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[bookmark: _Toc8857050]Coaching and Mentoring Roles at A-Z media
At A-Z media, it was initially suggested that an in-house team, consisting of 3 coaches should be joined by 3 external, accredited coaches. This idea was suggested as it would mean each coach being responsible for 50 employees and it was thought that having coaches from outside the organisation may help to aid open and honest conversations as well as acting as impartial guidance for the internal coaches. After looking into the costs of 3 external coaches over a 2 year period, it was decided that we would reduce the number of external roles to one. The external coach would be available to oversee the programme and to assist with any issues that arise, as well as provide feedback to the in house team from a coachee’s perspective and to facilitate discussions amongst coaches that can improve the programme as it moves forward.
 
In house, qualified coaches will carry out the sessions, myself (L&D Team Manager), one trainer and a member of the HR team, with the view to meet individuals one a month over the 2 year period. An external coach has been chosen, given that they are qualified, accredited and have many years’ experience in this field.

Line managers will be used to mentor individuals and will encourage them to discuss or work on areas with their coaches.

[bookmark: _Toc8857051]The suggested role of HR and L&D
HR will support the programme in a number of ways. Firstly it will be important to communicate the coaching and mentoring strategy to all employees at all levels. Informing them why the coaching is taking place, who will be coached and the aims. They are also a support to individuals who may have any questions or concerns about the process.
It is important that the HR function are involved in the framework of the coaching, so that they can ensure it is aligned with the organisations goals and wider L&D strategy. Being involved in this way will also allow HR to be in a position to evaluate the coaching and to determine if it is effective. 
‘An overall perspective allows the HR team to identify pockets of good and poor practice and to plan any necessary remedial action,’ (Jarvis, 2004). 
 
Jarvis also recognises that HR must also manage the line manager’s expectations and clearly define their role as a mentor and how they can support the coaching relationship, while L&D can action any training requirements. HR will assist line managers in developing the soft skills they need to be successful mentors. The CIPD (2019) supports this idea, stating that HR should ensure that ‘all parties are fully equipped for their role.’

Soft skills including questioning, listening and handling difficult conversations. Using tools such as Clutterbuck’s 5 levels of listening or EARS model to assist managers with their active listening skills will increase the success of the programme. If a person isn’t listening and are just waiting their turn to speak, they will usually follow their own agenda, often disregarding what has been said by the coachee. It is important for the programme to be successful that individuals feel they have been understood and have their feelings or ideas validated, (Whitemore, coaching for performance)

Engage
Ask questions
Recap
Summarise



[bookmark: _Toc8857052]Policies and support at A-Z media
For the coaching programme to be a success, it is important that coaching is embedded into the culture of the company, that it is interwoven into everything we do. It must become a part of processes and metrics, from appraisals and promotion criteria to job descriptions, (Hawkins, 2008).
A coaching contract would be given to those being coached and mentored as this would help to increase commitment as well as clearly set the parameters for both parties, what is expected from them and how they will achieve this, for example committing and agreeing to meet on time, and establishing the fact that the sessions are confidential. 
As well as this, learning and development policies will have to support the coaching initiative, allowing for coaching to be undertaken and for any learning outcomes from the sessions to be actioned and agreed or training requirements to be supported by the L&D team.
Confidentiality, as mentioned previously, is imperative to coaching success. It enables trust to be built between the coach and coachee. It is here that the company’s own GDPR policy must also extend to the realm of coaching, making it clear how data from the sessions will be used by the company, for example, stating that the only thing shared from sessions is possible training needs. (Connor & Pakora, 2007).

[bookmark: _Toc8857053]Allocation of coachees and mentees 
To match coaches to their coachees, there are a number of factors that must be taken into account. As Clutterbuck (2014) states, relationships are usually unsuccessful when both parties feel as though ‘they have been imposed upon each other.’ It is with this in mind that A-Z media will provide information on each coach to all employees, as Gray suggests, a biography, so that the coachees can learn about their potential coach and identify who they feel would best suit their needs. They would then be asked to contact 2 coaches via email, phone or skype to arrange a ‘chemistry session’, a brief meeting where by the two can ascertain if their connection or rapport will allow for an open and honest relationship where coaching can really work. 
Hale’s study (2000) suggested that the coach and coachee must have similar personalities in what is known as ‘values based matching,’ (Clutterbuck, 2014). However, this is not always a cruicial factor, often opposites can attract, particularly if a coachee recognises that a different learning style to their own may compliment their development. It is also argued that if an organisation needs or is going through cultural adjustment, then having a personality mismatch may even benefit the coaching process, (Alleman, 1984). As A-Z media is coaching individuals through a period of change, it isn’t necessary then to have coaches and coachees with similar personalities or values and in light of this, no personality tests or values-based matching will need to be considered. 
[bookmark: _Toc8857054]Barriers to implementing coaching and mentoring
Time: while the coaching initiative will be rolled out over a two year period, time will still be a barrier to the programme in that, coachees will need to take time out of their work to attend sessions and may also need time to discuss the outcomes of their sessions with their line manager/mentor. At A-Z media, employee’s time is billable and so this is a major factor that needed to be considered. It was agreed from the outset that a project would be set up on the time booking system that participants could book time to when attending their sessions, a budget was also allocated to this project which will also help to evaluate the return of investment at a later stage. When considering time, it was also important for HR to remind managers that, while initial mentoring will take some of their time, if successful, it will devolves some of their responsibilities onto the employee which will lead to the being less pressed with work load and time constraints as the employee will use their own initiative or new found skills where they once relied upon the manager.

Cost: 
The cost of coaching and mentoring can vary, but as the Institute for employment studies notes, prices for an external coach on average sit at £975 per day (8 hours of coaching), (IES, 2001). As previously mentioned, it was originally intended to hire 3 external coaches to assist in administering the coaching, however this was reduced to 1 external coach who will be used to oversee the programme which has greatly reduced the cost. 

[bookmark: _Toc8857055]Implementing a coaching and mentoring culture
To ensure that coaching and mentoring is not only successful but sustainable and part of the organisations learning and development going forward, as a qualified coach, there are a number of individuals to gain the skills needed to coach, as Clutterbuck & Megginson (2005) state, everyone in the organisation will need the skills to do at least some of the following in order to facilitate a coaching culture:
· Self coach
· Coach others
· Be coached
· Help to promote coaching within the organisation
A-Z media would benefit from coaching champions, individuals who have been through the process with positive outcomes that can communicate this to others within the organisation and can clarify what the programme involves. It would also be beneficial to consider progression for coaches and mentors who wish to further their knowledge and become qualified or even accredited in coaching and mentoring. This could also be extended to coachee’s who may feel that they wish to coach others once they have completed their own. For this to be successful, a peer support group will be set up to assist those in the process of becoming qualified, but also to encourage continuous learning and development in the role of coach or mentor. Discussing techniques, good practice and barriers with peers would advance one’s own capabilities as a coach which in turn would only enhance the organisations programme. It would also present an opportunity for coaches to discuss and address any emerging themes without compromising client confidentiality, (Gray, 2008)
Finally, as a qualified coach, I will introduce KPI’s to measure the success of a coaching and mentoring programme at A-Z media. This will not only allow the organisation to measure the return on investment but can indicate if further investment is warranted. HR should look at absenteeism figures through the period of change, initiate staff surveys to assess satisfaction with the coaching and mentoring and achievements of objectives that were set at the beginning of the coaching, (Jarvis, 2004).
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