On the job training


Organisations approach to coaching. If you are already familiar with its approach, evaluate whether or not your organisation’s approach needs a review, based on your reading of current trends. (600 words approximately)

Pembrokeshire County Council introduced coaching for managers three years ago. Thus we have a written strategy, policy and formal approach. A number of the learning and development team are ILM level 5 qualified coaches but we do use external coaches for executive level coachees. I can concur that it is clear, current and fit for purpose. 

The question however is how well is it used and do senior management believe it adds value?
Until recently coachees were referred mainly because there was a problem i.e. absenteeism, poor performance, conflict. Personally, I would suggest that the referring manager was merely deflecting a problem they did not want to deal with, to someone else. On one occasion the outcome was that the manager needed coaching rather than the individual referred. 
The Chief Exec ‘supported’ a move toward a coaching culture, however declined a suggestion of engaging with an external coach to support him with conflict within his senior team. This mixed message undermined the value of coaching.
More recently the Chief Exec has left the organisation and there has been a shift in the recognition of coaching. There is a clear desire to embed a coaching culture but this takes time.
The new interim Chief supports McGrawh’s view that coaching encourages people to take control of their own development.
Some of the actions have included the accreditation of 12 new internal coaches from different directorates within the organisation and a procurement exercise to invite a group of executive coaches to work with Directors and Cabinet members. Alongside this L&D also include coaching as part of the Leadership and Management framework and each delegate is matched with a coach to work with throughout the programme. Managers and team leaders also take part in an internal training session ‘Manager as Coach’ which promotes the benefits of a coaching culture and is designed to develop simple coaching skills and approaches.
The intention is to work from top down/down across and up to spread and embed a coaching approach.

A review of the above approaches will take place in 12 months’ time to begin to evaluate the outcomes. PCC have invested a great deal of time and money into establishing a coaching approach and this ultimately needs to be measured against effectiveness and productivity.

My personal opinion is a little mixed and although we have seen an increase in coaching referrals some of the issues still remain that coaching deals with ‘problems’. To fully appreciate the benefits coaching has to offer we need to promote and encourage coaching as a positive development tool, Talent management and development should form part of this but this is an area that PCC currently struggle with. We were recently criticised by Welsh Government in audit for our lack of talent management strategy. This will be addressed and my suggestion would be to include coaching as part of the strategy.
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Examine the learning and development policy and any policies directly relating to coaching and or mentoring and make some notes as to whether you think the content meets the best practice requirements you have studied in class and within your literature research. 
(250 words approximately). 

Because our approach is so new, we have carefully mirrored best practise for an organisational approach to coaching.
Zeus and Skiffington highlight the benefits of coaching and mentoring to both the individual and the organisation and these closely match the desired destination of PCC i.e. encourage new ways of thinking, a collaborative approach encouraging an individual to seek solutions rather than be directed or controlled.
‘We’, L&D in their strategy considered the organisational barriers as part of the strategy as highlighted by Ehrich and Hansford. We have clarified what coaching is and isn’t, have a clear process in place and are working at how coaching can be integrated into existing practices e.g. the leadership & management programme.
As a large organisation we have a coaching co-ordinator in the team and an application needs to be submitted as a request for coaching. The co-ordinator will match the coach/coachee by profile. The coach will then follow a consistent approach as set out in our published coaching policy/strategy. The following flow chart describes the internal approach.
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As a coach, I hold my own coaching files in a secure folder. I also attend regular supervision support with an external provider. 
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Discuss your development needs with your line manager as a result of the above activities, using the CIPD Profession Map as a basis for your discussion. Consider whether or not your skills in this area require improvement (for example delivering training on the topic/coaching line managers). Summarise your discussion (250 words approximately) 

As a qualified coach, I am constantly aware of the need to develop my coaching skills. I am a member of the Academi Wales coaching community and am currently coaching a number of external coachees as well as internal coachees. I find this really valuable in developing my skills and knowledge. It pushes you outside your own organisational comfort zone.
My greatest change has been the recent move to virtual coaching. I have had to adapt my questioning approach and some of the tools that I might use with a coachee. This has been a positive learning curve and has encouraged me to seek out new tools rather than relying on my favourite models that are less effective online. This is an area I am still working on.
It has also made me more vulnerable which is valuable as a coach. I do practice self-coaching and am aware of my inclination to be a ‘rescuer’. I have found that as my coaching skills and knowledge have grown so has my own self-awareness.

Comparing my skills against the CIPD profession map, I believe my coaching skills are higher than that of an Associate level purely because of the nature of my role. I am able to apply and adapt different models, consulting, coaching and mentoring in a range of different situations. I am also aware of the value and impact they have on an organisation. 
Moving forward I am leading on a new online performance and wellbeing process to replace the current paper based performance appraisal approach. 
My coaching experience is supporting me with training line managers in the new process and how they need to adapt to the inclusion of wellbeing and having a wellbeing conversation with a member of their team.

image1.png
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