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INTRODUCTION

I have been recently promoted to the role of Deputy Store Manager as maternity cover, for a multinational clothes retailer. Previously, I have worked for the same company as a Section Manager since 2009, but my career in the company started in 2008 as Cashier, being promoted to Visual Merchandiser six months after I started. Unfortunately, for this assignment, I am not allowed to disclose any information regarding the organisation I work for, including its name, as it is detailed in the Company’s Learning and Development Policy. 


1. ORGANISATION’S APPROACH TO COACHING AND MENTORING

One of my organisation’s values is ‘Our commitment to our people: our employees’, as we can find on the group’s website, unable to disclose, but I have attached screenshots of their website.
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Clutterbuck et al (2016) establish that if the organisation has a highly supportive climate for a coaching culture there are higher chances to succeed with its creation. This climate is composed of four dimensions:

· Incitement to take initiative.
· Trust and skills to have open conversations.
· Diversity and beneficial challenge.
· Growth and learning orientated.

From the information we may obtain from the company’s website attached above, it is clear that the organisation is orientated towards learning and internal growth, and I am proof that with the right training and guidance, but also with the personal desire to work as hard as possible to learn and grow, any member of staff may get development opportunities within the company.

In terms of induction for new starters, the company provides us with an extensive document that we should follow with the topics we must cover in the stores in four hours. As we can read below, one of the key messages is to make the new members feel comfortable. But the reality is completely different, especially in small stores like mine. The induction process usually feels rushed as the manager has to carry on with his/her daily duties. They are supposed to be assigned a buddy for the first few days to show them basic tasks that they must learn, but the truth is that in small stores there is not enough support in terms of additional training hours, so the new starters spend a lot of time on their own.
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Talking about the role of the line manager as a coach, the position of my company reflects Downey’s concept (2003), where the line manager has three functions: manager, leader, and coach. In my organisation, there is no mention of coaching in any of the training documentation, but the managers are expected to set up objectives for their staff, give them constructive feedback, suggest ideas, also asking the employee for their feedback and initiatives. On the document below, the 121 record that we employ in the stores, we may see it has been inspired in the GROW model by Alexander, Fine and Whitmore, and OSCAR, by Whittleworth and Gilbert (2002).
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Prior to an employee being promoted as manager, they have to be successful in the training process, which usually happens in the store. Knowledge is passed on from senior managers to the sales assistants involved in a career development plan, using a blended approach between directive and non-directive styles (Bigrock, 2021). In the organisation’s training materials that refer to communication, we also find a reference to Covey’s 7 habits of highly effective people (see image below).
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In conclusion, my organisation agrees with the CIPD (2020) statement which expresses that companies apply coaching as a daily management activity, embedding it into one-to-one meetings. However, there is no mention of any coaching or mentoring in any on the training documentation, managers are expected to act as coaches when they have not had any formal training. I believe the organisation should review introduce the concepts of coaching and mentoring, instead of covering all the activities in the process as ‘training’. Also, some formal coaching training should be delivered to them as part of the process of becoming a manager.

2. ANALYSIS OF THE LEARNING AND DEVELOPMENT POLICY

Our Learning and Development policy’s purpose is to outline responsibilities and expectations, providing information and guidance to all the employees. However, it makes no mention to any coaching and mentoring training.

All employees are responsible for driving their own development by identifying their development needs, seeking opportunities to learn and discuss them with their line managers.

Managers are responsible for training and developing their teams, by monitoring performance, discussing, and agreeing learning and developing needs and goals and assisting their team in looking for solutions for those developmental needs, and support them, helping this way achieve also organisational goals.

The Learning and Development team has other responsibilities too, such as appointing suitable trainers, providing opportunities for growth, and supporting business objectives and values, which is based on the CIPD (2020) statement that affirms that coaching is linked to L&D strategies, confirming that it is the best way of supporting employees potential and providing career support.

One of the main points of this policy is about accessing funding for a course or qualification, which eligibility criteria is outlined below:
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Conversely, reality is far from what it is stated in the policy. When I applied for this qualification, after having worked in the company since 2008, and as a manager for twelve years, I was denied any support from my regional managers and the Learning and Development team, which means very little or no access at all to any company information. For instance, when I approached my People Manager about how coaching and mentoring takes place in the organisation, he sustained that we do not have any coaching programmes, but after analysing some of our internal documentation, somehow it is implemented. Luckily, I have gained a lot of experience prior to this course, and I have always had the support of my line manager, offering any help ‘off the record’.


3. MY DEVELOPMENT NEEDS AGAINST THE CIPD PROFESSION MAP

After having an understanding of what coaching and mentoring means, and looking at the People practice standards on the CIPD Profession Map, I can confirm the training tools which I use to develop my staff are linked to coaching and mentoring methods, although I have not received any formal training which refers to C&M.

When it comes to training employees working full time, we meet every two weeks. Usually, this employee would like to progress in the company, so the first thing we do is to have an informal conversation about which career path he/she would like to follow (commercial, cash desk, Head Office). As a manager, from my own experience and after analysing their skills, I can suggest which path would be more suitable for them, but always leaving for them to choose what they would like to do next. When the employee starts a development programme, we also meet every two weeks, to discuss the achievements and the issues the individual has encountered that prevent him/her from achieving other goals. My job here is not only to give them feedback, but also ensure that they receive the right training.

I believe an organisation like mine, whose main purpose is the professional development of its staff through internal promotion, should adopt a more clear strategy in coaching and mentoring in the development programmes for their staff, so line managers would know which method would be more suitable depending on the issue they have to overcome or the changes they would like to implement.
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The first day of work means a bit of
nervousness and insecurity.

A good induction helps the people who
join our staff to integrate and adapt more
easily to our store team and to feel
comfortable and secure while working on
their new tasks.

Management team, you are responsible
for this induction!

Here are a few easy tips for you to make
everything as clear as possible.

"You won't forget the first day at a new

job




image7.jpeg
New starter training record
VC101CS1

This document is:

The trainer’s guideline to organise and deliver initial training for a new starter

The manager’s checklist to review performance of new starters

The new starter's document to understand what to expect from the training period (what
they need to know by the end of their training period)
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Before the new starter joins your store, make sure these are clearly identified (i.e.
put specific names against the below):

BUDDY TRAINER COLLEAGUES

#

i

The buddy is an existing employee
who can provide support to new
starters. They are likely to be a
colleague, someone equivalent to a

“senior sales assistant”. Managers can

also be buddies.

It is important to choose someone
who is keen on being a buddy, and
who has good interpersonal skills /
empathetic approach.

The trainer is @ manager who will:

- Organise the training plan

- Provide feedback to the new
starter

- Deliver on the job training

- Delegate aspects of the training
onto other team members

- Supervise the training is taking
place

- Communicate with the buddy to
ensure the new starter is settling

The colleagues are those of the new
starter who will likely offer training

and support throughout the day. They

may have been specifically identified
by the trainer, or they may be
naturally part of the new starter day
to day life in the store.

well in the store

- Communicate with the new starter
to ensure they are being trained,
they understand the business
culture (i.e. approachability of the
management team), and they
settle well within the team

e

Print pages 2 and 3, fill in and hand to the new starter

£ Print pages 4 - 12, share with the new starter, complete them throughout the
S training, and keep in the new starter’s personnel file

Ny,
Sgmrap

I

WEEK 1.

WEEK 4 onwards.
Customers are our
ultimate focus, and the
ad reason for leaving this
their interaction with customer section to last, is to
. ensure new starters have
integrated the knowledge
they need to interact with
them confidently.

clean &

customers & OseFherashicFfhi
se the rest of their

support training weeks to work on

their customer service

attitude and skills.

tidy

Remember! HS1 is not covered by this document.
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It is not a formal
process, but may
serve as evidence
for probationary
reviews, fixed term
contract reviews,
trial reviews,
performance
management...

New starters should
have, as a minimum:
- One on their first
day, to set
expectations

- Three more by the
week prior to the
end date of their
probationary period

Employees
developing towards
their next role
should have a 121
every 2 - 4 weeks
throughout their
development period

planner
review

A 121is a two way conversation between a
manager and an employee. We use it to follow up
on performance, to give feedback, and to set
development goals.

Employees who
have been recently
promoted should
have a monthly 121
throughout their trial
period

Employees who need to improve
their performance should have
regular 121s in line with
performance processes

Good performing
employees who do
not fall in any other
category should
have, as a minimum,
one 121 every three
months

Remember that you don’t have to wait for a 121 to
give feedback - you can do so ‘on the spot’

Use the planner to organise the reviews

If unsure, ask your HR Manager or HR Advisor

Reviews contain confidential information. Keep them

safe in employees’ personnel files

frre

one on first day, three more by end of probation

once every three months

2 - 4 weeks
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ID Number: Position:

Last review (date):

Find out about how they feel things are going. How do they think they are performing? Are they
struggling with anything?

Look at goals set in the last review: what has been achieved? How did they make 1t a success?
What have they learned?

Look at goals set in the last review: was anything not achieved? What got in the way? What
could they do next time to ensure success? Are there any changes which need to be done? Talk
about support.
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accommodate the employee’s needs, providing course notes in advance in an alfernative
format, or using adaptive technology, where reasonably possible.

5) How can you access funding for a course or qualification?

All company funding will be subject to the below eligibility criteria. Please note that specific
learning which is officially regulated may have specific eligibility criteria attached to it, over
and beyond the criteria below.

minimum of three years continuous service in Head Office or within a Regional role
(non-mandatory only);

minimum of two years continuous service (apprenticeships):

demonstration of consistent satisfactory performance including not being under any
form of capability process (non-mandatory and apprenticeships);

demonstration of commitment to the programme you propose to study (non-
mandatory and apprenticeships);

relevance to the curent role or prospect roles you have agreed with your Line
Manager, shown on a Personal Development Plan (PDP) or 121;

impact on business' goals and overall benefit to the Company if you obtain this skill or
knowledge;

benefit from requested funding compared to other cost effective initiatives;

how appropriate the level of the course is to you:

reputation of the course and college or course provider.

As per our regular review of our level of investment in leaming and development
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ABOUTUS  HOWWEDOBUSINESS  INVESTORS  COMPLIANGE a
our mopEL ”a“ ARt
RIGHT TO WEAR 3 e D

EquaLTy anp

OUR EMPLOYEES

Motivation, innovation, teamwork,
humbleness and the goal of a job well
done is what drives the 176,000 people
that propel the company forward.

‘We shore fundamental values such as teamwork, humilty, diversity and
commiment and we believe that there is always room for improvement
Every person is key o the success of the company, and it is our
collective energy that allows us to create foshion thot i Right 1o

Wear and overcome any challenge we set ourselves.

Our Code of Conduct and Responsible Praciices sets out the values
and principles that quide our actions and relationship with our
customers, shareholders, partners, suppliers and all the communities
where we are present.

& Cods of Conduct and Responsible Practices

‘We believe that ariracting the best talent is crucial for the company.
You con find more information on our job profiles and vacancies ot
-om, where you can learn more about our career
‘opporunies through real stofies from our colleagues.

RELATED DOCUMENTS

& Code of Conduct and
Rezponsibls Pracica:

& Occupatonol Health and Safery
Policy
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ABOUTUS  HOWWEDOSUSINESS  INVESTORS  COMPLIANGE a

‘Apart from generating new employment opporiunties, we are strongly
committed to ensuring good working conditions and qulity jobs in each of the
countres where we are present. All of our colleagues are offered opportuniies
for development and raining and we are pleased that 7% of our colleagues
have permanent conracts.

Al of our poyment siructures link voriable pay 1o the company’s results,
‘because e wan to continue 1o recognise the cortrioution made by our teams

The health and sofety of our employees fs @ vial part of our management at all
levets of the company. Our employees are vained in. in the management of
healin and sofety fssues, which i key for the prevention. We are commited Wit
the compliance in this subject and one of our aims is to cortinuously improving
1, 05 pointed in the OHSAS certfication that we fufil

& Ocaupatanal Health and Sofery Policy

Thonks 1o all of this, Merco Talento has named us the Best Company to work for
in Spoin for nine years in a row.

Was this page helpful?
YEs NO

. o

2308

13/05/2021




image4.png
& > C @ inditexcom/en/our-commitment-to-people/our-employees/employee-development. Q% O 2
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PROFESSIONAL e
DEVELOPMENT e

peoPLe ¥ We believe in internal promotion as the
our empLovEEs ~  best way of developing and growing our
— pRosEsSIONAL employees and the company.
cquaTy Ao is constantly growing and evalving. Since the very early days of
owversiTy the company intemal promorions have been key to our success. The

[S— majority of cur soff works in steres, the core element of our business.

ouRsuRRLERs We believe ot his s our maln zeurce of talent since our siore.

employees are closest to our customers and best undersiond their
needs. I s therefore narurol that most of our Internal prometien (okes.
ploce from the store.

OUR COMMITMENT TO THE In recent years we have developed specifc programmes 1o identiy the

FrvmonmET iterests and potential of our employees in order 1o offer them new
growth opponurities within the company. Half of our product managers
and heads of depariment come from our internal promotion
programmes.

 AROUND HALF OF OUR PRODUCT
MANAGERS COME FROM OUR
STORES 4
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. ABOUTUS  HOWWEDOSUSINESS  INVESTORS  COMPLIANGE a

We promote o working environment that helps our employess
maximize thei tolent and abilfies, giving them responsibiiies from
the outset by fostering an entrepreneurial spir.

Al of the Group's deportments offer speciic techical, skilbosed or
longuage tralning programmes which vary according to department
needs but shore & cross-cuting focus on serving our siores and
highiight the cultre and volues which we share o @ team globolly.

‘apart from inil toining on the job, every deparment has specific
technical training programmes that deal with the three main pillars of
our business: product, process and people management. We also
offer raining on skils, languages, T, health and sofety, sustainabiliy
and 50 0, always with o focus on customer service and encouraging
the ransmission of our culture and values across the continents

a

Ancther charactersic of our aifing s tat i s Integrated Into our
‘everyday work thanks 1o our network of interal trainers. Learning
new things every doy is part of the opporiuities that we offer all
employees.

Some key figures on our employee
development:

— Two thirds of ol management jobs in siore are filled via internal
promotion

— More than 361,000 pecple took part in our internal traiing and.
tolent development programmes

— Staff received more than 3 millon taining hours in the last year .
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