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1.1 Investigate the extent to which coaching and mentoring take place within an organisation.
I joined the Corporate Learning & Development (L&D) team in 2018. I am qualified as an ILM Management coach, Learner Coach and Action Set Learning Facilitator.
[bookmark: _GoBack]In 2019 the Corporate L&D proposed the introduction of a formal approach to coaching within the authority. Up until this date coaching had been delivered on an adhoc basis, there were no formal records or evaluated benefits of coaching.
A number of the team were qualified coaches and acknowledge the benefits that this could bring to the organisation as identified by Hawkins (2012).
A number of changes were taking place in the authority including the impact of funding cuts along with a review of the organisations culture. The new desired culture focused on Purpose, Learning & Results, hence the recognition of coaching as an effective development approach highlighted by the CIPD (2020) to change mindsets and move individuals to action, is widely acknowledged.
A formal coaching strategy and policy was introduced along with the proposal to extend our internal coaching team to 16 by the end of 2021. (Appendix 1/1a).
To support this a coaching co-ordinator was also appointed within the team. L&D are the main driving force for promoting coaching both formal & informal:-
Formal 1-2-1 coaching can accessed by:-
· application by manager referral
· self-referral supported by a line manager
· included as part of the leadership & Management programme to all participants
· request via HR
· as part of any training initiative linked to the introduction a new process e.g. the new Performance & Wellbeing training offers individual coaching as a support mechanism due to the move from face to face to virtual delivery and the introduction of a focus on wellbeing which is new to some line managers.
Team coaching:-
Action Set Learning is also advertised in the authority, bringing people together from different directorates to form an Action Set. This is facilitated by a qualified L&D Advisor. (Appendix 2) Reg Revans (1998) advocates that this is a productive approach to group coaching and solution solving.
We also deliver team coaching days to support a team coming together and can include MBTI as part of this to help team members understand how to communicate effectively with each other. (Appendix 3/3a)
Manager as a Coach:-
We acknowledge that informal coaching takes place within a team and wanted this to continue. To support this we deliver a ‘Manager as Coach’ workshop. I have done this on a number of occasions and recently we have delivered this virtually. (Appendix 4/4a/4b)
	Mentoring:-
We do offer and promote mentoring as an option, however on researching this within the organisation this does seem to be weaker than our approach to coaching and an area to focus on. When I discussed this with the Leadership & Management cohort recently, they said that they do buddy up new team members with a colleague but this is very informal and appears to be limited.
The Senior Leadership team along with the Council Leader and Cabinet members have been offered coaching as part of the Senior Leader Transformation programme (Appendix 5). Marsahall et al (2011) note the importance of coaching for Leaders. It is with this group that there has been some reluctance. The new culture approach which includes Learning has encouraged a change but some are still unwilling and dismissive of the benefits of coaching. Not wishing to sound bias but this is reflected in the older employees. 
Some Directorates in the organisation are much more open to coaching e.g. Social Services where the benefits of self-awareness is more widely recognised. I am currently coaching 3 internal and 3 external coachees of which half are from roles within social service and the NHS. The breadth to which coaching can meet a varied range of development solutions is expressed by the ICF (2015).
There are pockets where coaching is used as a problem solution and referrals are made because the manager is uncomfortable having a difficult conversation or lacks people management skills. If I am able to identify this, then I will support the manager and recently a manager in this situation has enrolled on the Leadership & Management programme after discussing his need to develop his skills.
1.2 Evaluate how current coaching and mentoring activity supports achievement of individual, team and organisational objectives.

As part of the coaching process we request that the individual completes an application. As a coach I follow the organisational approach flow chart (Appendix 6) and this can include 3 way contracting, where the manager plays a part. Ultimately, the formal coaching that I deliver is work focussed and financially supported by the organisation, thus proving a return on investment is important. This emulates the new culture focus of Purpose, Learning and Results. Coaching supports a change in behaviours and the move towards this. We are currently in a volatile and unpredictable ‘time’ and the number of coaching applications has significantly increased. These include support in providing coaching to:-

· Reduce absenteeism
· Support moves to new roles
· Self confidence
· Feeling overwhelmed with working from home
· Restructures creating opportunities and job loss
· Need for individuals to step up within a team
· Relationship building
As identified by Hicks (2020)

A recent example of one of my coachees is where her line manager has identified that she avoids applying for any promotion opportunities and yet the manager feels she is qualified and more than capable. The coachee recognisies that self-confidence is holding her back and the coaching is supporting this. By developing a person within the team the line manager is succession planning and managing organisational talent (Appendix 7).

Evidence is difficult to achieve from a qualitative basis but a future request for feedback would highlight any change in individual behaviour and team effectiveness. Ultimately, this should lead to success in achieving organisational goals. A measured outcome is easier to evidence if a staff member has high absenteeism and the outcome of coaching reduces this. In PCC an area of development would be linked to evaluating the impact on the organisation.

By encouraging formal and informal coaching as part of our culture, employees are supported to develop, offering autonomy and encouraging innovation.
This evidences how coaching links to our preferred culture of Purpose Learning and Results.

1.3 Assess factors in the organisation including other learning strategies which could impact on the further development of coaching and mentoring.

As a local government organisation we are typically hierarchal in structure and noticeably top heavy with men holding the senior positions. This has caused some issues including embedding coaching as part of our learning culture.
At senior level, trust has proven to be an issue with a command and control approach practised, interestingly the pandemic has challenged this and the fear of team members not being see ‘meant also not’ working has reduced, thus the reluctance to allow agile or flexible working has improved.

Leading on promoting a coaching culture, the L&D team have also taken the approach of working with middle management who are part of the Leadership & Management programme. We introduced coaching as one of the development solutions bespoke to them as individuals. All cohorts over the last 3 years have taken up coaching opportunities. So instead of working top down we are looking to change the culture middle up and down. Managers are also recognising the benefits of self-coaching and coaching their own teams or identifying those who would benefit from coaching (Appendix 8)
This could become an issue for us and although we currently have a growing team of qualified coaches, requests are close to exceeding capacity. I recognise that this is probably due to the pandemic but is likely to be ongoing. Each new coach is only allowed to take on 2 coachees at any one time, whilst the L&D Advisors can accept up to 6.

Although applications are filtered we have never declined an appropriate coaching request. We are however, strict with our coaching approach offering a maximum of 6 sessions per internal coachee and 4 for external coachees. The sessions are not whinging or coffee sessions, they are structured and time managed.

As part of the Academi Wales coaching resource we have an agreement where we will coach external employees from other public sector groups as no cost and vice versa.

External coaches will continue to be used whilst the budget allows for senior management where a conflict of interest exists in using an internal coach. Uptake continues to be slow here. Changing beliefs at this level is hard. I personally believe that as senior staff retire and are replaced, the recognition of coaching will become the norm but acknowledge that this will take time.

1.4 Make justified recommendations for how coaching and mentoring activity can be developed to benefit the organisation.
In relation to coaching I believe that we currently have a structured and positive approach. Mentoring is less formalised and exists within teams on an adhoc basis. A new employee is often ‘given’ a buddy to support them. This has been the case for me on a number of occasions when moving roles and is successful. Budget restrictions have meant reduced external recruitment and the desire for mentoring has dissipated,  We are looking at a shadowing programme for allowing employees to move within the authority with greater ease from one Directorate to another and this could be developed further as a form of mentoring. This is currently paused whilst other priorities exist.
I am currently involved in shaping the new Induction programme for Elected Members post the elections in 2022 and have highlighted the benefits of a mentoring approach for new councilors as advocated by Lancer et al (2016). This is still at early stages and some of the issues are linked to political affiliations but the option will be included (Appendix 9/9a)
A new Councillor has to navigate both the local government organisation along with meeting the needs of its constituent. To have an experienced mentor will alleviate some of the pressure and support the new member through all of the ‘red tape’ that exists.
I recognise that in the private sector joining an organisation with a coaching culture would be attractive as an employee. Unfortunately, Pembrokeshire has limited organisations with this nature. We still seem to be ‘stuck’. Last Year I attended the Wales Coaching Conference. It was refreshing to see so many local government organisations represented but on talking to many of the delegates they were, as advocates for coaching still ‘pushing treacle uphill’ in their organisations. Clutterbuck and Megginson (2005) endorse the attractiveness of a coaching culture and the benefits it brings.
2.1 Promote the benefits of coaching/mentoring within the organisation, recognising and addressing the potential barriers.
2.2 Contribute to the development of organisational coaching/mentoring processes.
2.3 Support coaches/mentors to build and develop the knowledge, skills and behaviours required for the role.
2.4 Assist potential coachees/ mentees to understand and participate fully in coaching/mentoring programmes.
The Corporate Learning & Development team leads on all aspects of coaching within PCC. This includes:-
Internal marketing - All employees are able to access the information on the one to one coaching options that are available to them via the Intranet. This includes one to one coaching, group coaching workshops and joining an Action Set Learning group:-
· 
[image: ]
· Manager as Coach Workshop (Appendix 4/4a/4b )
We have developed a structured framework to be used for coaching. It ensures consistency for both the coach, coachee and organisation. Promoted openly on the internal employee intranet there is access to a range of information to help the individual decide if coaching is for them. All HR Generalist Advisors are aware of the opportunity and benefits of coaching and will promote it is as a development solution with directorates.
The following documents are available and guide all employees through the process:-
· Appendix 10 – What is coaching, a clear explanation of what coaching is and isn’t
· Appendix 6 – Coaching flow chart, this explains the process
· Appendix 11 – Application for coaching submitted to the coaching co-ordinator who will look to match a coach and coachee
· Appendix 12 – Coaching contract, explains the equal responsibilities of both parties, coach/coachee
Coaching has been included as an option with our Senior Leadership team. For this we have procured a group of external coaches to prevent any internal conflict of interest.
Coaching is also promoted as part of all of our Leadership & Management training. We highlight the positivity and opportunities that coaching can offer including:-
· Career development
· Self confidence
· Decision making
· Building relationships
The main barrier to coaching within PCC comes from senior leader’s acceptance that this is a successful way of developing people and not just the most recent trend. The new agreed Behaviour Standard and Transformation project recognises the need for the organisation to have a focus on leaning and the desire for a coaching culture to exist.
Another barrier is low levels of skills and experience. To buy in coaching can be costly. To meet this need we have sought to internally recruit and qualify a bank of coaches.
In relation to informal coaching we deliver a coaching workshop “Manager as Coach”, this has helped to raise awareness of the benefits of informal coaching and develop skills.
The skills needed to become a successful coach or mentor whether formal or informal include:-
· Rapport building
· Listening
· Awareness of the coachee and self
· Questioning
· Impartiality
· Silence 
· Rec capping
· Self-reflection
As a qualified coach within the team I have included the following evidence which highlights a coachee who I have worked with and the outcome. Coaching is not an easy role and formal can be exhausting for both parties. All of my coaching records are held in a ‘locked ‘folder’. (For the purpose of providing this evidence I would request that this remains confidential.)
Coachee – CD (Appendix 13/13a/13b)
Coachee – JS (Appendix 14/14a/14b)
All participants of the Leadership & Management programme are encouraged to participate in two taster sessions to experience the benefits of management coaching.
I have recently been involved in the delivery of coaching feedback for a number of the L&M prgramme delegates using an MTQ48 questionnaire tool. This questionnaire looked specifically at mental toughness and resilience. Each participant completes a questionnaire resulting in a personal report. My role was to feedback this report to the individual in a coaching session. (Appendix) For some participants this was quite overwhelming particularly at a time when our personal resilience is being tested during a pandemic. I had to deliver the feedback virtually which also came with its own barriers of fully identifying how the individual was responding. From the beginning I set careful perimeters allowing the participant to feel in control. I asked them how comfortable they were to be challenged. I also set the context of their responses against the back drop of the current climate. For some it was a very personal and emotional discussion. When arranging the sessions I asked them to allow themselves time afterwards before going straight into another meeting for some self-reflection and self-care. In most cases the results were exaggerated to what they felt they would normally have been, again I reassured them that we are experiencing a unique situation that has heightened our behaviour, emotions and stretched us to outside our comfort zones, which can be a positive as long as we don’t start to panic. I usually ask them what they have learnt and if they need further support to develop any highlighted areas (Appendix 15)
Formal coaching and mentoring are also advocated as a support mechanism for new employees at management level. Once again there is no formal record of this and it is very sporadic and adhoc.
Moving forward the new Performance & Wellbeing Plan approach that we are introducing to replace the current Performance Appraisal process has been developed with a coaching style. The process encourages regular conversations with a positive focus on the work that someone is doing in the present. Any objectives/goals are short term and can be discussed regularly with an emphasis on support and development. We have also for the first time placed an emphasis on wellbeing and asking wellbeing questions of how an employee is feeling. Research has highlighted that this reduces absenteeism, grievances and grows employee commitment and sense of value/self-worth at work. (Appendix 16)
2.5	Support the on-going evaluation and continuous improvement of the organisation’s coaching/mentoring programmes.
Probably one of the biggest commitments to encouraging and promoting coaching within the organisation has been the recruitment and training of a further 12 accredited coaches by the end of 2021. An internal advert and selection process was undertaken to ensure that a spread of applications came from throughout the authority. We were oversubscribed with applications. The University of South Wales (USW) was procured to deliver a Level 5 ILM qualification which is currently coming to an end (Appendix17/17a/17b).

Linked to the above a colleague within the team has recently started her Coaching Supervision Training, in the past this is something that we have undertaken with an external specialist. Again this highlights the organisations commitment at a time when budgets and costs are continually being scrutinized. Hawkins (2006) identifies the merits of coaching supervision.
As an organisation we have an established approach for requesting feedback from coachees at the end of coaching and this is an expected practice for all internal coaches. This questions do loosely mirrors some of the Kilpatricks 4 levels of evaluation.
I have provided a completed feedback document from a coachee that I was working with. (Appendix 13b)
I do believe we should also include gathering feedback 3 months post the end of completion from both the coachee and line manager to establish its impact and as a step toward recording effective evaluation and measuring return on investment. 
As a recommendation I have arranged to meet with the Coaching Co-ordinator to discuss the gaps in organisational evaluation that I recognise and to make to the following suggestions:-
· Creating a 360 degree feedback questionnaire to be sent out to Line Managers of team members who have been coached
· Specifically look at the impact of all of the new qualified coaches, gathering evidence as they start their coaching roles. Highlight what base lines we may need to include e.g. effectiveness, reduction of absenteeism, promotion
· Measure the increase in number of request for coaching
· How do we prove the cost of qualifying of these new coaches against the difference they make? We have a unique opportunity to start this as they become qualified. This is something we would discuss as an L&D team to achieve a consistent approach.
(Appendix 18 – email Julie)
Mackie (2007) acknowledges that there is no set way for successfully measuring the   impacts of leadership coaching and this can make it difficult for an organisation to be willing to financially invest in it.
The effectiveness of informal coaching by Line Managers is discussed during reviews and improvement can be seen more closely. The area for greatest review is linked to return on investment, thus justifying the costs involved e.g. both parties time etc. This has always been an issue for us and is difficult to measure. A possible solution could be 360 degree feedback as part of a review and reviewing this centrally to highlight changes. Starr (2016)
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