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Introduction 
Currently Castle leisure is closed due to the global pandemic BBC News, (2021) and has been closed since March 23rd, 2020. For this assignment I will look at the coaching and mentoring programme from 2019. 2019 was the last time that our programme was in use. Due to the business being closed for the last year, it would be very difficult for me to interview or issue a survey, so as far as this investigation is concerned, I will be looking at the organisations information and policies. 
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Being heavily involved in the 2019 coaching and mentoring programme, I have access to all the data and plans for that year. During 2019 Castle Leisure had 32 Mentoring relationships in place AP1. Some were senior club managers mentoring junior managers and some were Head office managers mentoring General managers. Each mentor will attend an external coaching and mentoring training course, before they are given a mentee AP2., Bennett, (2006) states training or education are not required before a person can practice as a coach, although various coach training programmes are available and are best practice.

At castle leisure the coaching and mentoring programme is formal the befits of such a programme are stated by Ehrich & Hansford, (1999) that formal mentorship goes one step further than ad hoc mentorship as its based in the organisations policy and is standard management function.  It is a planned programme, that is evaluated in November of each year, and from that evaluation the programme plan is set for the following year. This evaluation is completed by the operations committee, They look at existing relationships, Forbes, (2019) suggest the 5 tips for an amazing relationship:

· Mentorship requires investments of time and energy from both parties; you get out what you put in.
· Experienced employees are invaluable for shaping young careers and companies.
· The best mentors are the ones who can fill gaps in your skillset. Do not select a mentor that has the same skillset as the mentee.
· You do not always have to follow your mentor's advice, but you should listen to it and evaluate it for yourself.
· Anyone can be a mentor, but the right skillset and training will bring out their inner mentor.


The committee also look at creating new relationships and getting the pairing right first time. I have been able to gather together the Coaching and mentoring framework policy and all the registration documents and agreements AP3, AP4, AP5.
The programme used to include staff and supervisors as mentees. This was stopped in 2017 due to financial reasons and time constraints no longer allowing for the sheer number of relationships in use. Since 2017 the programme has been streamlined and now only allows for junior managers to be mentored by senior managers and General managers mentored by head office managers. What we have found is with smaller numbers the programme is far more effective. The programme requires a minimum of an hour phone call monthly and every quarter a face-to-face meeting. That is a minimum, the mentors are always available for guidance and advice via email or telephone.

Castle leisure is a hierarchical organisation with very clear objectives for each team or individual. There is a culture of low trust within the organisation even at the higher more senior levels this can make the mentor relationship difficult and on occasion it just does not work. Forbes, (2020) suggests that trust is the glue that holds the relationship together and is the most important element of the mentor/mentee relationship. This is a culture that is hard to shift and has been evident during the pandemic, when the Head office team has been working from home. We have had to log our hours and justify what we have been doing on a daily basis.
Since the start of the pandemic, castle leisure has been in a panic state as an organisation. As all of our revenue streams are generated from people being in our buildings, It has now been a whole year without revenue. The organisation is currently pushing all sorts of efficiencies to cut costs when we re-open. There has been a dramatic drop in employee numbers, and when we reopen, we will not look to recruit. I believe we will need to coach all the site teams from management to staff members in how to work with a reduction in site hours. On average each club has gone from around 1900 hours a week down to 1000 hours. When the clubs reopen the same job will need to be completed but with half the employee hours. 
This coaching will need to take place, but the financial constraints will also play a part. We will not be able to have one to one coaching. The plan is to have group coaching within each site. Each department will go through a group coaching session, and then the club management will individually coach and mentor anybody who might still be struggling with the new way of working. The group coaching will benefit the organisation by encouraging the workforce to work in this new way with less hours. The coaching will benefit the individual with an insight and instruction on the new style of working so that they are prepared for reopening. Britton, (2019) Group coaching is not just a conversation, rather it is a conversation with intent, an instruction in a new process. It also will benefit culture changes.
Due to the financial constraints the mentors will need to be completing their own job role and have been given no time allowance for being a mentor. The HR department will continue this role for now group coaching at each site. The management structure has also changed at each site, having lost 20% of our site managers during the pandemic, again the company will not recruit but instead evenly spread out the management resource we have left. Meaning the time constraints on site mangers will also be increased leaving little time for development or coaching their teams.

The wider L&D strategy has also been reduced. It has been decided that only in house compliance training will be authorised, no external costly training will be allowed. Any training that had been booked for 2021 has been cancelled.
This year’s coaching and mentoring programme is not going to start when we re-open, If business returns to normal, the programme will restart in January 2022. 

Firstly, just restarting the coaching and mentoring programme will benefit the organisational strategies of castle leisure Bright HR, (2021) states that recognising employees’ value and increasing their ability and skills, they gain more confidence. This can lead to a strong and competitive workplace culture and will almost definitely increase bottom the bottom line. Moving the programme forward with recommendations there are a few issues to tackle, firstly a culture of control. The site managers are responsible for everything at their clubs and such they micromanage every detail. I would like to see an increase in initiative being allowed and used. Allowing the managers to manage their own teams and tasks as they see fit at the time, of course whilst following company policy. Currently if anything deviates from the normal at a club, the manager will call their direct line manager in head office for advice. This is stifling for the site managers and frustrating for us the head office managers. They already know what is expected but still require that guidance from above. I believe this is the single largest issue we have within our organisation. My recommendation for combating this is to coach the managers to have the confidence to make a quick decision in the moment based on their experience and knowledge of their sites.  The GROW model Mind tools, (2020) would work well in this situation:





· Goal, what do you want to achieve?
· Reality, where are we currently?
· Options, what can we do to rectify, what resources do you need and what are the obstacles?
· Will, so what is your plan, how will you review progress and how will you stay motivated?

I prefer a non-directive style of questioning that allows the mentee to not only ask their own questions but also to answer them without them being told the answer. If we instil the GROW method into the site managers thinking, they should feel far more confident to make decisions based on the experience that they have.

My next recommendation is that we use external coaches to mentor the senior team at head office level. Coach mentoring, (2020) highlight the benefits to executive coach/mentoring:

· Decision-making: evaluating options and making the best decisions.
· Workload: Managing the particular challenges this brings.
· Reflection: on key questions about the impact of changes on the future direction/shape of their areas of responsibility or on their leadership.
· Leadership: Broadening skills, self-awareness, and confidence.
· Motivation and engagement.
· Relationships: thinking about their effectiveness and their behaviours.
· Increasing their gravitas.
· Actions: translating what needs to be done into their day-to-day actions.

This helps the executive to explore a wide range of priorities and to improve their performance, which benefits them as an individual and in turn benefits the organisation.

There is a focus on mentoring site managers, but there is no mentoring for the head office managers and executives. Every single head office manager and Executive has started as a member of staff. The organisation believes in a promote from withing strategy and it works well. All of our senior team know their departments inside out. We have all been sent on leadership programmes, but we have a very internal view. We only know the castle way. If I could put together a survey for the senior team, asking questions around their development, their professional goals, and aspirations their leadership qualities. I would imagine that there are needs withing their roles that could be assisted by coach/mentoring. The cost related to this would be offset by their growth, productivity, and confidence to speak up during board meetings. This would be a win in my opinion. I have spoken to a leadership coach in the local area and their company charges £500 per session recommending six sessions to complete the programme Phil Morgan Coaching, (2021). I believe that £3000 per executive is money well spent if the coaching is worthwhile.
Finally, back to the pandemic, my last recommendation is to invest in the coach mentoring programme as soon as possible. Financially the organisation has been hit hard. I believe that when we come out of the other side of this, we should re invest in coaching and not fall into the trap of we have not used it for the last year so we must not need. Jones & Gorell (2014) state that people are empowered when coached and will add to the bottom lime performance.
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As a company we always begin our mentoring programme at the end of the year. We enlist general managers and head office staff to become mentors. I send out the applications normally at the beginning of November and complete the training in January of the following year AP6 AP7. All participants have either a 1-day refresher or full 5-day course with an external training company called CDC who specialise in the coach mentor relationship AP2.

The director or I will meet with each possible mentor to explain the programme and answer any questions before they commit to the programme. Once the everybody has been signed up the training is arranged.
Before we start this process, we are always aware of the potential barriers to coaching and mentoring Grant, (2010) talks about the barriers to coach/ mentor programmes:

· The organisational culture.
· Lack of understanding of the value of coaching.
· Not seen as a priority for the business.
· Resistance from senior management.
· Low levels of skills and experience within the organisation.
· Lack of time and resources.


For Castle leisure it has always been a fight to get the senior executives to firstly authorise the resources required to run the programme, training cost and management man hours. The director always manages to put her case across to the board to receive the funding. Working in the private sector we have to justify every penny spent. The other barrier we face year on year is commitment. We have mentors who are new and just cannot cope with the extra workload, we have mentors dropping out as they have issues at their own site, and we have failed relationships.
You cannot control the uncontrollable and these things happen. We can control the relationships and we go into great depths of detail when matching each relationship. We know each individual and they also know each other, so we match on known relationships that already work and avoid already problematic relationships. Nevertheless, each year we find that we need to move relationships early on in the programme as they are not working.


The training package for the mentors is updated annually we try to follow best practice using the ICF Framework for coach/mentors ICF UK Chapter, (2021), We use this principle in our training.

1. Creating the coaching agreement. AP8
2. Using already built trust and how to improve the trust relationship.
3. Using active listening techniques.
4. Using good questioning techniques.
5. Direct regular communication.
6. Planning and goal setting. AP12
7. Agreeing and implementing action plans.
8. Regular reviewing of goals set.

These skills that are taught during the training period are also part of the HR teams training, so the HR team themselves have the skills to assist the coach/mentor on their own development of coaching skills.
This framework is used during the coach/mentor training. To ensure the agreement is being followed the coach/mentors will send the action plans and PDRs to hr for reference. After every meeting I will try to catch up with the coach/mentor and mentee separately to evaluate the relationship and to make sure there is progress in the set goals. At any point during the sessions The HR department are available for advice for both parties and will assist in any way possible. AP9 AP10




Throughout each year we gather personal statements from the mentors regarding how their mentees have improved during the programme. Each mentor will submit personal statements regarding the progress of the mentee AP11. This information is used to evaluate the relationship and progress of each mentee and also forms part of the mentees annual PDR. Which often leads to a promotion if gone well. During the year we also gather information from the mentee on how they felt the relationship has progressed. This information is gathered verbally when we have a catch up with the mentee after a session. We use this information to develop the mentor on a continual basis. We will also feedback the key points to the external trainer so they can tailor the refresher training accordingly.

During these verbal meetings we ask questions based around Kirkpatrick's 'Four Levels' Model, Kirkpatrick, (2016)


· Reaction of student - what they thought and felt about the training.
· Learning - the resulting increase in knowledge or capability.
· Behaviour - extent of behaviour and capability improvement and implementation/application.
· Results - the effects on the business or environment resulting from the trainee's performance.

We ask questions to answer the 4 levels and have information from the mentees direct manager and mentor to assist in the evaluation. We encourage open and honest answers from all involved, This is the only way to honestly evaluate the programme and its participants.
There are other models of evaluation to consider such as Gibbs reflective cycle Gibbs, (1988):

· Descriptions, what happened.
· Feelings, What were you thinking or feeling at the time?
· Evaluation, what was good or bad about the experience.
· Analysis What sense can you make of it.
· Conclusion what else could you have done.
· Action plan what would you do different next time.

Out of the two I find the four-level model simpler and suits castle leisure more than the Gibbs model. The Gibbs model I think is based around a particular situation rather than a whole process.
We use all of this information gathered to evaluate the previous year’s programme, suggesting any improvements or changes to mentors. We also look at if a particular mentee will require further mentoring.
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