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[bookmark: _Toc7697643]Introduction
This briefing paper has been prepared to set out recommendations as to how AZ Media Devices implement a coaching and mentoring programme.  This paper will allow the HR team and the L&D team to consider all the factors before the company fully implements the programme. By the end of this paper, we will have identified who will take on the roles, any barriers we might come upgainst, as well as how we can evaluate the programme and making suggestions for the future.
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[bookmark: _Toc7697645]Coaching and mentoring roles at AZ – and how and how these might best be filled

To implement a programme in-house the company can either hire external experts or use internally trained staff with a view to training other staff members in the company.
The HR and L&D team have decided to roll this out internally ourselves, currently, we have three qualified staff members in-house who can initially pilot the scheme, and they’ll support other colleagues who will become future mentors and coaches.  For AZ Media Devices is important to upskill our own staff and by investing in our own talent will we see the benefits throughout the company. (Anne Perschel, 2014)
The main advantage of us using our own staff is that we then don’t initially have the additional costs whilst we pilot it.  Our members of staff will already have a connection with the mentee/coachee and this process will build a firm foundation of mutual trust and respect between them.
There is already a natural alignment to Line Managers role as they are actively fulfilling as part of their daily duties because they are constantly interacting with their teams and have the opportunity to influence them more so than an external consultant.  After formal training has been delivered the Line Managers will become the coach/mentor to their team, it is more applicable for them to do this rather than using someone from outside of the team or department. (Clutterbuck, 2018)
The reason for using line managers is that they already have skills that align with the role:-
· Specific industry knowledge relevant to the company
· They know how the company works and understands the company policies 
· They will have a directive from the SMT to develop their direct reports
· They are aware of the skills and know the areas that they can work on
· They have a good bond and there is mutual respect
· They know how to motivate their staff members
· They have a good knowledge of the roles the team undertakes so they can share previous experiences and knowledge to support them
· They manage conflicts within their team
· They can be supportive of the team
· They already know the individual's goals and objectives
[bookmark: _Toc7697646]The suggested role of HR and Learning function in coaching and mentoring at AZ Media Devices and how this fits in with the role of the line manager.

The HR and L&D teams will play a central role in the implementation and management of the scheme. Both teams need to understand when to use coaching and mentoring, they need to understand if it is appropriate, and also will it be an effective intervention in relation to other learning and development options available to the company. (CIPD, 2019)
The HR team role is to ensure that the appropriate policies and contracts are in place to support the scheme. They are central to instilling the process into the company. They are involved from the introduction, they will ensure that the services are delivered to meet the company quality standards.  They will manage the relationships and finally evaluate the success of the scheme. (CIPD, 2009)
The HR team will: - (Megginon D, Clutterbuck D., Agnieszka B., 2016)
· Create a Coaching/Mentoring policy for the company and ensure this is adhered to by all involved
· Set up contractual arrangements for the programme
· They will measure the process against the companies objectives that have been set for this programme
· They will ensure that the business plan is followed and that KPI’s are monitored and measured against
· They will hold the coach/mentor and coachee/mentee to account, ensuring that meetings are happening 
· They will already know what L&D and skills gaps have been identified for employees from the performance reviews, so they can put forward employees to be considered for the programme
The L&D role is to ensure it happens, they will work closely with Line Managers to make sure they have the correct knowledge, tools to roll out the programme with their employees. 
L&D Team:- (CIPD, 2019)
· Are involved in the rolling out of the programme, this ranges from advertising internally to enrolling individuals on the programme
· They provide guidance and if necessary training for the Line Managers as they are already qualified Coaches/Mentors and will have experiences they can draw on
· They will create and provide templates for the Coaches/Mentors to use throughout the process
· They are able to share best practices, they advise on the different types of mentoring/coaching styles that can be used in the company, and when to use them, for example, they might suggest that group mentoring (Clutterbuck, 2019) is relevant for one team, but others may benefit from a one-on-one approach (UCDavies, n.d.)
· They will be able to recommend tools for the Line Managers to use, such as GROW and OSCAR these models allow the process to be broken down to easy steps that give a framework to work towards. (Mindtools, 2018) (BusinessBalls, 2019A) 
· The team will ensure that the Line Managers have the essential soft skills so that they can interact with their staff members.
· They will help the Line Managers with their questioning techniques to ensure they are getting the most out the sessions
· Advise when to ask questions that will help open up the coachee/mentee allowing them to identify concerns and share their thoughts.  Padesky referred to this as informational questioning (Padesky, 1993)
· Listen, be open to whatever is said without making a judgment, or a desire to steer towards a determined outcome.  Listening and questioning support each other and go hand in hand.
· Summarise often, this helps the coachee or mentee hear back in their own words and continually backs up what needs to be worked on.
[bookmark: _Toc7697647]Selection/allocation processes and equal opportunities in relation to coaching and mentoring schemes at AZ Media Devices.

As a non-unionised employer of 300 employees it important that employee representatives for the company are on-board and are happy with the whole selection and allocation process.  Involving the representatives will create a sense of understanding from both sides this is essential for the sustainability of the programme, seeing both the employees and the company reaping the benefits from the improvements this programme makes.  (ACAS, 2014) (CIPD, 2019)
It is really important that the recruitment and selection for the programme is compliant with the Equality Act 2010 and our own Equal Opportunities Policy. At AZ Media Devices we will ensure that there are equal opportunities for all interested parties to be involved in the programme.  No one will be treated less favourably because of age, disability, ethnicity, gender identity, maternity/civil partnership, pregnancy/maternity, religion/belief, sex or sexual orientation. (GOV.UK, 2013)
“Being a distinguishable minority creates the potential for conflict or constraint in any situation; being a part of a small minority in such a cohesive group as the police is a further problem, but to be a woman in such an insistently masculinist culture triples the problems” (Hendersohn, 1995)
Although this quote is over 20 years old it is about the segregation in the UK Police force where there is still a horizontal and vertical gender segregation, as a Technology company our workforce is male-dominated mainly because computer science university degrees did appeal more to the male demographic, however over the last few years we are starting to see change as more females are taking this degree now. (Gianettoni and Guilley, 2016)
In an America study that was undertaken in 1994, it found that ethnic and/or gender matching helped the longevity of the relationships.  During the matching process, it is important to consider the roles each play and do they have similar interests outside of work as this helps the bonding process (Fujino et al, 1994).
The programme will be marketed the same as other internal company initiatives, we will explain the benefits of the programme and address any concerns that might arise, for example, this could be around the confidentiality of the meetings and the output and who the information is shared with.
Recruitment can be done via presentations, email, or a series of webpages on our intranet, but preferably it will be a multi-channeled approach to ensure that all employees are aware of the process and potential benefits for them.
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Any barriers in relation to implementing coaching and mentoring at AZ Media Devices and how these may be overcome.

When implement and planning a new process it is important to have a structure to follow. The ABC-DE model shown in figure 1 below is a recognised model used by experts within the coaching and mentoring field.  David Clutterbuck recommends using this model during the planning stages of a project as it breaks down the stages from implementation through to evaluation it will also help to identify any barriers.  I have included the full plan as Appendix B - A set of recommendations for coaching and mentoring arrangements and advice going forward at AZ Media Devices

[image: ]
Figure 1 ABC-DE of coaching culture planning and interpretation (Megginon D, Clutterbuck D., Agnieszka B., 2016)

[image: ** PLEASE DESCRIBE THIS IMAGE **]
Figure 2 Organisational barriers to coaching (Free Management Ebooks, n.d.)
The image above represents the barriers that research has identified that could prevent a company from maximising the benefits of coaching and mentoring as a way to develop their employees.  Ehrich and Hansford, (Ehrich, 1999) also identifies additional barriers a company can face:-
· The companies culture, it is important to understand the existing culture, is the existing culture ineffective and are we driving this behaviour in the workforce.  Changing this will take time, we may need to make organisational changes and bring in experts to assist with this
· Resistance from senior management, early engagement is essential, effective communication is important with the key stakeholders and this should be done early on. They need to be sold on the idea in order to gain their support, as they are vital to the programme as they could undertake the role of the coach/mentor as they are seen as experts
· Lack of understanding of the value of coaching and mentoring is, it is important to clarify what it means to everyone so that they know why it is important to the company, having a common language is key here
· The credibility of internal coaches and mentors, by using Line Managers, the respect is already there as they are performing this role informal every day
· Employee resentment felt by those not involved in the scheme or the perception of favouritism to other employees, it is important that everybody is given the opportunity to be part of the scheme
· Lack of commitment from coachee or mentee during the process, if the process isn’t working for the individual then we need to review it, we may need to possibly find a new Coach or Mentor or alternatively stop the process as it is not the correct training style for the individual.
· Costs to implement, training coaches/mentors initially the cost is low as we have trained L&D team members who can work with the pilot group. After the pilot there will be a cost for training Line Managers to take on this role, the initial outlay is high, however, we will see savings in the future by not having to pay out for offsite courses.  A report written by David Rock identifies that by training our own employees to do this role, means it is a more sustainable and robust solution for a company. (Rock, 2016)

Below is a breakdown of estimated costs for training the Line Managers so that we can then roll this out to the rest of the company, costs are broken down to a 2-year plan. Out of the 300 members of staff we have, 25 are Line Managers, for the purpose of the costing this rollout I have averaged their annual salary to be £35K, so the figures below represent the outlay for the company initially. 
	
	Year 1
	Cost
	Year 2
	Cost
	Total Cost

	ILM Coaching and Mentoring Training and Qualification – 6 days offsite over 6 months period of time (Call of the Wild, 2019)
	Phase 1 - 15 Line Managers -  £1,265 per person
	£18,975
	Phase 2 – 10 Line Managers - £1,265 per person
	£12,650
	£31,625

	Cost of employee time  for the above offsite course  
	The daily rate of employee - £134.62 
	£12,115.80
	The daily rate of employee - £134.62
	£8,077.20
	£20,193

	Expenses for travel and food, car sharing included
	Per day
Mileage costs £144
Food costs £300
	£1,944
	Per day
Mileage costs £72
Food costs £200
	£1,632
	£3,575

	OVERALL COST
	
	
	
	
	£55,393

	Per head cost
	
	
	
	
	£2,215.72
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For this process to be implemented effectively, it is important that the company’s documentation backs up and covers the full process of the programme to ensure it is rolled out effectively.  
Below is a list of documentation the company will need to have in place:- (U.S. Department of Energy Office of Learning and Workforce Development, 2014)
· Forms – application forms for both the coach/mentor role and also forms for employees requesting to become a coachee/mentee.
· Training and Development Policy – this will document the company’s commitment to train and development the entire workforce, to ensure that they gain the necessary skills to reach their full potential.
· Training Agreement – this agreement is between the employee and employer agreed and signed before any training is provided. It will provide details of what happens if an employee was to be dismissed or leave the company whilst they are undertaking training. It will detail if and how costs will be recuperated if the employee’s contract ended. 
· Confidentiality Agreement – this agreement will give the coachee/mentee piece of mind that information shared in sessions are confidential and kept private between them.
· Coaching and Mentoring Policy – this details what coaching and mentoring is and the roles people will play in the process, it will include the benefits, the responsibilities, the application, and matching process – see Appendix A for full policy.
· Data protection and GDPR Policy – these policies will detail how the company intends to meet the regulations set by the Government, these are vital to the success of the project as employees will want to know how their information will be stored, the information should be kept private and not shared with others in the business.  The policy will detail their rights to access their information at any stage. (GOV.UK, 2018)
· Evaluation – it is important that the company has feedback on the process. 
· The Kirkpatrick Model (Kirkpatrick Partners, 2018)  is a commonly used method to evaluate the effectiveness of learning solutions, this model is made up of four parts:-
· Reaction – measure the participant's initial reaction to understand what the programme means the employee
· Learning – measures how much information has been absorbed during the process, and does it map to the individuals learning objectives
· Behaviour – has the training influenced the employee, are they able to apply to their job.
· Results – measure and analyse the impact of the training on the individual and also their performance in the business
· Feedback about employees
· Before the coaching and mentoring programme starts it is important to gather 360-degree feedback from colleagues and managers that work with the employer this will provide areas for improvements that can be worked on. (Chamoro-Premuzic, 2017)
· Feedback from employees at the middle and end of the process
· There are various ways that companies can collate feedback but the most popular way is to set up an online survey that is anonymous, so individuals can provide open and honest feedback. (Agular, 2014)
· Templates - the company should have templates for Coach/Mentors to be able to use
· Models - that can be used to establish what the employee is looking to get out of the sessions, the GROW and OSCAR are ideal tools for doing this.  
· Questioning techniques – there are multiple techniques that can be used and these include open, closed and funnel questions using these techniques will allow us to draw out what the employee is looking to get out of the sessions.
· [bookmark: _Toc7697650]Business strategies and KPI's need to be monitored and also measured throughout the process.

A summary of how you could contribute to the further development of coaching and mentoring at AZ Media Devices

Once the programme has been piloted we can then evaluate the effectiveness of it, so we need to review feedback and evidence to see if it has been successful or not.  If will be apparent if it has as others will be asking to be involved in the process and the company will see changes in employee performance. (A., Carter, 2006)
Things that should be reviewed, has there been:-
· A change in attitudes
· A change in the way individuals work
· Are there any accomplishments that can be attributed directly back to the program
· Is there an increase in staff productivity
· Did absence level reduce and can this be linked back to the programme
· Less disciplinary meetings taking place 
· Are we retaining our talent
· Any cost reductions in areas of the business, for example, reduction in temporary staff costs to cover sick leave
· Has staff morale improved
· Is there improved employee engagement
All feedback should be critically reviewed, the company should be prepared for good and bad feedback, whilst it’s good to rejoice in the positive feedback it is also important that we take on-board critical feedback as this will help us to rethink and improve the process.  
It is also important to focus on what type of coaching and mentoring has been more successful, for example, Group coaching may be the best approach for the company. This approach will cut down on one-to-one sessions meaning the coach’s time is just focused on one session with the team rather than several separate sessions each month.  The group sessions will develop the whole group, it will improve the team's function and give them a clear focus and understanding of their goals that they are working towards. (Coach Mentoring, n.d.)  
[bookmark: _GoBack]Once the pilot has been completed we would look to start rolling out the scheme to the rest of the workforce, this should be done over a 2-year timescale.
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· Appendix A - Mentoring and Coaching Policy
· Appendix B - A set of recommendations for coaching and mentoring arrangements and advice going forward at AZ Media Devices
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