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Briefing Paper
The purpose and scope of this paper is to outline the justified recommendations for implementing coaching and mentoring programmes at AZ Media with reference to specific suggestions.

Coaching and Mentoring are both types of learning relationships formed to help learners develop, release their potential and achieve results (Pakora, 2007). Coaching and mentoring schemes are firmly established and have proved to be a useful tool for L&D for some time now. According to the International Coach Federation (ICF) there are at least 30,000 coaches operating worldwide in 2008. It would be reasonable to suggest that figure has significantly increased up to the present day (Starr, 2008). As the CIPD also state that coaching is seen as one of the most effective approaches (CIPD,2018). Academics have pointed out that although they bear some advantages, there are limitations to the more traditional methods of external training providers and a ‘classroom training’ environment. Research shows that 60% of what is learned in a classroom is forgotten within 1, and 90% is forgotten within 30 days. Also, that on average only 10-20% of that learning is transferred into people’s work. Whereas - The noted benefits of internal Coaching and Mentoring are flexible and low-cost, directly linked to development of skills, knowledge and performance of people around specific skills and goals (CIPD ,2018).

According to The BBC Newsgathering team case study, they have been a successful in implementing Coaching in a time of change to improve their skills continuously. This case study is highly relatable to AZ Media in respect of change and needing to continuously improve to remain competitive within the tech industry (Caplan, 2003).

1. My recommendation
Whilst deciding what Coaching/Mentoring programme to implement, you must consider what will benefit the Company overall and help it to achieve its set goals (Caplan,2003). This also forms section A of the Clutterbuck ABCDE Model of an integrated planned approach to implementing Coaching and Mentoring (Clutterbuck et al, 2016). For AZ Media, I would recommend a Performance Coaching programme to be facilitated by Line Managers in the next 12 months. My recommendation is based on the amount of changes and growth scheduled to happen within the next 2 years, we will need to commit to improving our employees performance to remain competitive in the market and facilitate our growth. One example of successful Coaching for performance being implemented is at Astra Zenceca (AZ). AZ have adopted the philosophy that effective learning takes place in real-time and predominantly on the job. Therefore, engage their managers into actively coaching their staff. They also provide coaching skills workshops for both parties to educate and support the coaching culture. (Pakora,2007). I would also recommend introducing an Executive Mentoring Scheme within the next 24 months which is to be facilitated by the Senior Management team. This is a top-down scheme is to aid the career development of the Line Management Team. It is suggested that this approach may be the most effective way to create a mentoring culture and cultivate skills and knowledge throughout. It is also an effective succession-planning tool that works from passing on the knowledge from senior management before they retirement etc (Management Mentors, 2015). We will need to focus on our talent pool of managers and high performers for succession planning purposes and potential new Senior Management roles during the forthcoming growth plans in the next 2 years. I suggest bench marking the mentoring scheme against the Approved Provider Standard (APS) in order to ensure our scheme is competent in achieving the positive change in culture that we are setting out to achieve at the L&D department. According to Clutterbuck (2006) mentoring schemes that have failed or have added little value to companies end up being more destructive than positive.

2. Coaching and Mentoring roles at AZ media - HR / Training dept / Line Managers

Roles at AZ Media:
Administrator (part-time) – Coaching programme administrator
Trainer (part-time) - Coach Trainer – Programme co-ordinator
HR Advisor (full-time) – Coach Trainer – Programme co-ordinator

Line Managers – Coaching Facilitators

The HR Team will effectively take on the role of the ‘HR Coach’ where they will guide and advise Managers throughout and implement along with police the new Coaching and Mentoring initiatives being rolled out. The Line Managers will be tasked with conducting the coaching sessions and performance reviews (Caplan, 2003). As fully trained coaches the HR team will also launch internal skills workshops to enhance the Line Managers skills needed for coaching and run dummy coaching sessions for experience. The administrator will focus on creating the supporting documentation needed to facilitate the coaching sessions i.e. feedback forms, guidance notes, coaching agreement etc.

3. My contribution
L&D Manager (full-time) – Coach Trainer – Project Manager
As the Head of the L&D Department my role would be central to the designing, planning and implementing the coaching and mentoring project (CIPD, 2018). I would be leading my team of coordinators and implementing the new schemes as per the best fit model and seeking feedback/evaluation of success of the schemes in order to continuously develop. I will be implementing the new Coaching and Mentoring strategy via the Best fit model. HR strategy becomes more efficient when it is linked / tailored to its surrounding context or environment of the Company, therefore, it’s important for me to ensure that the Coaching and Mentoring practices are in proportion to the Company resources (Marchington and Wilkinson, 2005).

As the Company would be going through a period of changing culture towards a ‘coaching culture’ where everyone will adopt a coaching style approach to internal management and put learning and development as a top priority within AZ Meda (Caplan, 2003). I would also managing this change process through creating an initial vision for change, leading the change, consult and engage with staff, and then reflect on how the change process has been managed and seek to improve in future and celebrate successes (ACAS, 2018).



4. Policies and procedures needed to support

Coaching Policy
As for every Company Policy the aim is to be clear about what the Policy sets out to achieve and sets out clear expectations (Gartenstein, 2019) I.e. In the AZ Media Coaching Policy the following would be included to be transparent on what approach we aim to take at AZ Media: Why we are implementing Coaching, What the Coaching sessions will entail, how we match a Coach with a learner, What coaching information we will store, How we store the information, What do we use it for, How long for and how we ensure the Confidentiality of Information in order for us to comply with the key principles in GDPR which came into force in May 2018 that now shape how we approach processing personal / sensitive data (ICO, 2019).

Coaching Agreement
It important to have an agreement in place as this acts as an instrument for a coach and coachee and firstly sets the ground rules for the coaching relationship so that both parties know their obligations. Secondly, it sets out expectations from both parties and thirdly it keeps any liabilities of the coach to a minimum (The Coaching Network, 2013).

What should be included in this agreement?
1. Responsibilities - This section will address the responsibilities of both parties i.e. the Coach will abide by the Code of Ethics and standards of behaviour set out by the International Coach Federation (ICF)
2. Services - I.e. Both parties will be in agreement that the coaching sessions will be weekly face to face meetings that will last approx. 1 hour in duration.
3. Procedure - The time of the coaching meetings and location will be mutually agreed by both parties.
4. Confidentiality -This section will refer to the coaching relationship, as well as all information exchanged and documented is bound to a confidentiality agreement and will not be disclosed without prior written consent from the learner.
5. Cancellation and Lateness – The Learner agrees and accepts that it is their responsibility to notify the Coach at least 24 hours in advance if they cannot make the session. (Farrell, 2015)

Training plan for Managers/Coaches
To successfully support the Managers and learners in implementing a Coaching and Mentoring programme we must ensure that the Managers are equipped and skilled to be competent in facilitating effective coaching sessions. Therefore, a training plan will need to be put in place to ensure the Managers reach the correct level of competency with the correct support network. The ICF has outlined 4 core competencies that set the foundation for becoming a Coach. These include: Creating relationships, communicating effectively, facilitating learning and providing results. Thus, it is important to document their learning progress for the progress of the Coaching programme as we cannot move forward without fully trained and competent Managers (Pakora, 2007).

Learner feedback document
Starr (2008) Regular reviews help maintain progress levels within Coaching and Mentoring. Starr Mentions that best practice is for a coach to actively be interested in obtaining feedback on the sessions to review/confirm learning. Therefore, I think it would be important for AZ media to produce a questionnaire template to be completed by the learner after a coaching session to ensure that the needs have been met and that the coaching sessions are achieving what we have set out to achieve by implementing them.

5. Potential barriers / challenges

Senior Management buy in
Although the Senior Management team has agreed to fund a Coaching/Mentoring programme at AZ media, they will need to be actively involved to help shape the Coaching Culture. A Top Down approach is needed to provide direction for staff (Windham, 2019). Therefore, to overcome this the implementation plan needs to have clear senior management involvement and we also need to present the benefits and successful case studies on adopting a Coaching Culture resulting in direct increase in Company performance such as Google. Google enjoys a staff turnover rate of less than 5% and have been named as America’s best Company to work for 5 consecutive years in a row. (Taylor and Woodham, 2016). According to an internal survey conducted by google to ascertain the best qualities in their managers, the findings were that Google's 8 Qualities of ‘Great Managers’ stated that they are good coaches as quality number 1 (Schwantes,2018). The framework behind this approach to derives from the ‘Inner Game’ where in theory the outer game, meaning performance is directly affected by the inner game of thinking, feeling and communicating (Pakora, 2007).

Line Manager Coaching Assumptions
Another challenge could be the negative assumptions that are often associated with Line Management Coaching such as the tendency for managers and direct reports to fall into “parent-child” roles during conversations and the possibility of both parties having hidden agendas i.e. manager’s about their plans to reorganise the team and the employee about how long they intend to stay with the Company (Clutterbuck, 2019).This challenge can be overcome by focusing on enhancing the skills of the Line Managers (Coaches) in successfully building trusted relationships with the learners. These skills include active listening and building and maintaining trust (Caplan, 2003).

Managing Culture Change
A typical barrier associated with change could be the resistance to change from employees. Resistance to change can present in different forms such as covert or overt, organized, or individual. This can be very disruptive and cause conflict in the workplace. Employees can also feel uncomfortable with the changes introduced and resist unknowingly, through their actions, language and in workplace conversations (Heathfield,2018). The BBC also experienced a resistance to change from the employees and Managers. Employees saw the introduction of Coaching as a punishment. The Managers did not realise that their Management styles had become outdated and ineffective. To overcome this barrier at AZ Media I propose that the Senior Management team are involved in the programme potentially in the Training sessions and then in an Executive Coaching or Mentoring Programme. (Caplan,2007). This can be overcome with the correct approach to change as stated by Kew and Stredwick (2016) HR’s role in managing change is to develop a shared vison and communicate the change Companywide through internal communications and Institutionalising the change through formal policies. It is also agreed that the period of change must be monitored and measured afterwards, with the ability to adjust if needed.

Potential costs to company
ILM Level 3 Coaching and Mentoring £116 per person x approx. 15 Managers = £1740 (ILM,2019) Plus time spent outside of the Company for ILM training and Internal workshop Sessions for all staff could mean a dip in productivity with an uncertain/unquantifiable way of measuring the return on investment (LMW, 2013)



6. Assigning Coaches to Coachee’s and Mentors to Mentee’s

We need to be clear on how to select appropriate external coaches and mentors by having a clear set of critiera to match the individual and organisational needs CIPD (2018). We must also be ethical in our processes in order to ensure we do not directly or indirectly discriminate against any of the staff protected under the Equality Act 2010 (Blackstones, 2018) i.e. not allowing female managers to become Coaches in a male dominated work environment by setting discriminatory criteria’s or any other action that can be perceived as treating the female coaches less favourable. Another example could be specifying that only employees of a certain age can participate in the Coaching scheme.

At AZ media we will assign coaches to coachee’s by facilitating an interview and selection process. We will Provide the coachee with bios written by the Coaches. Then the Coachees will be able to select three coaches for interviewing. We will schedule the interviews / introductory sessions for the Coach and Coachee to meet and see if they can build a rapport. In the final stage, the coachee will then be able to select the Coachee of their choice.

Techniques
There are a range of other techniques that could be explored for matching coaches with Coachees, these are forms of matching via Learning style and Management style using tools such as:

The Strengths Deployment Inventory
Honey and Mumford LSQ
Situational Leadership
(Caplan,2007)
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