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Recommendations for Coaching and Mentoring at A-Z Media
This resource focuses on coaching and mentoring, two important aspects of working collaboratively.  This initiative emphasises the need A-Z Media Devices employees to learn and develop throughout their careers so that they can do the very best for the wider organisation.
Coaching and mentoring roles 
Coaching and mentoring are common place in the business world, and according to the CIPD, three-quarters of organisations currently offer coaching or mentoring and an additional 13% plan to offer it in the next year. Most expect to increase their use of coaching.
Conner argues that the learning relationship is central to coaching and mentoring and is more than a set of skill or activities .
Coaching
The coaching role is a professional relationship between two individuals, the coach and the coachee and is a non-directive form of development. Coaching will usually be conducted on a formal basis with the organisation with formal meeting times with a defined goal and timeframe. The coach will be experienced in a certain or set of skills and competencies and coaching is applied to develop and enhance those skills and competencies.  The coachee will have a specific area of development, providing a focus for the coaching and look to acquire this from the coach. 
A coach may be a person from within the organisation but does not work necessarily need to work within the same department or field.  

	Term 
	Working Definition 
	Timeframe 
	Given by?
	Received by?

	Mentoring 
	Advice and guidance on a range of issues
	Long term 
	Mentor 
	Mentee

	Coaching 
	Guidance on specific skills and competencies.
	Defined term 
	Coach 
	Coachee


Figure 1 – The definitions of Mentoring and Coaching
Mentoring
With internal mentoring a more senior position within an organisation is provides support and guidance whilst sharing knowledge with colleague with less experience, thus enabling growth of the individual.  By taking on the role of mentor you will share your experiences to strengthen the mentees understanding of the role and developing their wider viewpoint.
A mentor can expect to take on a number of roles within the mentoring relationship involving a range of skills and behaviours. Which role the mentor adopts at any time will depend on the needs of the mentee and the situation, but could include, sounding board, facilitator, adviser, coach, source of organisational knowledge. Mentoring tends to be focused towards career development as so the mentor acts as a role model, transferring knowledge directly and as demonstrated in figure x tends to be a long term relationship which is much less task-focused than coaching .
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Figure 2 – Teacher, Coach and Mentor diagram 
In 1978 Levinson, although possibly a dated viewpoint, identified strong links between individuals finding mentors at a junior level and achieving top jobs . 
To successful implement a coaching and mentoring strategy at A-Z Media for best practice we should look to the ABC-DE model developed by David Clutterbuck . 
[image: ]
Figure 3 – The ABC-DE Model
As an organisation our Aspiration is to use coaching and mentoring to support the planned changes over the next two years by increasing manager confidence in the new approach and supporting organisational performance objectives during this period and for the longer term. The strategy for implementing coaching and mentoring must be relevant, aligning with our mission statement and values and must fit with existing policies and importantly align with the planned changes. Therefore not just in policies but aligned with benefits and values. The strategy must be developed in a collaborative way and routed firmly throughout the organisation with buy in from all stakeholders, including the Board and Senior Management, suppliers, any external coaches we choose to use and the Trade Unions. The change must be supported in the short and long term and therefore a coaching culture must be implemented. To facilitate this we must make this new strategy the number 1 agenda item. We have secured the commitment of the senior management team. 
This viewpoint is shared by Julie Screaton, trust director of Workforce and Organisational Development, who is convinced that coaching and mentoring achieves results stating that they create a positive impact on personal, professional and organisational progression. She says “it works within our wider workforce strategy, supporting staff with leadership development and career management” .
When beginning coaching there is a need to calibrate the person with what is normal to them and the Myers Briggs personality styles can be used for this. 
Role of H&R and L&D and how this fit with the role of line manager:
It is the role of HR and L&D to design strategy for coaching and mentoring within the business and play a key role in the management.  HR and L&D have the responsibility to select appropriate coaches and mentors, and therefore manage the organisations coaching relationships whilst evaluating the successfulness. HR must understand when coaching or mentoring will be the most effective option with regards to learning and development.      
A-Z Media Devices HR department will need to fully research and define the viable and available options for coaching and the tools and models that can be used to assist in this function such as the Performance Wheel in Figure x. The GROW model is the best known in coaching. It defines goals, considers the reality, explores the options, and the will and commitment by careful use of structured questions. This in turn encourages proactive behaviour and a greater sense of awareness and responsibility .
The Performance Wheel is a tool often used by coaches to help coaches to consider each are of their lives and asses what parts might be off balance and therefore identify any areas that might require focus and attention . 
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Figure 4 – Performance Wheel.
The HR and L&D function must ensure the responsibility for setting up contractual arrangements including confidentiality as a key point. HR will also need to developing mechanisms to evaluate the effectiveness of the mentoring coaching activities. This will be discussed in more detail further into the document.  
My recommendation would be that line managers are most likely to deliver vast majority of coaching over the coming two years. This recommendation is based upon a study report by Jarvis for the CIPD which states that in a recently conducted survey, a third of respondents stated that  this was the case and a quarter more stated that it was the line managers responsibility with just 5% stating that line manager delivered no coaching . The report continues to state that of respondents who used external coaching it was only for a minority part of the coaching that took place and more than 40% never used external coaching. This is likely to be based upon the cost of using external coaches. I would recommend that external coaches are reserved for the Senior Management team to enable them to provide top down support internally.
The CIPD L&D report 2015 highlight coaching by line managers or peers to be the most common development method within organisations as demonstrated my figure 5 . However it is clear that with this expectation that manager will coach employees bring a requirement to train them appropriately to do so. 
[image: ]
Figure 5 - Who is delivering coaching? 
According to an article in People Management line managers hold the key to the maturity of the coaching culture and ensuring they have the tools and skills is of real value. It fall to the line managers ensure the desired coaching is implemented .
Selection/allocation process – equal opportunities: 
The Institute of Coaching discussing the importance of choosing the appropriate coach and matching coachee. They highlight the importance of establishing successful relationships for effective coaching from early stages to achieve high quality results. The Institute continues to discuss the matching process as a subjective science which takes into consideration personal styles, talents and individual skills . 
Achieving quality coaching results will rely on the appropriateness of the chosen coaches. The use of the Myers Brigs Type Indicator, which categorises individuals based upon their preferred way of thinking and behaving, making sense of the differences by sorting people into meaningful groups  will assist HR with the accuracy of this task. The use of these tools will enable HR to match coaches to the individuals needs.  However the Coaching and Mentoring policy devised will need to be clear as to when external coaching or mentoring should be used.  
To ensure that we are acting fairly in our selection process we should consider bring the organisation Chware Teg on board to enhance our commitment to equality and diversity. As an organisation based in Wales we could take part in their business programme, Agile Nation 2, and assist us in producing a Equality and Diversity strategy and action plan to suit our requirements . 
Rajvinder Kaur Uppal discussed more widely, stressing the importance of this consideration. He states the need to refresh the coaching profession with regards to diversity if it is to appeal to larger groups from a diverse client base. He discusses the increase of migration, improvements in technology and communication that have adjusted the was businesses operate globally and continues to state that in 2011 14% of the UK was diverse, however given that this was 8 years ago I feel this figure will have risen significantly. Thus highlighting our need for consideration in the process. He continues to say that due diligence around the topic of inclusion is vital if coaching is to remain fir for purpose . 
Therefore I recommend that we consult with both the Equality Act 2010 in line with all strategy formation and utilise the skills available, at no cost to the business, from Chware Teg.   
Any barriers to implementing and how to overcome:
Costing to consider  –  external coaches, cost of training, cost of resources to replace those hours.
Training of Coaches and Mentors is an important of the implementation process and ensuring that this has been done to a consistent standard to provide them with the necessary skills for effective mentoring the duration of the coaching and mentoring relationships. Costs associated with this can be high, especially in the implantation stages, see figure 6 below. 
	A-Z Media Devices Role
	Qualification
	Cost per person
	No recommended

	Senior Management
	Level 7 Diploma in Executive Coaching and Mentoring.
	£241
	1

	L&D Team Leader
	Level 7 Diploma in Coaching Supervision
	£241
	1

	Line Manger
	Level 5 Diploma in Coaching
	£179
	4

	Total Cost
	
	
	£1198


Figure 6 – ILM Fees
1. My recommendation would be train one senior manager to ILM Level 7 in Coaching and Mentoring – this person acts as an advocate for the programme.  
2. Up skill myself to ILM Level 7 in Coaching Supervision – this will increase my capability to support passed supervise line manager in coaching beyond the point of coaching them.
3. I recommend initially sending 4 line managers on the ILM Level 5   Diploma in Coaching.    
The cost of the initial ILM training totals £1198. However we would need to factor in a reduction in productivity due the time away from usual daily duties for each participant. 
Cost will need to be considered for time out of usual daily duties for coach and caochee and mentor and mentee.  
A barrier for consideration is that manager may be sceptical or reluctant if they haven’t been coached and be of a fixed mindset. We have the ability to overcome this by ensuring they receive a positive experience whilst being coached, affording them the opportunity to develop their own skills in coaching. This should then ensure a turnaround of viewpoint and enable them to provide a positive experience to their team . Jeffery discusses further concerns during conception stages regarding buy in, at willingness to take the time out of bust schedules, but continues to say that having accessed the scheme, staff where able to see the value .   
A potential barrier may be that people are unclear as to what coaching and mentoring is and how it works. However as a technical organisation I feel we are in a perfect position to provide the information compiled by HR and L&D to support the case via an in-house app or via our intranet scheme, allowing access to all available information to all 300 employees. 
Development of a policy and support systems:
Overview Policy document.
The policy should contain a brief regarding the topic and the scope of Coaching and Mentoring
1. Explain what coaching and mentoring are, explaining the differences and similarities
2. Highlight the benefits of the programme 
3. Definition of informal mentoring 
4. Definition Formal mentoring and the relationship with personal development
5. Responsibilities of the Coach/Mentor
6. Responsibilities of the Coachee/Mentee
7. Training 
8. Equality  
Coaching Contract.
Discussing what each party is expecting to achieve from the relationship at the very beginning is essential to ensuring the parties needs are met. My recommendations for what the coaching or mentoring contract should contain are as follows:
1. Confidentiality – essential for trust. What can be discussed with third parties about the relationship and about the discussions, if anything.
2. Duration of programme – timeframe, schedule, location. We may wish to offer flexible workers the option of having these meetings remotely.
3. Organisational objective of the relationship.
4. Purpose and goals to be achieved.  
5. Responsibilities if not in a line manage relationship.
6. Opportunity to evaluate the relationship.
7. The feedback process. 

All points should be discussed, agreed and written up as a record for each party. However the document should be fluid and therefore amended as required. 
L&D could further contribute to the development of coaching and mentoring at A-Z:
For successful implementation we must continue the focus passed the initial two years of change within the business, and insure that the coaching culture in deeply embedded within the organisation. In an article by Wycherly he argues that organisations need to focus on preparing senior staff to be better equipped to maximise their potential for being coached, bring a focus to the selection of coaches rather than being distracted by the matching questions . I would agree that by ensuring that the coaching culture is deep rooted, the process becomes first nature. 
To support this I will recommend that the L&D team appoint champion that is a member of the senior management team. The chosen person must be seen to be actively supporting the strategy with a willingness to act as a mentor to our line manager coaching team and actively going above and beyond to drive the scheme . As L&D Team Manger I will act as a deputy to this champion by ensuring that all in-house training is implemented and providing training material to support the coaching manager. Initially we should start will a mini project that we can later use as an in-house case study to highlight success. 
By further enhancing L&D and HR strategies, such as succession planning, to align and compliment with the coaching and mentoring culture within A-Z Media Devices we will continue to grow by supporting our people in the best way. 
L&D will need to develop mechanisms to evaluate the effectiveness of the A-Z Media Devices coaching and mentoring activities. We will conduct surveys to determine and development needs and gain feedback. 
An evaluation process in introduced to each coach and coachee, and mentor mentee relationship to evaluate the success or failure of the relationship and to determine if goals have been achieved. 
Jeffery discusses an initiative by the NHS where 14 individuals took part in a programme to incorporate reflective practice and undertake research to hone their coaching techniques, learning about different approaches with the aim of creating a pipeline of experienced supervisors . We should consider this as long term strategy to strengthen the business for the future.
Final thought..... coaching industry has yet to develop agreed sets of standards, ethics and/or qualifications to help HR practitioners make good decisions.
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