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Executive Summary

HEIW launched in October 2018 following extensive employee engagement around our values and culture. 
HEIW have adopted a people-orientated, supportive environment where informal coaching is a common-place with peers and even upward. However, it has become apparent very few employees are aware of its existence, and the opportunities available to them as both a coach/coachee and mentor/mentee, especially those in lower grades.
HEIW focus on employee experience (CIPD, 2020; 2017; 2018; Peakon, 2020; Gallup, 2020; Mercer, 2019; People Insight, 2020; Sage, 2020) which creates a holistic approach around coaching, mentoring and wellbeing that enables employees to have a voice and be their best. HEIW recognise the importance of coaching and identify not only the organisational benefits, but the individual do too; Employees needs are acknowledged, and coaching has helped them clarify their direction for themselves, whilst the coach learns a great deal about their aspirations (Whitemore, 2017). 
This report investigates the extent to which coaching and mentoring take place within HEIW and evaluates how current coaching and mentoring activity supports achievement of individual, teams and HEIWs organisational objectives. I have also assessed factors within HEIW which could impact on the further development of coaching and mentoring, including other learning strategies. I have provided recommendations based on my findings. 
I have adopted best practice to promote the benefits of coaching/mentoring within HEIW, whilst recognising and addressing the potential barriers. I have demonstrated how I have been able to contribute to the development of organisational coaching/mentoring processes within HEIW and support coaches/mentors to build and develop the knowledge, skills and behaviours required for the role. I have furthermore assisted potential coachees/ mentees to understand and participate fully in coaching/mentoring programmes.

I have provided the people team with an evaluation and a gap analysis questionnaire which could be used to continue improving HEIWs future coaching/mentoring programmes.










1.1 [bookmark: _Hlk64894300]Investigate the extent to which coaching and mentoring take place within an organisation.
A colleague and I met with JA and JM to understand the organisation’s approach to coaching and mentoring as part of their CIPD studies.  HEIW is a relatively new organisation and does not yet have a formal coaching and mentoring programme in place (EV 1 & 2).  However, this area is moving at pace, particularly as a training needs analysis identified coaching and mentoring as a gap in the organisation’s L&D offering. HEIW People team are responsible for the collation of an organisation-wide Training Needs Analysis (TNA) based on submitted PDPs. HEIW take account of the content of this TNA when planning programmes of learning.  HEIW is a relatively new organisation who do not yet have a formal coaching and mentoring programme in place.  Nevertheless, this area is moving at pace, predominantly as a training needs analysis identified coaching and mentoring as a gap in the organisation’s L&D offering (Berteig, 2020). 

According to Gallway (1975) coaching “unlocks a person’s potential to maximise their own performance, whilst helping them to learn rather than teaching them”, whilst furthermore providing an individual with the right coaching strategies and tools can help them deal with a situation. All components aim to unlock a person’s potential to enable them to flourish and maximise performance. (Mindtools, 2020; Landsberg, 1996; Parsloe & Wray, 2000; Parsloe, 1995, 1999). Brook (2015) advocates coaching is arguably the most vital part of an organisation’s learning and development strategy today (Parsloe, 1995). HEIWs Access to Learning and Development strategy (EV3) details HEIW’S organisational commitment, levels of development, funding available for training and development activity and is highly committed to coaching and mentoring. 

A large proportion of HEIWs strategies and policies are based on a coaching and mentoring approach (White, 2016; Micheli, 2013; Factsuit, 2020; Bailies, 2021 Bailie; Downey; 1999; CIPD, 2011 & 2009; Clutterbuck, 1998, 2004; Anderson et al, 2009). They aim to start a conversation and shift power to give choice (Vaddadi, 2020; Covey, 1989, 2013; Habits for Wellbeing, 2020) and inspire self-analysis (Stanier, 2016; Bridges and Bridges, 2017). HEIW’s robust Values-Based Performance Management (PM) and development system is based on best practice, engagement and research (SAGE) (EV4) which aims to determine personal and team objectives and encourages honest and constructive feedback in an environment where, two-way discussions between line managers and employee are productive (Knight, 2011; Vantage circle, 2019; CIPD, 2016; Anseel and Lievens,2009; Waleslod, 2020) The mediating role of feedback acceptance in the relationship between feedback and attitudinal and performance outcomes. (International Journal of Selection and Assessment, 17 (4) 362-75.) (EV5). The premise is also followed through within HEIWs Managing Attendance at Work (MAAW) Policy (EV6) and Healthy Working relationships policy (EV7) (which will replace the grievance and disciplinary policy). All policies are aligned to HEIWs 10-year workforce strategy, aims, values and people principles (Keller & Meaney, 2017; Dilotte, 2020; CIPD, 2019, 2020; Dewit & Meyer, 2004, p50; Farnham, 2010; Fombrun et al 1984;Wang & Shyu , 2008; Mckinsey, 2016;  People Management, 2021; Remote Worker Impact, 2021; Karen Moser,London South Bank University, 2021). (EV8).

HEIW adopts best practice (Investors in People, 2020) and have created a coaching culture where coaching occurs formally and informally, between people at all levels, within and across functions and departments (EV 9) (Blessing White, 2009; Clutterbuck & Meggison 2006, 2005a; Beckett-Mcinroy, C , 2015). Clutterbuck and Megginson (2005a p.19) define a coaching culture as “a culture where people coach each other all the time as a natural part of meetings, reviews and one to one discussions of all kinds”.  However, Lindbom (2007) denotes a coaching culture as an organisation that fosters, rewards, and expects managers to be effective coaches and mentors” (Ferrar, Philip, 2006). Tangible benefits of organisational culture include increased employee engagement, moral, collaboration and team working (Anderson, Frankovelgia &Hernez-Broome, 2009). 

HEIW adopt; Pause and Breathe, listen (giving space) and ask questions (to allow reflection), be kind and helpful (what would you like? What do you need others to do?), coaching behaviours. There is a premiss of strategic shift to create positive expectation within a culture that build trusting relationships, uses compassionate leadership, has mutual respect, and demonstrate authenticity (Evans, 2020) (EV10). To achieve this change, HEIW adopts three bespoke pillars; Treating employees as adults not children; Treating employees as individuals (not a one-size-fits-all approach) and Treating employees as human beings (Adams, 2017).
HEIW Learning training initiatives take place via employee engagement programmes, self-directive learning, team building and staff events. HEIW promoters L&D initiatives which aim to develop, improve, or change individual or group behaviour. L&D is one of the core areas of HEIWs workforce strategy, which uses a systematic process to improve employee’s knowledge and skills (Lievens, 2011; digitalhr, 2020). It cultivates attitudes to improve performance (GROW and OSCAR Model Whitmore 2009; Vaddadi, 2020; Covey, 1989; Anderson et al, 2009; Leedham & Parsloe, 2016; Dembkowski et al 2003), share knowledge add insight to enable individuals to work better. 
HEIW currently have an agreement with public services coaching and mentoring network Academi Wales (Welsh Government, 2021; Sowing Seeds, 2021). They provide free external coaches and mentors to public services in Wales (Wolf, 2021). It’s an effective service that gives employees a choice and would prefer to be coached or mentored outside the organisation (EV11). HEIW recognise that coaching a direct report on a particular issue or challenge can be difficult. However, coaching can be a powerful way to encourage, empower, and help direct reports to solve their own problems. Ask questions that help the person establish a goal outcome, explore the situation, generate a set of potential solutions, and finally plan the way forward.   
HEIW has established appropriately trained coaches and mentors within the organisation who are available to support staff in both the organisation and across NHS Wales as well as mentors who support staff, particularly those who are new to more senior roles.  This has proved particularly successful as learning and development is encouraged within the organisation and so this approach is used to help individuals focus on their future aspirations and career development and gain the skills and knowledge required to enable them to progress in their career.  One on one mentoring is encouraged in the organisation and has been used at executive level with a focus on individual skills and relationship building.  Development and career mentoring are used to support employees to achieve their career goals, empowering them to make decisions on their development needs.  

As a Learning and Development Organisation for NHS Wales, HEIW are keen to support all colleagues who aspire to progress within the service.  This Values Based process assists an employee in being able to identify any coaching / shadowing / secondment needs that may help them to acquire the skills and knowledge that they need.  Learning and Development is a core feature of HEIWs values-based performance appraisal. Managers within HEIW are encouraged to consider and use blended learning opportunities such as coaching, mentoring, 360 Feedback, shadowing, e-learning and formal classroom-based training (HEIW, 2018). 

The need for employees to undergo coaching or mentoring is adopted within performance reviews and appraisals where HEIW adopt coaching techniques that facilitate decisions between line managers and employees. The PR underpins and supports an employee’s delivery of objectives, career aspirations, values, and behaviours. In advance of an appraisal, employees are encouraged to undertake Performance Based Appraisal and Development Review (PADR) to reflect on their previous years objectives and what worked well and not so well, as well as think about their future career aspirations and development needs. Employees are then asked to complete performance development plans for the year ahead outlining their objectives in advance of their meeting, which empowers them to think for themselves regarding their development needs and career aspirations. The approach enables a conversation with the line manager regarding how these goals/aspirations can be met. The approach is based on the GROW model aimed to maximise employee performance and aims to solve difficulties and accomplish goals, preserving personal achievement, and efficiency (EV12). (BusinesBalls, 2020; Starr, 2016; Leedham & Parsloe, 2016; Dembkowski et al 2003; Coaching Journey, 2020)). Managers are encouraged to use their coaching skills and the scheme is based on a no surprises approach and therefore nothing should be discussed that has not previously. It aims to determine personal and team objectives and encourages honest and constructive feedback in an environment where productive, two-way discussions between line managers and employees become second nature. HEW have adopted 101 questions (EV13) which are designed to support managers to facilitate the appraisal conversation which help them gauge job satisfaction, identify how satisfied employees are within their role, team dynamics and the organisation and identify challenges(Covey, Covey, 1989; Mindtools, 2020; Landsberg, 1996; Accipio, 2020; West, 2020; Institute of Health and Social Care Management, 2020). They also enable employee to reflect on their previous objectives and development which allow them to recognise their potential. The goals are Specific, Measurable, Attainable, Realistic, Time-bound (EV14) (Bianco-Mathis et al. 2002; Coaching Journey, 2020), ensuring they are achievable and relevant to the organisation. The PR is signed off by both the line manager and employee which forms a contract that the employee agrees to work towards their objectives and their line manager supports them to do so, ensuring both are accountable. Employees (Appraisee) are expected to consider all learning and development interventions, including electronic learning, books, webinars, TED talks, coaching and mentoring as appropriate. Managers (Appraiser) are expected to providing regular feedback on achievement and progress required to ensure that continuous development occurs and ensuring that all employees have the opportunity to discuss their career aspirations and development requirements. 

HEIW vision and aim is to continue developing our leaders and managers so that they undertake those roles with consistency and competence allowing employees to have a clear line of sight to HEIWs annual plan.  HEIW has established coaching training for Line managers, ‘Line Managers as Coaches’. The process identifies those who wish to develop and become coaches or mentors themselves.  HEIW is currently supporting three cohorts of staff on the ILM level 3, 5 and 7 Coaching and Mentoring courses (ILM, 2011).  This course requires students to undergo 20 – 40 hours of recorded coaching and mentoring, which is assessed as part of the qualification.  Those undertaking this qualification do so with the expectation that they will support staff within the organisation and across NHS Wales for a minimum amount of time per year once qualified. There’s an opportunity for these employees to join an NHS Wales coaching and mentoring pool and apply their skills to NHS Wales employees externally. The contract is between the coach/coachee/ mentor/mentee/ manager/employee.
According to CIPD (2020) coaching and mentoring are “developmental approaches based on the use of one-to-one conversations to enhance an individual’s skills, knowledge or work performance and lasts for a defined period”. HIEIW recognise the importance of 1:1 conversation and promote the importance and effectiveness of mangers (White,2016; Micheli, 2013; Fact suit, 2020; Bailie,2021; Downey, 1999) holding regular one to one’s with their direct reports (EV15). They are an opportunity to discuss on-going development or concerns. One on one mentoring is encouraged within HEIW and has been used at executive level with a focus on individual skills and relationship building.  Development and career mentoring are used to support employees to achieve their career goals, empowering them to make decisions on their development needs.  
The 1:1 approach meetings focus on coaching employee’s performance; as that person develops their capabilities, they can realise the rewards in terms of recognition and potential career opportunities and in return do great things for your team and the organisation) ; Be a good listener, Managers are encouraged to use active listening to check for understanding, watch for body language and tone of voice, especially with quieter team members (Accipio, 2020). They are also encouraged to seek to understand what is not being said and not to be afraid of silence after a difficult question to allow time to pause and allow an employee time to reflect and think it through;  Ask open questions, Ask not tell!,  Managers are encouraged to show empathy respect and show they care about the employee and their needs. They are encouraged to use questions as simple as asking what the person enjoyed and dislikes about their current role or asking what they as a line manager could do to help them. It is useful to have a set of favourite questions that you can use for one to one’s as needed which will help start the conversation e.g. That’s interesting – tell me more… ; How are you feeling about that approach? ; Why did you feel that way? Etc Vaddadi, (2020) and Covey (1989). These skills allow managers to: Provide and receive feedback ;  Promote health and well-being ;  Increase engagement and motivation ;  Prevent some undesired surprises ; Establish clarity around performance and role expectations ;  Provide an opportunity to identify any support or development required ; and  Confirm objectives are understood and in alignment with organisational priorities.  However, managers are advised and encouraged to avoid using these meeting purely progress updates and use the time to focus on the employee versus their work (West, 2020, HEIW, 2018).
The benefits of coaching and mentoring and the opportunities available within HEIW are not currently widely promoted throughout the organisation and are only identified through the PADR process.  Therefore, not all staff are aware of the opportunities available to them as both a coach/coachee and mentor/mentee.  

1.2 Evaluate how current coaching and mentoring activity supports achievement of individual, team and organisational objectives.
As an 11th member of the NHS Wales health service, HEIW makes a genuine contribution to culture and therefore, offer employees meaningful employment by its nature. According to Whitemore (2017) coaching is both the destination, the future high-performance culture, and a key ingredient in how organisations get there. When conducted in an appropriate way coaching and mentoring activities support organisations like HEIW to provide employees with a way to learn, grow and connect with an organisation. This intern gives employees higher job satisfaction, which leads to reduced turnover. During the unsettling climate, organisations such as HEIW are experiencing change. To adapt, HEIW promote an independent, high performing coaching culture that nurtures employees and allows them to adapt and flourish. Which is reflected in our 21 behaviours (EV16) and core values (EV17). These were created through collaboration and consultations with employees, stakeholders, and directors The HEIW family are encouraged to identify with their individual values, through coaching mechanisms (Stringer,2020)
I have undertaken a SWOT analysis (CIPD, 2020) to assess and evaluate how HEIW coaching and mentoring practices support achievement of individual, team and organisational objectives (EV 18). I have also undertaken a PESTLE analysis (CIPD, 2020) (EV19) which is a useful analysis tool that examines HEIWs external drivers of change and describes a framework of macro-environmental factors (political, economic, social & technology) which is used in environmental scanning of strategic management. It provides HR professionals insight into external factors impacting on organisations (CIPD, 2018). It facilitates an understanding of the wider business environment (CIPD, 2018) and enables HEIW to anticipate future business threats and take action to avoid or minimise their impact (CIPD, 2018). Information balance is needed (CIPD, 2018). Combined with a SWOT the organisation is provided with valuable information for strategic decision making. 
The HEIW HR function is responsible for understanding and communicating the political, legal, financial (economical) and Welsh Government requirements to the workforce and preparing them for the future to achieve strategic aims and objectives. Both the PESTLE and SWOT highlighted a clear link to the CIPD professional map behaviours along with a clear link to HEIWs organisational aims, objectives, values, and behaviours that align to its business strategy (IMTP) and coaching and mentoring activities. 
HEIWs ambition is to be an exemplar employer where staff are motivated and empowered by undertaking interesting and varied work, where skills and talent is developed, and where staff wellbeing is supported by an inclusive and values-based culture, a modern working environment, effective HR function and flexible working patterns. Currently, retention levels are high, turnover and sickness absence low, and vacancies easy to fill with high calibre applicants. Leaders lead with compassion, candour, and openness, providing clear direction and supporting staff with effective feedback about performance and development (HEIW, 2020). 
Culture is based on a strongly held and widely shared set of beliefs’ that are supported by strategy and culture (Wilkinson & Taylor, 2016; Bersin, 2015). This is reflected within a number of HEIW policies and strategies, specifically the Values Based Appraisal and PADR process, Managing Attendance at Work, Healthy Working Relationships programme and Communication and Engagement Strategy (EV20). These are based on the organisation’s IMTP (business case), vision, purpose, strategic objectives, values, and behaviours, plus feedback from staff and stakeholders (HEIW, 2018; Groysberg et al, 2018) and is the premise of HEIW leadership. HEIW’S values and behaviours culture reflect within the coaching and mentoring premise when engaging; Both parties must be proactive and willing to participate. It also recapitulates how HEIW communicate and engage effectively with staff, stakeholders, and partners to build on existing and establish new working relationships, and outlines HEIWs approach to coaching and mentoring. (Mindtools, 2021; Taylor, 2016; CIPD, 2019; 2020 MacLeod and Clarke 2009, p33; Holbeche and Matthews (2012).  

HEIW has undertaken a lot of work on culture, particularly in creating a coaching culture.  For example, our PADR and MAAW policies encourage managers to engage with their staff using coaching styles.  Individual coaching or mentoring need is identified during performance reviews and appraisals.  The PADR policy is ‘values based’, and ‘employee led’.  The toolkit includes 101 coaching questions to help the individual to reflect on their performance and development during PADR discussions using coaching techniques and questions posed by the manager to the employee.
Similarly, there is a strong appetite for coaching across HEIW, for use with staff, stakeholders, and GP appraisers. HEIW has a small percentage of staff who are learning to become coaches, as well as staff who are receiving coaching to help enhance their performance. 
HEIW currently provides a number of modules to help build management capacity, including a new internal management development programme for new and aspiring managers based on the research of Professor Michael West and the Kings Fund.    The ability to develop managers as coaches is a key component of this and helps to provide a foundation to Emotional Intelligence (EV21) and Compassionate Leadership, particularly those who are new to more senior roles (Whitmore,2017).  As learning and development is encouraged within HEIW, this has proved particularly successful (West & Baileys, 2019 & 2020).This approach is used to help individuals focus on their future aspirations and career development and gain the skills and knowledge required to enable them to progress in their career. 
HEIW has a wealth of talent and skills and are keen to develop internal mentoring and coaching networks to support external schemes offered by Academi Wales, the Centre for Excellence in Leadership and Management for public services in Wales.  They provide services to both those looking for a coach and those who wish to register as a coach.  This is of particular benefit to the organisation as HEIW is made up of three legacy organisations.
To continue driving coaching and mentoring through Healthy Working Relationships (Gallup, 2018; Naber, 2007), HEIW’s Leadership and Succession planning team have developed training modules that explore the importance of communication, building rapport, exploring assertive behaviors and tips for courageous conversations and how to manage relationships that have declined and need restoration i.e. ways of restoring relationships and the best way to use the new Respect and Resolution policy. This is an opportunity for HEIW to develop a coaching culture via the Healthy Working relationships framework, rather than adopting grievance and disciplinary procedures.   Where coaching is not a viable option, consideration will be given to other ‘talking therapies’ if they are relevant (i.e. mediation and counselling) (CIMA, 2008; Coaching and Mentoring Network, 2017; BACP, Dale, 2017; Van de Voorde, K.C.; Millar,K, 2020)
Training is threaded through HEIWs PADR training, nevertheless there is a need to deliver more targeted training to increase manager confidence. As competencies are a key performance indicator from the organisation to an individual of their expected areas and levels of performance this should also be linked to the line managers competency frameworks as when done well, can increase clarity around performance expectations and establish a clear link between individual and organisational performance (CIPD, 2020). 
To continue driving improvement through coaching and mentoring, training for managers has been identified.  The mental wellbeing policy (EV22) also identified this as a need (Dillotte, 2017). There are three aims:
· providing information and raising awareness 
· providing opportunities for employees to look after their mental wellbeing 
· promoting policies and practices that promote wellbeing

HEIW will be using the new Investors in People Framework as a diagnostic tool to support and inform our approach to Learning and Organisational Development (Investors in People, 2021) (EV23).  In addition, we are developing skills for managers and supervisors to: 
• develop and understand their self-awareness through emotional intelligence and 360 review
• understand the mental wellbeing needs of employees in line with the principles of Compassionate Leadership and coaching and mentoring principles (West & Baileys, 2019 & 2020).
• support them in developing the skills needed to have effective and sensitive conversations 
• have the confidence to make decisions in the best interest for everyone, including access to facilitated support, information, and Employee Assistance Program (EAP) (EV24). 
• promote the mental wellbeing of employees and understand what mental health problems are.
HEIW provide and identify training and awareness raising programmes through its Health and Wellbeing Strategy, management development program, PADR system. With a clear focus on the need to foster equality of opportunity and eliminate discrimination and stigma. Including but not limited to; Personal resilience and Managing Remote teams. 

This can be supported by Strategic Aim 3 -To work with partners to influence cultural change within NHS Wales through building compassionate and collective leadership capacity at all levels. This can be supported by further engagement progress which links to strategic organisational Objective 3.7: Lead the development, implementation, and management of the new NHS Executive Collective and Compassionate Leadership programme. HEIWs workforce strategy for Health and Social Care in Wales states that ‘by 2030 leaders across health and care will demonstrate collective and compassionate leadership (HEIW, 2018). The strategy promotes the notion that everyone is a leader and that leadership should be distributed. Leadership is a statutory function within HEIW. It is therefore important everyone has cultural awareness, understands their compassionate leadership responsibilities, and demonstrates competency, as both HEIW employee and as a systems leader (HEIW Leadership portal, 2021). Emotional intelligence and compassionate leadership are also threaded through the coaching approach within HEIW MAAW policy (Goleman,1998; Hill, 2017). 
HEIW are planning to develop an Executive Leadership programme with the King’s Fund, with a focus on coaching techniques (EV25). An NHS Wales Task and Finish Group will be established that includes representatives of all professions to input into the executive leadership programme design. It is hoped by the end of Q4 HEIW will be providing the national Executive Leadership development programme, which is underpinned by collective and compassionate approaches (Lindemann et al 2001; Merrick, 2018).
HEIW have also initiated and established the All Wales NHS Health and Wellbeing Project Group in July 2016, with an aim of increasing collaborative engaging health and wellbeing development projects across NHS Wales. HEIW’s earliest initiatives aimed to improve sickness absence with a focus on people management coaching skills and behaviours. HEIW have launched two documents: one a suit of resources and links support employees (Our Wellbeing Matters, 2018) and guidance to support managers’ own wellbeing and the wellbeing of others, through effective delivery of their role in creating the conditions where health and wellbeing can be supported (Managers Wellbeing Matters, 2018).
This can be supported by further engagement progress which links to organisational objective 1.3 of the IMTP: Lead, develop and embed a range of actions to support workforce and workplace wellbeing and colleague experience: During the pandemic, HEIW have continued to add to the health and wellbeing resources available for the NHS workforce. Together with national staff side partners, we have made progress in training and engaging colleagues across NHS Wales in the new Health Working Relationships programme, approach, and policy. The team have shared with NHS organisations the learning of the pilot Health Needs Assessment in HEIW to provide a national toolkit, which was published July 2020. HEIW worked up proposals for a national staff survey which took place in autumn 2020, which was led by HEIW on behalf of NHS Wales. We have appointed a strategic programme lead and advisor, on secondment into HEIW for 6 months, to build the business case for a ‘Once for Wales Occupational Health Service’ and an independent chair for the national health and wellbeing network.
Coaching and Mentoring within HEIW is underpinned by values and behaviours developed by staff for staff. This can also be supported by Strategic Aim 5 - To be an exemplar employer and a great place to work. Specifically, Strategic Objective 5.1: Implement the People, Inclusion and OD Strategy Finalisation and implementation of the strategy - Whilst HEIW does not have a coaching and mentoring policy in place, the organisation is currently working on the development of a People and OD strategy.  This will consist of a collection of development opportunities for individuals at all levels of their career development, including individual, managerial/aspiring manager and organisation/system level.  All levels will include elements of coaching including gaining coaching skills for use in the workplace, making use of coaching triads and understanding what it is to be a manager as a coach.  Senior Managers will have access to gain skills in mentoring.  The purpose of this will be to enhance the organisation’s drive to achieving a compassionate leadership culture, where we listen with fascination, have a shared understanding of the problems faced, empathy and provide action to support (HEIW and West, 2020). However, due to COVID-19 this has been paused. HEIW are currently reviewing their draft strategy in the light of learning from COVID-19 and their blended operating model. HEIW will continue to engage and communicate with employees to ensure that the draft takes sufficient account of our ‘new normal’ and is seen to add value.

1.3 Assess factors in the organisation including other learning strategies which could impact on the further development of coaching and mentoring.
HEIW is attempting to create a coaching culture where coaching is an integral part of day to day management practice within HEIW and this is deeply embedded in HEIWs values and behaviours, policies, procedures, regular check-ins, and performance and learning conversations. However, given the importance of coaching to performance improvement and growth, there appears to be a ‘gap’ between theory and practice (Brook, 2015). The benefits of coaching and mentoring to both an individual and the organisation (EV 26), along with the opportunities available within HEIW are not currently widely publicised throughout the organisation.  Consequently, very few employees are aware of its existence, and the opportunities available to them as both a coach/coachee and mentor/mentee, especially those in lower grades. It’s these employees who may aspire to management roles and benefit from mentoring or coaching in a particular area. I would therefore suggest, promotion of coaching and mentoring is needed to aid recruitment and retention. I have outlined below some of the common barriers which could impact HEIW and how these may be overcome.

Coaching principles, such as listening and communicating underpin the leadership style of the high-performance culture HEIW aspire to (EV27) (Whitmore, 2017). They also allow managers to bring employees on a journey with them, through consultations, rather than expecting them to follow and telling them what to do (Whitmore, 2017). HEIW listen to employees and act on what they learn, which creates the conditions for high performance organisation where employees will thrive. 
Whitmore (2017) suggests that coaching is the enabler, and coaching cultures create conditions for high performance (EV28). However, coaching for performance requires changes in attitude, leadership behaviour and organisational structure.  HEIW has demonstrated emotional intelligence and have not applied just transactional harder elements within the organisational culture, such as structure, systems, and process. They operate a bottom up approach, thus NHS hierarchies within the organisation are being replaced by a new form of devolved leadership style and collective responsibility. HEIW has identified that coaching is the leadership style of a transformed / transformational culture, they have adopted a coaching style of leadership, where interference decreases, potential can emerge and performance can improve, rather than a top down approach. This which is reflected within a bottom up approach which enables partnership and collaboration, external motivators are replaced by self-motivation, blame is replaced with honest evaluation, and teams build; happier teams allow happier stakeholders and organisational change is no longer feared (Whitmore, 2017). Clutterbuck (1998) asserted the importance of a manager balancing soft and hard aspects of people.  He furthermore suggests, “the ability to manage both the intellectual and emotional interpretation and reaction to external stimuli is a defining characteristic of functional excellence”. Highlighting, the importance of intellectual organisational culture, values and nurturing of emotional values. However, this also reflects the combination of challenges managers face i.e. the challenge of targets v’s nurturing i.e. emotional support. These challenges can be shared with a degree of directive and non-directive behaviours (Clutterbuck, 1998; CIPD, 2015; Proficient Learning, 2020) (EV29) As a transformational organisation HEIW also apply the softer social, people and behavioural elements, with leadership at the heart of the system (EV30) (Whitemore, 2017). As a results metrics reflect a happier workforce, who perform better, with low sickness rates and turnover (Whitemore, 2017)
HEIW senior team aim to build and exemplify a performance aligned culture through coaching and mentoring that has shared value and cultural alignment with a sense of shared values, belief, and expectation among employees. However, managers can train employees to undertake tasks and new roles, but changing attitudes are difficult and can have an impact on performance (CIPD, 2020; HR, 2020). 
In the context of employee experience, the key national benchmark is the NHS Wales Staff survey and was run in 2013, 2016, 2018 and again in 2020.It’s benchmarked against other NHS organisations within NHS Wales. These surveys give HEIW employees a voice and opportunity to take responsibility for themselves and others through staff engagement questioning techniques. The overall Engagement Index for NHS Wales has increased from 3.65 in 2016 to 3.82 showing improvement in all three themes making up the score. However, there were some significant variances between the ten organisations in NHS Wales. All organisations saw an improvement in their overall score since 2013. HEIWs participation rate in 2020 was 53%. However, only 32% of respondents said that they agreed with the statement ‘the executive team will act on the results of this survey. Whilst it is always HEIWs shared aim to have this as high as possible, it is important to remember that the survey was open for 21 days, so it compares favourably with previous surveys. Nevertheless, the results indicated there were some clear cultural areas of challenges remaining, such as resourcing, line management behaviours, communication which could potentially have an impact on HEIWs coaching culture and may affect trust within coaching and mentoring. (NHS Wales Staff Survey, 2013;2016;2018; NHS Employers, 2018). 
HEIW constantly recognise the link between high employee engagement and high performance. (Gallway, 1979, 2000; Prismvs, 2021; Parsloe & Wray, 2000; Parsloe, 1995, 1999; Burrows, 2018; Clifton & Harter’s, 2019; Waleslod, 2020; Ross, 2019; Impraise, 2020; Gallup, 2016; Beck& Harter, 2015; Leapsome, 2020; Valcour, 2014, Havard Business Review, 2018; Silverman, 2004 Bailies, S, 2021; Towers Perrin, 2007/8; Harter et al 2002; Saks, 2006).  Over recent months, due to the implementation of government restrictions, HEIW has seen a drift back towards the pre-transfer silos, and negative ways of working that were evident when the three legacy organisations merged together. HEIW has worked extremely hard to successfully integrate the legacy organisation and encourage cross team working, sharing of ideas and best practice, however this is evident within pulse surveys, which state that teams are not communicating as effectively as they once did. This could have a detrimental impact on the culture of HEIW and hinder effective coaching and mentoring. It’s important that HEIW use their opportunity to encourage others to participate in the future and adopt a lean coaching approach to learning situations to identify what is happening within the HEIW workforce (Whitmore, 2017). This could be achieved by using powerful follow-up questions techniques (EV31) (Mindtools, 2020; Landsberg, 1996) in great detail to follow-up survey results such as the NHS Wales staff survey and Health Needs Assessment. With the aim of highlight employees have been listened to, remove and shift hierarchical power (you said, we did…..) and give employees a choice; What could you do to help you have a healthier work life balance, what could we do to help? It is now time to spend time with each other reflecting, having conversations, and deciding on what we can each do to make our work/workplaces better. This would challenge assumptions to generate awareness, responsibility, and self-belief.  Implementing a Plan-Do-Check-Act philosophy will increase engagement and trust within the workforce as employees will feel listened to – you said, we did. (EV32)..  
HEIW believe that successful communication and engagement are reliant upon everyone proactively taking part (HEIW Communication and Engagement plan, 2018). However, during a meeting with the Learning and Development Practitioner, it became evident there are dysfunctional teams within HEIW, demonstrating poor levels of communication, lack of trust, micromanaging, conflict, leading to poor engagement and performance. As a result, these employees are feeling demotivated and undervalued within their teams (Mindtools, 2020). Its acknowledged that targeted intervention is required, which is adapted to meet the needs of each team. All members of the teams will need investment to change team dynamics e.g. Group/Team Coaching/Mentoring, which may improve levels of trust. Nevertheless, these issues combined with HEIW being a relatively small organisation may create a barrier for individuals wanting to access internal individual coaching/mentoring.  
Line manager competence
Line manager competence is an important factor within HEIW training, learning and development (Anderson et al 2009; Beck et al 2015; Heathfield, 2019; Milner& Milner, 2018; Millar, K, 2020). CIPD advocate effective coaching necessitates skilled and motivated coaches (WHO,2020; Forbes, 2019), although research indicates leaders lack coaching and mentoring skills. Brook (2015) suggests one of the major barriers to a coaching culture is that senior managers agree with to a coaching culture but are not pro-active in supporting it and don’t set a good example of what great coaching looks like. Forbes (2018) proclaimed a manger could view the coaching journey as leadership from the mindset of a coach through adoption of core coaching and leadership skills; communication, curiosity, observation, using powerful questioning techniques, empathy and emotional intelligence (EV33 & 34)  (Proficient Learning, 2020; Forbes, 2016, 2018; Maslows, 1954). Managers should be supportive, encouraging and motivate, build relationships, provide assessment, challenge thinking and assumptions, and drive results (Forbes, 2010). They also need strong commitment to longer-term sustainable growth and competitive advantage through people, where coaching is part of an organisation’s ethos (Brook, 2015).  It could be suggested to improve understanding of what great coaching looks like within HEIW the CEO and other management team members could share coaching and mentoring best practice through coaching stories, and to lead teams by example. This would set the tone for coaching to be legitimised throughout HEIW.
HEIWs PM risks are assessed monthly by a corporate risk register. However, the biggest risk to the organisation is manager competency, which is difficult to assess (CIPD 2020). Making judgements about an employee’s value, capability, worth, contribution and potential is a vital dimension of a manager’s relationship with employees. However, managers are sometimes reluctant to carry out PAs due to the dislike of passing judgement about employees’ value and an inability to handle emotional responses that arises when employees receive ratings that are less impressive than they were expecting. Taylor (2016) suggests that the appraisal interview does not fit well with individual management styles which explains managerial resistance. There is also a tendency that managers undertake the talking during the PA process leaving a lack of opportunity for employees to participate and respond to future objectives (McGregor, 1957, p89; Beer, 1985; Beer et al 1984). 

HEIW’s uses an external company for 360-degree appraisal to ensure confidentiality and employees have confidence in the process. However, it does not measure managers on their effectiveness. The process is based more around values and behaviours and the process can be bias as managers can choose individuals to assess their performance. It is therefore open to bias responses and may not be an accurate reflection. Although it is recommended in HEIW that all manager undertake 360 it is not mandatory. Middle tier managers on a bands 6 & 7 are not expected to undertake one however, a senior manager is. This questions consistency and its impact on middle tier manager performance. 

Realtime feedback may be a more consistent contemporary alternative where an annual performance review is undertaken by a line manager and then passed to a wider team to look at it more objectively.
There is an opportunity for HEIW to develop the coaching culture via Building Healthy Relationships framework (Conflict and resolution rather than grievance and disciplinary). According to the CIPD (2015) Conflict Management survey 85% of claims in relation to disciplinary and grievance are resolved internally. Currently difficult conversation training is threaded through HEIWs PADR training, 

Even though HEIW’s Leadership and Succession planning team have developed training modules that explore the importance of communication etc, there is a need to invest in further learning and development to deliver more targeted training to increase manager confidence to deal with conflict resolution along with investment in supporting managers with prevention and resolution and increased awareness of and comply with legal frameworks i.e. governing of disciplinary and grievance procedures. As competencies are a key performance indicator from the organisation to an individual of their expected areas and levels of performance this should also be linked to the line managers competency frameworks, as when done well, can increase clarity around performance expectations and establish a clear link between individual and organisational performance (CIPD, 2020; Ellis, 2016). 

Learning and Development

Learning and Development (HR Zone; CIPD; Glaveski, S, 2019; Mckinsey,2019) is a core feature of PM within HEIW. However, according to the recent staff survey only 67.5% of HEIW take time out to reflect and learn. This could impact on employee motivation resulting in employees investing in discretionary effort in organisational goals or outcomes (Crabtree, 2013). 

In view of the annual plan HEIW pledge to develop their leaders and managers to undertake roles with consistency and competence (CIPD, 2020; GOV.UK,2020; IAEA). Using information from the PDPs, HEIW produce an annual learning bid for the Executive team to consider.  HEIW acknowledged that People are an organisation’s best investment (Investors in people, 2020;), nevertheless are acutely aware L&D budgets are the first to see funding cuts. Reduction in funding across NHS Wales is a huge risk could lead to a reduction in funding for L&D activities along with promotion opportunities (CIPD, 2021; People Management 2021; Skills Portal, 2019; Factsuite, 2020; CIPD, 202). Incompetent managers within HEIW may have a detrimental impact on business performance. Scrutiny is therefore required with regards to appropriateness of training and development and its link to an employee’s development plan, costs associated, and time required away from work. HEIW are currently undergoing a training needs analysis of the organisation within the constraints of WG funding. It is anticipated this will further increase performance within HEIW (Economic times 2020; CIPD 2020; HR-Inform, 2018). 
HEIW need to ensure staff development whilst considering future workforce drivers i.e. Millennials, part-time contracts (CIPD, 2015, 2016; Timewise 2014; Deloitte, 2014, 2016, 2019; Independent 2016; INC 2018; People Management 2018, 2019; KPMG, 2017; Skeoch, 2018; Sloan, 2019; Aftab, 2016; Vodafone, 2015);

Technology
Changes in technology innovation may have an effect on leaders who claim they don’t have time to learn the skills of the teams they employ. Growing global competition is increasing learner pace along with globalisation and demographic changes within society. 
[bookmark: _Hlk50466984]The Topol Review (2019) supports the technological aims of the NHS long term plan and the workforce implementation plan to create a digitally ready workforce able to use new technology and medicines and to adapt to new ways of working.  There is a need to overhaul and create creativity within coaching and mentoring. This will have consequences for selection, curricula, education, training and development and lifelong learning of current and future NHS workforce.  There is a lot to do to prepare the workforce in Wales for a digital future.  Continuing medical advances in technology (including genomics, artificial intelligence, digital medicine, robotics) will require changes to the roles and functions of clinical staff and to the education and training of the workforce.  Changes within technology and communications infrastructure will require a change in roles and functions of clinical staff.  It also proposes that there will be a need for more sophisticated digital solutions to analyse data to improve intelligence. The AI future will have major implications on organisational performance (IBM, 2020; CIPD, 2017; 2020). IT training is therefore imperative with HEIW and line managers need to be equipped for these anticipated changes, particularly due to COVID (CIPD, 2017, 2020) and to also function in the new post COVID world (Sage, 2020). this needs to be delivered quickly considering the organisational implications of COVID-19 i.e. provide employees with the necessary IT training to support new ways of virtual working (Spataro, 2020; Holtsnider, B & Jaffe, 2012). 
As the majority of learning is now online due to the pandemic, this could be integrated into an organisation learning and development strategy. It could also tie in with an organisations Health and Wellbeing Strategy and consider factors such as zoon fatigue and psychological wellbeing (People Management, 2021; Remote Worker Impact, 2021; Karen Moser,London South Bank University, 2021). 

Compassionate Leadership threads through all of HEIWs training programmes alongside our values. For example, the Managing Attendance at Work training includes a facilitated discussion on Emotional Intelligence of each of the participants on the premise that they need to be compassionate to themselves as well as to others. There is an opportunity for HEIW to gain further knowledge, guidance and expertise and access credible research to support a pro-active compassionate leadership culture across the organisation and embed compassionate leadership within coaching and mentoring and performance management (West et al 2012; Kings Fund 2015; CIPD, 2020). 
HEIW’s performance management system is unique and specific to organisational values, goals and purpose, which seeks to work towards the improvement of the overall organisational performance, while supporting performance, productivity and the wellbeing of its employees, which was fit for purpose. However, during COVID-19 HEIW working model had to adjust and HEIW needed to move to a high trust low bureaucracy model of PM as the organisation became fully virtual (NHS Employers, 2017; Wolf, 2021). The model will need be outcome based, and there is an opportunity for an outcomes-based appraisal model, which continues to reflect coaching and mentoring techniques. 
HEIW will need to consider potential demand for further flexibility post COVID-19 to aid productivity and performance (The Guardian, 2020; Timewise 2020; The Law Society Gazette,2020; Forbes, 2020; MIT Slone. Management Review, 2020; HR Lunchtime debate, 2020; The Guardian, 2020; Our NHS people). 

1.4 Make justified recommendations for how coaching and mentoring activity can be developed to benefit the organisation. 
There is a lack of promotion of coaching and mentoring, internally and externally, creating a lack of awareness amongst employees. Employers not offering / promoting coaching risk future performance and productivity (City and Guilds, 2020). Training in leadership, coaching skills and establishing a strong coaching culture within HEIW is vital to achieve continuous improvement and development (leadership coaching, 2017). A coaching culture is an important aspect. Promoting a culture of trust, transparency and open communication can improve psychological safety and quality assurance within coaching and mentoring. I can gain employee confidence where constructive feedback and critique through honest assessments can be used as key developmental tools. It sets a precedent as part of an employee brand and lets employees know they will be supported to learn new skills and are a great asset to the organisation (Forbes, 2016). It gives organisation competitive advantage as they grow and nurture existing talent. A management culture that advocates a coaching culture which gives regular feedback, emphasises feedback, creates opportunities for growth, are far more likely to retain a more energised, enthusiastic, and engaged workforce.  This allows employees to feel valued, dedicated, and powerful, and more open to express innovative ideas and take risks (leadership coaching, 2017). 

I have produced a summary report and recommendations to ensure the views and opinions captured, will further improve the future coaching and mentoring process internally and externally (EV35). 























2.1 Promote the benefits of coaching/mentoring within the organisation, recognising and addressing potential barriers 

As there is very little resource available regarding coaching and mentoring (Clutterbuck, 1998) within HEIW, a colleague and myself met with the learning and development manager to discuss the development of a presentation that could be shared will employees to inform of the benefits associated with it, the behaviours required and the skills and opportunity’s available within HEIW (EV36). The aim of the presentation was to increase awareness of coaching and mentoring and breakdown the barriers of a coachee/mentee not understanding what coaching and mentoring is. It will also dispel potential coachee/mentee myths (i.e. it’s associated with a negative process etc.) and increase awareness and knowledge, whilst also recognising the benefits and addressing potential barriers coaches/mentors may face within HEIW i.e. culture (EV37). A high-level definitive coaching and mentoring presentation was compiled detailing the benefits of coaching and mentoring within HEIW (EV38).  We are therefore overcoming the barriers of people not understanding, by explaining what it is, and highlighting the benefits of coaching and mentoring.  
The presentation was presented to HEIW’s Learning and Development practitioner and the people team, who both welcomed and endorsed the work. We received an e-mail detailing the work was effective and successfully undertaken (EV39). HEIW are keen to undertake further engagement on this work within the HEIW People team. The recommendations and advice were welcomed by the People team. Best Practice was adopted throughout the process, and the presentation will be communicated at to the senior team, at the staff event and directorate staff meetings.
2.2 Contribute to the development of organisational coaching / mentoring processes. 
It’s important that a contract, which details confidentiality is established at the start of a relationship between a coach and coache. It should set out expectations, in which confidentiality should be detailed. Goals/objectives are mutually understood and are SMART which can be referred back to and reviewed as part of the coaching relationship. (Mindtools, 2020; Investors in People, 2020; OKDHS, 2020). 

Currently, there is not a formal contract established within HEIW, which can be used when individuals are fully trained (also refer to EV36).  It’s essential ground rules and goals are identified between a coach and coachee, including desired outcomes at the start of the relationship. Ownership for achieving goals is also clear and ground rules and boundaries for working together are established and agreed when and where, (what is legitimately part of coaching and what is not) (Coaching Focus, 2020). It ensures mutual trust, confidence, rapport, and credibility within an effective relationship (British School of Coaching, 2020; Ethical Focus, 2020). It is essential this is set out at the beginning of a coaching and mentoring relationship, inclusive of the organisation and bespoke to each relationship. However, complete confidentiality can never be guaranteed for legal, wellbeing and organisational purposes. Coaching documents do not have the confidentiality provisions that doctors, therapists or lawyers have (Hill, 2017). It’s essential all engagement notes, reports and assessments are destroyed but information is stored in a protected way. Therefore, I researched best practice examples to develop a bespoke HEIW contract for use, to ensure these factors are built into a contract and support coaches/mentors to build and develop the knowledge, skills and behaviours required for the role (EV40). 


2.3 Support coaches/mentors to build and develop the knowledge, skills and behaviours required for the role. 
HEIW is leading the work to create a shared culture across NHS Wales of compassionate and collective leadership at all levels. To support coaches/mentors to build and develop the knowledge, skills and behaviours required for the role, I have adopted best practice skills for effective coaching and mentoring, which is underpinned by HEIW behaviours that we expect each other to follow to achieve. These are also outlined within the presentation (EV38) which was agreed by the Learning and Development Practitioner. All skills are linked to organisational valued and behaviours. We detailed prompts and information regarding how to be a better coach and the skills needed. There are elements within the presentation which will increase coaches and mentors understanding.  The aspiration is that these will drive the way in which we do things in HEIW and how we interact with others, in line with our Organisational Values and the Compassionate Behaviours.
The focus of performance management in HEIW is continuous improvement in line with our other work on quality assurance and quality improvement, and the aim is to acknowledge good performance and to support improvement where needed.  Evidence suggests that teams that take time out to reflect, review and to learn are 30 – 40% more productive than other teams (Rigby et al, 2018), which is a significant critical improvement. HEIW is leading the way on Compassionate Leadership (EV41). The promoted principles associated with this approach prepare the organisation for moving towards a coaching culture. However, without trust there is no innovation. Future coaches and mentors need to create psychological safety within our team in order to create innovation and improved care. This can be achieved by adopting the key component of Compassionate leadership – creating a shared vision within the team with clear objectives and values within the team. 


2.4 Assist potential coachee/mentees to understand and fully anticipate fully in coaching / mentoring programmes. 

There are elements of the presentation which also demonstrates that I am also assisting coaches and mentees to understand the role of coaching (this is what it is this is what it isn’t, and these are the myths (Heller et al , 1998). The presentation can be used as an educational resource. To supplement this and demonstrate my understanding of how coaching works I have provided a peer support group reflective statement.  I currently provide Informal mentoring, through knowledge sharing within my directorate peer support group (peer mentoring support group). I show support to the group and have specifically shared knowledge with a new started which is outlined within my personal statement (EV42). 

2.5 Support the ongoing evaluation and continuous improvement of the organisations coaching/mentoring programmes. 

According to the CIPD, coaching is becoming a popular way of promoting Learning and Development within organisations such as HEIW. The 2008 survey indicated that almost three-quarters (71%) of UK employers currently use coaching in their organisations, compared to 63% in the 2007 survey and a similar proportion (72%) of respondents find coaching to be an effective tool. 

There is no formal coaching and mentoring evaluation process in place within HEIW. However, whilst it’s difficult to evaluate at the current time as individuals are still undergoing their training, the people team  agreed that there would be value in measuring the impact the training has had by surveying the students at the end of their qualification. Myself and a colleagues felt it would also be beneficial to develop a questionnaire that could be used in the future to analyse the  effectiveness of the coaching and mentoring training provision, and the impact it has had on the individuals and their way of working and managing employees (EV43). Going forward we plan to look more closely at KPIs including the number of situations e.g. disciplinaries and grievances, sickness levels etc, requiring HR input to see whether this number reduces as the organisation’s coaching culture develops.  

We also developed a skill gap analysis questionnaire, which would be shared with all staff in the organisation (EV44). The information will inform and help develop an internal mentoring scheme staff with advanced workplace skills knowledge could share their expertise with other staff (Alexandra, 2019; CIPD, 2021; Gibbons, 2017; Evolution, 2015). The analysis would help identify the skill gaps in the organisation and also identify those with advanced skills who would like to share their knowledge with the wider workforce. Staff wishing to do this would be supported to complete a formal mentoring qualification, enabling them to effectively mentor staff in their area of expertise.  This would support HEIWs values, together as a team and ideas that improve and be of mutual benefit to those requiring upskilling and those with advanced skills being offered the opportunity to develop their mentoring skills.  Providing this service internally will not only demonstrate ROI but allow all staff to contribute more effectively to the organisation and its overall objectives, supporting its strategy of developing the future workforce of the NHS in Wales.  

As mentioned there is currently no formal mentoring available within HEIW, however robust policies, will inform future change however, unless these interventions directly impact HEIW and individuals feel listened too, the policies remain a philosophical statement lacking a ‘ground reality’ (Bailyn,1997). 
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