Understanding Coaching and Mentoring
On the Job Training
Activity One
I met with Hilary Reen who is the Senior Leadership and Management Development Consultant for Maximus UK. Hilary has a wealth of knowledge and experience in Coaching and Mentoring, so I found this a really beneficial discussion for my learning. 
The COVID-19 pandemic has had a significant impact on Maximus and a number of plans for Leadership Development (of which included Coaching and Mentoring) had to be halted as a result. Hilary discussed that in late 2019; Maximus had plans to partnership with an external Coaching Company and launch a consistent Leadership Framework across all Maximus businesses.  Developing and implementing a Coaching Culture was and still is the optimal goal.  A Coaching culture exists in an Organisation where its people build rapport; are active listeners; ask beneficial questions and individual empowerment is instilled (Cooper, 2019). To initiate this aspiration, upskilling in Coaching and Mentoring was planned for Senior Leaders within the business (as a starting point).   A number of colleagues are currently undertaking a Level 5 Coaching Professional Apprenticeship to pilot its success.  If proven beneficial, the Business will consider offering this more widely to colleagues wishing to develop their Coaching Skills. 
For many years there has been and still continues to be pockets of effective Coaching and Mentoring taking place; mainly of an informal nature.  Historically, Coaching has been perceived negatively within Maximus amongst employees; in that it’s only introduced when there are concerns around performance. ‘Performance Coaching’ is quite rightly and effectively used to help ‘fix’ a problem, whereas ‘Coaching for Development’ is centred around the individual’s learning and growth rather than ‘fixing’ (Stanier, 2016).  Maximus aspires to make Coaching and Mentoring very much part of all activities and conversations, which is aligned with its aspirations of developing a Coaching Culture.
The pandemic has forced Organisations to find alternative methods to face to face learning.  Coaching in this respect has become an increasing popular learning intervention as halting People Development can’t continue (Nevins, 2020).  Inclusion and Diversity is an area of key focus within Maximus and Hilary is leading on the ‘Talent and Capability Development’ work stream that sits within this.  Coaching and Mentoring is the first priority on this work stream.    Phase one of this initiative will see the introduction of a Colleague Mentoring Programme which will gradually expand.  A formal mentoring programme ensures that groups that may have otherwise been overlooked via a more informal approach are easily able to access it (Clutterbuck, 2014).  Selection criteria will be introduced to become a Mentor or Mentee, however initially Senior Leaders will be chosen throughout the Organisation to take on Mentor roles where they have specific knowledge and/or experience in areas of which Colleagues may want to develop their knowledge and skills further. Mentors will complete a Level 3 Mentoring Apprenticeship.   Phase 2 will focus on Reverse and Reciprocated mentoring of underrepresented groups.  Non-traditional mentoring programmes such as these enable Organisations to develop by embracing the concept that everyone regardless of role within the organisation can share knowledge (Hirsch, 2019).  
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Activity Two
Maximus has a People Development Policy and a Performance Capability Policy that both incorporate elements of Coaching and Mentoring.  
Its People Development Policy focusses on highlighting the Organisation’s commitment to Continuous Professional Development (CPD) of Maximus colleagues.  Additionally, it details its responsibility of ensuring Colleagues are enabled to undertake their roles effectively and achieve their goals.  The policy promotes the importance of operating a culture of learning; providing fair access to Learning and Development opportunities for all.  Google operates an effective Learning Culture.  It recognises the importance of allowing its people to help others grow and develop and encourages its people to be ‘Teachers’ (Bock, 2015).  Maximus’ People Development Policy highlights the importance of providing continuous learning opportunities for its employees.  The responsibility of the Line Manager in making sure an environment is created for learning to be applied is reinforced. Clutterbuck (2012) discusses that Line Managers must be responsible for creating an environment where coaching can take place. When employees trust that Coaching is a partnership with joint responsibility, they will seek out coaching opportunities.  This policy also highlights the responsibility of colleagues to take ownership for their own learning.
Maximus’ Performance Capability policy supports employees to achieve and sustain required performance expectations.  It highlights Line Managers’ responsibility in identifying performance issues and addressing them swiftly.  Goldsmith (2014) is a Coach for Behavioural Change and discusses that when Coachees are not willing to engage with the coaching process, they cannot be coached.  Maximus’ policy highlights coaching as a tool that should be used as a learning intervention during the Capability process to enhance performance and reinforces the importance of the colleague being fully engaged.  
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Activity Three
Following self-assessment of my skills and knowledge in Coaching and Mentoring using the new CIPD Profession Map, I met with my Line Manager to discuss my development.  
Within the new Profession Map, ‘Coaching and Mentoring’ were listed as skills required under the Core Knowledge area of ‘People Practice’.   Coaching and Mentoring was also found under the Specialist Knowledge area of ‘Learning and Development’.  To be competent at Associate Level, it’s important that I am knowledgeable in the different models of Coaching and Mentoring; am confident when to use them and am able to support and utilise both approaches in learning.
Following discussions with my Line Manager we have agreed for me to focus on furthering my development in Coaching and consider before defaulting to delivering a Training Session, whether the process would be more beneficial to be delivered through Coaching.  Additionally, as part of my development I will further promote the benefits of Coaching to Line Managers and encourage enrolment to the Coaching and Mentoring resources available on our Online Training platform.  I have already identified an area where Coaching would sit as an effective learning intervention.  Line Managers currently complete audits on employees’ files in silo; if this was delivered as a coaching session, employees would feel more empowered and have a greater awareness as to how they can improve.   Maximus is changing the way it measures performance in the coming months with the introduction of a Balanced Scorecard.  Operating as a Coach will be an expectation of Line Managers during this change so an early introduction will prepare them for this. 
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