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Activity 1-Presentation
Activity 2-Briefing paper-Recommendations for implementing coaching and mentoring in AZ.
The following brief is a paper outlining the recommendations on the implementation of coaching and mentoring at AZ Media Devices. AZ Media Devices has 300 employees, all of which are based on the site. 
Coaching and mentoring roles at AZ
Firstly it is important to clarify what is driving the change. The SMT has agreed to fund a coaching strategy to help support planned changes that are due to take place over the next two years. This strategy is put into place to raise awareness of the benefits of coaching and mentoring, along with changing the views of the stagnant Learning and Development department. What is coaching and mentoring? Coaching -A process by which the coach, through direct discussion and guided activity, helps an individual to solve a problem, or do a task better than would otherwise have been the case, Clutterbuck and Megginson (1999). Mentoring- Off-line help by one person to another in making significant transitions in knowledge, work or thinking, Clutterbuck and Megginson (1999). There are mentors in every aspect of life and in each corner of the world. David Clutterbuck (0000) discusses in his book Everyone Needs a Mentor- Fostering talent in your organisation, the many businesses who have mentoring schemes . To name a few there are: The International Labour Organisation, The Public Sector Leaders Scheme, Ericsson, The Cabinet Office and Shell. 
The first stage is to have 2 of the three qualified members of staff, myself, the trainer to set up some initial training for line managers, in the form of a half-day overview sessions. Within the business there are 4 line managers and 4 SMT’s. The line managers manage the rest of the 270 members of staff.  The line managers will then attend the half day training which was organised to initially an overview of coaching and mentoring. Once have then gone away and digested the information they learned they are then called back in by Learning & Development regarding future training. The idea put forward to the line managers is that they will each coach a few members of staff who will then coach a few more and so on, therefore over the 2 years  each member of staff would have had enough time to fully benefit from the training. Line Manager training is important to ensure they are then trained and well equipped to role out future training, assist with coaching and mentoring programmes, or to answer any queries the employees may have when they are undertaking it. Line manager mentoring can be formal or informal and can be used for the following: Motivating staff, Delegating, problem solving, Staff development, Self-Coaching, wellbeing and self-care. Coaching is a fairly new form of workplace development, being developed by John Whitmore.  John was the pioneer of coaching in the workplace and Co-Founder of Performance Consultants International, the market leader in coaching globally. He was the first to take coaching into organizations in the early 1980s and creator of the GROW model, the most used coaching model in the world. 
Due to the amount of staff either group mentoring/coaching whereby groups of 30 are taken into training-chose groups of 30 to ensure not all members of staff are taken off site at once therefore the business can operate towards the demands of organisations needs.  Another possibility would online mentoring, a link can be sent out to the employees for them to do in their own leisure, which will reduce the amount of time taken from their working day. Due to it being a media devices company-online training may be the best option and fit in line with AZ Media Devices customs.
Suggested roles of HR and Learning 
The role of HR and Learning is to support the line managers with training. HR can devise PDR’s or training records to ensure that when each employee completes the training it is updated and kept on their personal files. This can therefore be used towards future pay increases and increments. The importance of keeping performance records is discussed on the ACAS, (2019); Keeping a record of your employees' performance can be important. It can:
· assist discussions between a manager and employee when they have performance-related meetings
· be used as evidence for promotion or other job opportunities
· be used as evidence in disciplinary related issues
Employees can worry that records are used as an audit trail in case of disciplinary issues. While it can be tempting to keep detailed records in case of future legal disputes, your records of performance should be appropriate to help you achieve the aims of your arrangements.
It would then be HR who would agree the salary increase based on the training and development the employee has undertaken.  The role of the learning department would be to ensure the line managers have up to date and correct training and to monitor the training from start to finish. It is important to ensure that the line managers are given the correct training to fully support the employees. Learning and Development would also be required to keep a copy of the employees learning record to ensure they are in line with the company’s health and safety regulations. This ensures that not only will the employee be progressing their learning but they will be on site. 
Another role of L&D is to capture the learning needs of the business and build up the in-house capability. Once the learning needs are captured L&D then need to evaluate those in order to present their case to HR and the SMT. Once these have been identified they will then be required to reach out and build external relationships with possible coaching and mentoring companies. 

The policies and support system that will be needed to underpin C & M
One of the policies that will be needed is the GDPR Data Protection policy. As discussed on Ico.gov, (2018)Data protection is the fair and proper use of information about people. It’s part of the fundamental right to privacy – but on a more practical level, it’s really about building trust between people and organisations. It’s about treating people fairly and openly, recognising their right to have control over their own identity and their interactions with others, and striking a balance with the wider interests of society. The line managers must adhere to this to ensure that no information collected and/or gained during the training is to be passed onto any other parties. As part of this, HR must ensure that the line managers themselves are aware and up to date on the GDPR policy-this could be included in the line managers training at the beginning.  The support system that would need to be in place would need to be managed by HR, this allows employees to share their experiences on the training if they wish with each other. HR will also need to ensure that the employees have a safe place to air any concerns they may have with the training or those providing the training ie the line managers. 
A coaching contract would also be used to underpin coaching and mentoring. A coaching contract is to establish the main client relationship agreement, for a precise number of predetermined sessions over several weeks to several months and achieve the desired client outcome. The benefits of a coaching contract is that you will see quick, positive results for both the individual and the organisation. The contract is the basis of the relationship and outlines what is expected of both parties with clear set goals and objectives. These would include the following as discussed on MRT Group (2019):
Benefits to coaching an individual include:
· improvement in individual’s performance, targets and goals
· increased openness to personal learning and development
· increased ability to identify solutions to specific work-related issues
· greater ownership and responsibility
· development of self-awareness
· improvement of specific skills or behaviour
· greater clarity in roles and objectives
· the opportunity to correct behaviour/performance difficulties

Benefits of coaching to an organisation:
· allows fuller use of individual’s talents/potential
· demonstrates commitment to individuals and their development
· higher organisational performance/productivity
· increased creativity, learning and knowledge
· motivates people
· facilitates the adoption of a new culture/management style
· improves relationships between people and departments
David Clutterbuck (2019), discusses the need for a coaching contract and the benefits they bring. A coaching contract sets out the standard of expected behaviour between both coach and coachee from the very beginning.  By creating a contract it formalises the process and ensure both parties are aware of the commitment that is to be expected. By creating a contract, it demonstrates the support from the Senior Management Team.  The contract also provides legal protection for both parties involved. And finally the benefit of a coaching contract is that it is a tool for holding parties to account and provides active support and encouragement. This would be beneficial to AZ Media due to the amount of staff-by keeping a contract, it keeps the coaching in line with the organisations aims and beliefs. 
How coaches and mentees will be allocated to coaches and mentors and equal opportunities to be withheld
From the outset, the trade unions will need to be involved to ensure all are in agreement on the coaching and how they will be allocated. The trade unions will be required to be involved to ensure all equal opportunities are to be withheld. The trade unions are very vocal in their support of workplace training  and workforce relations, ACAS, (2011). When allocating, it will be important to highlight any skills gaps to ensure the correct coach is paired with the correct coachee. To demonstrate the business needs such as more coaching needing in the technological aspect- due to the demands and the ever changing pace of the market. 
When allocating coaches and mentees to coaches and mentors a few aspects need to be taken into consideration. It is critical that the matches are correct in order for the coaching and/or mentoring to succeed.  Such things as relationships, conflict issues, previous disputes or bad blood. Examples would be, if a line manager has put in a complaint about a certain employee or vice versa. It may be that 2 employees went for the same role yet only one got it and is now the line manager who shall be coaching them-instances such as this would not be best practise for pairing a coach with a coachee.  Clutterbuck (0000) does state that there are 3 practical ground rules that need to be followed to avoid some of the worst case scenarios. These are;
· Avoid “shotgun marriages”. The least successful matches are those whereby the mentor and mentee feel they have been imposed on each other. 
· Matches should not be decided by management- the matches should have a say in who they are paired with. 
· Equally, avoid giving people an unguided choice. Experience suggests that people may choose either someone they know very well or a high flyers whos coat tails they can hang on to. This would work as the high flyer may indeed be too preoccupied with their own goals and career path. 
· When pairing them up, avoid too great a hierarchy or experience gap between mentor and mentee. This is to ensure that both can relate to each other and share experience and skills. 

It is important to regulary review the pairing of the coach and coachee to ensure they are both still comfortable and feel as though they are making progress together on the journey. It is also important to regulary review in order to report back to the SMT on whether the pairings were successful or not. This feedback is important to the ongoing change programme in AZ Media Devices, to ensure the benefits are relayed back. This could be detrimental to the change programme if the process is not followed through correctly. 

Any barriers to implementing coaching and mentoring and how these will be addressed
There can be a whole host of barriers when implementing coaching and mentoring. The most obvious is getting the SMT and line managers on board and in agreement that coaching and mentoring will enhance business needs.
If those implementing the training is not in agreement then they will not be advocating the training and will have a conflict of interests when the time comes to coach and/or mentor. Another barrier will be ensuring the employees wish to partake in the coaching and mentoring. Some members of staff can become complaisant and can be negative when it comes to self-development.  Another barrier could be costing of the training, however , given the correct figures and case studies many employees will be able to see the benefits first hand. One case would be the NHS, Peer to Peer coaching and mentoring scheme for trainee doctors, (2017). They peer to peer mentoring allowed employees to learn from those who are on the job and how they interact with each other. 
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Coaching and mentoring can help develop employees develop themselves. This can have many cost saving benefits for an organisation. Coaching and mentoring can save costs surrounding absence and attrition. If employees feel undervalued or under trained they may decide to leave and go to another company whereby they will receive the support and training they require. The costs of having to re-advertise, interview, costs of managers and HR’s time, and train a new member of staff can equate into the £1000’s. Equally so, if an employee is feeling overworked due to their lack of ability to delegate they may be signed off with work related stress. This would then costs the company sick pay for as long as the employee is off along with the wages of the person who they employ to cover that role. Being taught in a coaching session how to delegate work to others can be the difference in saving or costing the organisation tens of thousands of pounds. 

The contribution that I, as a qualified coach and mentor will make to the implementation of the new coaching and mentoring culture
One of the contributions I myself shall make as a qualified coach and mentor will be educating and imparting knowledge. Many barriers faced by organisations when trying to implement a coaching system is that their employees have pre-conceived ideas on what coaching and mentoring actually is. I shall be bringing everyday scenarios in as examples of times whereby they have probably coached or mentored in their personal lives without having realise it. Parents teaching their children to walk or talk, or spell. That is all a form of coaching and mentoring. They are encouraging their children to self-develop, which is the basis of coaching and mentoring in the workplace. 
Once the employees are able to see that coaching is a part of life they may be more inclined to be more open to the concept. I will also be monitoring how the coaching will be rolled out throughout the company and be on hand for any queries from the line managers and employees. I will be on hand to help with the mentoring matching and be a sounding board for all members of staff with any queries. I will also ensure that I help in taking the coaching forward. To ensure that once they initial coaching is not forgotten and encourage all members to continue using what they have learned. I would also discuss with the SMT whether or not the coaching can be an accreditation once the initial coaching has taken place over the 2 years. Another form of contribution will be for me to highlight any skills and training gaps to ensure these needs are met going forward. This is also important due to the possible chances of AZ Media growing in the number of staff- to ensure the skills gaps are highlighted early on, it will make it easier to deal with when the company expands. 
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What was the problem?

Trainee doctors in the NHS have little time to think about personal and professional
development. Sickness rates among the trust’s trainees were high and staff survey results
disappointing.

What was the solution?

The trust set up a peer-to-peer coaching and mentoring scheme for trainees to help them
develop skills such as resilience, stress management, goal-setting and task prioritisation.
Coaching techniques enable the individual to determine what is important to them and
achieve their full potential. Feeling supported, valued and heard improves their resilience
and their experience of working.

The programme teaches trainees basic coaching and mentoring skills so they can offer peer
support to colleagues and be more effective in future roles — in education, management and
leadership. Trainees meet monthly to learn coaching techniques and spend one to two hours
acting as coach and pupil, supervised by a trained executive coach. The meetings are held
out of hours and attendance is voluntary. The coach offers advice and support at each
session and further support is available from a coach supervisor attending quarterly.

Trainees learn a range of techniques to enrich guided conversations directed at achieving
their goals. They acquire transferrable skills that develop their emotional and conversational
intelligence, confidence and resilience. In addition to this programme, the trust offers
trainees one-to-one coaching with a trained coach.

What were the challenges?

Operating out of hours makes it difficult for trainees to attend consistently. The trust needed
an adaptable and flexible approach to session planning, so it could provide a basic
introduction or advanced techniques to different people in the same session. Involving
experienced, enthusiastic trainees when setting up the programme enabled it to split the
sessions into introductory and advanced groups when needed. It uses word of mouth,
induction events, regular emails and posters to promote the sessions among trainees.
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The programme had to gain trust and recognition from the board and the postgraduate
centre management team. The trainees themselves were key to this: they demonstrated
their achievements from a pilot study, and used convincing and influencing techniques
learned from coaching.

The financial cost is payment of the trained coaches and supervisor (0.5 PA shared).
What were the results?

In six months the trust reached 16% of its trainees in a broad range of specialties:
Foundation Years 1 and 2, anaesthetics, acute care common stem, surgery, paediatrics and
radiology. Feedback was excellent.

Trainee feedback - peer group sessions
(0 strongly disagree to 5 strongly agree)

Coaching should be taught as part of training _
Coaching has made positive changes in the way | think _
| am more aware of my behaviour and impact on others _
I am more aware of how | ask questions _
There is an opportunity to be heard _
| take more notice of what people say now _
Coaching has improved my listening skills _
Coaching skills will be useful to me in the future _

0 1 2 3 4 5

B Median

Typical comments included:
e “Gave me a totally new perspective on communication skills.”
e “It will change my approach to colleagues and the way | interact with others.”

e “| would definitely recommend coaching and mentoring service at RCHT for other
trainees.”

The trust continues to monitor participants’ comments and record external feedback. It asks
trainees about the impact of coaching on their day-to-day work and career progression
(completed audits, presentations, publications, exams and jobs secured) towards the end of
the year. The postgraduate centre management team was sufficiently convinced by the
results to continue funding.






What were the learning points?

Trainees do not participate in a formal coaching course, are not examined or qualified, and
cannot call themselves coaches at the end of the programme. Instead, the trust helps them
acquire new skills to support and encourage each other, improve the way they communicate
and structure their thinking. This is the first step to becoming an excellent teacher, trainer,
mentor and leader of the future.

Next steps and sustainability

As word spreads, the trust hopes to extend the programme’s reach, attracting more trainees
and making it an essential part of their local experience. The trust will gather objective
evidence of the programme’s impact as it expands, including successful career milestones.

Evidence and feedback are vital to secure continuous funding, which comes from the
postgraduate training budget. The backing of local medical education and postgraduate
centre staff is crucial for providing the venue, administration and publicity, as well as for
promoting the scheme among trainees and supervisors.

Want to know more?

Dr Alison Pickford, Consultant Anaesthetist, RCHT Coaching and Mentoring Team
apickford@nhs.net

To see the other case studies in this series: visit the NHS Improvement website at:
https://improvement.nhs.uk/resources/engaging-supporting-and-valuing-doctors-in-training/

0300 123 2257 enquiries@improvement.nhs.uk improvement.nhs.uk
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