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Dyfed-Powys Police has used coaching and mentoring for many years, with this being offered by a pool of internal and external coaches and internal mentors. These schemes are delivered via the Learning and Development department and are supported by senior leaders across the organisation. 
To ensure these schemes have the best chance of success, they form part of a wider Leadership and Wellbeing strategy, titled ‘Calon’. This strategy aims to embed a culture within the organisation of great leadership, working with stakeholders and engaging with employees, using a GROWTH model to encapsulate all of these areas (EV1). This strategy supersedes the previous policy document ‘Coaching and Mentoring Scheme – Policy & Guidance Document’, which dates from 2012 (EV10). This policy refers to previous processes for applying for a coach or mentor, which involved the use of a Coaching Co-Ordinator, who would allocate a coach with a coachee. This process is now one which the coachee control, with the ability to choose a coach themselves (Personnel Today, 2008).
The ‘Calon’ strategy has been developed using a number of internal and external documents, ensuring that the most relevant learning has been adopted and integrated into this policy document. It identifies the need for a coaching culture to exist across the organisation at all levels, from practitioner to senior manager and the executive team. This approach is consistent with best practice where the benefits are recognised to link coaching and leadership programmes to enhance the likely success of any coaching programme (Institute of Coaching).
To support the goal of the ‘Calon’ Strategy, Dyfed-Powys Police has committed to upskilling all first line supervisors and above, with the introduction of a force wide ‘Transformational Leadership’ training programme. This 5 day programme aims to equip line managers with the ‘soft skills’ necessary for people management, which includes coaching and mentoring (EV2). The course has been delivered over the last 3 years, using the most relevant information on these topics, including information and academic research, and has now been delivered to between 200 and 300 individuals; both Police Officers and Police Staff.  As well as providing line managers with the necessary coaching skills, it is also designed to assist with the culture change required. This training forms part of an organisational ‘Leadership Prospectus’, which offers options for individuals to develop their leadership skills and to meet the organisations vision; ‘to develop the best leaders to serve the communities of Dyfed-Powys Police’ (EV2). Whilst this is a positive step, there is a continuing question to the effectiveness and suitability of line managers in the coaching process, given their proximity to the individuals they are coaching (CIPD, 2020). Additionally, the coaching level provided within the Transformational Leadership training is equivalent to a level 3 qualification offered by the Chartered Management Institute (CMI), however this is not an accredited qualification. While this is based on current best practice, this would benefit from a formal accreditation. That said, Dyfed-Powys Police are working to implement the option of coaches working towards a level 5 or level 7 qualification in coaching, which supports their continued professional development.
To further support line managers, following the completion of the ‘Transformational Leadership’ training, there are a range of useful documents made available via the Learning and Development Intranet site. These include guidance documents on how to use the OSCAR model (EV6), documents explaining the importance of feedback and how this should be delivered (EV7) and information on diagnostic questionnaires for the identification of personality types (EV8). These documents support line managers to embed what they have learned during the course and increase the chance of these coaching styles continuing outside of the classroom. These models are fundamental for coaching and are recognised as being a vital tool to be able to structure the coaching relationship to get the best possible results (Mind Tools). Gallup (2020) confirm the importance of line managers being supported by their organisation and suggest that time should be spent coaching line managers to ensure that they are able to support and coach individuals themselves. The ‘Transformational Leadership’ should be seen as a good start in supporting line managers carry out their roles.
Following successful completion of the course, line managers are given the option of joining the force wide coaching cadre, which consists of 54 internal coaches (EV16). These coaches are from different geographical locations and from different departments. This offers a wide range of skills and experiences and allows prospective coaches to select a coach that best suits their needs and to identify someone they feel they would be comfortable to open up to. Individuals are then able to request a coach to be assigned to them, by liaising directly with the coach themselves. This ensures that the process remains confidential, with only the coach being aware of the request. The coach and coachee are then required to complete a ‘coaching contract’ (EV3), with the coach also having access to a ‘coaching checklist’ (EV4), which ensures that all coaches are able to frame their meetings and provide the necessary tools for the sessions. The number of coaches in Dyfed-Powys Police seems to demonstrate that there may be a blocker between those being trained in the Transformational Leadership course, and those becoming ‘formal’ coaches, with a shortfall of 150 to 250 trained individuals not wishing to be recognised as formal coaches. This may be due to a lack of confidence, or that they are practicing coaching techniques in an informal manner with their own staff, or in brief informal sessions, often referred to as ‘corridor coaching’. 
The Leadership and Management Lead Trainer has confirmed that there had been done initial evaluation work conducted on the success and impact of this course, with a group of colleagues from one department (EV11). This involved the use of a focus group to obtain the views of line managers within this department. There has yet to be a follow up meeting at this time, however this is clearly something which the organisation should look to progress, as this would demonstrate a return on investment in this area and how this was providing benefits to the organisation. Coaching evaluation is a critical aspect of the Coaching and Mentoring process and allows an organisation to be able to show the impact of an intervention. Prior to any evaluation being planned it is important firstly to understand what an organisation expects the outcome of the intervention to be. Is this improved performance, a change in culture or improved learning? The answer to this will assist in developing a framework for evaluation, which can then take the format of control groups, focus groups, surveys or the identification of an organisation’s behaviour changing (Carter A, 2006).
As well as the formal coaching process, Dyfed-Powys Police also promotes mentoring in the workplace, with this forming part of the initial probationary period for any new starter to the organisation. This process involves the allocation of a ‘buddy’ system, with the new employee being coupled with an existing, knowledgeable member of staff. This process follows a formal initial stage, followed by a varying process, depending on the department and the processes being mentored in (EV5). A ‘buddy’ scheme is a vital part of the onboarding process for any new employee, as this ensures that there is a support network available to new employees, allowing them to check new processes. What is important in this process is that the ‘buddy’ has the time to be able to commit to this process, as well as having the required skills and knowledge in the area of work (Cooper, J & Wight J, 2014). As well as the ‘buddy scheme’ mentioned above, mentoring largely exists within the warranted officer world, with Police Officers using the mentoring scheme when they look to move through the officer rank structure. This type of mentoring is known as one-to-one mentoring where individuals seek out a mentor with the intention of helping them develop in their role with the view of career progression (Mentoring Matters). This is recognised as being an area which needs investigation, as there appears to be a barrier where Police Staff are not accessing mentoring as readily as Police Officers. This may be due to an apparent lack of progression opportunities for Police Staff, when compared with their Police Officer colleagues.
Whilst there is a healthy promotion of the coaching and mentoring ethos in Dyfed-Powys Police, with documents being made available to coaches, and links to site such as Academi Wales’ ‘Coaching and Mentoring’ website being made readily available, there does not appear to be a clear understanding of the return on investment, and it is not clear what impact coaching or mentoring plays in individuals and the organisation meeting its objectives. This view was echoed during an interview with two Learning and Development trainers, who recognised the need the organisation to do more to understand the impact of coaching. They did confirm that feedback forms are being provided to coaches and that there is a ‘coaching network’ which has been used in the organisation in the past, which offers a peer support network for coaches. The Institute of coaching identifies the need for organisations to have a post-coaching assessment process in place, to understand evaluate the effectiveness of the coaching relationship (Institute of Coaching).
[bookmark: _GoBack]As noted above, coaches are required to complete a coaching contract with all coaches, with an additional requirement for Dyfed-Powys Police to report on the number of coaches and the number of coaches that have worked with. The use of a Coaching Contract is an important part of the coaching process, as this sets out the requirements and expectation of both the coach and the coachee. This ensures that the coachee is committed and engaged in the process and understands what will be expected of them in order that the relationship can be a positive and effective one. It also details the confidentiality of the process, which provides reassurance to the coachee that they can be open during their sessions (Hill, 2017). What this does not focus on is the percentage of goals achieved as part of the coaching process, or whether the coachee feels more empowered because of it. To further understand the Coaching process and approach I interviewed two Learning and Development trainers on their role in the Coaching process and how effective they felt the process to be.  Their views were that this is a part of the process which currently needs work. Due to the confidentiality of the coach and coachee relationship (International Association of Coaching), this can act as a barrier to being able to understand how effective coaching is in Dyfed-Powys Police, however it was felt that this would be something done on an individual basis between coach and coachee during their sessions. In addition to this, there is work on-going to implement a small group of ‘supervisory coaches’, responsible for observing coaching sessions to appraise the coaches ability and offer feedback. Whilst this is seen as positive in offering coach feedback, it is felt that it may affect the openness of the sessions and potentially produce false readings. 
Within my role as a Business Support Officer within the HR department, I am not responsible for coaching apart from with my own team (EV17). These functions are dealt with centrally from the organisation’s Learning and Development team. This mirrors the view of the CIPD (2020), who suggest the importance of Coaching in an organisation being linked with the Learning and Development practices and organisational strategies. Given this the evidence provided below is based on what Dyfed-Powys Police, as an organisation, are doing to promote the coaching and mentoring networks that exist. 
On investigation into the impact of coaching in Dyfed-Powys Police and the level to which this is promoted within the organisation, this led me to conduct an interview with an experienced coach in Dyfed-Powys Police (EV9 & EV12). From this discussion it was clear that, whilst coaching and mentoring are offered within the organisation, there are clear gaps where this could be more effective. The discussion identified that there is currently little interaction between the organisation and the individual coaches, with the experienced coach I interviewed only being contacted ad-hoc by prospective coachees to look to engage with them. Additionally, there appears to be a lack of promotion of the benefits that coaching can bring, as well as a potential gap in continuous professional development (CPD) for coaches, which could result in coaches’ skills and abilities becoming diluted and less beneficial over time. Ibarra and Scoular (2019) suggest that coaching is only truly successful in an organisation if it becomes a necessity and not just the latest hot topic, which can only be done by demonstrating its importance and benefits. If managers don’t see coaching as important then this is often an area which falls into the shadows all too quickly and is not used (Weintraub and Hunt, 2015).
This is something which is lacking in Dyfed-Powys Police at present and needs addressing for coaching to be truly beneficial. Whilst the conversation also reiterated the earlier point raised regarding a coach peer support network and the use of ‘Supervisor Coaches’, this was confirmed as not being a process that is currently being recognised and used within Dyfed-Powys Police. These would be two areas where Dyfed-Powys could better invest time, in order to maintain the benefit of the coaching model being employed within the organisation, however this should also be combined with a series of promotional events to demonstrate the benefits that can come from coaching, with the use of anonymised case studies being utilised. I have raised this with the Learning and Development department, with a view of requesting coachees who might be prepared to volunteer for providing a case study or testimonial (EV14). This is something which can be developed easily in Dyfed-Powys Police and will be progressed with colleagues in Learning and Development. Additionally, Dyfed-Powys Police should consider the use of an evaluation framework to be able to demonstrate the effectiveness of the current coaching model. This is an areas where there are very few organisations successfully evaluating their coaching models, however there is a need to understand whether the coachee’s objectives were met and to what extent did the coach facilitate and what value to the organisation was added (Arema). Whilst this is not a simple process, the Institute of Employment have developed methods of doing just this and this is something which should be considered by Dyfed-Powys Police (Institute of Employment Studies).
In addition, whilst the ‘Transformational Leadership’ course was seen to be a vitally important means of altering organisational culture and improving line managers approaches to coaching, the interview with the coach stated that this may not be enough. It was felt that there are great benefits to be gained from a formal accredited qualification, which provides the basis for what a coach is and what a coach is not (a counsellor, a mentor and a friend).  The Institute of Leadership and Management suggest that 95% of organisations see a direct benefit to their organisation when coaching is used and a 96% see a benefit to the individual themselves. To ensure that the coaching process is as effective as possible, however, professional qualifications are vital, with a range being offered from Awards, to Certificates to Diploma in both mentoring and coaching. Without these qualifications being in place, the organisation risks coaches, over time, reverting back to a ‘tell’ approach, or becoming a directive coach rather than facilitating genuine awareness and change in an individual. 
There is also a possible gap in ‘supervision’ for coaches, with the possibility of difficult disclosures not being able to be discussed by the coach after their sessions. Coaching supervision offers an ability to benchmark against best practice, work through any possible ethical disclosures in a confidential manner and can assist in improving the coaches performance by providing real-time feedback (Association of Coaching Supervisors, 2021). It was felt that the Supervisor Coaches would offer a great deal of benefit to coaches and would assist with both supervision, but also to ensure that the coaching process was not diluted over time. 
In summary, whilst it is positive to see that Dyfed-Powys Police has a formal Coaching and Mentoring programme, with the use of internal and external coaches, along with a ‘buddy’ scheme for new employees, my conclusion from the research I have undertaken is that more could be done. There is a lack of promotion by the organisation to the benefits of coaching, which could be done via the use of anonymised case studies, detailing the benefit coaching has had on someone within the Force. This is something which has been raised with the Learning and Development Department to take forward. Evaluation is also a key areas which need further investigation as an organisation, which has been discussed with the Leadership Trainer and the Coach who was interviewed, as at present there is a lack of return on investment of the coaching provision in Dyfed-Powys Police. These are all areas where further work will be completed in the future, working in partnership with Learning and Development colleagues.
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