Personal Statement
1.1 
Employers are increasingly using Coaching and Mentoring interventions to develop their people and improve performance (CIPD, 2020).    Remploy Cymru is part of Maximus’ Employment Skills and Disability business.  Maximus has its own Talent and Development team and Coaching and Mentoring are highlighted as supportive interventions in its People Development and Performance Management policies (EV1). 
I spoke with Maximus’ Senior Leadership and Management Development Consultant to understand what Coaching and Mentoring takes place, and what the vision is for the future (EV2).  At the beginning of 2020, there were plans in place for Leadership development, however these did not come into fruition due to the disruption of the recent pandemic.  Organisations have been driven to review their plans and are becoming less focused on formal learning, whilst utilising more informal approaches through Coaching and Mentoring (CIPD, 2020).
To understand the picture locally, I devised and distributed a short survey to send to all Line Managers in Wales (EV3).  The results evidenced that Line Managers are invested in people development. The terms Coaching and Mentoring are used interchangeably, however they are different (CIPD, 2020).   When analysing the responses, it became apparent that Line Managers are generally describing informal Mentoring or One-to-One training when they discuss Coaching (EV4).  
Peer mentoring (or buddying) forms a significant part of the colleague induction process (EV5).  Following a Mentoring programme that was introduced for new colleagues within the National Health Service, other colleagues commented that they wished they had experienced the same support (Clutterbuck, 2014). Within Maximus, colleague induction is formal, and all new colleagues are assigned mentors.  Peer mentoring has naturally transitioned to be delivered online rather than face to face and to check its quality, Line Managers carry out regular quality assurance checks through discussion and observation (EV6).  
Coaching in business is generally centred on performance improvement which could be either linked to a specific task or generally to become more effective or efficient within the role (Downey, 2014).  At Maximus, Performance Coaching is a formal intervention that Line Managers can utilise to intensify the support provided to those who are underperforming or are at risk of underperforming.  Selection of colleagues who receive this coaching is fair and transparent (EV7).  
Maximus’ vision is to create a Coaching Culture (EV2).  Hardingham (2004, cited in Clutterbuck et al, 2016, p.8) describes a coaching culture as “A culture where people coach each other all the time as a natural part of meetings, reviews and one-to-one discussions of all kinds”.  At Maximus, some colleagues are currently undertaking a Level 5 Coaching Apprenticeship as a part of a pilot.  This opportunity will become available more widely for those who wish to develop their coaching skills if proven successful.  Additionally, there are plans to develop a formal mentoring programme which will initially see senior colleagues undertake a Level 3 Mentoring qualification to mentor more junior colleagues.  Phase two of this mentoring programme is aligned with the Organisation’s Inclusion and Diversity strategy and will see Reverse Mentoring introduced for underrepresented groups.  

1.2
The Maximus intranet has a dedicated colleague development page describing the vision of creating ‘A Culture where everyone can thrive’ (EV9).  Maximus’ online learning platform is a step towards achieving that goal; supporting colleagues to increase their knowledge, learn new skills and prepare for the next step in their career.  It offers a variety of skills-based content to meet individual learning needs (EV8).  With what we know of the upcoming plans to make opportunities available for colleagues to undertake coaching apprenticeships and a with a formal mentoring programme about to be launched; Maximus is taking strides in the right direction to achieve its vision.   Providing colleagues with choice is more effective than offering prescriptive development.  Mentorship programmes allow colleagues the opportunity and autonomy to match their interests and capabilities to current and future business demands (Volini et al, 2020).
Maximus’ mission within the Employment, Skills and Disability business is ‘Transforming People’s Lives’ (EV10).    This is achieved locally by supporting customers into sustainable employment.  Remploy is top of the leader board in terms of its performance in comparison to its competitors (EV11)   Peer mentoring support during the induction ensures new colleagues can reach the expected performance levels (EV5).  Line Managers indicate that investing time in new colleague development is crucial to achieving performance expectations (EV12).  Performance Coaching also helps to achieve the desired performance levels which is proven in the Commissioner’s action plan (EV13).  Traditional performance management systems struggle to inspire and develop colleagues; increased success is being seen through Line Managers coaching their employees (Clifton & Harter, 2019).  
1.3 
Cassidy (2020) discusses how the pandemic has made it more challenging for Line Managers to spot signs of physical and mental ill health.  At Maximus, a weekly wellbeing programme was introduced to focus on colleague health and wellbeing.  The Talent and Development team delivered weekly webinars to support colleagues during these unprecedented times.  A ‘Coaching Tips for Line Managers’ session was delivered, focusing on colleague wellbeing and how coaching interventions can be used to support colleagues experiencing anxiety (EV14).  Winfield (2020) discusses how Line Managers should use Coaching methods to understand how their teams are feeling.
Maximus has initiated a three-year plan to build a diverse and inclusive culture.  The vision is to create a culture where everyone feels included and can thrive.  The framework for change focuses on four key areas (EV15).  We learned that Reverse Mentoring will be implemented as part of the Talent & Development workstream (EV2). Reverse Mentoring will focus on underrepresented groups, giving Leaders a better insight into diverse issues.  Virgin Media paired its leaders with more junior colleagues to provide them with an insight into colleagues’ backgrounds to encourage inclusion and diversity (Jolin, 2018).  
Maximus’ performance evidence that it is ahead of its competition (EV11), however continuous improvement and driving efficiencies will always be a consideration.  The Organisation is currently reviewing its methods for measuring performance and is in the development stages of introducing a Balanced Scorecard to ensure that performance expectations are well balanced and consider customer experience, contractual measures, compliance, and productivity (EV16).  This will be a significant culture change for the organisation as coaching expectations of Line Managers will increase.  Maximus does not use external coaches therefore the responsibility will sit with the Line Manager. Clifton & Harter (2019) discuss that Millennials and Generation Z want a Coach and not a Boss.  This transition will not only improve engagement and productivity but will also be essential to supporting the achievement of creating a Coaching Culture.
1.4 
Google is an example of an organisation that operates a Learning culture and has decided to only invest in learning which can measure changes in people’s behaviour (Bock, 2015).  Similarly, Maximus’ vision is to create a Coaching Culture and understanding the impending changes, specifically around the introduction of the Balanced Scorecard requiring Managers to start operating as Coaches, I approached my Line Manager with some recommendations as to how Coaching could be further developed (EV17).   I attached a business case to document my recommendations and justifications along with costing implications (EV18). 
I recommended that we equip our Managers for the changes ahead.  The survey results tell us that Line Managers’ interpretation of coaching differs.  We also know that some are unfamiliar with Coaching models that can be used to structure these conversations (EV19).  GROW is probably one of the most popular coaching models used with the Coach supporting the Coachee to firstly define the desired goal before defining the current situation, then exploring the options available to achieve the goal before finally agreeing the way forward to achieving it (Mindtools, 2012).  Most Line Managers stated that they would like to learn more about how Coaching can benefit their teams (EV20).  For this reason, I devised an ‘Introduction to Coaching and Mentoring’ pack for Line Managers to enhance their knowledge; a desk-aid introducing the GROW model and how it can be used; a guide to access Coaching and Mentoring resources on Maximus’ online learning platform; a document that highlights the benefits for the Coachee and Mentee and a copy of Landsberg’s self-assessment form for Line Managers to assess their own Coaching Skills (Landsberg, 2015).  My recommendation was that I share this resource pack with Line Managers in Wales, ask them to review it and access some of the training before inviting them to feedback on how they plan to implement it within their teams.
Line Managers feel that time is a factor impacting them being able to coach their teams effectively (EV21).  Clifton & Harter (2019) discuss how time invested now will be time saved longer term as employees will be more capable of making effective decisions and achieving desired performance.  Landsberg (2015) discusses how Line Managers will be able to delegate more and achieve higher performance more quickly.  It will make sure Line Managers can lead their teams effectively though the upcoming changes.  Change can be challenging, and good coaches can effectively support colleagues through change (Boyatzis et al, 2019).  
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Personal Statement
2.1 
Managers need to understand the extent of colleague mental ill health to be able to support appropriately.  Line Managers must talk to employees and HR must provide simple guidance on how to structure these conversations (CIPD, 2021). Maximus implemented a Weekly Wellbeing programme at the beginning of the pandemic.  The Talent and Development team delivered a ‘Coaching Tips for Managers’ webinar as part of this programme.  I encouraged Line Managers to enrol onto this session so they could better support employees experiencing anxiety (EV21).   
I facilitated a call to support Line Managers with the implementation of Performance Coaching, which was followed up with an email, attaching the ‘Coaching tips for Line Managers’ presentation (EV22).  I encouraged Line Managers to utilise the GROW model to structure coaching conversations.  A simpler version was also provided encouraging Line Managers to Ask rather than Tell.  Imru-Mathieu (2018) describes Coaching simply as the process of Asking rather than Telling, however the mindset shift to make this change is significant.  The presentation describes how coaching helps colleagues to make better decisions, increase their confidence and enables them to be more responsible for their own performance.  
A colleague and I adapted the Induction for remote, large-group delivery.  I sent an email to the Head of Talent and Development stressing the importance of all new colleagues being assigned a mentor or buddy and Line Managers providing coaching and observation support (EV23).   Clifton & Harter (2019) discuss how leaders must coach employees to be successful, and they are three times more likely to be engaged when receiving regular feedback.  From a colleague retention perspective, engagement is critical (CIPD, 2021). 
I emailed Line Managers to ask them to encourage their employees to enrol for accredited IEP qualifications. The qualification includes the development of Coaching and Facilitation skills (EV24).  I discussed that equipping colleagues with these skills enhances the current induction.  I contacted all Line Managers separately to discuss that investing in colleagues’ development early on increases engagement, which will result in improved customer satisfaction, productivity, creativity, and capability (CIPD, 2021).
2.2 
I delivered a session to Line Managers on Improving Performance through the delivery of enhanced support plans (EV25).  The session highlighted that coaching should be introduced ahead of performance becoming a concern and is a support mechanism to enhance and drive performance.  The presentation discusses the importance of regular feedback for a colleague’s development. The importance of trust and colleague involvement is reinforced.  Coaching is most effective when delivered in an environment of respect and trust (CMI, 2014).  
Coaching enables colleagues to build their strengths and develop their weaknesses (CIPD, 2020).  I supported a Line Manager to devise a plan for a colleague who seeking additional development (EV26).  We worked collaboratively to develop a Coaching Plan.  Objectives included exploring Maximus’ Online Learning Platform to access Coaching and Mentoring courses to upskill in these areas and putting these skills into practice by becoming a Peer Mentor to new colleagues.   Landsberg (2015) discusses that Official Mentors use tools such as GROW to encourage exploration of options, listen and are role-models.  In the essence of role-modelling, I completed a mentoring course on Maximus’ online learning platform to demonstrate to colleagues that I am actively enhancing my own knowledge and skills (EV).
I created the Employment Advisor induction (EV5) along with the revised version for remote delivery (EV27).  Both highlight the importance of the buddy/mentor role.  I collaboratively devised a presentation for Senior Leaders which highlighted the buddy/mentor role as a significant requirement (EV28).  Assigning a mentor helps new colleagues adapt to the culture and become productive more quickly.  It increases colleague retention which is significant for Senior Leaders with most staff turnover occurring during the first six to twelve months (Clutterbuck, 2014).  
2.3 
I created an ‘Introduction to Coaching and Mentoring’ pack for Line Managers to enhance skills, knowledge and behaviours for the impending changes that would require them to Coach more.   The pack includes a presentation explaining the differences between the two interventions.  It explains how Coaching is more non-directive in comparison to mentoring (CIPD, 2020).   It discusses the importance of exploring options and providing feedback as a Coach.  Rapport building is critical to effectively deliver feedback which accelerates a Coachee’s learning (Starr, 2016).  The pack discusses the importance of investing time in Coaching and involving employees in objective setting to increase engagement.  Clifton & Harter (2019) discuss that engagement increases by nearly four times when employees are involved in objective setting. The pack explains how autonomy increases job satisfaction, an effective coach can delegate more and by continuously practicing their interpersonal skills it makes them better communicators (EV29) (Landsberg, 2015). 
As part of the pack, I created a desk-aid for Line Managers to refer to when practising the GROW model and provides question prompts (EV30).  The GROW model enables the manager to deliver meaningful results.  Following a sequence of stages is most successful; it can feel unnatural initially but becomes more fluent through practise (Downey, 2014).  
I created a guide to access Coaching and Mentoring Learning resources on Maximus’ online learning platform (EV31).  The courses reinforce the knowledge and skills required to be a Coach or a Mentor.  Rapport building and delivering feedback are fundamental skills of coaching.  Listening helps the Coachee to relax and express their ideas more clearly.  A Coach should also be intuitive as they will need to rely on it to help shape and guide coaching conversations (Starr, 2016).  Asking powerful questions is another effective skill as it enhances an individual’s ability to think (Clutterbuck et al, 2016).   I facilitated a call with Line Managers to introduce the resources and sent it to them by email for further exploration (EV32).
2.4 
I created, implemented, and embedded the induction programme in Wales.  Initially, it was important to support Line Managers through the change process.  I always ensure to have a call with new colleagues to go through the induction process and discuss the importance of engaging with the programme and the benefits of doing so.  I have monthly progress calls thereafter to ensure engagement is taking place (EV33).  Covey (2020) discusses how the willingness to engage needs to come from within and to be effectively coached or mentored, it is important to be proactive and focus on the end goal.  
I recently carried out a Coaching session with colleague who is new to the Employability sector. I used the GROW model to help explore options for the Coachee’s more challenging customers.  Ahead of the session, I ensured to build a rapport and clarified my intent (Starr, 2016).  This helped the Coachee to understand the concept better, what the coaching process entailed, along with individual roles and responsibilities.  Feedback from the Coachee following the session was that it had been beneficial.  I updated the Coachee and Line Manager following the session (EV34).  
I created a desk aid highlighting the role, responsibilities, and benefits to the Coachee of engaging in coaching and mentoring programmes as part of the ‘Introduction to Coaching and Mentoring for Line Managers’ pack to engage and educate team members (EV35).  There are occasions where colleagues do not respond well to coaching or it may be that another intervention is more appropriate.  Ensuring the colleague understands the expectations helps the Coach to assess their readiness for coaching and motivation to achieve the desired outcome (CIPD, 2020).
2.5 
Reflection is a critical part of learning and is important for the Coach and Coachee to adopt (Landsberg, 2015).  The final part of the ‘Introduction to Coaching and Mentoring for Line Managers’ pack includes the self-assessment form in Landsberg’s book ‘The Tao of Coaching’ (EV36).  I discussed its purpose on a call with Line Managers and reiterated on an email that I would advise they start booking in time to reflect on their coaching skills (EV32). Reflection is important to accelerating awareness, behavioural and learning changes (Starr, 2016).  I encouraged Line Managers to explore the resources and invited them to provide feedback, provide updates on what training they have completed, answer any questions, and explore how they will implement it and what support they may require (EV).  
Google is an organisation that base their management ethos on Coaching.  Corporate coaching is no longer delivered as being able to assess return on investment was impossible.  Google only invest in learning which can change people’s behaviour (Bock, 2015).  Evaluation of learning and development needs to be closely aligned with performance gaps (CIPD, 2020).  The Line Manager survey initially identified that implementation and interpretation of coaching varied amongst Line Managers.  To evaluate return on investment following the feedback sessions with Line Managers; clear goals will need to be established to implement and embed the learning with regular review meetings being booked in, to establish if behaviour has changed.  The assurance of consistency comes from the fact that all Line managers will receive the same pack.  They will all have a review meeting to discuss feedback (EV) and they will all receive the same Coaching training in the coming months.  

Reflection:
True learning only takes place when we reflect on experiences and articulate lessons learned (Clutterbuck et al, 2016).  I am using Gibbs’ reflective cycle to evaluate my experience of Contributing to Coaching and Mentoring. Gibbs reflective cycle consists of 6 stages: Description, Feelings, Evaluation, Analysis, Conclusion and Action Plan (CIPD, 2016).
Following a period of research, I asked Line Managers to complete a survey to understand what Coaching and Mentoring takes place.  Additionally, I spoke with key stakeholders to understand the vision for Coaching and Mentoring.  The survey results highlighted the gaps between the two.  I decided to create a Resource pack for Line Managers as an introduction to Coaching and Mentoring ahead of the impending formal training.  
Initially I felt it was important to enhance my own knowledge into Coaching and Mentoring as I would have used the terms interchangeably prior, without fully appreciating the differences between the two (CIPD, 2020).  I believe that there is value to using both coaching and mentoring interventions to encouraging understanding and continuous progression which is a step towards achieving that vision of creating a Coaching Culture (Clutterbuck et al, 2016).  
This work has raised awareness amongst Line Managers and is the starting point of the impending transformational journey.  In terms of what I would do differently, instead of using GROW as a framework to structure my coaching conversation with a colleague without prior industry knowledge, I would have used mentoring as a more suitable intervention at this stage as advice-giving was needed at times.  We cannot coach knowledge, so where this is lacking then simple instruction or advice may work better (Starr, 2016).  Starr’s Fundamental Skills of Coaching are important for Coaches to be aware of and practice, so if I was to do this again, I would support Line Managers further with development of these critical skills; take each element of the resource pack individually and deliver a short training session on each ahead of distribution to Line Managers.  
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