Organisations Approach to Coaching and Mentoring

Having conducted a search on the Service’s internal website, @Work, and from discussions with my line manager, it can be concluded that the Service is aware of coaching and mentoring as a learning and development approach.

A search on the Service’s internal website brings up a plethora of information and resources connected to coaching and mentoring. Specific documentation relating to each learning method, has been created that provides clear definitions, whilst clearly setting out the process and requirements. This information is available in an informal format, through step by step guides, and formally in the form of procedures signed off by the Executive Leadership Team. 

Formal coaching and mentoring arrangements are initially agreed by Head of Departments and are administered by the People and Organisational Development Department. This department is responsible for ensuring that all procedural guidance and formal arrangements, are agreed and follow specific regulations such as GDPR, confidentiality and ethical practice. 

The Talent Management procedure and Mentoring procedure clearly highlights the roles of everyone involved. White (2016) suggests how line managers should act as facilitators and enablers, and less as directors, focusing on performance and improvement. The CIPD (2020) suggests that the Human Resources and Learning & Development functions play a massive part in determining the quality of coaching provided within an organisation. They need to ensure that performance gaps are clearly identified, and that the appropriate coaches and mentors are selected. In view of this, additional support and training is available for line-managers should they require it. 

Whilst the majoring of coaching and mentoring is informal, agreements are in place whereby external parties can be called upon when needed. O’Dell (2019) addresses how in modern times, organisations have moved away from external learning and development activities due to the cost associated, instead, time and effort has been placed on strengthening internal learning and development functions. Management Study Guide (2021) highlights the importance of developing employees “to enhance their skills and upgrade their existing knowledge in order to perform better”. 

Mid & West Wales Fire and Rescue Service operates 58 fire stations employing around 1,300 employees who are located across Mid and West Wales (MWWFRS, 2020a). As a result of this, informal coaching and mentoring is easier to facilitate, especially when working with the On-Call Firefighters who only attend the Stations once a week for drill period and when called upon to attend incidents. The time during drill period, can be spent sat with individuals on a one-to-one basis to review and progress with portfolio work. Due to the increased demands and commitments of operational roles, Service stats suggest that there is a dramatically higher turnover of employees within this sector, for example, for the period April 2019 – March 2020, the Service lost around 120 operational employees (MWWFRS, 2020b). By providing coaching and mentoring opportunities for staff, it aims to encourage employees to stay with the organisation. 

Coaching and mentoring is mentioned in procedures such as the Capability procedure, as a form of resolution for poor performance. 
 
Even though the organisation has such procedures in place, they do not actively promote such approaches to learning, especially now when working practices have changed because of the pandemic. Coaching and mentoring tends to just happen, rather than it being a planned approach to learning. 

With most of the workforce working from home, technology has dramatically changed the way we as employees, work, and as such, instead of face-to-face meetings, these are all taking place virtually. As travelling time is no longer taken into consideration, calendars tend to be fuller, therefore finding the time to carry out such activities becomes increasingly difficult. 
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Best Practice Analysis 

The Service focuses on the mentoring approach, and subsequently created a Mentoring procedure for employees to follow. Employees of the Service are bound to differing conditions of service dependant on their role: Green Book and Grey Book. In view of this, the resources available to employees clearly differentiates the requirements of requesting and implementing of coaching and mentoring approaches dependant on the type of role being carried out. 

The mentoring relationship between mentor and mentee can last for a long time (CIPD, 2009), the Service’s mentoring procedure clearly specifies that this agreement can last anything between 12 and 18 months. The procedure clearly outlines the differences between the role of the mentor and mentee.  A discussion form is included in the procedure to formally record any or all points raised. The mentor and mentee are required to sign this document. The procedure clearly states how records of all meetings will be kept confidential, and in line with GDPR guidance. 

The procedure goes onto suggest the importance of the mentoring relationship and ensuring that the ‘right’ mentor is assigned. The CIPD (2020) suggests that the Human Resources and Learning & Development functions play a massive part in determining the quality of coaching provided within an organisation. 

An agreement is normally formulated between both parties in the mentoring relationship to encourage commitment (Surbhi, 2018). An application form is a part of the mentoring procedure, whereby employees can request to begin the process and enter into the agreement. 
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Development Needs Discussion – Coaching and Mentoring 

My role as a HR Assistant at Mid and West Wales Fire and Rescue Service is primarily focused around the recruitment of On-Call Firefighters into the Service. CareerSmart (2020) suggest that an Independent Development Review (IDR) “assesses an individual’s performance and reinforces the connection to the aims and objectives of the organisation”. Part of my Independent Development Review (IDR) with my line manager, highlighted concerns raised regarding the specialism of the role I am carrying out. 
In line with the 2013 CIPD Profession Map (2020a), for my role, I should be working at Band 1 or 2, however at present, I feel that this is not the case in many of the professional areas due to the narrowness of my current role. 
It has therefore been agreed with line management that over the next 12 months, a review of my role would be carried out to allow for opportunities to experience alternative functions carried out within the department, and to further understand how the Service and department deals with coaching and mentoring. 

Even though I have carried out forms of informal coaching and mentoring with new employees, arrangements are being made for a formal training session to be conducted to further my knowledge on this topic area. This CIPD course has provided an insight into the differences between coaching and mentoring, as well as the different types of coaching and mentoring that is available, including their advantages and disadvantages. I feel this will be a good starting point for the upcoming training session. 
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