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[bookmark: _Toc76298926]Personal Statement – LO1

[bookmark: _Toc76298927]Investigate the extent to which coaching and mentoring take place within an organisation.

Within the organisation, there is a variety of coaching and mentoring that takes place is varied and wide ranging.  In such a large and complex organisation, there will naturally be a huge amount of ‘unofficial’ or ‘informal’ coaching that takes place.  Certainly, in my own role, I have unofficially been on both sides of a coaching and mentoring relationship (Herjavec, 2015).  Midway through writing this report, I have transitioned in to a new role and team.  This has given me the opportunity to view the organisation from different perspectives.
As seen in 5ADCM1, there has been significant investment within the HR function of my organisation.  This has been based on the research of Michael West and the King’s Fund which discusses the importance of Compassionate Leadership.  The notion of Compassionate Leadership focuses on four key behaviours: attending, understanding, empathising and helping.   This has led to extensive investment and the expansion of the Organisation Development team and a dedicated Leadership Development network.  Within the organisation, this is probably takes the guise of the ‘formal’ or ‘official’ Coaching and Mentoring function.  

My colleagues and I met with the Head of Organisational Leadership Development to discuss the level of coaching and mentoring that takes place.  This can be seen as 5ADCM4.  This meeting confirmed that coaching & mentoring takes place as per the headings below:

[bookmark: _Toc76298928]Part of Leadership Programmes
The organisation facilitates bespoke leadership programmes.  All of these have a coaching and mentoring component where participants are assigned a mentor.  Mentors are usually experienced senior colleagues.  This takes place with clinical and non clinical settings.  Either as part of the Managers Passport (5ADCM18) programme or through the Nurse Leadership Programme (5ADCM3)
[bookmark: _Toc76298929]1-2-1 Formal Coaching Sessions
These coaching sessions are of a more formal nature and are targeted at senior leaders at the point of requirement.  These are based around the behaviours framework (5ADCM10).  

[bookmark: _Toc76298930]Executive Coaching
This is a formal coaching programme that is outsourced by an external company
[bookmark: _Toc76298931]Team Coaching
This project is a fairly new concept and has not yet gathered the momentum to be measured.  There are plans for this type of coaching to become available for all teams.
[bookmark: _Toc76298932]Peer Coaching
This is currently taking place at an informal level and is encouraged through general conversation

It is evident from the above list that there is a range of formal and informal coaching and mentoring taking place across the organisation.  It demonstrates how a formal coaching network has started to build.  There are cohorts of staff across the organisation that complete a coaching qualification with the vision to create a diverse network of coaches.
Historically, there has been a manager’s coaching programme called the Manager’s Passport (5ADCM18) which explores leadership skills through a blend of training and coaching.  There has been some controversy over the selection of participants as eligibility is limited to colleagues of a particular pay grade.  This could lead to junior colleagues missing out on particular development opportunities.  However, internal resources have historically justified this exclusion. 
.
My own experience as a coach has been interesting.  For context, the coronavirus crisis led to mass recruitment, which in turn led to a huge numbers of new-starters having to complete their pre-start online training from their own homes.  My team repositioned ourselves from traditional trainers to virtual coaches.  We provided new-starters with video and written guidance (pre start-date) and then began the coaching relationship by sending an email (5ADCM8) and opening the dialogue.  This was then followed by a series of telephone/video calls, dependent on the preference of the coachee.  We implemented the GROW model (MindTools, 2021) throughout this period.  As a coach, it was challenging to develop initial relationships with coachees due to the formal environment and unfamiliar nature of emails.  To remedy this, we worked hard to develop a rapport with coaches from the outset of the first phone call.  I was aware of the need to develop a positive relationship in order to get positive outcomes (Cronin, 2020).

A more pressing notion is the potential impact that COVID-19 has had on the mental health and wellbeing of workers.  Research by Champs Public Health Collaborative (2020) suggests that over half a million more people will experience poor mental health in the next 12 months.  As the situation is still developing, this is a cause for concern for employers.  I have been part of a ‘Spaces for Listening’ Facilitators Network (5ADCM17), which provides emotional coaching for colleagues who want to share their experiences.  This will be explored more in the next section

As seen, there are some excellent examples of coaching and mentoring taking place within my organisation.  In an organisation of this size, there are naturally pockets where it is flourishing and areas where it could be developed.  What I have noticed from my observations is that the organisation has recognised the need for coaching and mentoring and is making good on its strategies and plans to improve these opportunities.  It is my opinion that there is opportunity to grow the aspiring leaders as well as the existing ones, which I will discuss further in the recommendations section.


[bookmark: _Toc76298933]Evaluate how current coaching and mentoring activity supports achievement of individual, team and organisational objectives.

As part of the Workforce Strategy (5ADCM1), the organisation’s ultimate aim is to be an employer of choice.  The strategy also lays out the key objectives which can be seen in the document.  For the purposes of this paper, I would highlight these objectives:

1. Create a culture where everyone is united around a shared vision and high levels of staff engagement are the norm
2. Build capacity for innovation, learning and change
3. Maximise the performance and wellbeing of individuals, teams and the whole organisation, aligning capacity and skills with future models of care

Each of these objectives provide clear opportunities (and needs) for coaching and mentoring to take place.  Hilgart (2014) describes how executive coaching can lead to behavioural changes which in turn can change organisational culture.  It is pleasing to note that this is already taking place within my organisation.

Particularly, the inclusivity of the new coaching network really promotes the capacity for innovation and change.  Deloitte’s (2021) thought-provoking article describes how little organisations know about the skills and flexibility of their workforces.  The adaptability of workers was demonstrated through the COVID pandemic. I believe that my organisation is demonstrating an understanding of this gap, and is investing heavily in coaching and mentoring to ensure that potentials are released.

The Workforce Strategy is designed to underpin the wider organisational strategy, which in turn underpins the Welsh Government’s overall strategy.  The Healthier Mid & West Wales Strategy (HDUHB, 2018) sets out the organisations plans for the next ten years and beyond.  Within it, it is explicitly mentioned how the organisation has to change its ways of working and to be adaptable for new ways of working.  Coaching and mentoring will play a huge part in ensuring that the workforce are equipped with the skills necessary to do this.  To enable this, I am of the opinion that there is a need for resilience coaching.  Whist this is not a new concept (CIPD, 2011), there is now an ever greater need to upskill resilience due to the exacerbation of change through the COVID crisis.

[bookmark: _Toc76298934]Assess factors in the organisation including other learning strategies which could impact on the further development of coaching and mentoring.

There are many factors within the organisation that could impact on the further development of coaching and mentoring within my organisation.  The NHS, by its very nature, is bureaucratic.  There are a broad range of teams working on a number of initiatives at any one time.  A potential impact here would be the lack of consistency across the whole organisation.  This is exacerbated by the geographical spread of the organisation.  A simple (yet superficial) solution here would be to ‘use digital means’, however this is not always possible due to demographic, economic and capacity issues.

Similarly, when trying to change a culture (rather than a single process), there are many factors at play.    An article from Forbes (Denning, 2011) discusses how a common mistake of organisations is underutilising leadership skills.  This provides an opportunity for coaching and mentoring to take place.

The organisation has not had much change to be proactive, rather it has had to be reactive in response to the pandemic.  Whilst we are now in a period of cautious optimism, the BMJ (2021) have warned of an imminent third wave.  This could impact coaching and mentoring opportunities as the organisation may have to redeploy staff and services.

As noted in the Workforce Strategy, there is also the challenge of being able to deliver an ambitious coaching programme at the momentum and scale required of such a large organisation.  As the coaching network grows, there may be a challenge of supply keeping up with demand.  This was evident within my own experience when the informal eLearning coaching programme grew and I struggled to keep up with the sheer volume of coachees. 

[bookmark: _Toc76298935]Make justified recommendations for how coaching and mentoring activity can be developed to benefit the organisations.

Whilst there are some fantastic coaching and mentoring opportunities in my organisation, I believe that there are some recommendations to further enhance this:
Firstly, there should be a bigger focus on Team Coaching.  This would allow changes to happen at pace and improve consistency across the entire organisation.  A case study by Hicks (2010) demonstrated how team coaching led to a team experiencing less unhappiness.  This is directly in line with the aims of the organisation.
Similarly, I would also recommend a much greater emphasis on wellbeing and resilience coaching.  The organisation already offers all staff the option for counselling.  However I believe it would be prudent to use coaching and mentoring to equip colleagues with emotional skills in order to better deal with the unpredictable. A poll by YouGov (Ibbeston, 2020) found that almost one third of NHS staff experienced high levels of anxiety.  Whilst we cannot exclude the human factors at play, I believe the organisation would be best placed to focus on wellbeing and resilience coaching.

Thirdly, I would recommend a much greater emphasis on the publicity and promotion of the coaching and mentoring network.  Digital methods and promotional tools could be utilised to ensure that potential coaches/coachees had an awareness of the programmes available to them. 


[bookmark: _Toc76298936]Personal Statement LO2

[bookmark: _Toc76298937]Promote the benefits of coaching/mentoring within the organisation, recognising and addressing the potential barriers.

Aside from offering advice and help in media creation, it has not been possible to have a major contribution to development of coaching and mentoring myself.  However, I have endeavoured to promote to coaching and mentoring opportunities throughout the organisation.  After a conversation with the relevant manager (5ADCM11), I created promotional materials (5ADCM15, 5ADCM16) to advertise the coaching network.  This was used internally, placed in break rooms and on staff intranet pages.

I was also tasked with creating a new evaluation survey (5ADCM20) for the coaching and mentoring network initial training session.


[bookmark: _Toc76298938]Contribute to the development of organisational coaching/mentoring processes.

Throughout this part of the report, I will attempt to meet the assignment criteria using examples of implementing coaching models during the mass recruitment phase.  During the mass onboarding of new starters, there was a feeling of unease a the prospect of having to complete 14 mandatory eLearning modules on an unfamiliar system.  Due to resource constraints, new starters were not given much support besides an email containing a written guide.  This led to increased phone calls and emails, which in turn created greater workload issues across the organisation.  To counter this, we rapidly reorganised our department to ensure that telephone/virtual coaching was available.  Whilst this was a rudimentary coaching system, it worked well.  Feedback (5ADCM13) taken at the time displayed a higher level of satisfaction owing to the coaching models provided.

[bookmark: _Toc76298939]Support coaches/mentors to build and develop the knowledge, skills and behaviours required for the role.

For this part of the exercise, it was important to identify stakeholders and analyse their level of involvement with the entire process.  As such, I completed a stakeholder analysis.  These are important tools for Human Resource Management, as they can identify influencers of important business decisions (Brugha & Varvasovszky, 2000).  Using a Stakeholder Analysis can also aid in ensuring that all relevant parties have a mutual understanding of the benefits of a project (MindTools, 2021)

From this, and from conversations held, I identified that there was a need to highlight the importance of coaching and mentoring to some of the Executives and Senior Leaders within the organisation.  I delivered a short presentation (virtually) which was received well.  The slides can be seen as 5ADCM19.  This presentation showcased the benefits of coaching and mentoring, particularly around resilience and wellbeing and was in keeping with the aims and objectives of the Workforce Strategy.

[bookmark: _Toc76298940]Assist potential coachees/ mentees to understand and participate fully in coaching/mentoring programmes.
Whilst I did not have much opportunity to assist participants to fully engage on the ‘front-end’, I decided to use my skills in the evaluation part of the process.  I have quite an interest in data collection and ensuring that feedback is collected and used in an effective way.  As such, I wanted to explore the evaluation methods used from the initial coaching and mentoring training.  The original evaluation method was a paper form, which asked for the reviewer to name themselves and was heavily weighted towards qualitative questions.

Initially, I wanted to tackle the issue of anonymity.  Personal experience has shown that being identifiable in a questionnaire has influenced my responses for fear of retribution.  Similarly, a report by Qualtrics (2021) states how an employee’s right to privacy is key to optimising engagement surveys.

Secondly, whilst qualitative data is important, it often is synonymous with open-ended questions.  This can require more time and effort from the user which can then lead to inaccurate results through disengagement (SurveyMonkey, 2021).  I also wanted to ensure the evaluation contained a variety of question formats.  This also led me to think about the medium that should be used.  Paper forms, whilst useful, lead to increased workload and have a greater risk of being lost of spoiled.  I decided it would be more economical to use a digital medium such as Microsoft Forms.  This software was already widely-used in my organisation, it also provided it’s own basic visual reporting metrics.  I was, however, aware that paper surveys are more accessible.  This would depend on the level of access to a computer from respondents.  To counter this, I ensured that the digital survey was accessible through any device at any time, through a QR code or clickable link.  I also ensured that paper copies were provided as a back up in case of inaccessibility or technology failure (DeFranzo, 2021).  The full survey can be seen as 5ADCM20.

[bookmark: _Toc76298941]Support the on-going evaluation and continuous improvement of the organisation’s coaching/mentoring programmes.

For the final part of this portfolio, I will use Gibb’s (1988) reflective cycle to reflect on my own experiences as a coach.  This model is extremely popular and can be used as a useful evaluative tool for learning

Description
The organisation was recruiting staff en masse, with a focus on getting new starters from interview to service within days.  This was a total change as this process historically took around two months. Before starting, colleagues needed to complete ten mandatory training modules using a virtual learning platform called ESR.  ESR is not very user-friendly, especially to new users.  My team had overall responsibility for mandatory training and therefore were usually where ESR queries were directed to.  We are a small team consisting of 3 full-time staff and 3 part-time staff in addition to the Head of Department.  We had learned from the previous four months that new starters were being hugely delayed because of their unfamiliarity with ESR, plus general digital literacy issues.  To counter this, we were proactive and had to prioritise eLearning support.  This took the form of virtual/telephone coaching

Feelings
At the time, my main feeling was of determination.  It was a very high-pressure environment and I felt tired but very aware that I had a job to do and needed to be a role model for other colleagues.  I felt under pressure to embed a solid process in a very short time frame.  I remember feeling frustrated at times, due to the ever changing specifications.  However, this was a time of rapid change which meant that we just needed to ‘get it done’.

Evaluation
In hindsight, this was a positive experience.  I felt I made much needed human connections with new colleagues. I also developed excellent relationships with my team through a shared determination and experience.  There were times when I was virtually coaching up to 20 people in a day, this was quite challenging but was aided by having an open and honest dialogue.  At one point during this period, a full-time member of staff went on sick leave.  This was extremely difficult for me as it meant I had to take on their workload.  We quickly redeployed a colleague from a different team to support us.  

Analysis
Looking back, this was a good experience.  I learned how to cope well under pressure and was able to create a wealth of information for future new starters.  I developed a greater sense of comradeship with my immediate colleagues and learned a lot more about the workings of my large organisation

Conclusion & Action Plan
If I were to experience this again, I would ensure that more time was allotted to the initial training of coaches.  I would use role-play scenarios from the outset to ensure a consistency of language and a systematic approach.  Considering the circumstances, I am proud of this achievement.  I would certainly ensure that there were more trained coaches available, to ensure a supply of staff in cases of staff absence.
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