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On the job training - Coaching and Mentoring
1. Evaluate whether or not your organisation’s approach needs a review, based on your reading of current trends. 

A coaching culture across the Health Board is still in its infant stages, with very little evidence of coaching being used in a structured way.  Pockets of coaching good practice is delivered by some managers who have attended the Managers Passport Programme (which I deliver), but this is only an introduction to coaching providing an overview.  There is an expectation that when management have attended this training, they use the resources relating the OSCAR Coaching model as a base, as it puts emphasis on reviewing actions, and identifying barriers and how to overcome them (Worth Consulting, 2002).  The organisation has not yet agreed the qualifications needed to be coach, which is made difficult as the coaching industry is not yet regulated, making it very difficult to agree standards of a coach to carry out formal coaching (Forbes, 2018).
Executive coaching is only available for senior management within the Health Board, which mirrors published research (Towards Maturity, 2019), identifying that “coaching is only open to the elite” (CIPD, 2019a).  Pockets of coaching is used internally, but it is still important to consider not only the cost of the learning activity, but also the benefits and effectiveness and its link to achieving business objectives (CIPD 2019b). Costing and benchmarking includes considering not only the financial costs, but also indirect costs such as time spent coaching or mentoring and the time and employee is away from their work.  Benchmarking refers to the additional metrics including increased output (CIPD, 2019).  This is an area that has not been considered within the health board, however future trends suggest the need to demonstrate measurable results in terms of coaching. (Forbes, 2018). This is currently only available with executive coaching, carried out by external coaches.
With the new age of digital technology, automated coaches, providing greater flexibility and the ability to choose coaches  that are a perfect fit for the coachee (Forbes, 2018).  This is an area that has not yet been considered within the organisation, however due to the complexity of roles and the size of the organisation.  This may provide an opportunity for individuals to use an experienced coach, however, the culture of the organisation is not set up for this at this time. 
It is expected that the workplace culture will change, making a coaching culture a part of normal everyday practices (Forbes, 2018). In order to remain competitive and an employer of choice, this creates a greater need to develop a coaching culture as well as offer coaching opportunities to the workforce (Clutterbuck, et al., 2016).  Coaching will become part of job descriptions, with the expectation that employers will look for the skill in order to embed a coaching culture (ICF Global Coaching Study, 2016).
Research shows that 93% of managers state they need training on coaching employees before they are able to adopt a coaching culture (ICF Global Coaching Study, 2016), identifying the need to provide clarity between workplace coaches and managers who are adopting a coaching culture within the organisation.  Training will still need to be provided, however the level of training will differ significantly, ensuring that the organisation are not adding to the concern that coaches are not suitably qualified (ICF, 2019).
Team coaching is also a way of making effective use of coaching time (Clutterbuck, et al., 2016), especially in clinical settings.  Where possible, this would  improve the knowledge and performance of teams, who predominantly do the same roles, but may encounter problems at different times (Connor, 2012), whilst supporting team development (Clutterbuck, et al., 2016). 

2. Examine the learning and development policy and any policies directly relating to coaching and or mentoring and you think the content meets the best practice requirements.

The Hywel Dda University Health Board Organisational Developement Strategy 2016 outlined in ten high impact interventions, one being to create a coaching network.  Despite this policy being written nearly four years ago, there has been little progress, with a coaching culture still not being adopted.  The strategy outlined the need to develop internal coaching, create a coaching network, expand the medical mentoring scheme and deliver coaching development programs.  Mentoring actions have seen significant progress, but coaching has not yet got off the ground.  
Within the new Workforce, Organisational Development and Education Strategy 2020-2030, coaching is considered in relation to delivering collective and compassionate leadership.  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”  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.
Both the old and new strategy contain the fundamental principles of coaching, addressing the need to change the leadership style “from boss to coach” (Clifton & Harter, 2020).  There is also a focus of creating a coaching culture, which will create more effective teams (Clutterbuck, et al., 2016).   The CIPD (2019) identify that “HR and L&D practitioners need to understand when coaching and mentoring are appropriate and effective interventions in relation to other options”.  This is evident in the new Workforce, Organisational Development and Education Strategy 2020-2030, recognising the need for multiple learning interventions.
There is little evidence as to what achievement of the strategy will look like as having clear outcomes is key to success (Clutterbuck, et al., 2016).  The 2016 strategy did not show how this aligned with the organisational vision and objectives, but this has been corrected in the 2020 strategy.  Having any coaching strategy aligned with organisational goals is imperative to ensure continuous momentum (Clutterbuck, et al., 2016).
The next stages now for the health board is to create a coaching vision, providing a vision.  This will provide information as to the benefits, how this will be achieved, with the main aim of motivating stakeholders (Clutterbuck, et al., 2016).  The vision is usually formed as part of a focus group, identifying stakeholders, designing a process and then seeking feedback as to the coaching vision (Clutterbuck, et al., 2016). 
Overall, the organisation has had several attempts at developing strategies that include coaching, with a focus on coaching culture, benefits to employee engagement, with key interventions in terms of formal and informal coaching opportunities and this shows links with best practice.

3. 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 

Considering my own knowledge and experience in relation to coaching and mentoring, this is an area that I have the skills to a higher level that most parts in the CIPD Professional Map 2019.  Having completed a module of coaching and mentoring, this has given me a broader knowledge of coaching and how it is used in other organisations. Having a background in education and training, I have a detailed understanding of the differences between coaching and mentoring and this has been displayed through my practical application of both learning interventions, thus meeting the fundamental and associate level of the profession map.   
My current role involves the delivery of the coaching and mentoring as part of the Managers Passport Programme, thus allowing me to work with line managers to understand the models used in coaching, situations where coaching can be used and how to create a coaching culture in teams.  I am currently working with the Organisational Development Manager to create a coaching and mentoring strategy and agree staff development opportunities to enable managers to access training and development, therefore creating a qualified coaching network as well as embedding the skills to create a coaching style leadership across the organisation, thus building a coaching and mentoring capability across the organisation.  Considering my experience, my manager and I suggest my competence towards the professional map lays at the chartered member level.  The next steps once a coaching and mentoring capability has been achieved, I will then look to embedding the culture, thus reaching the final stage of the professional map (CIPD, 2018). 
Once area I need to develop is a deeper understanding about how to calculate return on investment in terms of a coaching culture and formal workplace coaching.  This is an area that will focus on going forward. 
The learning towards this module has been more about how as a specialist in an area, I manage myself when discussing coaching with the designated person to implement a coaching culture in the organisation, whilst overcoming resistance.  Within the profession map, I was able to demonstrate core behaviours at chartered member level in relation to professional courage and influence as I had to challenge constructively, develop and sustain relationships and had to use influencing skills to gain agreement (CIPD, 2018).  
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