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Aim and Objectives

To demonstrate the benefit to AZ Media Devices Line Management Group, of adopting a Coaching & Mentoring Culture in order to help achieve key business objectives over the next 2 years. 

Business Objectives

· Improve productivity incrementally by 15%
· Increase retention & attendance in line with budget.
· Improve brand identity with internal & external customers

As strategic business partners, we should ensure that our learning and development (L&D) strategy is aligned with the mission of the businesses we support. Training and performance solutions should enable organizational goals, rather than detract from them by wasting time while not adding value (Jaquez, 2015).


Introduction and Overview

AZ Media Devices is a technical solutions service provider covering the majority of the UK.  The business is on the verge of significant growth, from an HRM and L&D perspective we need to be prepared to support the business in managing the changes this will bring, and suggesting the most effective methods of developing employees and identifying talent. 

In order to meet business objectives, employees will need to achieve and maintain a high level of technical knowledge, deliver on efficiency targets and work towards career development. Traditionally, the business has relied heavily on classroom based training, current thinking suggests this may not always be the most effective way to improve knowledge and develop new skills in isolation, but when combined with effective Coaching the benefits can be increased.

Whilst coaching and training are two distinct things, the two are frequently used in conjunction with each other in order to really develop the ability of an employee or employees at work, so that they can contribute more towards the success of the company. Employees receive training in order to teach them skills, with coaching sessions then getting them to utilise these skills to maximum potential (www.thebcfgroup.co.uk, 2019)

The Coaching & Mentoring Implementation Program (CMIP) will provide a structure to define roles and responsibilities, identify potential candidates by defined criteria and review and evaluate the impact and effectiveness of the programme. A collaboration between HRM, L&D and the wider business will help improve employee relationships and ensure clear communication of shared goals and vision. 

In addition to providing a more efficient way of managing performance, the CMIP will be an effective succession-planning tool aimed at ensuring AZ Media Devices has the right leaders to guide the business into the future. 


Key benefits and considerations of CMIP: 

· Develop leadership skills to inspire, motivate, and support employees in order to be more productive and engaged. 

· Gain long-term management buy-in, increasing employee participation and overall success. 

· Build the perception that the program will enable career development and improve job satisfaction. 

· Increase employee loyalty to the business through shared goals and vision. 

· Help to achieve business objectives  through higher productivity, improved attendance and reduced attrition

· Increase awareness and ensure the program represent the business’s demographics and diversity. 

· Develop a working environment where skills and values are shared, and honest feedback is the norm leading to engaged and motivated staff. 

· Improved performance for all staff based on quality conversations and autonomy for own development 

· Improve our offering at recruitment by promoting the programmes potential to prospective employees. 

· Provide policy and procedures aimed at assuring compliance with current employment law and business ethics.

· Ensure program modifications are based on survey and evaluation results, and they continue to be aligned with the business objectives.

·   Career Development and succession planning – Help employees plan, develop, grow, and manage their careers. Mentoring also helps employees become resilient in times of change, more self-reliant in their careers, and more responsible as self-directed learners. 

· Leadership and Management Development – Encourage the development of leadership competencies. These competencies are often more easily gained through application and guided practice rather than by education and training.

The benefits of coaching are many; 80% of people who receive coaching report increased self-confidence, and over 70% benefit from improved work performance, relationships, and more effective communication skills. 86% of companies report that they recouped their investment on coaching and more (source: ICF 2009).
Roles & Responsibilities

	Role 
	Responsibility 

	Head of HR 
	Oversee compliance & best practice is followed, for example:
· Fairness, Diversity & Equality 


	Training Manager 
	Co-ordinate delivery & maintenance of CMIP
Design and maintain Coaching Contract (appendix 2) 
Sense check process and ensure effective measures are in place. 
Encourage and collate feedback on all aspects of the programme.
Control budgets and manage costs effectively. 
Review progress and communicate to the wider business 


	Trainer P/T 
	Facilitate Coaching training (with Training Managers support) in-house after receiving external training & accreditation.
Support Line Managers as they become proficient. 
Endeavour to link classroom training to CMIP where possible.

	Administrator P/T 
	Update Training, Coaching & Mentoring Log (who/what/what/where/when)

Book rooms and appointments 


	Line Managers (2 initially, increasing gradually over 12 months to 20 potentially as required) 
	Coaches/Mentors for employees 

	Department Heads
	Mentors as required 
Continued support to CMIP


	Mentees & Coachees
	Adhere to the terms and conditions of the Coaching Contract
Keep an open mind
Share feedback & suggestions for improvement 
Be Champions of the programme and encourage others who may benefit. 



Resource Required

[bookmark: _Hlk9011315]As suggested in the initial presentation, CMIP will be managed by the Training Manager, as an experienced and accredited practitioner they (I) will support the newly qualified Coaches as they complete the training, through the process, providing practical help and advice as required. 

Coaching a Coach, can be a useful exercise, allowing the Coach (especially if new to the role) to reflect on their own approach and share experiences to improve skills (www.brighthr.com, 2019)

Initially, two Line Managers and the Trainer will facilitate Coaching with approximately 3 staff members each. Once they gain confidence as Coaches, they will increase this number. The process will role on gradually over the next year with training delivered in-house until all participating Line Managers are qualified. 

If demand should exceed expectations initially, flexibility in the budget will accommodate external resource to be used in the short term. 














Selection Process for Mentees & Coachees 
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Figure 1: The Performance Curve  1


By building effective Coaching and Mentoring into the culture of the business, we will be better placed to meet the demands of our current and future workforce. Millennials are seeking a change in leadership styles, no longer motivated by monetary gain alone, they are more interested in ethics and motivated by self- worth, development and job satisfaction (Whitmore, 2017, p. 19)
The Performance Curve in figure 1, illustrates the desired outcome of a Coaching culture reinforcing the message that employees are stronger and perform better when interdependent. The focus of CMIP is to share skills, knowledge and influence the behaviour of those around us in a positive way. 

To clarify, that in no way means we don’t value individualism, we value it highly, innovation is key to our business, but every contribution is valued, and all staff should be provided with the opportunity to stretch themselves and reach their potential.  

It’s important, especially at the initiation stage of the CMIP to select the right candidates for the programme. There are a number of ways to do this including an application (appendix 1) and screening process. This would be the preferred method in this case as it would give us a clearer  idea of the scope of the project, it may be we have a smaller group interested initially (meaning a slower roll out of Training to Coaches/Mentors) but, if we chose well and the results are good, interest will grow. 

The applications would be screened by the Head of Training initially, with Line Manager involvement growing over time. Communication will be sent highlighting the key behaviours and characteristics requires as below. 



Checklist for Coachees/Mentees: 

· Willingness to learn
· Eager & Motivated
· Pro-active approach 
· Open minded 
· Responsive to feedback

Equality, Fairness and Diversity

As in all areas of our business, we must ensure we are treating all employees fairly and in accordance with employment legislation, such as the Equality Act, the Disability Discrimination Act. Our CMIP must be made available to any and all employees, with relevant adjustments made as required to accommodate and be flexible in special circumstances. 

For example, we need to try to ensure we have Coaches and Mentors available for a candidate who for cultural reasons may only feel comfortable with a partner of the same gender. We will also need to explore the use of technology in order to include our home working staff in the programme should they wish. 





























Barriers & Risks 

	Barrier/Risk 
	Impact 
	Action 

	Fear of Failure (Coach & Coachees) 
	Low uptake form applicants for all roles. 
	Reassurance around how the process works, case studies and relevant examples of how significant the benefits could be.

	Lack of Confidence (Coach/Mentor) 

	Not enough qualified Coaches/Mentors to deliver on the CMIP 
	Provide high standard training, on-going support and accreditation.

	Poor relationship with Coach/Mentor
	No rapport, quality conversations don’t happen. Process fails. 
	Careful pairing and allow for changes if required. Using Line Mangers should mitigate the risk as a collaboration should already exist. 

	Poor previous experience 
	Reluctance to be involved, negativity could spread to others.
	Discuss the details, establish where the breakdown in the process occurred and provide solutions to reassure. 

	No clear understanding of the benefits 
	No buy-in for the CMIP, may misunderstand the goals and vision. 
	Clear and effective communication; encourage questions and check understanding. 

	Costs
	Budget cut, no external training for more accredited practitioners. 
	Show the minimal investment vs potential returns in staff engagement and productivity. Savings to be made bringing training in house. 

	Lack of Board level commitment 
	Trickle effect, Line Managers will be less likely to commit, and the programme will fail. 
	Highlight ROI, case studies to demonstrate potential gains and statistics to emphasise competitor advantage (Mann & Wigert, 2019)

	Lack of skilled practitioners
	Initially progress may be slow, only 3 qualified Coaches. 
	Communicate the benefits, encourage Coachees to share their results and generate demand. Build in some flexibility to draft external support in the short term if required. 



Review & Evaluation

[bookmark: _Hlk9008733]In order to demonstrate the effectiveness of the programme, we need to gather evidence of the part it plays in helping AZ Media Devices achieve it’s objectives by 2021. 
The information will come in a variety of forms. 
1. Feedback from participants 
We will gather surveys from those who participate in order to measure the less tangible aspects of the process, how they felt, what they have learned and if they are more confident or happier in their role for example. 
2. Management Information – looking specifically at participants in CMIP measuring statistical information. 
e.g.
· Attrition figures
· Attendance
· Promotions/applications
· Training attended 
· KPI changes 
· Productivity
We will benchmark against the performance of the same individuals prior to the programme, and against the performance of those who didn’t participate. 



3. Staff Engagement Surveys
These are conducted twice a year and provide anonymous feedback, we know current results are poor around the understanding of what Coaching and Mentoring are, so improvements here should be high. According to the CIPD this is a UK wide issue.  This will also help us identify if the overall investment in CMIP alongside skills and process training is paying dividends. 
The results will be presented to the Board, along with recommendation for the next steps including changes and amendments to make the next stages even more effective. 
[image: Image result for evaluating coaching for performance]
Figure 2: Coaching Cycle 
 
Summary

So, to summarise, this document set out “to demonstrate the benefit to AZ Media Devices Line Management Group, of adopting a Coaching & Mentoring Culture in order to help achieve key business objectives over the next 2 years” 

Business Objectives

· Improve productivity incrementally by 15%
· Increase retention & attendance in line with budget.
· Improve brand identity with internal & external customers

With the commitment of all the stakeholders, the resulting positive change to our culture and the additional investment in accredited Coaches, I am confident CMIP will have a significant impact on our objectives. 

Next steps, I will be looking to lead the L&D function towards developing a centre of excellence when it comes to the design, deliver and measurement of a fully rounded Performance Management package including Training, Coaching and Mentoring in order to meet the demands of a growing technology based organisation. As Individuals, HR, L&D functions and Line Managers work together to set goals and find exciting opportunities that meet individual needs, encouraging them to take accountability for their own development. The organisation will become a living system that works together to adapt to emerging technology and the changing workforce to deliver success (Daly & Overton, 2017)
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(Appendix 1) COACHING AND MENTORING APPLICATION FORM


As far as possible, line manager input should be sought prior to applying for a coach/mentor under this scheme.   However, if this is an issue, your application will still be accepted to support your development. 


Lina Manager:


Name                                                    	Department


Participant:
Name				Job Title				Department				
Internal phone number			e-mail address

Please indicate how you would like to be involved in the programme:
To act as a coach ……   			To act as a mentor ……
To have a coach ……				To have a mentor ……





What would you like to gain from taking part in the scheme?  (This question is designed to help you to clarify your purpose in taking part.  You may find it useful to discuss this with your line manager or head of department.)






Is there a particular type of person that you would like as your partner?  (This question is designed to help us to match people.  Your answer might cover practical considerations such as department or location, or issues such as gender or ethnic origin, or types of past experience.)





Please return the completed form to: 

Head of Training 	
AZ Media Devices Ltd. 
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(Appendix 2) Coaching/Mentoring Contract Template 
This voluntary collaborative agreement is made between [client name] (the Coachee/Mentee) and (coach/mentor) for a flexible number of sessions. 
The relationship:
The purpose of the relationship is to guide and support the Coachee/Mentee to achieve their goals. 
The coach/mentor and Coachee/Mentee will first come to an agreement about the nature of Coaching/Mentoring. 
Either the Coachee/Mentee or the Coach/Mentor is free to end the relationship without giving any reason, subject to appropriate notice being given.
Coachee’s/Mentee’s responsibilities
· To attend coaching sessions as agreed.
· To select topics for discussion
· To set and pursue meaningful goals
· To provide feedback on the process if required
Coach’s /Mentor’s responsibilities
· To manage the coaching process (including timekeeping)
· To undertake regular professional coaching supervision as required
· To maintain confidentiality (subject to certain exemptions)
· To provide feedback on the process if required
The Coachee/Mentee and Coach/Mentor will meet for [number] sessions, each lasting for approximately [length of time].


Coaching/Mentoring sessions can be rescheduled by either party with [number of days] notice. 
Information about the Coach/Mentor
This could include: 
· Professional background (career history) 
· Relevant qualification 

Any additional information?


Coachee/Mentee Signature:	……………………………………………………. 
Date:……………………………………….


[bookmark: _GoBack]Coach/Mentor Signature:……………………………………. 
Date:………………………………………….
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The Performance Curve.
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