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Preface to Strategic report

As part of researching, preparing, and building the case for Hoxby | felt that a clear explanation to help
the reader understand the definition and context of the organisation upon which the strategic report is
based. Hoxby is a curated community of over 1,000 freelance self-employed associates across 30
countries with sector expertise in multiple industries. Associates on becoming a member of the
community self-select and apply to become part of project teams coming together for the duration
of that work either taking on an individual contributor, project lead or business director function. In
terms of organisational design Hoxby does not have a traditional and hierarchical structure and is
more aligned to a teal organisation that is a “living organism, that is characterised as by self-
organisation and self-management with a multiplicity of role often fluid” (Frederic Laloux, 2014).

The Senior or Executive level within the Hoxby community can best be aligned to multiple descriptors
and individual contributors; Associates, Project Leads, Business Directors, Managing Directors and
Founders in terms of attachment to work activity. The key measures of an individual's performance
are two-fold; quality of the work output delivered to clients and consistent embodying the Hoxby
values #lovewhatyoudo/#giveget/#bettertogether/#respecttheworkstyle/#alwaysiproving

Personal and professional development in Hoxby is self-selective to holistic and evolving learning
experiences. These are based on a growth mindset to constantly improve the individual, and services
to clients as well as support the community’s primary aim to build a world of work without bias



1:1 Critically compare the Strategic purpose of Coaching and Mentoring at an Executive/Senior level

A critical comparison of the Coaching and Mentoring as interventions at senior level warrants bringing
some clarity to their each of their definitions where often individuals and organisations use them
interchangeably. A Carter in his 2001 study for the IES asked exactly this having proposed the question;
“isn’t Executive Coaching just Executive mentoring by another name” or indeed “applying traditional
coaching techniques to senior level”. Ultimately, this leads us to find that the meaning of Coaching and
Mentoring is a changing dynamic Robert Garvey, Bob Garvey, Paul Stokes, David Megginson (2018). One
that is in time expanding and evolving to be more complex especially to the businesses engaging its
expertise.

A Carter (2001) defined executive coaching as “a form of tailored work-related development for senior
and professional managers which spans business, functional and personal skills”. This for the most part
| believe stills holds validity two decades on but with the addition of the how, “Coaching is unlocking a
person’s potential to maximise their own performance. It is helping them to learn rather than teaching
them.” Timothy Gallwey (2001). Mentoring on the other hand, can be defined as “off-line help by one
person to another in making significant transitions in knowledge, work or thinking” Clutterbuck &
Megginson, (1999). To give some energy to these mentoring puts in advice, content, and information
whilst coaching can be seen to pull out solutions and data.

In the following table, | place both the distinctions and similarities alongside each other to better
demonstrate their rationale and purpose for each in the work environment:

Coaching Mentoring
The strategic purpose of coaching is to improve | Traditionally mentoring activity involves the
and maximise performance, with attention to | passing of expert knowledge in one specific
those in leadership roles who are ultimately | domain to another individual with less expertise
responsible for getting results. This can be | (Grant, 2001). Commonly, workplace hierarchy
based around an issue or behaviour that is | plays a key part, but executives are beginning to
acting as a barrier to the individual’s workplace | realise that knowledge is not a one-way street
performance which impacts the culture and | (Greengard, 2002). Therefore, reverse mentoring
commercials they lead. is an innovative way to encourage learning and
Integral to this is the changing role the Coach | facilitate cross-generational relationships
plays in the relationship during the coaching | (Marcinkus Murphy, 2012) to ultimately develop
and in the contracting period. From initially | millenial leaders that contribute to an
exploring data to gain understanding of the | organisation’s strategy.
situation, through to exploring more deeply | The relationship is less prescriptive in nature and
emotional responses and assumptions | therefore less likely to have an emphasis on formal
(Hawkins & Smith, 2013) Within coaching | contracting.
advice is not ordinarily given with the intention | Mentoring is often longer term to direct and
being for the coach to facilitate learning | supportthe mentee to construct a relevant, larger
helping the coachee to find their own | picture that will animate their career choices into
solutions. the future (Hawkins & Smith, 2013). Just as new
knowledge can be imparted by the mentor, some
situations will find both working together to help
the individual see things that “have become too
familiar to them” (Clutterbuck & Megginson,
1999) especially in times of change.

Just as these demonstrate the differences in purpose between the two approaches, | believe they bring
together a portfolio of skills and behaviours that transverse any perceived dividing line. They align as a
“form of development in which a person supports and challenges in achieving a specific goal” European



Mentoring and Coaching Council (2019). They both share a common strategic purpose in that both look
to the future, fostering individual development and performance in a business context.

Lived experience informs me through a different lens but with the same outcome. Form time as a Talent
Acquisition Specialist for Gap Europe informally mentoring internal and external candidates to leading
the Recruitment function for Café Nero with an Induction mentoring scheme. Each had their nuances but
with the shared vision to enable improved self-awareness, improved individual behaviour which
ultimately contributed to the commercial, cultural, and organisational performance of their brand at a
group level.

1:2 Critically review the organisational: context, strategy, culture & conditions required for effective
coaching or mentoring at an executive or senior level

Each of these four elements play a vital contribution to the overall effectiveness of any coaching or
mentoring at a senior level.

Context:

This naturally differs from organisation to organisation due to economic, people and operational
performance. However, it is essential that the context has clarity to be effective and all individuals
understand their role (Hawkins, 2012). This clarity would ideally come from consensus amongst its
leaders on the purpose and outcomes of coaching and mentoring interventions that will benefit the
business (Lawrence and Whyte, 2013). That context also needs to be able to hold and continue to allow
for interventions to be embedded to ensure future effectiveness. Rogers, Whittleworth and Gilbert
(2012) further highlight the importance of everyone being clear on their role in embedding coaching.
(David Clutterbuck & Lis Merrick, 2014) asked who should be involved? The consensus is “all
stakeholders” to achieve buy-in and establish priorities and headlines to agree that context. The healthy
organisation can predispose a healthy context, if a business is not in a state that cannot agree and set a
context this will strongly impact any effectiveness. For example, if there is a culture of mistrust and
breaches of psychological contracts occur, then any adoption of a mentoring or coaching approach is
likely to be complex and less impactful. (Alain Cardon, 2008) in his case study on a large leisure
corporation found he had to appraise the context to determine a hands-off approach to systemic
coaching in order to tackle a strength of organised resistance of the 60 strong participants including the
CEO the that gave no room for failure and rejection of the coaches.

Strategy:

Once the context is agreed and clear, a strategy needs to be developed detailing the approach the
organisation will take. Clutterbuck and Megginson (2010) highlight the importance of the delivery of
training in line with a clear strategy. When developing the strategy particular attention needs to be given
to how coaching or mentoring is evaluated through data that can robustly measure its value as part of
the L & D offering and prove its worth to the business. Without this evaluative element you could argue
as (McGurk, 2012) did that the value of coaching is often compromised. Providing clear evidence on the
return on investment from the adjusted value of coaching or mentoring against the cost of these
activities. In my own experience in Retail HR teams, | was challenged to evaluate HR’s impact with
sequential year on year reductions in resource spend proven through key performance indicators aligned
to strategy. (Carter, 2001) through his numerous interviews found feedback that stated it was easy to
evaluate from an individual’s perspective and easy from a coaches’ point of view, but the corporate
perspective is really difficult.

In many organisations, coaching and mentoring occurs as a scattered and disjointed series of activities,
rather than as part of a coherent and integrated strategy (David Clutterbuck & Lis Merrick, 2014). Within
Hoxby, 5 years of experiential growth to 1000 self-led associates, mostly devoid of any traditional
hierarchy could be seen to align to Clutterbuck & Merrick’s observations where coaching and mentoring
have largely up to this juncture been organically grown and where most opportunity lies. | would argue
that any strategy development consistently needs to be done in a collaborative way, grounded in business
strategy, and aligned to organisational culture (Hawkins, 2012).



Culture:

In Retail organisations | have born witness to a spectrum of cultures ranging from toxic too cold to
inspiring and go hand in hand with the broader learning and development provision. Where employees
at all levels including leadership feel connected, listened to, welcomed, and valued this will allow for a
coaching culture to flourish from the internal coaches delivering to those receiving coaching where they
feel safe to take risks and fail over time. Time and People are also key factors we should be considerate
of. (Clutterbuck, 2014) in his paper on seven components of a successful coaching and mentoring strategy
puts talks about the centrality of “the work team at the heart of the coaching culture”. Whilst it might
imply that a coaching be inherently internal, he does support a balance of both external to compliment.

Lindbom (2007:102), references time and highlights how a ‘culture of coaching requires commitment,
consistency, and dedication from leadership’. Away from the experience of coaching being a singular
intervention, this focuses on there being a consistent commitment by leadership to advocate and embed
the practice in its organisational culture for lasting impact. So does Passmore and Jastrzebska (2011)
describing the development of a coaching culture as part of a ‘journey’ with five stages; informal external
coaching, strategic external coaching, a dominant management style that is coaching, all stakeholder
coaching and external coaching to the wider community. Clutterbuck and Megginson (2005) led the way
in proposing that a coaching culture is one in which “coaching is the predominant style of managing and
working together.

To know a coaching exists also has a place in our critique, as we began by seeing how culture is difficult
to define, Van Nieuwerburgh (2016) asked, how do we know it is exits? He sees it as “reasonable if based
on the experiences of its people and its clients or stakeholders... with a dual focus that supporting the
organisations goals on one hand and the growth of the people within”.

Conditions:

Conditions for coaching to prosper in an organisation can be both externally affected. = Never more so
than in our current macro climate. Whybrow, A., & O'Riordan, S. (2012) saw organisations today
characterised by flexibility, hypercomplexity and chaos. Perhaps Chaos is better represented by Crisis.
Financial uncertainty and inevitable organisation structural change give rise to conditions that some will
not have faced before. Just as Whybrow, A., & O'Riordan, S. (2012) almost ten years ago argued coaching
to be part of a survival strategy for some, but for others a means of optimizing individual and
organisational performance and innovation, creating a human capital advantage over competitors.

1:3 Critically evaluate alternative L & D methods to Coaching & Mentoring (Must be at least 3 and
must include key sources)

Citing a myriad of L & D methods including (360-degree feedback, External training, Internal training,
Performance reviews, Secondments, Shadowing, Process consultation, Action learning, digital classroom
training and workshops) these could all be available to organisations in their provisions to leadership.
Choice will be inherently influenced by existing learning culture, decision makers, spend availability, in
house HR structure as well as existing organisational design.

In putting forward the rationale for Coaching and Mentoring at a Senior level, giving context to the
Learning and Development landscape will | believe give a validity that no one intervention will be uniquely
successful. Therefore, a more blended approach inclusive of Coaching and Mentoring that can flex over
time to the individual, the organisation & their shifting operating environments. Those most relevant
alternatives to Coaching and Mentoring to evaluate alongside them would be Performance reviews, In-
house training and 360-degree feedback inclusive of what the positive & constructive implications they
all have. This has been laid out as follows for ease in critiquing them:



PERFORMANCE REVIEWS

IN HOUSE TRAINING

360° FEEDBACK

POSITIVE Reviews are understood to all, Consistent delivery of training Based on a model that is varied,
with a familiar, structured over time and number of people multiple, anonymous, and more
framework to enable a dialogue Training embeds and can be rounded. This method can
about the individual’s impactful through the volume of | provide data that is broader
performance that operates at all numbers trained. There is showing recurring themes
levels of an organisation. opportunity to allow for follow across strengths and
Review purpose is usually clearly | up support by fellow trainees weaknesses which an individual
communicated throughout an Cost effective compared to hiring | can perceive as fair because of
organisation with detailed of external expertise. its various sources. It can also
preparation and follow up often Organisations can tailor training be effective in bringing
linked to a financial incentive. to work internally for them. awareness to other’s

The design can be specifically perceptions important in
tailored to house “safe” teamwork and leadership.
environments for senior leaders Opposite to traditional

to learn especially in digital, non- | performance reviews, this
classroom-based learning where | method provides lots of data
executives are busy inside of when most employees face the
office hours. issue of little or no feedback.

CONSTRUCTIVE | Traditionally, reviews are annual | Take up, attendance and use of The 360° feedback tool uses
and occur once a year so can be learning can suffer without often lengthy and time-
viewed as a fixed and reactive credibility of the HR/L & D team consuming questionnaires
intervention that provides little Standalone training without a which can be too focussed on
support trying to capture a full strategy or wider plan can be lost | negatives and weaknesses
year’s development. The review | amongst other internal activities | harmful to potentially already
is led by the individuals line Activities can be in danger of not | negative cultures. Their
manager, so the impact of this being benchmarked externally to | confidentiality can highlight a
method is heavily affected by new approaches using only 1 lens | lack of objectivity because each
their training ability and the (that of the company) reviewer is human, bringing a
relationship between the two lower data yield with the
parties. Psychological contracts individual no forum to respond.
exist between employee and line Contrary too much data can
manager as well as in this overwhelm an individual on
scenario reviewer and individual. what to initiate to change or
If trust and safety are not present develop.
this method can be meaningless
and thus ineffectual.

IMPLICATIONS | Competency and performance This method suggests that an Where there is both scale,

management frameworks vary
enormously so therefore their
impact will as well. Those that
are rigid, little or no input from
the person reviewed with no
alignment to overall strategy
commercially and people wise
will be paid lip service.
Organisations that embrace a
growth mindset approach, which
is agile, engaged from both sides
and regular will both reflect on
what has been achieved, discover
strengths to build on and
opportunities to learn through
being open to fail.

organisation is committed to the
development of its leaders.
Without independent measure
internally or externally, In-house
training’s impact and value
would at best be inconsistent. To
be most effective, this
intervention should not be
created, delivered, measured,
and reviewed in isolation but as a
learning suite tailored to
individual learning styles,
individual goals in alignment to
the organisation’s strategy.

diversity, and trust in a
hierarchical organisation this
method can be impactful for
leaders where ordinarily their
seniority maybe a barrier to
gaining honest insights.

As a tool it requires co-
ordination and timing which if
well organised can offer multi-
faceted feedback otherwise not
available through other
channels.




Each of these three alternatives learning and development interventions critiqued above with their
explained strengths, restrictions and impact support the contention that no one method will hold the full
weight of successfully developing its senior leaders. A multitude of factors should inform the decision
makers in the business case for Learning and Development methods. Those factors such as Time, Human
Capitol, financial restrictions, technological solutions, and Culture will and should play a part in deciding
the blend of Coaching and Mentoring amongst a wider L & D strategy that is right at that time that in turn
is aligned to its business strategy. Whilst overwhelmingly agreed as the McKinsey report “Essential’s
components of a successful L & D strategy” 2017 found, over 60% in the Brandon Hall Group 2018 Human
Capital Management Excellence Conference that there was no explicit connection to the company’s
strategic objectives.

What is apt for a small business without the resources of an HR or Learning & Development team or the
constraints of a fixed learning legacy may well be a cohesion of interventions that are more agile, in real
time and responsive to economic climates. Whereas for a matrix organisation with an evolving culture
may have the scale and operation to support, implement and measure such blended approaches of which
coaching, and mentoring should play a pivotal part.

1:4 Determine the relevant factors which can impact on how coaching or mentoring are integrated
effectively at an executive or senior level (at least 4 factors)

Multiple factors will inevitably impact the effectively integration of coaching and mentoring at a senior
level but overriding it is the organisational structure and its environment which will be the biggest levers
in its success. Within the two, other factors relating to organisational design and strategic organisational
plans used will be discussed.

Firstly, organisational structure plays a key role as to whether a coaching culture both exists and
flourishes usually with a top down approach. Goleman (2000) cited the measurable correlation between
differing uses of leadership styles and the “Coaching Style” and measurable effect on financial results
drivers of Climate such as reward and responsibility. Therefore, for all senior managers to experience
coaching so they can in turn adopt a coaching style in the line management of their teams to then role
model these behaviours (Clutterbuck and Megginson, 2012).

Secondly, coaching champions that can sponsor it as a complimentary intervention is also another factor
in embedding its validity especially where it is new. Hawkins (2012) sees this being appropriate in these
individuals taking the leading of coaching steering groups. Also, senior leaders if they adopt coaching
behaviours consistently through their sponsorship, managing and role modelling will be vastly impactful
on the rest of the organsiational structure. If a senior leader adopts a growth mindset where time and
approach is flexible, giving coaching priority it is far more likely to embed through its people behaviours
and demonstrate its worth in business performance.

This alludes also to the influence of an open culture and support from within with research showing that
organisational culture, their shared values, and norms, establishes the environment for learning and
impacts organisational performance (Jones 2009). Kilburg and Diedrich (2007) found very few
organisations with fully embedded strategies with a coaching culture indicating less support for coaching.

We cannot look at Executive stakeholder in isolation, senior leaders guide large teams and in turn
multiuse of individuals. These individual contributors whether a permanent employee or freelance
associate should have timely access to coaching themselves throughout their lifecycle with the
organisation. Employees or associates voluntarily enter both a contractual and psychological contract
with an organisation. Be it at talent sourcing stage sharing Coaching as a benefit expressing itself in a job
advert or as part of an employee’s onboarding with their line manager during probationary periods or L
& D team introducing Coaching as part of objective setting through to playing an integral part in their on-
going specific development programme together with other interventions. Arguably in current times



outplacement coaching during redundancy, can support the individual who otherwise would continue to
be viewed as part of a talent management strategy.

Therefore, there is validity in looking right across the organisation when determining the factors
impacting the integration coaching. Van Nieuwerburgh (2016) highlights the importance of democratic
voluntary involvement. If all individuals have a choice both to participate and those who take part can
contribute positively, there is far more likelihood of this approach being embedded and effective.

Together with its people and structure, coaching’s integration will also be impacted positively and
negatively by its strategic plans and the formal documentation it uses to demonstrate the role coaching
plays in any given organisation. Research by the CIPD (2008) found 25% of organisations formally
included executive coaching leading to an interpretation that its use is seen as a stand-alone activity.
Therefore, its strategic deployment is key, to ensure that coaching is ‘seamlessly built into the structure
of HR systems that they happen automatically’ (Clutterbuck and Megginson, 2006:233).

A systematic approach that is collaborative and change orientated between business leaders and HR and
that is self-evident in competencies and performance management process will allow a coaching culture
to embed. Competency frameworks should link to performance management tools throughout the
individual’s journey from job descriptions within the recruitment process, probationary reviews through
to performance appraisals. Reviewing the job profiles, and person specifications to include the
requirement to coach impacts the embedding at the earliest points of engagement.  Withing the
recruitment process from advertising to assessing and appointing those with coaching experience or the
ability to develop their coaching skills will further compound its contribution. During performance
reviews whatever the framework for these, an individual should experience a coaching conversation.
Effectiveness needs to be measure and reviewed to continue to embed coaching and its contribution to
a holistic approach to organisational learning. PUT IN DIAGRAM FROM ARTICLE. Using qualitative
feedback as well as key metrics from employee surveys may well provide data insights that inform the
ongoing journey of a coaching culture.

2:1 Critically analyse the (1) knowledge (2) skills (3) behaviour and (4) practices necessary for effective
coaching and mentoring (refer to all 4 and ensure key references)

It is arguably a blend of knowledge, skills, behaviour and practices and the application of these to any
given individual and environment that will result of more effective coaching outcomes. Tiinde Erdos, Erik
de Haan & Stefan Heusinkveld (2020) in their research challenged the more conventional thinking of
cause-effect on coaching with one that is context sensitive. | believe that all 4 take a role within the
Coaches’s competency and therefore ability to be effective. Looking at both the ICF and EMMC
competencies and how they manifest will allow us better critical understanding through a contextual
lens.

Firstly, exploring the knowledge required to be effective in the working context of coaching and
mentoring is foundational. From the commitment of a coaching professional to self-development, use of
models and techniques to the managing of the contract these are all cited areas within the EMCC
competency categories. All three aspects without each other heavily impacts the effectiveness of the
coaching partnership and are interconnected to all four elements. Knowledge can most obviously relate
itself to coaching models of which there are hundreds and as coaches; our understanding of them. It is
not merely the “knowing” of a plethora of models but utilising these interventions as Noel Jimbai (2009)
states to “help us to develop flexibility as coach practitioners” not as a rigid or prescriptive because they
can be viewed from a systems perspective. This is where the EMCC guidance to both apply and connect
various models to help the client but as | would see very much in partnership with the coachee. There
are schools of thought that knowledge relates to the business environment with complementary
expertise being needed in an area helpful to the coaches identified problems (Battley, 2006).



Let’s next rest upon the skills necessary in order to bring the knowledge discussed above to the practice.
Once again, the EMCC steers its members to apply models and tools, techniques, and ideas beyond the
core communications skills to bring about insight and learning. However, these core skills; active listening
across all levels to questioning that is powerful and elicits new data and creates awareness as well as
directly communicating and using language to the greatest effect also play their part. Another skill that
has gained more prominence is that of presence, Lliffe-Wood (2014) breaks this skill down further into
four modes coaches use to be fully conscious that allows coaches to understand themselves as well. That
coupled with the skill to establish a trust and intimacy with the coachee where high levels of psychological
safety are demonstrated can be the glue to the bring effectiveness. It is also the coach’s skills to be able
to bring both agreement in the coachee, manage their progress through goal setting whilst leaving the
responsibility of action with the client.

The pre-requisite behaviours to effective coaching reveal themselves in the ethical and professional
standards coaches bring and more importantly how they apply them appropriately to any given coaching
scenario. Carter (2014) cited in her study on taking in both coach and coachee’ s perspective (one quite
under searched still) that the ability of the coach to communicate his/her values, ethics and ways of
working were integral to a good relationship.

Finally, there is the practice both of the coaching interactions themselves and that of the self-practice of
the coach. Not only is it the actuality of the coaching session or programme but the consistent practice
much like an Olympic gymnast seemly repeating over and over the same movements but with the skills,
behaviour and knowledge achieves a transformative and perfect routine. The practice that is self-directed
through reflection can be seen to be the element to close the loop for the coaching journey to continue.
Coaches and mentors alike are expected through professional bodies such as the ICF and EMCC to show
a commitment to self-development, this can be through deliberate action and reflection as well as gaining
regular supervision. Passmore (2011) focuses on the acceptance of coaching as a “learning journey for all
participants” this is where coach supervision plays a part in the well-being of the coach.

2:2 Critically review an effective coaching or mentoring model which can be followed, at an executive
or senior level

A less commonly known about and seemingly less written about model that over the past decade that
has been increasingly adopted is that of John Heron’s Six categories of Intervention. It’s lack of academic
critique does not necessarily reflect its validity as being effective in senior level coaching. Heron (1999)
himself notes that there was an organisational revolution where companies were becoming monolithic
and in which the key to management is the “great flexibility of style of handling power. Grounded in the
context of counselling he challenged the dominant thinking around the educational relationship between
teacher and student which could be substituted with coach and coachee. On this premise and the holistic
approach Heron gave | wish to review both key frameworks within the model; authorities and facilitative
or sometimes more simply known as directive and non-directive approaches. The diagram below gives
clarity to each framework and each of the six categories of intervention:



Heron's Six Categories of Intervention Analysis

N Authoritative Style

style

Directive
Mode

P A N
“Confronting
DA DS A

Non-
Directive
Mode

| believe we can also align these interventions to the panorama of leadership styles that Coleman (2000)
discusses. Having pulled on research by Hay/McBer he found that “leaders with the best results do not
rely on only one leadership style”. Sitting firmly in the seat of the Sponsor or organisation, it is the
flexibility of the framework which lends its application to both diverse work contexts, leadership styles
and individual leadership development which Coleman refers to. Companies wishing to engage this
model may do so to rightly challenge inherent leadership styles where change is a constant theme.

However, in the case of leaders that are less experienced, there is a default of the less experienced to
use the prescriptive style which does not allow for input or discussion from the coachee and only in the
case of where immediate action is needed, will its full effect be realised.

As a coachee it is both the framework and the structure within it that is less bound than other coaching
models that can give the freedom to be self-directed whilst also experience several other approaches at
any one time. Practioner within the medical field where Heron has been widely recognised saw Heron’s
model and work as McCormanck (2011) points our “transcends any particular approach”. Heron’s model
has the capacity for the coachee as a leader that finds themselves in new or uncomfortable territory
along with psychological safety to seek a more director or receive more push from their coaching
experience that in other models wouldn’t be possible. Depending on the exposure of the coachee to
coaching this is a model that could be confusing or too directing without contracting and careful
consciousness on the part of the coach.

There are many schools of thought when it comes to coaching models. However, Day & Blakey (2021)
aligned those facilitative interventions as traditional they also appreciated that both “prescriptive” and
“informative” interventions within the authoritative framework could be viewed as inappropriate. They
offered up the notion that by rejecting authoritative interventions we lose the opportunity to “act as
witness” to our clients and provide testimony. As a model that has been born out of a counselling
bedrock it could be argued that coaches utilising a mentoring approach could see much value in the use
of Heron’s work.



2:3 Justify the importance of reflective learning for own professional practice

The importance of reflective learning is a consistent thread that is present from student coaching
practioner continuing throughout the on-going professional practice of a coach. Made explicit within both
ICF and EMCC frameworks focussing on the competencies on Self Understanding and Self-development.
They call for the use of “rigorous” reflection on practice and shown deliberate reflection as a commitment
to personal development. From here we can make a direct connection between the practice of reflection,
learning as an experience and opportunity and the leaders we serve as coaches. It was Goker & Bozkus
(2020) that promoted the use of observation, testing and consciousness to improve self-knowledge. It is
these themes that become more prominent as you explore reflective practice.

Bennis (1989) saw in his work on Leadership that there are lessons in everything and specifically linked
learning to experience seeing that “experiences are truly yours until you think about them, analyse them,
examine them, question them, reflect on them and finally understand them.” There is a deep connection
between leaders being able to develop and them being receptive to continuous and deep learning.
Through this very deliberate process often called transformational learning, positive change happens. A
key element to this is critical reflection, not thinking alone but examine underlying beliefs and
assumptions to assist in making sense of experiences we have in order to better lead in the future. Gibbs
(1988) developed the idea of a reflective cycle to encourage learners to systematically think about phases
of an experience or activity. Whilst Helyer (2015) further evolved ideas to the term of “reflective
forwards”. In this model as shown below you see clearly reflection used as a development tool, and it is
this breakdown of the process that acknowledges the natural and ongoing nature of learning that often
happens versus those “light bulb” moments.

Scrutinize your successes and your failures
What happened? Eventl Event2 Event3
Event

Activity

Incident

Experience

Consequence?

Result

Outcome

Product

Thoughts

Feelings

Reactions

Impressions

Be proactive

Contemplate

Think

Deliberate

Interrogate

Analyse

Question

Consider the thoughts/feelings of other parties



Scrutinize your successes and your failures
Evaluate

The details

What, Why, When, How, Where and Who?
Which skills helped you succeed?

Which skills areas felt lacking?

Did you “think on your feet” (“In action”)
and amend things as you went along?

Or did all your analysis come at the end? (On action)
Looking to the future — develop

Strategies

Approaches

Tactics

Would you do exactly the same next time?

Reflective practice or learning can take place in multiple ways with varying tools. Schon’s concept of
reflection was classified into two types that which takes place “in” action using conscious thinking and
secondly, on action done after experiencing. Tools can also be aligned to either individual or group
practice that validly contribute to your own practice be ever more present and evolving your personal
mastery. Supervision in which learning can take place very much by “doing” is one key example of this
with many types being available to coaches such as panel supervision.

Leadership is a very personal and unique journey so the more craft like use of tools such as (journal
writing, self-assessment of video materials, internet-based research, digital peer to peer mentoring,
stimulating reflection via learning communities) rather than prescriptive use of a reflective theory or
model is more impactful. Reflective learning is the conduit by which we as coaches can connect and fill
the gap between practice and theory allowing your practice to continuously evolve during, after and
before.

2:4 Evaluate the theoretical and practical elements of ethical practice

With the understanding that Ethics is a practice that determines what we as coaches consider to be good
or bad, right, or wrong in a coaching environment, | would like to present an evaluation side by side of
elements across both theory and practice to demonstrate there is the capacity to work and decision make
in an agile way with all playing their part.

Presently, coaches can refer to many ethical frameworks as Gibbons (2018) found whereas prior to
Passmore’s 2011 research which drew from Nursing and Clinical Psychology. Whilst the coaching industry
remains unregulated various professional bodies through rigorous retrospection and research offer
widespread guidance through principles, classifications, and models on ethical practice detailed below
from the (EMCC) Code of Ethics (2016) amongst other sources referring to them directly or indirectly
through sources. However, the AC, ICF, APECS as well as the EMCC came together in the Association of
Coaching 2008 to publish the first UK statement of Shared Professional Values.



Theoretical Elements

Practical Elements

Ethical Codes as described by the BPS (British
Psychological Society):

Reputation

Competence

Responsibility

® Integrity

Confidentiality as a coach at a senior level
practically plays out particularly within my scope
of HR where you are exposed to extremely
sensitive information. This can take the form of
retail store closure, head office redundancies,
business mergers etc.

Counter to this are those situations where there
is a legal aspect to determine what is practically
done. An example of this is where the release of
information is required by law or alternately
where GDPR requires data being protected

The EMCC (European Mentoring and Coaching
Council) makes explicit its ethical expectations
of member coaches in seven guiding principles:

e Reputation

e Continuous competence enhancement

e Client centred

e Confidentiality and standards

e Law and diversity

e Boundary management

e Personal pledge

A coach’s ability to perform and recognition of
continuous professional development go hand
in hand. With the very insightful use of intake or
discovery sessions for the coach/coachee it can
become clear that you cannot met the
requirements of the client and should refer
them to a more suitable practicing member.
Thus, showing your awareness of your abilities.
There is argument that in an unregulated
industry that all coaches should gain
certification and with the ethical codes that
come with this to seek out their continuous
development  through  supervision  both
individual and group to gain support, feedback
and learning through others on ethical
dilemmas.

Professional values through the Association for

Coaching (2008) where every coach:

e Whether charging fees for coaching
provided to individuals or organisations or
both, is best served by being a member of a
professional body suiting his/her needs.

e Needs to abide by a code of governing ethics
and apply acknowledged standards to the
performance of their coaching work.

e Needs to invest in their ongoing continuing
professional development to ensure the
quality of their service and their level of skill
is enhanced.

e Has a duty of care to ensure the good
reputation of our emerging profession

Awareness of our personal values and ourselves
as coaches are fundamental and the part, they
play in coaching is key. Our presence we bring to
each client, programme, session, and moment in
a coaching environment.

Our capacity to be really focussed, in the
moment that is client centred which underpins
all of the coaching behaviours we engage.
Technology can also play its practical part, with
the digital transformation of coaching over the
pandemic utilising platforms such as
Zoom/Google which | believe has allowed clients
to become far more open and focussed more
quickly than arguably in person work.

Being sensitive to our own unconscious biases
we all hold




Theoretical Elements

Practical Elements

Ethical approaches (Thornton 2005) stated that

there are four basic approaches:

e Descriptive - concern the values and beliefs
that are held in relation to societies.
Descriptive ethics do not examine issues,
they merely serve to provide us data about
situations that exist throughout the world
and how different people respond to them.

e Normative - examine how social norms exist
and materialise, for example the questions
What are the ‘ought to do’s’ and the mustn’t
do’s’? Social norms tend to change,
sometimes very quickly, so what might be
acceptable a few vyears ago, may be
inappropriate today. E.g., the wearing of
face masks in our pandemic

e Meta - considers the language and logistical
representation behind what it means to
actually say something is right or wrong.

o Applied - uses scenarios to test thinking and
the application of principles in practice. This
can give room to debate and potential on-
going development.

Going beyond the expectation to avoid any
discrimination | would propose as coaches we
have a duty of care that goes beyond equality
and diversity. Meaning that we be actively
inclusive in our approach is key now more than
ever. Through the building of the psychological
contract and trust a coachee will bring more of
themselves and their personal characteristics.
As a coach we should be questioning ourselves
on whom we coach (who leaders are today, do
they have diverse needs such as neurodiversity)
how we coach (digital) and why (does all
coaching operate on a paid basis). We could ask
of our industry how did we support leaders
during the COVID pandemic e.g., leaders in the
front-line services such as the NHS/Charity
sector

We live in a multi-cultural world with multi cross
cultural ideas of what morality is and we need to
navigate these in our work, and | would argue
actively seek out those outside of our own
reflection.

On classification Rowson (2001) gave 3-part
classification of ethical approach we can look at:
Firstly, when it can be described as where the
end justifies the means, for instance when the
coach judges that short term deliberate client
discomfort can be justified in the context of an
anticipated longer term anticipated positive
outcome. Rules and norms are seen as flexible
and can be challenged.

Secondly, a polar model, where actions are
either good or bad, right, or wrong — with little
or no room for interpretation or flexibility.
Finally, this approach is a balance of the first
two, providing coach and client with a
collaborative path, and after consideration of
many options making decisions that on balance,
develops new perspectives having
explored the pros and cons of the two other
approaches.

Boundaries come into play as it is important to
know when to terminate a coaching
relationship. This could be due to the client
needing additional support outside the
parameters of the relationship such as the need
for counselling or therapeutic support.
However, it may also become apparent that the
needs of the coachee have been met and that
the coachee is not too reliant on the coach. Also
vice versa where our obsession to help others
can easily take over if not kept in check.

Within the coaching session itself the practical
application of contracting to we each
understand the terms of the contract and feel
safe allowing for greater transformation.

These codes are really a starting rather than ending point and should be used by practioner to help
develop and continuously evolve their ethical decision making. Passmore (2011) argued that ethical
decision making is a non-linear process that is principally cognitive and should be at “forefront of the
coaches’ mind”. Passmore’s ACTION model (2009) illustrated below builds on the many guiding principles

offers a more flexible approach that is arguably more aligned to the non-static coaching domain.
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Through this evaluation we can clearly see that it is the understanding of the theory of ethics as the
foundation upon which we as coaches can layer our developing ethical decision-making framework and
how we apply this which will make the difference to each and every client interaction.

2:5 Critically review the key elements of supervision and the rationale for its use in coaching or
mentoring

With the drive to ensure the quality standards of coaches especially those operating at executive level,
Supervision takes centre stage through its key elements to both support, help reflect and facilitate
collaborative learning. The EMCC in its own Quality standards sees its purpose to “develop the practice
of coaches” and is considered a “powerful tool for deep learning”. It guides its members with five jey
areas of focus, Competence, Context, Boundary Management, Integrity and Professionalism.

Many other bodies and authors place additional emphasis on the coaches’ learning and well-being in
current pandemic times as (Newman & Ridgly) do in their 2020 podcast Lifting the lid on Supervision.
They go onto shift focus from what it is not i.e., “policing” but a safe space to keep sane, feel grounded
and share what is working.

There is a consistent thread of three main elements of Supervision that was born out of Inskipp & Proctor
(xxxx) creating the formulation of Restorative, Formative and Normative functions. These were taken by
Hawkins & Smith (2013) who evolved and provided their Resourcing, Development & Qualitative
functions. Interestingly, Lucas & Larcombe through their work added the element of Commercial.
However. all of these studies emphasise supervision as focusing on:

e The person of the coach and their emotional wellbeing
e The skills, knowledge, and ability of the coach
e The professional standards and ethical behaviour of the coach

Restorative | A kind of release valve, or emotional cleanser, allows the coach to let go of feeling
Formative | Growth of the coach’s ability to impact through continually developing skills
Normative | What is OK and not OK, sees the coach as an ethical practioner




All these go further to consider the three vital pillars within the coaching system, that of the coach,
coachee and organisation. To engage in the rationale for the inclusion of Supervision in Coaching
awareness of these models gives greater depth of understanding of how we develop as coaches that in
turn delivers client value.

Modes of Supervision Questions to consider:
1. The Client What and how they present e.g. discover recurring themes
or patterns of behaviour
2. Coaches Intervention Which tools/interventions did | use? What other
approaches could | use?
3. The coaching relationship What are the client’s expectations, what is the energy like?
4. The Coach What do they notice about themselves, can you uncover

biases? Who do they remind you of?

5. Supervisor/Supervisee relationship | Parallels between the two. Asking what the similarities
between them are?

6. Experience of Supervisor Supervisor as a reflective partner. What reactions is my
supervisor having, what does this tell me?
7. Wider Context In which the work happens. How is the culture of the client’s

organisation reflected in the work we are doing?

With this in mind, Hawkin’s Seven Eyed Model of Supervision further evolves this multi-facetted and
more holistic way to view coaching work. It utilises a differing perspective lens versus that of merely a
right or wrong managerial viewpoint. The table above adapted from the work of Hawkins (2021) shares
clearly both the differing perspectives as well posing key questions that would be useful to the coach.
The multiplicity of this model is particularly interesting because it gives us the coach the opportunity to
see more of what is at play. Therefore, to be less judgmental allowing you the coach to be more focussed
and more objective ultimately moving to being more effective.

3.1 Critically review methods for evaluating the impact of coaching or mentoring on the individual
at an executive or senior level

Coaching as an industry has evolved from being totally unregulated to now being more measured albeit
discretionary and inconsistent. Mackie (2007) in his research argued that there are no universally
accepted criteria for what constitutes a successful outcome in executive coaching. He sees the
commercial realities in which coaching operates mitigate against controlled trials to tease, moderate and
mediate variables play their part here. Within this sits the methods by which coaching wants to evaluate
itself. However, this does not prevent those involved in the coaching relationship (coach, coachee and
organisation) from proactively educating themselves to utilise methods to best assign, tender, measure,
and future face evaluate interventions. The need for evaluation comes from the line of thought that it is
widely accepted that coaching can be used to support both individual learning and improvements to
organisations. The ILM’s own report in (2011) reported that 96% believed that is benefitted the individual.

Focussing on the individual we can pay particular attention to both models and more informal but
nonetheless impactful methods. There is still credence in the use of Kirkpatrick model, whilst 60 years
old its four-stage evaluation gives key criteria that has been remodelled by his institute most recently in
2019 to support Learning and development professionals to show the value of their work to their
organsiational environments through operational expertise. The simplicity of this model either in its
original or evolved state is its simplicity in breaking down evaluation and understanding where to make
the most tangible impact.
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The wider context in which the individual works is a world that is in a state of flux where often training
budgets are the first to be cut. The Independent reported that in 2019 through the
government’s Employer Skills Survey 2019 that workplace training hit its lowest level in a decade last
year. A CIPD employer poll in June 2020 had found more than one in five (22 per cent) firms planned to
cut their training budgets. It remains to be seen if this downward trajectory holds true post pandemic.
Therefore, the need to provide compelling evidence that coaching interventions deliver bottom line
results and contribute to company objectives is stronger than ever. With regard to methods at the
disposal of coaching professionals that measure impact through the

Individual these can be observed and understood below:

METHOD PRO’S DRAWBACKS

Individual Performance Gives a structured framework to have | The impact of the performance

Review dialogue around an individual’s | review can be heavily reliant on the
performance. ability of the line manager leading

This is generally supported by a | to inconsistency for the individual
consistent way of operating by all | over time.
within organisation usually with a top-

down approach, o) leaders | Subjective to individual
experience the same as those less | preferences with feedback relayed
senior. either not  quantified and

Frequency of the review can be as | potentially not taken seriously,
little as once a year or made up of | understood, or trusted.

several fewer formal meetings. | The impact of performance
Especially when given in real time for | reviews varies greatly across

“right here, right now” | different organisations. In many
implementation by the individual. organisations it is seen merely as a
Can be self-led supported by |tick box activity to ensure
technology that can work globally compliance with policy.

Objectives are often linked to MBO
(Management by Objectives) that
have tangible commercial parameters
that coaching is aligned to.



https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/925744/Employer_Skills_Survey_2019_research_report.pdf

METHOD

PRO’S

DRAWBACKS

Pulse Surveys

Complimentary to the more formal annual
engagement surveys, they allow you to
anecdotally measure and evaluate impact
on the individual

Good way of showing how well
interventions are working, allowing for
methods to be tweaked more quickly as Dr
Martin R. Edwards and Kirsten Edwards
found.

Allows for really specific and directed
feedback that is often lost in larger annual
surveys.

Over frequency of pulse surveys
can lead to lower response rates
normally associated with this
method. Culture Amp’s Chief
Scientist, Dr Jason McPherson
sees that weekly or monthly
surveys struggle to get more
than a 50% response rate.

This method is more widely
associated  with  scale of
recipients of which senior
leaders are not always reflective
of.

Exit Interviews

Often employees even those at senior
level are less open and willing to give
feedback during employment. Exit
interviews give a certain psychological
safety for individuals to share truthful
reflections of coaching otherwise not
available.

Given the timing and the
individual sharing this measure it
is too late to impact that
particular individual’s
development as part of that
coaching intervention. However,
it can inform future coaching for
subsequent leaders.

360 Degree Surveys

If taken before and after coaching
programmes noting the differences in
leadership behavioural scores at each
point.

Most value can be drawn from
repeating these surveys one
year after and again second and
third years which individuals
may well not be in situ over such
tenure

Case Studies

Inclusion of individual case studies from
an employee’s perspective — particularly
those who would not be expected to
endorse coaching can be extremely useful.
It can help to highlight the impact of
coaching as well as encouraging employee
buy-in. These case studies can be included
in company newsletters and on intranet
sites.

Could be viewed with scepticism
by other individuals as
dependent on content can be
highly subjective.

Recruitment, Retention
& Promotion

A huge indicator of effective coaching is
employee retention. When employees are
happy, they stay with their jobs. It gives
employees a sense of control over their
own destinies by giving them the tools
they need to succeed. Recruitment
metrics can be leveraged across the Talent
or Learning spectrum by focussing on the
level of attrition/turnover in senior
leadership and the visibility and quality of
coaching. Often businesses as part of their
talent programmes will also measure key
talent through 9 box grids mapping high
potential performers at all levels which
can be aligned to intervention attribution.

Learning and development
opportunities can play a key part
in an executive’s career but is
one of many factors such as
compensation, role in business
& decision-making
opportunities.




One final and arguably the most insightful evaluation methods is through financial return on investment
(ROI). I will discuss it as an organisational measure but wished to give it its place in relation to the
individual as it could be considered as a tangible benefit in terms of investment. More often in differing
and future generations call out investment in personal development a key priority as defined in a
LinkedIn study from 2018 where they found 94% of employees say they would stay at a company longer
if it invested in their career development and 87% of millennials say development is important in a job
compared to 69% of non-millennials. ROl is most commonly defined in coaching and in financial terms
as subtracting the costs of coaching from the estimated value of the outcomes of coaching and then
expressing this as a percentage. Whilst financial consideration is important for the individual
themselves too myopic focus on numbers move the objective of the coaching intervention away from
the vast potential impact it can have on human capitol.

3:2 Critically review methods for evaluating the impact of coaching or mentoring on the organisation
and other stakeholders at an executive or senior level

In the previous question it was clearly laid out the differing methods to evaluate coaching at an individual
level however many of these through the evidence provided similarly apply to the impact made at an
organisation level. So being explicit around this will not only give the singular focus on others
(organisation and/or stakeholders) but establish and demonstrate the intertwining relationship between
all three. Also, this will give us a far more holistic and complete view. Stober (2008) saw them intrinsically
linked and suggested that for organisational change to occur first individuals need to undergo their own
change process.

Coaching is a popular management tool that organisations and the stakeholders within them engage but
research on this is still emerging as (Theeboom et al, 2013) have suggested. Whilst many businesses are
utilizing coaching less are mapping and evaluating its use to organisational strategic performance.
Organizationally, businesses are using an array of method that tend to incorporate:

e Staff Surveys (pulse an annual)

e Attendance and Absence statistics

e Retention and turnover levels

e Exitinterviews

e 360 feedback questionnaires

e Performance reviews appropriate to individual organisation (formal and informal processes)
e Company development reports including internal promotions

e Case Studies

These have previously been reviewed and there is much crossover when considering through the lens
of the individual and that of the organisation they work and thrive in.

One of the first metrics that may come to mind is the financial return on investment (ROI). After all, it
might be argued, organisations are generally in business in order to make money, so organisational
coaching initiatives are best evaluated by the amount of money they return to the organisation. This

is especially poignant in tough economic times, and thus ROl may well be an attractive metric for some
managers.

Walker-Fraser (2011) specifically called out the difficulty faced by HR professionals in meeting the needs
of stakeholders for an evidence-based evaluation that would demonstrate executive coaching
contributes to organisational learning-performance.



Focusing on an alternate model to that of Kirkpatrick’s and one that of Philips et al (2012), the “Five levels
of Objectives Model” which works on assessing the connections between (1) Reactions Objectives (2)
Learning Objectives (3) Application Objectives (4) Impact Objectives (5) ROl Objectives. With both the
fourth and fifth stages focusing on value creation it is still limiting whilst it does not incorporate a wider
consideration of those impacted by coaching that can go beyond the organisation.

Hawkins (2012) built on Leedham’s (2005) model of coaching research so that is also included team
coaching as well as creating a wider coaching culture and beyond through to shared value. With
stakeholders usually sitting within an organisation those methods stated above do indeed work across
both client groups, but could we expand further.

What lies beyond the parameters of this wider environment, it is worth considering evaluation and value
as it received or not by other stakeholders external. The community in which the organisation operates.
Hawkins & Turner (2020) created a basic stakeholder map that gave greater depth to those beyond the
individual to incorporate; customers; Community; regulators and investors to suppliers and partners. An
insightful example of this was described once again by Hawkins in work carried out with the BBC where
empty chairs at a leadership conference was taken up by members of the public.

Taking into consideration all of this, | believe that it is in joining the dots and how all these methods make
connections between the coaching inputs and coaching outputs to the outcomes achieved in the
coachee’ s development, their behaviours, their actions, engagements and fundamentally the value they
create for a whole host of stakeholders. Evaluation can then become more holistic, rigorous, and timely
to continue to better inform coaching in the future.



