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Background and Purpose

AZ Media Devices (AZMD) is committed to the personal development of all team members. The purpose of having a Coaching policy is to help and support staff achieve their full potential. AZMD has 300 employees based on one site. The HR and Learning Function at AZMD consists of an L&D Team Manager, a L&D Administrator and Trainer who offers in-house training. The L&D Team Manager and Trainer are both qualified coaches and mentors. 

Reason For Proposed Decision

It has been identified that AZMD needs to ‘break away’ from the ordinary decision of sending staff on training courses. Feedback from staff have shown that there is low awareness of coaching programmes among managers and general lack of confidence in trying new approaches to L&D. 

The Senior Management Team has agreed to implement a Coaching Strategy to support plan changes in the organisation over the timescale of two years. Agreed objectives set by members and led by the L&D Team Leader and a small working group of two line managers.

1. Recommendation (Filling Coaching Roles)

Training alone has been shown to result in, on average, a 22 percent improvement; once combined with coaching, training can result in an 88 percent improvement (American Management Association, 2018).

John Whitmore (2009) began to explore ways to develop a team to improve performance but needed to understand some dynamics of team development if you desire the best out of its members. 
The qualified Trainer who offers in-house training will supply the training to line managers within the organisation over a half-day event held on site, supported by the L&D Team Manager. 

The decision has been made for the internal trainer to implement the training by the support of the L&D Team Leader as hiring external coaches will come as an additional cost to AZMD. The trainer has the existing in-house knowledge of the business and is able to tailor the programme to the business’s needs more clearly than what an external trainer will be able to bring. Although, it has been decided that the L&D Team Leader and trainer will attend an external training course to gather fresh ideas that they can bring back to AZMD to support the implementation of the coaching programme.

Stakeholders responsibilities 

‘A coaching culture exists in an organisation when a coaching approach is a key aspect of how the leaders, managers, and staff engage and develop all their people and engage their stakeholders, in ways that create increased individual, team, and organisational performance and shared value for all stakeholders’ (Hawkins, 2012).

· L&D Team Leader – Support the L&D Trainer and coordinate the coaching programme and liaise with HR members and other parties involved. 
· L&D Administrator – Design a coaching contract, workshop handouts and templates for line managers to support their staff
· L&D Trainer – Supply the coaching training to line managers over a half day event 
· Line Managers – implement what they have learned form the training to their staff that they are responsible for 
· External coaches will not be required when the coaching programme is rolled out but the L&D Team Leader and Trainer will attend a coaching event with supplied by external coaches to bring fresh ideas to AZMD. 

2. Role of HR, L&D and Line Management
HR and L&D departments have a fundamental role to play in the design and management of coaching within an organisation. They manage the quality of coaching and the results it delivers depend on choosing the appropriate coaches and the management of relationships and evaluating success. HR and L&D professionals need to understand when coaching are appropriate and effective interventions in relation to other options. They need to be clear on how to select appropriate coaches and mentors by having a clear set of criteria to match the individual and organisational needs (CIPD, 2019). 
‘It is considered good practice for individuals who have undertaken formal development as a coach to use a clear framework to underpin their approach to coaching. The use of a coaching framework will be covered in any credible coach development programme. New and developing internal coaches should be encouraged to sustain their learning and development around their practice of coaching’ (SSSC, N.D.).
Janice Caplan (2003) explains that “to be an effective coach the HR Manager needs to be seen as a creditable, non-judgmental and discreet”. A HR Manager who takes on a role of a coach or mentor needs to be able to obtain these factors in their professionalism. Many line managers may feel embarrassed to admit needing help and worry about confidentiality; they may worry that a note will end up on their personnel file.
HR will support AZMD by imbedding the coaching programme throughout the business. HR will devise a business’s business plan and will outline the proposed changes and expected outcomes AZMD wishes to achieve agreed by Senior Management Team. HR’s role is to develop a Coaching Policy and amending existing policies to include the coaching programme. L&D policy will be updated by HR with support from the L&D function that will support line management implement to their staff. This will include and imbed into the appraisal process and equal opportunities will be amended accordingly to include the coaching programme and to monitor the success and gather feedback.
The L&D function will be responsible for devising a coaching handbook, training pack and coaching contracts that will assist line manages to carry out the task successfully. The L&D administrator will be responsible for this with support from the L&D Team Leader and will liaise with HR to ensure best practice is achieved. The L&D Team Leader will be the link between all parties involved. The L&D Team Leader will oversee and evaluate the whole process and agree with all parties involved and feedback to the L&D team & HR.
3. Selection Scheme (How coaches will be allocated).

The selection process is a big part of implementation, it is important to be certain that criteria for becoming a coach as well as that of becoming a proteges are clear, measurable, and non-biased. Making solid selections of both coaches and proteges, just as Human Resources do to make these types of selections when choosing job candidates. Using the criteria, goals, and measurements AZMD has developed in order to choose the right people for the program. Being certain that any decisions can be backed up factually. When you pay this close attention to your selection process, you’ll be steps ahead of the curve when the program first rolls out (Your Training Edge, 2017).

Every coaching programme needs to set our clear objectives to support the business’s needs before they start the process. The objectives at AZMD is to give existing line managers a better understanding and develop their skills and improve workplace performance. These objectives are set out in the organisations business plan and outline what is expected from L&D, HR Professionals and Line managers in line with L&D policies. 

David Clutterbuck (1999) explains that the relationship should develop swiftly and smoothly if both parties have been well selected and well prepared. Clutterbuck (1999) continues to explain by the time the first formal meeting is held, both should have a clear understanding of the objectives of their relationship. David Clutterbuck explains that chemistry meetings should be held to ensure relationship development.

A formal coaching contract should be devised that sets out parameters and logistics of the relationship and also identifies the different parties and the roles of each involved (Caplan, 2003). This will be imbedded into our policies and procedures to ensure medium term strategy to future imbedding coaching in to AZMD. Incorporating a fair selection process in the business’s policy and recognising trade union/ employee association to incorporate employee voice.

The coaching contract you should consider these 9 factors;
· The parties to the contract and their roles
· Objectives of the relationship
· Pre coaching meeting, assessment and data gathering
· Development plan
· Timing, frequency, duration and location of the coaching sessions
· Confidentiality
· Feedback and evaluation
· Payment and frequency of payment
· External resources

To ensure equal opportunities are met, the social inclusion is an issue of increasing importance in most large organisations. Ensuring the effective use of diverse talent, experience and backgrounds through promoting equal opportunities (Clutterbuck, 2004). Whilst legislation has reduced formal barriers in terms of equal opportunities between men and woman in the workplace, woman continue to be hindered in their careers by invisible obstacles such as prejudice and distrust. Increasing numbers of woman who now enter careers in management stuffer from a major disadvantage as they are not exposed to the same range of experiences and career opportunities as men (Clutterbuck, 1999).
Clutterbuck cited the works of Dr Judi Marshell of Bath University found that mentoring improved the promotion prospects of woman managers. Marshell found that from interviewing thirty woman managers from middle management to director level, it found that 70% either were currently or had been in a coaching/mentoring relationship (Clutterbuck, 1999). 
4. Barriers during implementing and how these may be overcome.

Ehrich and Hansford (1999), identify a number of barriers to coaching. These included;
· incorrect matching of mentors/coaches and learners
· lack of top-down support
· resentment felt by those not involved in the scheme or the perception of favouritism
· creation of false promotional expectations
· overdependence of the mentor or mentee
· gender issues
· blurring of role boundaries between coaches/coachees and mentors/mentees
The above factors can contribute to a relationship breakdown between the coach and coachee therefore, it is important that policies/procedures outline what to do when any of these factors occur. It is considered good practice that trade unions recognise these factors as they will be able to give their input on employee voice to incorporate into policies / procedures. Supporting documents to ensure barriers are overcome will include;
· Training & Development Policy 
· Equal Opportunities Policy
· Coaching Contract
· Coaching Handouts & Templates 

The ABC-DE implementation model is a very useful model for understanding the flow of strategy from the beginning to the end of a cycle of strategic planning/execution activities. This will provide clarity and certainty to participants on what is expected of the task. ABC-DE is an acronym for the following;
A – Assessment
B – Baseline
C – Components of strategy
D – Delivery of components
E – Evaluation of progress

Another barrier that AZMD will overcome is cost. External coaching can be relatively expensive option because coaches will often have to charge a full days fee for what may be only a couple of hours work (Caplan, 2003). AZMD has decided to host an internal training programme that will minimise the cost of hiring external coaches and mentors. As there are two qualified persons in the organisation, they will be delivering thee training to the line mangers. Although, this may be a substantial cost saving. Other cost implications can be accounted for e.g. time spent outside of normal work duties to find resources, deliver training and support line mangers implementation to their staff.

5. Further development 

The Human Resource department along with the L&D Team will co-ordinate a Coaching Policy to support the implementation of the coaching programme. A review will take place if required and when required to incorporate the medium-term strategy to a longer term perspective. All employees should pass suggestions or recommendations for the revision of any aspect of the policy through normal channels to the Chief Expectative, HR and L&D departments. The suggestions and review will include updating policies and procedures with forthcoming legislation to maintain compliance with good practice. The review will be undertaken in liaison with the recognised trade unions and any proposed amendments will be submitted to a Committee for consultation to ensure professional development, staffing and equality is achieved prior to approval form the committee.

Conducting a periodic survey amount trainees is the most effective way to find out how successful the implementation of the coaching programme is. Surveys provide relevant feedback in respect of how effective attendees found the programme and their opinions / suggestions including the methods of training, content, quality, skills and overall satisfaction. Conducting a periodic survey among trainees can be an effective way to find out how successful your training is. You will obtain relevant feedback about teaching methods, content quality, coaching skills, and the overall online training satisfaction. 

Donald Kirkpatrick (N.D.) invented a Four-Level Training Evaluation Model that helps the business objectively analyse the impact of training and to work out how well your team members learned, and to improve their learning in the future. Kirkpatrick's Four-Level Training Evaluation Model works of these four levels;
· Reaction
· Learning
· Behaviour
· Results

By analysing each of the levels above, the business can gain an understanding of how effective a training initiative was, and how to improve it in the future. However, this can be time consuming and resource intensive so this method of evaluation should be used with caution.
 
Once the results have been collated, the results will be to hand and the power to identify areas that need improvement. This will maximise the effectiveness of the coaching programme. With the results on hand, the organisation has the power to identify areas for improvement and maximize coaching effectiveness. For example, include questions that focus on coach involvement, communication, and their willingness to offer guidance. Encourage employees to be honest about their interactions and then use the data to develop targeted coaching support resources. This will grow in house capabilities and capture learning shared across the organisation.
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