Coaching and Mentoring – On the job training


1.b	If you are already familiar with its approach, evaluate whether or not your organisation’s approach needs a review, based on our reading of current trends. 

Research suggests that the coaching and mentoring benefit both the organisation and the employee, particularly if the employee is a millennial.  (Downey, 2003)   Typically this category of worker would require advancement, development and more meaningful work (Bravery et al, 2019) and this could be achieved in part through coaching and mentoring.   One of the key advantages for organisations is that a strong coaching culture builds resilience, helping teams perform better  (Faragher, 2012) which in turn results in increase organisational performance.  In addition to this a strong and positive culture is seen by many as a competitive advantage (Deloitte, 2016)
With this in mind it was it was interesting to see that in Puffin, a company that prides itself on forward thinking that looks to ‘’innovate and grow’’ (Puffin Produce Ltd, na) did not have any formal approach to either coaching or mentoring.   Whilst elements of both do take place it is somewhat adhoc and does not generally follow a set process with individuals often creating their own coaching and/or mentoring opportunities.   It could be argued that even this informal, individualistic approach to coaching and mentoring would in itself create positive outcomes for those involved and the wider business, but due to its informality, its effectiveness is cannot be evaluated.  As this is the case it is difficult to measure any success or establish any return on investment. (Whitmore, 2017)
There is a distinct lack of policies and procedures relating to coaching and mentoring, with the predominant development tool being training.  According to Downey (2003) this is often typical in organisations where there is a requirement for strict adherence to rules and processes are standardised as training a skill set or giving knowledge is often more appropriate.   Even if we consider this as true, it is hard to ignore that benefits of coaching/mentoring and reward that it brings to various stakeholders, enabling individuals to become competent team members (CIPD, 2019)
Coaching and mentoring is seen as one of the key way to improve employee engagement and reduce turnover within organisations (CMI, na), however we do not generally provide opportunities for this to happen.   Our current performance review process is very traditional and pasted focused not encouraging coaching style conversations to aid development.  This is in stark contrast to companies like Netflix who have adopted a continuous cycle of feedback and recognition, ditching the annual appraisal adopting a more agile approach which encourages good working relationships. (McCord, 2014) 
Until recently we had not introduced the concept of coaching to our line managers whose natural style is very much ‘command and control’.   This is approach is not uncommon within the manufacturing sector where the focus is on task completion and output as it often rewards a more immediate outcome immediate outcome.  However, manufacturing giant Michelin saw positive results within their teams when their managers adopted a more collaborative style of management despite initially worrying about a lose of control.  (Hill, 2017)  Often line managers will cite a lack of time as a reason for not carrying out certain tasks, so it is important to consider that Landsburg (2015) identified that coaching in small amounts can often equate to some of the best, with ten minutes of coaching saving an hour in the long run.  






Overall, when viewing the research on organisational and current trends and comparing it to Puffin Produce Ltd it is clear that there needs to be a review of our approach.  Whilst there is definitely a place for training within Puffin Produce, consideration should be made to adopting a more coaching/mentoring culture.    This approach would need to be supported by senior managers with processes in place to encourage a more coaching and mentoring approach whenever possible.
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2.	Examine the learning and development policy and any policies relating to coaching and/or mentoring and make some notes as to whether you think the contents meets the best practise requirement you have studied in class and within literature research.

Unfortunately Puffin Produce Ltd do not have a Learning and Development policy or any other policies relating to coaching and mentoring that I can examine.   However, given that research promotes the use of coaching and mentoring to provide benefits to organisations and individuals development of a Learning and Development policy is perhaps something we should consider.

Prior to creating a policy we would need to identify a clear need for development and also understand if coaching and mentoring were the best tools to achieve this (CIPD, 2019a) in comparison to our usual training approach.   Had we had any existing learning and development inititiatives we would need to ensure that any new policy was horizontally aligned (CIPD, 2007)  with these as well as vertically aligning to strategic business objectives and goals.  (CIPD, 2019b) 

Within the policy consideration should also be given to the provision of coaching contracts and that ethical safeguards particularly around boundaries and confidentiality were addressed.  (Passmore and Mortimer, 2010)  In order to establish effectiveness and to understand the return on investment of any coaching or mentoring actvity the policy would clearly need to outline the use of an evaluation tool. (Whitmore, 2017)

A Learning and Development policy should consider both internal and external delivery, balancing indirect and direct costs with the most effective method.  (CIPD, 2019b)  If internal delivery is an option then consideration should be made to ensuring that coaches and mentors are equipped with the necessary skills (CIPD, 2019a) which may mean restricting coaching and mentoring delivery only to those that have received formal training. 
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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.  Record your discussion. (300 words approximately) 

I opened my discussion with my Line Manager by outlining that until studying the CIPD course I had little knowledge of formal coaching and mentoring and the associated tools, not necessarily understanding the differentiating factors between the two as they are often used interchangeably. (Whitmore, 2017)   My line manager felt that whilst this maybe the case he had witnessed occasions where he felt that I had coached people successfully, although this was more ’corridor coaching’ than the normal long term approach. (CIPD, 2019) We both agreed that as far as training was concerned I was able to identify training needs and had proved that I was able to work with colleagues and external parties to organise programmes and that this skill could be transferred into coaching and mentoring.   I feel that I can support and challenge managers to understand learning needs and career development of their teams, (CIPD, na) however as they have limited knowledge of this area I would initially need to educate them as to the benefits and tools that could be used. 
Much of the elements contained within various sections of the Profession map involve HR professionals utilising coaching to support and develop line managers so it is a key skill.   I had arranged some training for our line managers which included speed coaching and during one of the session both my line manager and myself had joined the group.  I joined in some of the speed coaching sessions and discussed this with my line manager, outlining that whilst I had carried out a coaching conversation I had found this difficult as my natural instinct was to ‘fix the problem’, which in the long run would not help develop the person I was coaching.    In order to improve my skills in this area I think that I need to develop my coaching approach by practising more quick coaching sessions  (Landsburg, 2015) and potentially look for some more formal training, this will not only improve my coaching skills but due to the collaborative nature of coaching/mentoring may have a positive impact on both my work and personal life. (Mindtools, na) 
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