On the Job Training

Meet with your line manager or other relevant person to thoroughly understand your organisation’s approach to coaching and mentoring.

I met with our Learning and Development Practitioner to discuss HEIW’s approach to coaching and mentoring.  HEIW is a relatively new organisation and does not yet have a formal coaching and mentoring programme in place.  However, this area is moving at pace, particularly as a training needs analysis identified coaching and mentoring as a gap in the organisation’s L&D offering.  

There are appropriately trained coaches and mentors in the organisation who are available to support staff in both the organisation and across NHS Wales as well as mentors who support staff, particularly those who are new to more senior roles.  This has proved particularly successful as learning and development is encouraged within the organisation and so this approach is used to help individuals focus on their future aspirations and career development, and gain the skills and knowledge required to enable them to progress in their career (Cardiff and Vale UHB, 2011).  Two of the suggested mentoring approaches recommended by Creighton (2018) are used in the organisation.  One on one mentoring is encouraged in the organisation and has been used at executive level with a focus on individual skills and relationship building.  Development and career mentoring is used to support employees to achieve their career goals, empowering them to make decisions on their development needs.  

HEIW also has free access to Academi Wales, the Centre for Excellence in Leadership and Management for public services in Wales.  The provide services to both those looking for a coach and those who wish to register as a coach (Academi Wales, 2021).  This is of particular benefit to the organisation as HEIW is made up of three legacy organisations and is still developing its culture.  There remain pockets of distrust in the organisation as identified in the most recent NHS Wales Staff Survey (2020) and internal pulse surveys.  Therefore, there are staff who would prefer to access external coaches and mentors at the current time.  

A significant amount of work is being done to build on HEIW’s culture, with the results of the most recent NHS Wales survey, Our Reflections, Our Decisions, Our Future (HEIW, 2020), being used as a conversation starter within individual teams.  The approach is different to previous surveys in that the responses are fed back to individual teams within organisations for them to take responsibility for making positive change rather than the executive and senior managers making the decisions.  The approach encourages teams and individuals to participate in discussions, feedback and discuss their reflections with colleagues and then make localised decisions.  This is one of the steps NHS Wales is taking to change to a coaching culture, by encouraging teams to take responsibility for making positive change in a way that is appropriate for their individual circumstances.   

The need for an individual to undergo coaching or mentoring is identified during performance reviews and appraisals.  This process also identifies those who wish to develop and become coaches or mentors themselves.  HEIW is currently supporting three cohorts of staff on the ILM level 3, 5 and 7 Coaching and Mentoring courses.  This course requires students to undergo 20 – 40 hours of recorded coaching and mentoring, which is assessed as part of the qualification.  Those undertaking this qualification do so with the expectation that they will support staff within the organisation and across NHS Wales for a minimum amount of time per year once qualified.

Whether individuals are coached internally or by an external provider, an initial no obligation meeting is held between both parties.  As stated by the Coaching and Mentoring Network (2021), this is to confirm that the coachee is self-aware and invested in overcoming the barriers identified.  Once agreement to pursue the relationship is agreed, a formal contract is signed, which is best practice as recommended by the Coaching and Mentoring Network (2021).  This includes the timetable for coaching sessions and how long the relationship will last.  The contract also documents that the coachee is committed to improving in the area of concern and is accountable for progressing their agreed actions.  Both the GROW model, described by the Open University (2021) and the OSKAR model, described by Mindtools (2021) are used to facilitate coaching conversations.  

Examine the learning and development policy and any policies directly relating to coaching and or mentoring and make some notes as to whether you think the content meets the best practice requirements you have studied in class and within your literature research.

HEIW has a Performance Appraisal Development Review Policy (HEIW, 2019) which is based on coaching techniques to facilitate discussions between line managers and employees.  The personal development action plan is agreed using coaching questions posed by the manager to the employee.  To support managers to have these conversations, a bank of 101 different coaching questions is available to help facilitate the appraisal discussion (HEIW, 2019b).  These focus on questions that can gauge job satisfaction, identify how individuals feel about their role, their team and the organisation, identify their biggest challenges and career development opportunities.  There is also a values based Performance Appraisal and Development Review (PADR) document that is shared with appraisees in advance of their appraisal, which encourages them to reflect on their previous objectives and what worked well and not so well as well as think about their future career aspirations and development needs.  

This process empowers employees to think for themselves and what development needs they have and how they can be achieved.  It follows the GROW model as outlined by the Open University (2021) by encouraging individuals to think about their future career aspirations and development needs.  It then enables a conversation with the line manager about how these needs can be met.  Once these are identified, SMART objectives are set, ensuring that they are fit for purpose, achievable and relevant to both the employee and the organisation.  Finally, the document is signed by both the line manager and the employee and forms a contract that the employee will work towards their objectives and the line manager will support them to do so.  This ensures both parties remain accountable.  

Whilst HEIW does not have a coaching and mentoring policy in place, the organisation is currently working on the development of a People and OD strategy.  This will consist of a suite of development opportunities for individuals at all levels of their career, including individual, managerial/aspiring manager and organisation/system level.  All levels will include elements of coaching including gaining coaching skills for use in the workplace, making use of coaching triads and understanding what it is to be a manager as a coach.  Senior Managers will have access to gain skills in mentoring.  The purpose of this will be to enhance the organisation’s drive to achieving a compassionate leadership culture, where we listen with fascination, have a shared understanding of the problems faced, empathy and provide action to support (HEIW and West, 2020).
My development needs within the area of coaching and mentoring. 

I met with my line manager to discuss my development needs in the area of coaching and mentoring.  We reviewed the people practice element of the CIPD (2018) new profession map and agreed that I am practicing at associate level, having gained a great deal of understanding of coaching and mentoring, including the use of different models and approaches and how and when to use them.  

We reflected on my relatively new role within the Career and Widening Access team and how I now have two new members of staff to support.  We discussed how I could use some of the techniques I have learned to help them understand their new roles and the organisation as a whole.  I now recognise that whilst I like to be the “go to” person for help and guidance within the team, this is not necessarily helping the new staff learn for themselves, by going straight to the answer.  Therefore, moving forward, I will take time to approach requests for answers differently and encourage staff to look for the answers themselves or outline the reasons behind processes.  This will utilise both coaching and mentoring skills as it will be encouraging individuals to solve problems for themselves, as described by Snape (2017) Landsberg (2015) and Clutterbuck et al. (2016) as well as an opportunity for me to share my specialist organisational knowledge with the newer members of staff, an approach described by Blakemore (2014).  

Utilising these skills more effectively will also aid my learning and development and help boost my future career prospects.  I plan to participate in the organisation’s suite of development opportunities in future and this, coupled with the knowledge I have gained from this module, will put me in good stead to achieve my future aspirations.  
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