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LO1

I started working for Andrews Property Group in January 2021 and unfortunately due to the COVID-19 pandemic for the first three months I have had to homework. I have learnt slot about the business operationally, and it was a great opportunity in this time to observe and find out how they implement coaching and mentoring currently and how I can impact this for the better in the future.

Currently Andrews look at coaching and mentoring by providing the employee with guaranteed time to develop and focus on their learning needs and by supporting the staff in addressing their learning needs. The employees are required to identify their continuing development and learning requirement, undertake activities to develop their learning needs and ensure their learning activities are relevant to their role.

As coaching is often described as ‘a process of unlocking a person’s potential, to maximize their own performance, coaching is to learn, develop and grow, rather than to teach them’ (Croner-I).

At Andrews I have learnt from conversation fact finding that I have completed, they would normally read from the handbook and not allow the individual to grow. I believe that we should be working within a framework and not all decisions are back and white and sometimes thigs are discretionary or on an individual basis. During my short time with Andrews, I have been leading by example and encouraging my people team to coach first their Regional Managers and if they have any questions from their teams, they will deal with these in a coaching way. The business has appointed a new director and high-level senior managers, they believe that they do not require coaching or mentoring, they struggle to receive feedback and take it onboard. Myself and my team have introduced what we call stelf mentoring, they will never know. This will support the individuals and help them grow and the business.

I have rolled out the differences between coaching and mentoring (EV1), the expertise required, the duration and the focus. This helps the senior management, regional managers and branch managers understand what coaching and mentoring is and leads into its benefits (EV2). This will support with the current ethos that is to do what I tell you and not encourage development.

Andrews has a coaching and mentoring policy that is predominantly used by the learning and development department they make weekly branch visits to coach the branch managers asking open questions and using the stop, start and continue model. The learning and development team have received a PowerPoint training on coaching (EV3) and have a guide to follow, explaining that coaching is all about, how to coach and the stop, start, continue model for coaching techniques.
Each leaning and development coach will complete a coaching activity record for the branch manager they are coaching. This includes the coaching activity, summary/feedback and agreed action (EV4). I feel that at Andrews Property Group we only focus on one of the groups in the structure and it should be to all levels and in all aspects. The sales director should be coaching and mentoring his Regional Managers and the Regional Managers should be coaching and mentoring their branch managers and encouraging the branch managers to coach and mentor their teams. This would be a culture change in Andrews.

Coaching and mentoring could be further developed within Andrews. Andrews adopt a hierarchical organizational structure; they rely on different levels of authority with a chain of command that links multiple management levels within Andrews. The decisions are made from the top down. The management structure resembles a pyramid, it has one chief executive, followed by directors and senior level managers. This can have a disadvantage of delaying communication vertically through the levels and horizontally between teams, it also causes ‘team silo’s’ (nibusiness).

HRD brings many benefits as improving quality and productivity, helping the organisation adapt with change, increasing employee satisfaction, reducing labor turnover, improving quality of work life, and developing a learning culture. I have written a people strategy that I am delivering to the board (EV5) (UKessays).
I believe my people strategy will support with coaching and mentoring within Andrews it includes coaching on strength-based interviews, a full diversity and inclusion training and the introduction of pathways to encourage and retain our people. I believe in behavior breeds behavior and I am coaching my team to adopt the coaching behaviors.

The people team is becoming more trusted and respected, even in a short timescale. I believe that all management levels should adopt a coaching and mentoring style. At Andrews currently it is very much a tell culture and this is not bringing the best out of our people. Therefore, our culture and people are at a time that they do not think for themselves, or they end up making decisions that can impact the business. I have written the people strategy so that it will incorporate the finance department, learning and development, directors, and mangers at all levels this will have us all working collaboratively to ensure a better future. 
Currently we are outsourcing a lot of training and development and coaching and mentoring (EV6). This is due to the higher seniors and directors not having the belief in the house resource we must deliver this. The belief is that if it is delivered from an outsider, it must be correct. As part of my future HR plan, along with the learning and development team, I want to change this culture as I believe we have the talent within Andrews to deliver this and I also believe it will be great for my teams’ progression and capability. 

This will be a return on investment, if we put more time and effort into the leadership of our people, they will have the tools to deliver to the customer, therefore gaining more profit. It is a hard measure to influence the directors of a sales-based business, as they want to see results straight away. They are looking for something meaningful, that gives results quickly, without costing to much money or using too much time (Training zone).
My plan to deliver this is to firstly agree the outcome they believe we need to achieve, making sure it is measurable and aligned with the business objectives. Have regular meetings with the regional managers and consistently review the progress, measure the success, and share the results with key stakeholders.







LO2

I have with the support of the learning and development team written a new recruitment process that involves interviewing with strength-based interviews rather than competency-based interviews. The current way of recruiting is very much based on experience and the interviewers are extremely bias and believe that someone who works in property should be a certain type of person and should only have a sales background. After numerous discussions and looking at different sectors including retail and hospitality, it was realized that the big thing we needed to do was to look after our customers. If we to deliver excellent customer service, the sales would happen, it is exceedingly difficult to change mindsets and at times a coaching style is time consuming. However, I believe that if it is delivered in a coaching way this will improve the culture and everyone will see that the change will be great for the business.

The recruitment process has been written with coaching and mentoring in mind. The process is designed for the branch managers to conduct the interviews. They have extraordinarily little input into the current process, and the new way of working has this in mind. The branch managers will be conducting the interviews and employing their people; therefore, they own the process, and they own their decision. This will link with better employment retention (EV7). 

The recruitment process has been approved by the board. The next stage is to brainstorm and decide the strengths that we believe make an excellent employee of Andrews Property Group. We will do this by holding forum meetings and asking a selection of employees and asking them what the key strengths are they believe an employee should have. The role out is planned for all heads, regional managers, and branch managers, being delivered in a coaching style, with role plays to help with understanding. We are designing an interview paper to be followed, which will be Andrews branded. There will also be a score card for a clear non discriminative approach on the candidate. The recruitment process will be followed up, with observation and regular coaching. This will allow us to see what is working great and what we may need to improve. Likewise, it will help us determine who needs further guidance and coaching for continual improvement.

I have delivered a presentation to regional managers on what coaching and mentoring is. The session describes how beneficial coaching and mentoring is and by working together with the coaches, to show how it can be used to coach up as well as down. The session was designed to give them the skills they required in the field, to coach their teams to deliver results through their people and the customer. The benefit of delivering this through a classroom style, followed up by on-the-job monitoring and feedback, was to enable interaction through directive and non-directive coaching styles. As there are four brand new regional managers in the business this also helped with building relationships with each other, allowing them to communicate and share ideas. The existing regionals can become the coaches to the new regionals. I asked them to do an ice breaker to start this was to encourage them to work together and it was also a fun way to start the training. I split them into two teams and gave them each some spaghetti, tape, string, scissors, and a marshmallow, they each has 25 minutes to build the biggest tower that would hold the marshmallow. The task allowed them to listen to each other, work together and allowed us to coach after as to how they would do it differently next time. I encouraged all participants to describe times when they have coached and what they may have, or may not have gained from this, this also led to what they thought they could improve on. Always seeking feedback is key to ensure understanding of their role and then be mentors when they are coaching their teams. 

As feedback is an essential part of coaching and mentoring. I have asked all the regionals to send out 360’ feedback, this will allow them to build a strong PDP. This will ensure they have a consistent approach. I have discussed this with the learning and development team to offer continual training when required to develop their skills further.

I have looked at the Gibb’s reflective cycle 1988. It gives structured learning from experience. It offers a framework for examining experiences, and given its cyclic nature lends itself to repeated experiences, allowing you to ether learn and plan from things that went well or did not it cover six stages.
· Description of the experience 
· Feelings and thoughts about the experience
· Evaluation of the experience, both good and bad
· Analysis to make sense of the situation. 
· Conclusion about what you learned and what you could have done differently.
· Action plan for how you would deal with similar situations in the future, or general changes you might find appropriate.
(Gibbs G 1988 University of Edinburgh Nov 2020).



[image: Gibbs&#39; Reflective Cycle - Helping People Learn From Experience]


Coaching exists to make the world of business a better place, one courageous conversation, one truth, one great leader We partner with teams to help leaders and their teams to enjoy the journey. Coaching does not change or fix others. It is about helping others become fully functional in the pursuit of their higher selves in any area (Greg Salciccioli of coachwell).


I believe I need to give out 360’ feedback. I have been with the business for six months and had to achieve a lot in a short space of time, whilst adapting to homeworking at times. I believe I have been a good coach in previous roles. However, I could need to revisit my skills and style. I can only determine this through feedback. I seek continual feedback through asking my team, my peers and when I conduct any training session, I ask if it could be delivered differently and if the content was suitable to the learning and they gained the knowledge that they required from the training.
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EV3
Coaching 



What is Coaching?

‘Coaching is the art of inspiring, energizing and facilitating the performance, learning and development of people.’

How to Coach:

· Observe
· Listen
· Question why people do what they do
· Ask what could be done to achieve a better result
· Avoid giving the answers
· Avoid doing it yourself
· Concentrate on what really needs to change
· Coach the standards and the results will follow

Coaching Technique:

Continue
Stop
Start



EV4

Andrews Property Group
People Strategy

The Purpose.



The people strategy has been developed to support the purpose and value of Andrews Property Group. The strategy makes a clear statement about how Andrews values and treats its people, and the culture it wishes to foster to enable everyone to achieve and sustain excellence in all areas of the business.
The strategy supports freedom of thought and expression and freedom of discrimination within the framework of group standards. It aims to ensure that Andrews is an employer of choice with a culture and policies and procedures that set clear expectations, whilst providing a stimulating and rewarding environment for its people.
The objectives.

· To accomplish each of these objectives we will continually measure the success of our people strategy, making adjustments and improvements as they are needed along the way. We will monitor staff turnover, absence levels, disciplinary and grievance levels and complaints related to diversity and dignity in the workplace.

· The strategy is designed to grow and evolve with the needs of our people and the business requirements.

· We will continually measure progress against the objectives using a variety of means including employee and stakeholder opinions surveys and dashboard of key performance indicators and customer feedback.






Our key elements…
· Recruiting better people 
· Developing our people 
· Better place to work 
· Employee value proposition
· Diversity and inclusion







H.O.M.E

HIRE AND ATTRACT DIVERSE TALENT
OPPORTUNITY TO USE SKILLS AND DEVELOP YOUR CAREER
MOTIVATION TO PERFORM
EXCELLENCE PERFORMANCE VIA CUSTOMER CENTRED BEHAVIOURS 


Hire and attract diverse talent = Recruiting better people/recognising diversity and inclusion.

Opportunity to use skills and develop careers = Developing our people.

Motivation to perform as involved teams = Better place to work.
Excellent performance via customer centred behaviour = High performance.


People Strategy - Recruiting and Developing.
How we support and promote our people.

Our high-performance culture relies on the strength of our people. As a result, identifying and attracting the very best is central to our success.
The way we attract that talent is the first element of our people strategy.
Selecting the best begins with discovering, developing, and promoting talented people within Andrews whilst recognising that an external talent through healthy turnover also refreshes the workforce.
We know that from experience that talent already exists within Andrews, and that giving our people the chance to grow is one of the best decisions we can make.
Providing an opportunity for our people to move up, or just importantly across the function enhances employee performance and improves the business results.
We strive to make the most of our colleague talents. Our people are key to long term success.
The development of our people strategy sets out ways we will enable our people both to increase their contribution within Andrews and become stronger professionals in their own right.
It also encourages each and every employee to take accountability for their development.
There are three ways we help our people grow professionally:
1. By ensuring that managers at every level make employment development a top priority and have the tools to recognise and develop talent within their teams. This means our mangers are always on the lookout for talent, and that they consistently work to help their employees’ access development opportunities. It also means that we are allowing them time into key development processes, such as personal development plans, to ensure employees are getting the right opportunities at the right time.
2. By giving employees at every level the opportunity to development and access to training opportunities they need in order to learn new skills and develop existing ones. These may be directly related to their current roles, or they may be a new set of skills aimed at an employee to change roles.
3. Providing our people on the job opportunities that help them grow. These could be projects in other functional areas to expand their skills set beyond an existing area of expertise.




Recruiting top talent.
How we resource the best.

Here at Andrews, we are consistent and transparent, reflective of the business purpose and values and complaint with employment law regulations.
The components of our resource strategy is knowing the talents and skills we need to meet the business needs using strength base interviews. Which are all about predicting our future potential:
· How well they are likely to do the job, not just whether they can do it
· Whether they would be motivated and engaged by the job
· Natural behaviours
At Andrews we look for attributes, skills, values and behaviours that are needed to be successful in the role.
These include:
· Relationship management and building.
· Inspiring the trust of colleagues and customers.
· The ability to pick up new information and learn quickly.
· Resilience.
· Persistence.
The components of our people strategy is knowing the talents and skills we need to meet our business requirements, where and how to fill gaps, and how to fulfil future talent needs.
We look at this by:
· Workforce planning- The number and type of employee requirements, with pay banding and structures in place.
· Employee value proposition- The ‘give’ and the ‘get’.
· Retention- Being the employer of choice.
· Flexibility- Offering different hours, job share, different work location, hybrid roles.
· Talent management and succession planning- What future talent does the business require and where are they coming from.
To support this we refine the employer brand and EVP to determine how we stand out from the competition. Build talent by adjusting existing roles, providing training, flexible working and creating a career path to build loyalty and enhance the Andrews brand.
We will establish relationships with graduates and other contacts to provide a talent pool. Keep a schedule of hiring practises and expenditures to monitor the most successful and cost-effective channels.
The recruitment process, marketing and branding are all connected and consistent, to help archive these goals.
Consistency is seen across job salaries, benefits as well as the Andrews brand, this will attract and retain talent in our business.





Engagement.
How we engage our people.

The best way to optimise our investment in great people is to ensure as an organisation we are all pulling in the same direction.
That’s what the engagement element of the people strategy is all about.
An engaged workforce is one that is clear about over all aims of Andrews, where people see their roles fit into the bigger picture, and where everyone is committed to success.
In an engaged workforce, colleagues are accountable for results and enjoy working hard to get things done. In short an engaged workforce sees value in its work.
Like most organisations Andrews has its challenges, and every colleague will experience occasional difficulties regardless of what their role is or where they work. What sets apart engaged colleagues is that they relish challenges and adopt a positive and creative approach to solve a problem they face.
In simple terms they like what they do and are proud of how they do it.
At Andrews we look at communication, recognition and reward, to drive employee engagement.

We look at this by:
· Reward review – For instance, Car policy, maternity policies etc. – looking at are they fit for purpose.
· Communication – Revaluating our communication tool, are we communicating in the right way. Pulse surveys to underpin two-way communication.



Diversity and Inclusion 
Value our people.

We value diversity at Andrews and recognise the talent and strengths of our workforce to archive our vision to become the best at what we do, maximising the potential for everyone.
We do this by having an environment that celebrates similarities and differences where all employees are represented, value and rewarded for their contribution that drive achievements and long-term goals.
We also seek to go beyond compensation alone to reward and recognise our people by improving the workplace, supporting employee community engagement and recognising performance. 
Diversity and quality of people, thoughts and ideas create profitability growth, innovation, and competitive advantage. When employees feel valued, they are engaged in the success of Andrews and are therefore better to meet the needs of the customer and stakeholders.

· In Andrews we are building a diverse workforce through strategic recruitment and developing practises.
· We define equality as being about fairness, ensuring that we are all treated equally regardless of our background or identity.
· Diversity is about recognising, valuing and celebrating differences. It is about creating an environment and culture that is inclusive, where we are all valued and supported to succeed whatever our background or identity.
· Valuing our people also means ensuring that every employee is treated well and equally, regardless of where in Andrews they may work, or what role they have.
· In order to accomplish this, we benchmark high standards, and support our employees with a range of initiatives. Likewise, valuing our people means finding new and meaningful ways to reward talent. These areas provide us with opportunities to demonstrate our commitment to our people.
· Developing a culture where everyone feels they have a voice.
Our Mission
Our People Matter




“To attract and retain the right people with the right skills at the right time, doing the right thing”.


They play an integral part in growing our business and work within an environment that is open, inclusive, flexible and rewarding.

Old ways won’t open new doors.

Our Aspiration

To be in the top 100 companies to work for …

The best step we can take is to become an aspirations-driven business. An aspiration-driven business is one whose leaders make clear Andrew’s mission, vison, values and priorities.
The aspiration in turn serves as a guide for all employees involved in the company. To be truly effective, aspiration have to be more than just words on paper. The management team must be committed to expressing and living the aspiration on daily basis.
Mission Goal 
All the people understand Andrew’s purpose and work towards making this purpose part of everything they do.
“Why we are here”.
Vision Goal
All our people understand what Andrews and our customers are looking for, and they use this to both motivate and guide their work.
“What are we aiming to achieve”.
Priority Goal
All our people understand our priorities.



1. Identify 
2. Express
3. Live and reinforce.
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Recruitment Programme Proposal

Purpose
Personnel attrition rates in Andrews Property Group (APG) have become a concern. Staff turnover is currently 37% and therefore needs to be improved to approximately 25%. It has been identified that a programme focused on the company recruiting model and implementation is required.
The purpose of this proposal is to describe the anticipated behaviours and actions APG expect from managers when recruiting staff in their divisions. APG vacancy advertising will be transparent and stipulate the APG selection process by explaining an overview of the job description, the different stages of selection and that applicants will be tested before being invited to a face to face interview. 
APG need to attract people with the qualities that will be needed in the future property group businesses to meet both the commercial high performance objectives and regulatory needs.

Behaviours and Actions at First Selection Stage
Managers must not consider a Curriculum Vitae (CV) that is grammatically incorrect, has spelling mistakes and cannot evidence that the candidate is Information Technology (IT) literate. In addition any stated qualifications and achievements must be evidenced. 
CV’s must demonstrate social activity capability around hobbies, interests and life experience. The CV should demonstrate a history of hard work and high achievement. Ideally, experience in a customer consumer environment.
Once the CV has met the above criteria the potential employee should be invited to attend the next stage whereby:
· Numeracy and grammatical skills are tested via a maths test and an accurate correction of a set of property details with spelling and grammar mistakes
· They will also be required to self-assess from a given list of key strengths as to what they see as their top five. The self-identification of those strengths will form the basis of the next interview stage.



Behaviours and Actions of the Interviewer at the Assessment Interview
· The candidate will be questioned by the interviewer. They will need be able to talk freely and with appealing engagement, about their hobbies, interests and life experiences
· They should respond with sound evidence to all structure based questions for the specific job role. As an example for Property Advisers strengths like communication and customer service would be crucial strength areas to be probed into.  For Business Managers and Assistant  Business Managers the significant strength areas would be leading a team, coaching and achievement of Key Result Areas
· Property Adviser candidates must successfully complete a role-play demonstrating their key strengths by holding a conversation with a customer looking to buy or rent a property
· Business Manager requisite is to successfully complete a role-play from a given scenario, demonstrating their key strengths in a coaching event
 
Recommendations for Who Should be an Interviewer
All managers of any people in APG must be part of this recruitment programme. Anyone who has not completed the recruitment programme successfully will not be allowed to participate in any part of the process. 

Dependencies
The job interview should be seen as an investigation. The objective is to gather as much information as possible to find out who and what the contender is and to assess if their strengths match those of the job they have applied for. 
This exploration should be treated as the person analysis and match the strengths highlighted in the APG questionnaire.
Future candidates will be the population expected to take and pass the ROPA exams successfully. This will be a regulatory requirement going forward. Therefore it is essential that the calibre of the applicant at interview stage meets the ongoing requirements of APG.
The interviewer should test their candidate. However, the interviewer is a representative of APG and therefore has a duty to make the experience a good one for the candidate regardless of their capability.
An interview should last for around 45 minutes unless some form of assessment is taking place at the same event.
There must always be a note taker at an interview to capture and evidence positive or negative discussions and behaviours. This evidence will support any requests for feedback or complaint if needed from any applicant. There must always be at least 2 people at the interview. 
There should be a measure given to each candidate to allow comparisons. Something as simple as how they demonstrated their self-assessed strengths compared to those of the particular job itself, on a score card rating scale. 
Once a selection of questions has been decided the interviewer should be prepared to explore in more depth around the answers given by the candidate until a satisfactory amount of information has been exchanged.
Candidates should be given the opportunity to ask questions in the latter part of the interview. The interviewer should scrutinise this part of the interview as there should be an expectation that the candidate has made some preparation for the meeting. If there is no evidence of this it should be accounted for in the rating given.

Risks
· APG must follow and be able to evidence the national diversity requirements
· An inconsistent approach to the APG recruiting model and implementation will expose the company to potential brand damage and/or breaches of possible legislative requirements
· High turnover rates are very expensive and do not meet efficient and effective objectives needed to manage the operation in APG
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Name: Natasha Barnes

Branch: Balham

Business Manager: Tom Dixon-Smith

Area Supervisor: Adam Parsons

Coach: Shayma Osman

Date: 26/11/2020 (on-going)

Coaching Activity - Summary/Feedback/Agreed Actions

1-2-1 with Natasha to discuss the branch, structure, practices, HOOW process and profits.

Several ideas were discussed and put forward from where we can talk about referrals more in the day to what we can say differently to the
particular clientele that Balham get in some instances and how to communicate most effectively with them.

Natasha is clear on the figures the branch have, what they need to make and a plan is now in place to get them there.

HOOW process was covered and rolplays demonstrated well with an honest and clear conversation of what is being said currently,
identifying the gaps and discussing the accountability for non-consistency. This discussion took place with the full team and Natasha will

be following it up.

Natasha and I discussed coaching, call listening and also ensuring that we are operating as effectively as possible to get the numbers

needed. Customer service and going the extra mile is evident in the branch, so this is a review to how we can work ‘smarter’.

Referrals and direct communicators discussed at length with examples given and practiced.

This will be followed up in 2 weeks with Rightmove call listening for the HOOW process.
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