1.1 Investigate the extent to which coaching and mentoring take place within an organisation.
Coaching and Mentoring (C&M) within Tesco is seen as pivotal to improving performance, gaining the best out of its employees, and bettering its competitors. Tesco uses a combination of formal and informal C&M programmes to enhance knowledge, support performance, and career progression using various management approaches (Doc1.1).
Tesco’s most encouraged form of coaching is through managers having informal ‘short and frequent coaching conversations every day’ (Doc1.2), as they believe this is the most effective way to build capability, experience share, and provide support to their teams (Doc1.3). As part of their role managers are required to coach their teams daily, by using 5 informal coaching conversation techniques either by working shoulder-to-shoulder, at the desk or through regular 121 catchups (Doc1.4). CIPD, (2021) suggest managers should be coaching day-to-day through 121s and performance conversations. Goldschmind, (2016) adds managers who regularly coach provide higher job satisfaction, improved productivity levels and higher-performing teams. 

Informal coaching conversations are captured on a ‘Let’s Talk’ form (Doc1.5) and are reviewed at colleagues’ End of Year Reviews (EOYR). EOYR are more formal whereby colleagues are assessed and graded by their manager on their performance throughout the year (Doc1.6). 
If informal coaching is ineffective ‘everyday coaching conversations’ becomes more a formal process known as ‘Supporting Your Performance’ (SYP) (Doc1.7). Colleagues who fail to perform to the required standard enter the formal process whereby the manager will monitor their performance and progress by agreeing simple, clear, and achievable objectives (Doc1.8). Colleagues on SYP will be buddied up with performing colleagues and receive regular 121 coaching until performance improves (Doc1.9).
Within Tesco, mentoring is available to all colleagues and is strongly recommended if wanting to progress with their career. Tesco has an online mentoring portal listing all mentors from across the business (Doc1.10), detailing their skills and experience so employees can find the right person to support their career path the best (Doc1.11). 
Tesco also offers its colleagues of all levels the ‘Options Programme’ which uses a mix of formal and informal coaching and mentoring techniques to develop knowledge and leadership skills through training courses and on-the-job learning. Colleagues enrolled on the Options Programme are coached and mentored by various leaders and are encouraged to work alongside different stakeholders to further their development (Doc1.12)(Doc1.13).
Since the COVID pandemic, coaching workshops and mentoring sessions are now delivered via virtual platforms such as Microsoft Teams as opposed to face-to-face learning. Tesco offers its managers a ‘Exploring Coaching Conversations’ workshop delivered by an L&D partner (Doc1.14). This allows managers to upskill their knowledge and confidence in being an effective coach when it suits them, however this isn’t mandatory so skill-levels can vary.
Even though Tesco encourages coaching and mentoring to all colleagues, policy doesn’t always reflect best practice in every area of the business. Stores will use coaching techniques daily and is widely welcomed, however mentoring isn’t a common trend. In Head Office, mentoring is more common than coaching as there tends to be better career progression and job opportunities. However, in Distribution, even though coaching and mentoring is still expected of managers, neither tends to be used as Distribution Centres are focused heavily on the operation rather than leadership, growth, and values. 
Personally, as coaching forms part of my role description (Doc1.15), I try to provide feedback and have regular coaching conversations, however due to the nature of my role and structure of the business it isn’t always possible to spend quality time and have supportive conversations. Also, due to the pandemic, coaching everyday conversations have no longer been a key priority within the business, as the focus had changed to operational needs rather than training and performance requirements. 
1.2 Evaluate how current coaching and mentoring activities supports the achievement of individual, team, and organisational objectives.
Tesco focuses on creating a culture of trust and respect and looking after its colleagues (Doc1.16), which they believe in turn contributes to the success of the organisation. They believe that when colleagues feel recognised, supported, and rewarded by their manager and have the guidance in developing their career they will in turn try harder for customers, perform better and achieve their objectives. Brent and Dent (2015) agrees that coaching and mentoring programmes are most successful when built on a culture of trust and respect. 
From personal experiences, when I have received regular coaching from my manager, I have felt more valued, inspired, and motivated to perform better. However, I have also witnessed lack of coaching in some areas of the business and the impact this has on the morale, and skill-levels. I would argue that even though the aim of coaching policies are great, they aren’t always reflected in practice and this is often down to managers not having the time or skill to provide effective coaching conversations. Shepherd, (2019) supports this argument as he describes in his research many managers stated they are over-stretched and struggle to find time to offer effective coaching.
One of Tesco’s values is centred around treating people how they want to be treated, which includes working in a team to share knowledge and expertise (Doc1.17). As part of the company’s People Mission, recognising colleague contribution and reviewing what coaching and upskilling is needed remains a key priority to achieving the People Strategy. This includes reviewing management training to ensure confident, regular, and effective coaching conversations take place through ‘Everyday conversations’ and Supporting Your Performance (Doc1.18). 
Clutterbuck, (2014) suggests all organisations need coaching and mentoring programmes to motivate and develop colleagues’ potential. This highlights the importance of coaching colleagues within their role and supporting their career development has an impact on organisational success. If colleagues are not coached or mentored, performance and commitment levels can hinder the achievement of individual, team, or overall objectives. Ryba, (2013) suggests when all objectives are aligned, employees are all on the same page, working towards a team goal and get a better sense of how their performance contributes to overall organisational success. 

1.3 Assess factors in the organisation including other learning strategies which could impact on the further development of coaching and mentoring
Due to slimmer L & D structures (Doc1.19), Tesco currently provides all its’s coaching to managers virtually through online workshops or e-learning modules (Doc1.20). Whilst this allows access to training and upskilling courses when it suits them, it takes away the personal interaction and seeking understanding and group sharing exercises. This can result in lack of confidence or clarity in dealing with best practice. 
Due to coaching and training done via e-learning modules, it is no longer mandatory for managers to complete upskilling or refresher sessions, resulting in skill-levels varying and in turn effects the consistency of coaching carried out. Harrell and Barbato, (2018) argues the importance of managers receiving regular coaching and upskilling can have on their teams and performance.  
Tesco are continuously reviewing their management structure and making changes where necessary, whilst this is great for cost-saving it has meant an increase in workload for managers and having less time to dedicate to their colleagues and providing clear, thoughtful, and inspiring coaching conversations.   
Leaner structures and redundancies have also meant a loss of knowledgeable and highly experienced colleagues within the business which would have previously made excellent role models and mentors, thus making it harder for colleagues to find the right person to support them through their career plan. Also, Tesco’s approach to mentoring shows there are no formal mentoring training for existing colleagues wanting to become a mentor, instead they only have access to online mentoring modules which again can affect the confidence and effectiveness of transferring knowledges and skills (Doc1.21).  
The pandemic has also meant more senior colleagues are now working remotely and any mentoring sessions are now completed via Microsoft Teams. This has affected having real interactions and will continue to impact getting to know one another and building genuine and effective relationships. 
1.4 Make recommendations for how coaching and mentoring can be developed to benefit the organisation 
To improve coaching and mentoring within the business, upskilling and coaching workshops should be made mandatory that managers must attend a workshop on a regular basis to improve their coaching skills and know how to get the best of their teams. Regular coaching training for managers will provide them with the confidence and effectiveness in motivating and connecting with their team and staying focussed on their goals (Chinn, 2018). 
Currently within Tesco, all managers of all levels are expected to have a working PDP; Tesco could suggest all managers must have a mentor regardless if they want to develop their career further or not. Welch, (2019) argues having only 1 mentor throughout a career can be dangerous as bad habits can be mimicked, and so everyone should have the option to an array of different mentors.
Informal coaching conversations are expected to take place regularly with 1 formal end of year review. However, remote working colleagues or colleagues who do not see their manager often (such as Store Managers) have less opportunity for regular and effective coaching and development conversations. One way to overcome this would be to have quarterly formal ‘touch-points’ whereby remote line managers meet with their colleagues individually and spend time providing on-the-job coaching and identifying any skill-gaps and further support their team may need. Research shows regular coaching conversations increase employee productivity and performance, in turn benefitting the business (Harvard, 2018). 




2.1 and 2.2 Promoting and contributing coaching and mentoring within the organisation
After reviewing Tesco’s approach to coaching and mentoring it was clear the lack of information available. I designed a poster specifically aimed at coaches and mentors highlighting the benefits C&M can have on colleagues, the business and themselves (Doc2.1). 
I sent this poster to my local Learning and Support Trainer (Doc2.2) describing the importance C&M has to all stakeholders and how we need to promote and encourage mentoring to attract more experienced colleagues to step forward and join the Mentoring portal. Welch, (2019) believes everyone should have a mentor as this encourages individuals to emulate the strengths and successes they see from their mentor. 
Within the emails, we discussed on ways we can promote C&M within our local cluster stores as changing corporate ways of working would be trickier and would require more senior input (Doc2.3). As I am on maternity leave, I suggested ideas we could implement straight away which wouldn’t have any additional costs on the business but would still provide managers and colleagues with the skills, knowledge, and confidence to have effective coaching conversations. However, when I am back in the business I will take a more active role in promoting and implementing new coaching and mentoring methods. 
Ideas I suggested included (Doc2.4): 
· Provide mandatory C&M workshops, face to face or virtually to all managers 
· A coaching buddy system where managers buddy one another and provide on-the-job coaching, offering their suggestions and experience to coach and mentor one another
· Managers to have a mentor – having someone for guidance, experience and support who isn’t their manager 
· Offer more reward/appraisal and feedback rather than ‘what you can do better’ conversations so colleagues feel more motivated and appreciated for what they do. Providing employees with positive feedback keeps them engaged and motivated, increasing job satisfaction (Gasperini, 2013).
2.3 Identify the skills, knowledge and behaviours needed by coach/mentors and support the development of these roles
I created a PowerPoint to help raise awareness and promote C&M to coaches/mentors, as well as the skills and knowledge required and what benefits C&M can bring when implemented correctly (Doc2.5). 
To support my peers in understanding the difference between C&M, I described the key points that were fundamental to each approach, such as how coaching is non-directive encouraging learning as appose to teaching. Whereas mentoring adopts a directive approach through the transfer of skills and knowledge from the mentor to the mentee by experience-sharing (CIPD, 2021). 
I also detailed the basics to each approach, such as how coaching is a formal short-term process with structured agenda’s built by the manager to improve performance, while mentoring is an unformal longer-term process aimed to improve career/ development (doc2.6). However, what remains important for both approaches to add value is building a genuine rapport with colleagues (Starr, 2016). 
Within the Presentation, I highlighted the benefits C&M can bring (doc2.7) and different ways C&M can be delivered (doc2.8)(doc2.9). Clutterbuck, (2014) suggests different mentoring models offer a number of flexibilities and options to assist mentors to aid in personal development and reflection. 
I included two common coaching models; the GROW model and CLEAR model (doc2.10) describing the fundamentals both bring in delivering effective coaching relationships.
Identifying the key skills needed by a good coach/mentor was important (doc2.11). Both approaches require good listening and questioning skills, as this shows the coachee/mentee you’re understanding what’s important to them and builds empathy and trust, which is key to the success of C&M outcomes (Clutterbuck, Megginson, and Bajer, 2016). 
Good communication skills and providing corrective feedback is also crucial to both approaches as it’s important to highlight mistakes or ways in which they can perform better in handling situations in order for them to grow.
To finalise the presentation, I listed the current C&M programmes Tesco currently offer it’s colleagues and how coaches/mentors should familiarise themselves with what’s available (doc2.12), such as the Online Mentoring Portal, Options process for developing managers, End of Year Reviews and Everyday Coaching Conversations (doc1.1,1.6,1.10,1.12).
2.4 Assist potential coachees/ mentees to understand and participate fully in coaching/mentoring programmes.
For coaching relationships to thrive, both the coach and coachee must be fully committed to the programme. Understanding what to expect from a coach can encourage coachee’s/mentees to feel more relaxed, committed, and willing to fully participate. 
After speaking to a colleague who I coached from a customer assistant to manager role, she described what motivated her to work harder and what she’d suggest doing differently. From this I designed a briefing document for coachee’s outlining the key commitments they should expect from their coach (doc2.13). 
· Regular check-in’s (informal fortnightly catch-ups & formal quarterly reviews) – regular coaching conversations increase employee productivity and aligns employee performance (Anon, 2018)
· Quality 121 time together without distractions 
· On-the-job coaching and problem-solving 
· Regular communication and updates 
· SMART Objectives agreed together and reviewed & updated often 
· Honest and actionable feedback - Providing clear and meaningful feedback is crucial to a coachee as it helps them to understand the improvements they need to work on and motivates them to do so (Indeed, 2021). 
· Motivational and encouraging conversations 
· Performance reviews and personal development plan 
· Confidentiality
Coaches and mentors can also encourage their colleagues to be fully engaged in the mentoring programme by initiating conversations regarding their progress and development, and continually reviewing and updating their objectives. 
By taking the time to incorporate these key points into a coaching/mentoringship will encourage the colleague to feel supported, motivated and productive throughout the programme (iMentor, n.d). 
2.5 Support the on-going evaluation and continuous improvement of the organisation’s coaching/mentoring programmes.
To support the on-going evaluation of current coaching and mentoring programmes Tesco offer, I designed a short survey and sent to a number of colleagues in managerial roles (doc2.14). 
The results of the surveys show:
· Ratings of current coaching and mentoring programmes were scored between 4 – 8 (doc2.15) highlighting the difference in views colleagues have on current programmes. 
· From these ratings, feedback suggested whilst the current Supporting Your Performance policy is beneficial to improving performance, it is also perceived as a ‘formal’ ‘negative tool’ in ‘managing’ as opposed to ‘coaching, training, achieving personal objectives’ and often used as a ‘last resort’ (doc2.16)
· 83% of respondents had received coaching training as part of their job (doc2.17) which was delivered through ‘Options process’ at the start of their role (doc2.18). 
· 83% also stated they had not received any formal refresh training (doc2.19) however, e-learning modules are available to complete when suitable (doc2.18). 
· 50% had been a mentor (doc2.20) however, nobody had received training on how to be a mentor (doc2.21)
· When asked how programmes could be improved, comments suggested (doc2.22):
· More structured mentoring programmes and training needed for managers to become great mentors
· Regular and better training and support needed by line managers on best techniques/ways to coach
· Refresh training to be made mandatory and delivered face to face not just through online workshops/e-learning modules
· Mandatory for senior managers to have a mentor/ and to be a mentor
Interestingly, from the survey no respondents mentioned ‘Everyday Coaching Conversations’ as a current coaching programme which policy states is the main part of a managers role. This indicates the lack of knowledge and confidence managers have in providing everyday coaching conversations, instead resort to ‘Supporting Your Performance’ as a more formal process. As line managers play an important role in delivering coaching and mentoring programmes, it is vital they receive the support, skills, and training necessary to becoming a great manager and coaching their teams accordingly (CIPD, 2020). 
Reflection
On reflection, throughout this assignment I believe I have critically analysed Tesco’s policies towards coaching and mentoring and identified areas in which the programmes can be improved going forward. 
From my findings it’s evident there is a real need for managers to receive better, more frequent coaching and refresh training to support their teams better. Currently managers feel they do not have the confidence, support or time to follow set policies and effectively coach. 
There is also a key issue around Mentoring within Tesco, as there is currently a lack of training, knowledge or promotion around mentoring. Providing mentoring training would encourage managers to share their knowledge and expertise with other colleagues and support internal career progression and performance.
I believe I have made use of resources available to me such as work policies, emailing colleagues and surveys even though this had been challenging whilst being on maternity leave. However, if I were to do this again, I would like to go further in my research and hold meetings, experience a coaching and mentoring session and gather feedback on my work from my colleagues.

