strategy (Welsh Government, 2018), this support the need to adopt a coaching culture as the workforce will be required to work to a greater level of autonomy and therefore need to develop the skills of problem solving and working autonomously (Whitmore, 2017).  Transforming clinical services will also mean roles will evolve to prevent duplication of services by health and social care, resulting in the need for new skills (Welsh NHS Confederation, 2018).  All of these wider strategies support the need to embrace a coaching culture.  

The clinical structures within the Health Board, not only support development of a coaching culture, but also mentoring due to the focus on clinical supervision to provide professional support and learning for registered professionals.  In addition to this, registered professionals complete a unit towards mentoring as part of their university qualification, enabling them to be an effective mentor as part of their role (NHS Improvement, 2014).  This supervision ensures regular discussion, which promotes autonomous decision-making and reflective practice (Davenport, 2018).  This robust process is also similar for therapies and medical staff, but is not consistent within the non-medical workforce, whereby the provision of supervision varies from one department to another.

1.3 Assess factors in the organisation, including the learning strategies, which could impact on the further development of coaching and mentoring
With an ageing population demographics and major skills shortages within many areas including medical, therapies and facilities, this results in individuals working at maximum capacity.  Where there is pressure to achieve workload, there is less likely to be a coaching culture (Clutterbuck, 2012).   The organisation have embraced many initiatives to encourage a younger workforce and with that in mind, consideration needs to be given to the differing expectations of millennials (Downey, 2003), with a need for greater collaboration, thus moving away from a command and control culture.  In areas where there is high turnover, evidence suggests individuals feel less empowered to use their own initiative and do not feel that they are able to reflect or learn in their role (NHS Wales, 2018), thus demonstrating the need for a coaching culture (Clutterbuck, et al., 2016). 

As the Health Board is currently in special measures as a result of financial deficit, this means that if services are asked to adopt a coaching culture, where there would be no financial resource to implement this, even though individuals, teams and the organisation benefit from coaching (Downey, 2003). Ten minutes of coaching saves an hour of work (Landsberg, 2015), with this in mind, implementing a coaching culture is about changing mind-set, not putting in more financial resource or increasing manpower.    Where working practices empower employees, performance levels will improve (Bock, 2015).   

The organisational structure is hierarchical, partially due to clinical processes and the need for employees to work to their licence/role.  Many staff are not working to the top of their scope of practice, not feeling empowered or taking on responsibility (Welsh NHS Confederation, 2018).  By creating a coaching culture, this would increase engagement (Clutterbuck, et al., 2016), whilst reducing pressures on the clinically skilled workforce. 

1.4 Make justified recommendations for how coaching and mentoring activity can be developed to benefit the organisation. 
The organisation should firstly focus on adapting a coaching culture, providing clear vision of how this fits into organisational goals, as by educating all levels how it can benefit them, will support the embedding of the coaching culture (Forbes, 2017).  This coaching culture should begin by educating senior managers, executives and key influencers, with an emphasis on them leading by example.   In addition to this, the workforce Education and Development Strategy needs to be updated to have a stronger coaching message.  Training the new business partners to become coaches will also provide in-service role modelling of coaching style management.  

Although there is an understanding that a coaching network has been set up, the six coaches currently do not have the time to meet and share best practices, update their knowledge and standardise their approach.  Following an interview with Catherine Rees, I offered to set up a coaching support network and provide some action learning to offer support and share best practices.   Consideration needs to be given as to the coaching qualification needed to be a workplace coach within the Health Board.   Currently the expectation of a level 7 ILM Coaching and Mentoring means that the opportunities to grow the network will be limited due to the financial investment needed.  In addition, the organisation cannot release staff to attend this level of training when there is already staffing shortages.

The current managers passport coaching (EV9) session is delivered to middle managers quarterly.  Following the November 2019 presentation, I asked all delegates to complete feedback forms (EV10) in line with organisational L&D policies.    It was identified that lengthening the duration of the course would allow greater time for activities and therefore increase their confidence to deliver coaching as part of their management style.   When the new training dates were issued, I emailed (EV11) the programme officer and asked for this to be extended.   The coaching session is now a half day session as oppose to two hours as seen in the revised schedule (EV12).   In addition to this, follow up sessions should be planned to allow delegates to gain practice of coaching and be offered to join the coaching network following additional training.   All coaching activities currently undertaken should also be assessed, not only to understand the return on investment, but to understand the impact on the organisation in terms of staff retention and increased productivity (CIPD, 2019).

Following a meeting with the Assistant Director of Workforce in relation to management training for employees, I suggested that there needs to be a first line manager training programme and this should include the coaching culture and dealing with difficult conversations.  The Director of Workforce then confirmed approval that I would devise a first line management course by email (EV21), include developing a coaching culture.   The need for line managers to adopt a coaching culture is imperative as they are best placed to provide team development (CIPD, 2016).  An example of this is within Google, whereby a 13% improvement in coaching scores was achieved with line manager involvement (Bock, 2015). 

As compliance of annual appraisals is currently at 61% (ESR, 2020), the Health Board should also consider an alternative method of appraising performance using a continuous feedback approach.  The organisation Netflix ceased doing formal reviews, based discussions around honesty and reduced documentation, creating a higher trust organisation, with mutual respect (McCord, 2014).

The organisation should also consider the use of reverse mentoring, supporting the need to embrace                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                            the digital age (HDUHB, 2018).  With many of the workforce struggling to access their payslips, online learning and the Employee Self Service system, this would not only use the talent of the digital age workforce, but support multi-generational working (CIPD, 2019).

A consideration should also be given to team coaching, especially in clinical settings, thus improving the knowledge and performance of teams, who predominantly do the same roles, but may encounter problems at different times (Connor, 2012).  This in addition would also support team development (Clutterbuck, et al., 2016). 










LO2: Be able to support the implementation of coaching and/or mentoring programs within an organisation
2.1 Promote the benefits of coaching/mentoring within the organisation, recognising and addressing potential barriers
As part of my role within workforce development, I have delivered the Managers Passport Program coaching session quarterly over the past two years. The PowerPoint (EV9) demonstrates that I covered models of coaching, the benefits, coaching approaches and active listening.  Within the session, the PowerPoint demonstrates how it has an 84% return on investment as well as the different types of coaching (Harvard Business Review, 2018).   Skills needed for coaching include active listening, being able to build a rapport, time management, assertiveness, organisational skills, business acumen and effective communication skills (Starr, 2011), which are all topics covered as part of the managers passport programme. 

Other benefits include increased performance, a desire to unlock potential, increased ability to problem solve, greater ownership and self-awareness (Institute of Coaching, 2009).   As you can see from the Managers Passport Feedback, this was always well received, demonstrating the delegates were happy to implement this when they returned to their workplace (EV 10).  In January 2020, I had a meeting with facilities where problems were identified in relation to the relationships between facility staff and some of their supervisors who lacked managerial experience. In order to support this, I agreed to do three hour training sessions, titled “Developing a coaching culture”, twice a week for the period of three weeks. The email (EV 21) demonstrates how this was implemented and the feedback received was very positive. In order to calculate the success of this pilot as well as the return on investment, I agreed a 10 week follow-up evaluation.  All participants were made aware of the follow up as where participants are aware of evaluation methods up front, this results in less resistance (Carter, 2006). 

Another example of when I have promoted coaching and mentoring within an organisation was where I sourced a training course on coaching skills for managers, leaders and Influences, maximising individual and team performance (EV24B).  I emailed this to the Senior Organisational Development Manager, who agreed and signed off this coaching program in order to promote coaching within the organisation (EV24A).   Although these employees will be internal coaches, using external training and completing a qualification provides more self-confidence to coaches and credibility to coachees (Coaching Academy, 2017). 

The mentor statement (EV16) also confirms that as part of my role I promote coaching as part of supporting line managers with staff issues as well as promote coaching within my own team.   The barriers to coaching are linked to organisational culture, low levels of skills, lack of time or resources and resistance from senior managers, usually as a result of not being aware of the benefits (Institute of Employment Studies, 2014).  This mentor statement also demonstrates that I understand the barriers with coaching including time and workplace culture.  The mentor statement also identifies that when teaching change management training, teamwork, managing difficult conversations and also other management courses, coaching is discussed, especially as how to develop a coaching culture.  Finally, the witness testimony (EV 16) demonstrates how I myself use the coaching management style, both as part of formal coaching processes and informal corridor coaching. 

Another example of how I have promoted the benefits of coaching is through discussion with services in relation to qualifications.  One service wanted to spend a considerable amount of money on developing their workforce to achieve management qualifications. When listening to the problems that they were faced with, it became evident that staff did not feel listened to and very much a command and control environment. I suggested that I should deliver a coaching session to the team managers at all levels and this would overcome problems, overcoming barriers. The service lead did not themselves have a coaching management style and I had to overcome this, as you can see in the mental statement (EV16). The email (EV22) is evidence that I overcame the resistance and also the positive feedback I received following this coaching session.          

2.2 Contribute to the development of organisational coaching/mentoring processes
On the 28th January 2020, I completed an action learning set with all coaches to provide support as well as standardise the work coaching offered, thus providing consistency (Forbes, 2017).  Following this meeting, I sent some coaching notes I use to coaches by email (EV13). As this seemed to be well received, I have since sent further emails on effective coaching questions (EV14) and Heron’s Six categories of intervention (EV15), demonstrating my ability to contribute to the development of organisational coaching processes as well as ensuring continuous professional development of coaches, which is fundamental in evolving coaching within the organisation (Clutterbuck, et al., 2016).  

By delivering the coaching skills for managers session as part of the managers passport program, I contributed to the development of coaching (EV9), however I have also suggested improvements to develop the coaching within the organisation whereby I emailed the person responsible for managers passport (EV 11) suggesting increasing the timescale, which was agreed. The timetable (EV 12) demonstrates when the changes had been implemented, allowing for additional time for coach training.  The mentor statement (EV 16) also demonstrates how I have contributed to the development of coaching process and also my own contribution in relation to coaching. 

Following a meeting I had with the Senior Organisational Development Manager on the 16th of December 2019 (EV 3), we agreed I would review coaching practices and identify an action plan in order to improve the coaching within the organisation, as this is something very often neglected (Carter, 2006). The coaching action plan (EV 23) demonstrates some of the improvements that I suggested and identified outcomes. This also demonstrates some of the work that has been completed since drawing of the action plan.  Another contribution was by sourcing training for coaching in order to extend the current workplace coaching offer. This was agreed by The Senior Organisational Development Manager (EV24A/24b).  Finally, following an action learning set with the work coaches, I identified that although evaluations were completed by the coachee, there was no formal reflection by the coach.  This is imperative as this allows them to reflect on their values, ethics, the level of listening and percentage of their contribution (Downey, 2003).  The coach reflections form (EV 25) demonstrates how I contributed to the development of processes by implementing a coaching reflections log.                    
     
 2.3 Support Coaches/mentors to build and develop the knowledge, skills and behaviours required for the role
Despite there only being a few workplace coaches within the organisation, there was very little support or opportunities for them to share best practices, resulting in coaching practices becoming stagnant (Forbes, 2017).  I instigated the action learning set for these coaches (EV 13), allowing them to discuss coaching experiences within a safe environment. From this I was able to identify some of the barriers they faced and as a result, issued copies of effective coaching questions (EV 14) and discussed with them the six categories of interventions (EV 15).  This action learning was a very valuable activity as this did not only provide support to the coaches, but also identified the need to design a reflections log for them to reflect on their practices immediately after coaching.   The mentor statement (EV 16) also demonstrates that I have on numerous occasions supported coaches and mentors within the organisation to overcome obstacles.   

The coaching action plan I devised (EV 23) demonstrates how I have set up opportunities to follow up with all attendees of the managers passport program in order to provide a refresher of the coaching skills developed as part of the Managers Passport Program. This has also been confirmed in the witness testimony (EV 16).  Where individuals will be bought back in to discuss how much of their training they have used, if any.  This then provides the ability to evaluate the return on investment and analyse the effectiveness of the learning and development initiative (CIPD, 2019).

2.4 Assist potential coaches/mentees to understand and participate fully in coaching/mentoring programs
Since being with the Health Board, I have formally coached seven employees external to the workforce team towards a variety of objectives including workload, time management, staff management, careers development, conflict and performance.   Once I had their details passed on and received their details, I added them to my coaching log (EV17) as per procedure. This was implemented to ensure that the Organisational Development Manager could ensure contact and progress.  I then spoke to the coachee and asked her to complete a coaching baseline survey (EV18) to allow her to consider the situation prior to our first meeting.  When we first met, I completed the coaching contract, providing clear expectations from all parties as well as a set of agreed principles for the sessions (Clutterbuck, et al., 2016).  During the session, I used the OSCAR coaching model. Following the meeting, I asked her to complete a Coaching feedback form (EV19) to evaluate my performance. Once all sessions were completed, the coachee produced a letter to her manager outlining the outcome of her coaching sessions and decisions she had reached, which I attached to the feedback form (EV19).

In order to grow the coaching network, I also wrote a persuasive email to managers asking them if they were interested in participating in a five day training, allowing them to become a workplace coach (EV 24A/24B) , Demonstrating I have provided information to potential coaches to participate in a coaching program.

2.5 Support the ongoing evaluation and continuous improvement of the organisations coaching/mentoring programmes
All of the evidence in this portfolio demonstrates that I am able to support the ongoing evaluation and continuous improvement of organisations coaching programs.  This can be seen by having a meeting with the Senior Organisational Development Manager to discuss current coaching practices (EV3) and then reviewing the documentation.  

In order to evaluate The Managers Passport Program (EV9) evaluations were completed (EV10), as a result of many feeling that they required more time, I arranged for sessions to be over a longer period of time (EV 11/EV 12), gaining agreement from the Managers Passport delivery coordinator to make changes to improve the sessions (EV11).   As there was no support in place for Coaches, I carried out action learning to allow sharing of best practices (EV13) as well as drawing up an action plan to support the improvement of coaching practices (EV23).                    

I also monitored my own coaching practices by the use of coaching feedback forms (EV19). This along with the coaching action plan (EV 23) demonstrates my commitment to the ongoing evaluation and continuous improvement of coaching programs within the organisation.
From a coaching perspective, there is no standard approach to coaching or defined professional standard or code of practice (Institute of Coaching, 2009), making it difficult to identify one source of information like HR are with the CIPD.  
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