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‘It doesn't make sense to
hire smart people and tell
them what to do;

VWe hire smart people so
they can tell uswhat to do.”

Steve Jobs (1955-2011), Co-Founder of Apple Inc.




The modern workforce
wants to work with you,

not for you.

. Great Questions are at the heart of
; Coaching
Powerful questions that provoke thought,
. innovation and progress are essential to

coaching. It makes sense therefore that leaders

with a coaching style spend time listening to

their team.

When combined with coaching models to structure

the conversation, this provides the culture which

resonates with top talent.
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What is Coaching?

The interpretation of coaching can be quite
varied across the globe. This is due to many

individuals using the title of “Coach” when
they are actually a subject matter expert
providing a service that is closer to training
or consulting.

Some organisations also face a re-branding challenge
where coaching was previously part of a disciplinary
process. Under performing employees were often “sent”
for coaching and therefore was viewed as a remedial

intervention.

However, when introduced in line with the competencies
of the International Coach Federation and European
Mentoring and Coaching Council, we see that it is actually
a very powerful and positive initiative. It can be even
more effective when the coachee and the organisation

are in a positive and productive starting place.

Coaching v Therapy

A coach is not an alternative to a mentor or a therapist. These professions serve different purposes.

While coaching is very forward moving and future focused, therapy and counselling tends towards addressing
something in the past, often with the purpose of ‘healing’. In a coaching conversation there are many reasons for us
to would speak about past experiences, but it would be with the purpose of bringing the best of past experience and

learning with us.
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How does coaching
happen each day?

Executive Coach / Site Coach

An individual who is hosting coaching sessions with individuals to enhance personal
development, problem solving, performance and much more! They could be on staff

in the organisation or part of an external coaching panel.

Manager / Leader using a Coaching Style

Anyone in the organisation can adopt a coaching style of leadership. It is strengths
based, future focused and action driven. It enhances the culture of the organisations

and helps individuals and teams to be more engaged and fulfilled in their role.




VWhat is Mentoring

A mentor is someone who has useful knowledge to share. Perhaps they have been
on this path before and can share their experience. It is very helpful to remember
that mentors are not almost the most senior in the organisation. For example, one
could imagine a young junior teammate mentoring a senior leader about social media

presence.

Reverse mentoring pairs younger employees with executive team members to
mentor them on various topics of strategic and cultural relevance.

- Harvard Business Review

While a mentor shares the knowledge and experience, a coach uses questions and
models to help the coachee become more self aware, and confident that they have

chosen the correct path in the first place!

A mentor answers your questions, a coach questions your answers.

At Kingstown College we believe that great mentors have
developed a strong coaching style first. This enhances their
ability to host the “ask” conversation, rather than leaning on
the “tell” mode which often happens too soon in a mentoring
relationship where the mentor has received no training.
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Learning Options from Kingstown College

Leadership Training (In-House)

e Certificate in Coaching (4 Day Course)

e Certificate in Mentoring (4 Day Course)

Advanced Training (In-House or Open)

e Advanced Diploma in Coaching and Mentoring

e Advanced Diploma in Corporate Wellbeing Coaching




International Standards and Best Practice

To achieve the most from a coaching or mentoring initiative, it is helpful to check-in with the international standards

of best practice.

ICF is is the largest coach credentialing body in the world and are widely accepted as the gold standard for the coaching
profession. EMCC is also a well recognised body and is very closely aligned to the competencies of ICF. EMCC also

accredit mentoring programmes which are aligned to these competencies.

When leaders are trained through these competencies it ensures that the new coaching/mentoring culture is also

aligned with any external coaching panel which may be in place for those leaders.

It also provides a pathway for further education and training as the in-house training follows the ethos of formal ICF/

EMCC accredited Diplomas offered by Kingstown College.

' r EMCC
J

European Mentoring &
Coaching Council
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The objective of any
coaching session Is to get
our client/coachee “into

action, and to keep them
IN action”

(Kimsey House, Co-Active Coaching)




Core Competencies

The objective of any coaching session is to get our coachee into action, and to keep them in

action (Kimsey House, Co-Active Coaching).

These competencies have been outlined by ICF to move the working relationship towards one of empowering the

coachee, creating a supportive environment to learn and develop, and also provides for the coach or leader to also

improve the effectiveness of their coaching approach.

DEMONSTRATES ETHICAL PRACTICE

Integrity and honesty, sensitive to the client’s
identity and environment, respectful of the client,

sponsors and any stakeholders.

ESTABLISHES AND MAINTAINS AGREEMENTS

Agree the structure of the coaching relationship
including process, plan and goals. These goals will

be individual or could include stakeholder goals.

MAINTAINS PRESENCE

Is fully conscious and present with the client during

the session.

EVOKES AWARENESS

Uses powerful questions, notices what is working
to enhance client progress. Help the client explore
beyond current thinking, supports reframing

perspectives.

EMBODIES A COACHING MINDSET

Acknowledges that the client is responsible for their own
choices. Engages in ongoing learning and improvement

as a coach.

CULTIVATES TRUST AND SAFETY

Creating a safe, supportive environment for the client to

share freely. Adapting one’s coaching style to the client.

LISTENS ACTIVELY

Focus on what the client is saying and not saying.

FACILITATES CLIENT GROWTH

Partners with the client to transform learning and insight
into action. Invites the client to consider how to move
forward, including resources, support and potential

barriers.
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We educate and coach great leaders and organisations! Here are some insights from that

experience to help you get started!

|deas

Starting or Re-Energising
a Coaching or Mentoring
Programme

DEMAND DRIVEN

Sessions work best when people WANT coaching

or mentoring.

COMMUNICATE SUCCESS STORIES

When an organisation can hear their own
colleagues speaking about their success after
sessions with an external coach, or how their
new leadership style has unleashed their teams
strengths, it encourages others to engage with
the initiative. Ideas for this could be producing

short videos to share or a lunch and learn series.

IT'S HOW WE DO THINGS ...

Coaching is not another thing on a leader’s ‘to-
do list’ (although it can be if they choose to).
Coaching is a way we dialogue with our team. It’s

not what we do - it's how we do it.

WORDS CREATE WORLDS

Coaching is a new way of speaking to each other.
The language we use creates the world we live and
work in. What if we changed how we dialogue; what

would the culture, goals and success look like?

COACHING AND MENTORING ACADEMY

Consider how coaching and/or mentoring could be
introduced, monitored and improved by having all

elements under one initiative. (See ESB case study).

DON'T FORGET TO TRAIN THE
COACHEE/MENTEE!

This is one of the secrets to a successful coaching
programme. As leaders adopt a new style, this
transition is aided by their team knowing what to
expect and how to best interact with this new style.
Otherwise this is a journey into the unknown for
the team and the leader will spend time trying to

convince others instead of coaching them.
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Organisation-
Wide On-Boarding

When creating a coaching or mentoring culture, or an existing programme is being re-energised, it is helpful to bring

some form of training to the entire organisation about what to expect from their leaders in this new style.
The transition from a “telling” mode to an “asking” mode requires the team to think and contribute in a new way.

To aid the transition and to empower the team to help their leader adopt the new style, we recommend training for

everyone in the organisation.




Elements of a Coaching Culture

LEADERS USING A
COACHING CULTURE

Day to Day Leadership which
focuses on strengths, values and

progress.

SUPERVISION

How can we improve our coaching
skills and remain aligned to best

practice, or address any concerns.

oD%

EXECUTIVE COACHING
SESSIONS

One-to-One personal development,

self awareness and goal setting

ORGANISATION WIDE
INDUCTION

Is everyone aware of the new
approach and do they know how to

engage with it?

i

TEAM COACHING

Before the team takes on the task, it
agrees HOW they will do their best

work together?

PROGRAMME LEADER

Who is the champion for coaching
in the organisation? And who will be
the point of contact for day-to-day

questions or coaching requests.
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Real-World Application: PayPal

PayPal

“Success happens on a daily basis and the
weekly report shows dozens of examples
where coaching has made a positive
difference.”

PayPal has clear ambitions to be a global leader in how they
use a coaching style. PayPal engaged Kingstown College
to train coaches and leaders across all their sites to an
international standard. In an interview with Dave Reedy,
Senior Director of Performance Enablement, we uncover
how the coaching programme really works from day to day.
When

PayPal looks for

entrepreneurial spirits that are coachable and introspective

hiring new employees,

as well as having previous professional experience,
flexibility, the ability to take ownership and be empowered

to do what needs to be done for the customer.

NUMBERS

@ 25,000 Employees

@ 200 Countries

@ 1 Billion Customers by 2025

@ 1:30 - One Site Coach per 30 Leaders
@ 4 Coaching Sessions Per Month

@ 30 minutes per Session

Candidates eyes light up in interviews when PayPal
communicates that they are core values-driven and that they
invest in coaching. One candidate said that PayPal was at
the top of their list because of the values-driven organization
and knew about how they coached and how they try to lead
people behaviourally under the understanding that as one
exhibits the right behaviours one gets the right results.
PayPal is attracting high-calibre candidates as the reputation

of the company is positively growing.

One of the goals of the coaching program is to ensure
employees feel totally engaged in the company and that
every single minute on PayPal time is focused on creating
an experience for customers that keeps them coming back.
With today’s customers anywhere around the globe, time
is at a premium. When teammates solve a customer’s issue
with a quick and clear answer, the customer is more likely
to say, “Oh, | love this organization.” It elicits the feeling
of “this is a great company. They really know what they
are doing. They care about my time. They have solved my
problem.” And that is the behaviour PayPal wants in their

teammates.

To read more about this case study, go to the resources section at the end of this document.

Watch the Interview on kingstowncollege.ie as part of The World We Coach In series.
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Real-World Application: ESB

INTERNATIONAL

“Coaching and mentoring play a massive
role in smart working because it allows the
individual and the team to connect with the
organisation.”

Kingstown College has been supporting ESB through on-

site training, external coaching panels, and supervision.

The Electricity Supply Board (ESB) was established in 1927
as a statutory corporation in the Republic of Ireland under
the Electricity (Supply) Act 1927.

Today, ESB is a leading Irish utility focused on providing
excellent customer service and maintaining financial
strength. ESB has a regulated asset base of approximately
€9 billion with 43% of electricity generation capacity in the

all-island market, supplying 2.3 million customers.

NUMBERS

@ 8,000 employees
@ 15 Years Coaching Culture
@ 2.3 Million Customers

@ 2020 Launched ESB Coaching and Mentoring Academy

1 Per Business Unit - Coaching and Mentoring Coordinator

@ 95% Government-Owned

One-to-one coaching and team coaching are key enablers in
delivering a performance culture which supports innovation
and collaboration among individuals, while also developing
them personally. Promoting coaching and mentoring and
training managers to have a coaching style of management

engages the will to drive performance and capability.

The purpose of setting up the Coaching and Mentoring Academy
was to have an umbrella that everything sits under, working
towards professionalizing coaching and mentoring. One of
the key things missing before the Academy was that coaches
never met one another. The academy brings that learning and
experience together and also brings the line managers in to

promote a coaching style of leadership.

Mentoring is as important as coaching in ESB and a very
important part of the overall process is to define what people are
actually looking for. Sometimes people are looking for coaching,
but actually what they want is mentoring and sometimes a
combination. The Academy and the Coordinators help to ensure

employees receive what is most helpful for their objective.

To read more about this case study, go to the resources section at the end of this document.
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SAMPLE ENGAGEMENT PROCESS

Every organisation will have a different requirement, this is just one example.

Consultation

Understanding your organisation, your

objectives and what success will look like

Organisation-Wide On-Boarding

Short training to ensure everyone in the
organisation understands the new culture

and how it will benefit all stakeholders

Coaching Supervision

Managers and Leaders are invited to
Supervision to discuss challenges, ethical
questions and professional development

as a coach or mentor

OTHER TOPIC AND SERVICES

Internal Marketing of a new Coaching Culture
Corporate Wellbeing Initiatives

Individual Accreditation Support

Training for Managers and Leaders

4 Day training course e.g. Certificate in

Coaching or Certificate in Mentoring

External Coaching Panel

Leaders have access to an external
coaching panel to support the transition

to a new leadership style

Ongoing Professional Development

Constant re-energising through offerings

such as a monthly webinars or lunch and

learn series
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We have several webinars ready to deliver to your teams.
Topic can be delivered in an informal weekly/monthly
‘Lunch and Learn’ format or in a more formal workshop

or training. This is a sample list of popular topics;

@ Managing Your Hybrid or Remote Team
@ Communication Skills

@ The Power of Gratitude

Nutrition and Work Performance
Resilience and Wellbeing

Hosting Online Events

Looking Professional on Screen

Leaders Guide to Corporate Wellbeing

®©® ®® © ®© O

Introduction to Coaching

@ Communication

@ Trust
@ Spot Coaching

Webinar
Series

18



MORE TRAINING OPTIONS FROM KINGSTOWN COLLEGE

——
o 0 o
a e e

SHORT WEBINAR

A 1 or 2 hour webinar format,
usually delivered in a series. This can
be a ‘lunch and learn’ initiative, or

a more formal training/professional
development.

200

WORKSHOP STYLE

A half day/full day session where
your team will learn new skills
and approaches, and engage in

breakouts, discussions Q&A.

[O]
222

TRAINING STYLE

4 days + which will deliver
lasting change for your team. Our
accredited courses are delivered in

this format.

Fuelling the Corporate Athlete (2-3 hours)

Conflict Management (2 hours)

Creating HOT Conversations in the Team Environment (2 hours)
Building Trust at Work (2 hours)

The Sacred Space between Stimulus and Response (2 hours)
Decision by Design (2 hours)

Spot Coaching (2 hours)

Mentee/Coachee Training (2 hours)

Coaching Bites - Themes for Teams (2 hours)

The Power of Effective Contracting (2 hours)

Your Zoom Room: Looking Pro on Screen (2 hours)
Resilience Skills (1 hour)

Inclusive Leadership (1 hour)

Coaching and Mentoring Skills for Managers (1 Day)

Modern Communication Skills (1 Day)

Introduction to Motivation (1 Day)

Time to Talk - Mental Health and Wellbeing Skills for Manager (1 Day)
Performance Management: A Strengths Approach (1 Day)
Competency Style Interviewing - For Interviewers (Half Day)
Competency Style Interviewing - For Interviewees (Half Day)
Coaching and Mentoring Skills for Managers (1 Day)

Coaching Skills for Managers (4 Day, Optional Accreditation)
Mentoring Skills for Managers (4 Day, Optional Accreditation)
Leadership Programme for Women - “Leading from Within" (4 Day)
Professional Diploma in Coaching and Mentoring (14 Days)
Advanced Diploma in Mental Health and Wellbeing Coaching
(subject to previous education or experience)

Advanced Diploma in Corporate Wellbeing Coaching

(subject to previous education or experience)

BESPOKE CONTENT

We are happy to engage with organisations about bespoke content or delivery options.

Book a consultation with us to discuss your training needs or your ambitions for the organisation.
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Your Next Step

Arrange a confidential conversation with us to discuss the best
next step for you and your organisation.

X Email { Phone

corporate@kingstowncollege.ie Ireland : 0818 555 444
International : +353 1 284 5360
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Additional Resources

Extracts from Coaching Magazine, Published by Kingstown College.




Case Study: Implementing and
Embracing a Global Coaching
[Programme in Pay/’al

[PaylPal has clear ambitions to be a global leader in how they use a coaching
style. PaylPal engaged Kingstown College to train coaches and leaders across
all their sites to an international standard, but what does a coaching programme
looR likRe in an organisation of 25,000 people? Dave Reedy is a Senior Director
within Performance Enablement and he takes us behind the scenes.

Global Performance Enablement

PayPal, a global organisation,
facilitates convenient and cost-
effective sending and receiving of
payments online. PayPal operates
in over 200 countries and has site
operations in the Americas, Asia
Pacific, Europe and the Middle East.
In all, around 25,000 people are
employed. With a current customer
base of 330 million, the goal is to
have a billion customers within five
years.

Within the realm of Performance
Enablement, there are a number
of functions supporting Global
Customer Service. Among other
Senior Director responsibilities,
Dave Reedy leads one of those
functions called Site Coaches. Site
Coaches support all the internal
PayPal sites around the globe
and are tasked with managing,
building and facilitating a coaching
culture within PayPal in an effort
to optimize customer engagement.
The Site Coaches also positively
influence third-party partner
organisations in managing and
leading their teammates using the
PayPal coaching model.

Working within a global organisation

brings time zone challenges where
employees may support multiple
continents, however, leaders are
flexible and encourage life balance
within their teams. Introducing a
coaching ethos takes on different
forms in different cultures but
the result is generally unmatched
enthusiasm for the experience and
evident empathy for customers.

Evolution of Coaching

Dave recognizes the evolution that
coaching has undergone from 'l
will tell you what to do’ to ‘'let me
help you understand what to do,
the what behind the why and as
that has evolved, coaching models
have sprung up all over the place.

Coaching encourages employees
to do self-reflection and self-
assessment to figure out what

they are doing right and what they
need to work on and then to set
their own goals. Dave notes "we
do provide goals within PayPal for
our teammates to strive for..what
we try to do within our coaching
model is to ask the coaches and the
leaders to use our model to help
the teammate understand what is
driving that number (goal) in terms
of behaviour.”

For those teammates who are new
to the concept of coaching and not
that introspective, there can be
some dead silence for a while until
they get used to the new approach
where the teammate is being asked
to self-assess and to speak more

1 J )

once you make those
connections, with the
heart and the head,
then you get a more

engaged teammate,

yOuU get better

customer experiences
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than the leader. That has proven to
be challenging for a lot of people
because the level of patience may
not be there. Leaders are busy and
manage performance targets and
it can be tempting to circumvent
the model as it seems easier to tell
the teammate what to do and set a
goal from there. As the leaders self-
assess, they realise that they were
telling, versus pulling information
out of people by using good quality
probing questions.

Even with very successful team
leaders, there can be some hesitancy
with commitment to the model. Dave
points out that on a team of fifteen
people, not every single person is
going to respond to the way the
leader likes to lead. His message
to the leaders is that they could be
finding opportunities to create a
more and more inclusive team by
focusing on how they would treat

each person as an individual and
drawing them into conversations
both within a group and individually.
The end result would create a more
productive team with increased
performance output when the
focus is on the inclusion piece i.e.
if | get to talk about me and | get
to share my ideas and | am part of
the solution then | am going to feel
more included in my team. | am
going to feel more connected to our
whole company and to the values of
the organisation.

PayPal strives to build and develop
leadership and coaching skills at
every level which is championed
through the Leadership in
Action  Program.  Administering
a continuous development
environment where a priority is
placed on training employees with
coaching skills reinforces healthy
succession planning, greater

opportunity for employees who
pursue opportunities to apply for
promotion to team leader roles, and
for the organisation to nurture the
internal talent pool.

The Coaching Engagement

A structure is in place at PayPal to
support the coaching programme
which includes a recommended
frequency, and length, of sessions.
A teammate receives at least four
coaching sessions a month and those
sessions can be a combination of
scheduled as well as unscheduled or
what are called Integrated coaching
sessions. Integrated is a fancy name
for side-by-sides where the team
leader will sit down and coach
with the employee. Sometimes,
depending on the performance of
the person, there are additional
coaching sessions scheduled and
sometimes more time is spent
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on integrated coaching. Each site
has a Site Coach and each leader
is evaluated by a Site Coach.
Generally speaking with some
exceptions, there is one Site Coach
for every thirty leaders. They are
tagged with doing two observations
in @ month and to make sure that
those observations are a Triad. The
Triad is where the leader coaches
the teammate with the observation
of the Site Coach. The team leader
has a coaching session with the
teammate, then the Site Coach has a
debrief of the coaching session with
the leader to enhance awareness of
what the coach did well, to examine
the opportunities available to the
coach and to review what they will
do to make adjustments for that
particular session going forward.

There are also requirements for
group leaders, the next level up, to
carry out coaching observations as
well, and interestingly enough, VPs
and Directors and Senior Directors
are starting to get increasingly into
observations of the coaching model.
Recently, a VP from EMEA attended
a coaching session and gave some
great feedback to the leader as well
as the coach.

Generally, in order to optimize
efficiency, scheduled sessions
are thirty minutes. The integrated
sessions depend on the length of
the customer contact. Ifit's a lengthy
customer call, the leader wants to
support the teammate as much as
they can in that particular setting.
They have a debrief afterwards so as

-~

not to leave it up in the air and say,
okay, well thanks, | got to go. The
staff use integrated coaching codes
where, once they sign off the phone,
they use the integrated coaching
code to catalogue the time that they
spent and are spending after the
call which can be up to ten minutes.
It is the call plus the after contact
time that the leader does the follow
up on.

Embracing a Coaching Mindset

One of the things required when
developing coaching and leadership
skills is a strong commitment to
resilience. Coaching is not an easy
professiontobeinandifoneexpects
it to be smooth and easy, it is not
going to be that. To be successful in

-

|

“
%
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the role requires a combination of
organisational backing, resilience,
the ability to be introspective and
an investment of time.

PayPal keeps track of the coaching
program through several metrics;
numerical, quality and survey data.
Dave took over the role 18 months
ago and stresses the importance of
meeting metric targets. One thing he
noticed was missing was the heart
part of it and how the real selling
point and the real focus needs to be
on how the coach has changed the
heart of somebody. "How have you
impacted somebody’s day when you
have had a good coaching session
andyou have hadthoseahamoments
and you have improved that person’s
approach to every single contact
that they take because they focused
on a particular goal and saw some
success.” Coaching is having an
impact on one person at a time and
once connections are made with the
heart and the head, the result is a
more engaged teammate and better
customer experiences.

When hiring new employees, PayPal
looks for entrepreneurial spirits that
are coachable and introspective as
well as having previous professional
experience, flexibility, the ability to
take ownership and be empowered
to do what needs to be done for the
customer.

Recruiting external people with
coaching experience gives a fresh
eye to how things are working within
the company, not only with the
coaching model, but with customer
service, and how teammates are

Before COVID-19, our leaders would sit
near their team members to do integrated
coaching sessions. We have adapted our
coaching models to ensure the health and
safety of our employees, so integrated
coaching is currently done virtually.

engaged.

A very powerful dynamic that
works well is when a Site Coach is
promoted to a leader running larger
teams and because of that they are
a sort of a disciple for the coaching
model and are able to use what they
have learned to be an influencer,
combined with their skill set, the
way and how they do it and their
positional power as a group leader.

The Future of Work

PayPalresponded to the pandemicin
March when things were haywire, by
making some very fast adaptations
in their centres around the world,
and as quick as they could get
people out of the brick-and-mortar
environments and into their homes,
the better.

They adapted quickly and part of
that adaptation was getting approval
for putting systems and processes
in place to coach virtually. The
expedited company growth created
service-level challenges and taking
time off the phone even for regular
coaching was at times sacrificed
and continues to be at times when
all hands are needed on deck.

Dave predicts the physical working
environment will form a hybrid
model where employees can work
from home and/or in the office.
Some people have indicated,
through the employee engagement
model, that they want to continue
to work from home because they
are comfortable with it. Others need
the separation of home and office.
One of the challenges with a hybrid
model is the difficulty with planning
the allocation of seating, however,
a lot of progress has been made
improving the internet connection
at employees homes.

Recently PayPal began to consider
part-time schedules and discussed
how to adjust their coaching model
to that. Dave suggested identifying

s

Oh my gosh, this stuff

really works.

people that could be self-coaches
- people with introspection and
who have excelled in their previous
roles. Part of the evaluation process
would be to have the leader assess
them, check for quality, check that
they did it, and listen to a customer
contact or read a customer message.
This approach would be a more
efficient use of time for the leader
and incredibly empowering for the
teammate to know they are trusted
to self-evaluate with the knowledge
of being checked which creates a
good possibility for success.

Success of the Coaching Programme

PayPal’s core values are
collaboration, innovation, wellness,
and inclusion. According to Dave,
looking across each of these four
core values, coaching is in every
single one of them.

Candidates eyes light up
in interviews when PayPal
communicates that they are core
values-driven and that they invest
in coaching. One candidate said
that PayPal was at the top of their
list because of the values-driven
organization and knew about how
they coached and how they try to
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lead people behaviourally under
the understanding that as one
exhibits the right behaviours one
gets the right results. PayPal is
attracting high-calibre candidates
as the reputation of the company
is positively growing. The company
is seen as committed to individual
teammate engagement and the
investments made in coaching is
something that is becoming well
known. When people hear how the
organisation does things and hear
the questions asked in interviews,
they are very motivated by it.

One of the goals of the coaching
program is to ensure employees feel
totally engaged in the company and
that every single minute on PayPal
time is focused on creating an
experience for customers that keeps
them coming back. With today’'s
customers anywhere around the
globe, time is at a premium. When
teammates solve a customer's issue
with a quick and clear answer, the
customer is more likely to say, "Oh, |
love this organization.” It elicits the
feeling of “this is a great company.
They really know what they are
doing. They care about my time.
They have solved my problem.”
And that is the behaviour PayPal
want in their teammates. When
coaching shows a dramatic increase
in their performance because they
focused on the right behaviours,
the employee may be highlighted
for recognition in an internal
communication.

Success happens on a daily basis and
the weekly report shows dozens of
examples where coaching has made
a positive difference. Successful
interactions depend on several
different factors, for example, the
number of years of experience
that an employee has had in an
organization, the experiences they
have had in that organisation, the
type of person that they are and
their communication style - are they
directive or expressive?

The team are trained in assessing
the customer communication style,
for example whether the customer
uses an expressive, facts-based,
or analytical style. The teammates
are trained to match the style of
the customer through listening for
keywords, phrases, and tones that
help tounderstand what those styles
are. Styles are matched because the
opposite - matching an expressive
with an analytic approach - would
be missing opportunities to make a
really good connection.

There are lots of stories and, as a
global team, they learn to focus on
the small little wins that connect
the heart and the head. Dave tells
a story about an employee in
Omaha, Nebraska who was correct
in  identifying the customers
communication style as expressive,
but when it was time to decide how
she was going to communicate with
the customer, she was very doubtful
that it would work in terms of how
she prepared it. After a while, Dave
and the employee agreed on an
approach to match the feedback
to the customer on their particular
issue in an expressive style. The
employee hummed and hawed
about it and went back to the
call and proceeded to go through
the steps to communicate in that
expressive manner and behold, the
look in her eye was priceless and
Dave can still see it to this day. It
was almost like "Oh my gosh, this
stuff really works.”

Rapport building is crucial to have
a good solid footing in the coaching
relationship. In PayPal rapport
building and engagement activities,
both group and individually, are
part of the whole structure of
relationship  building that can
be anything including having
conversations about somebody’'s
home life. If there is a particular
issue that people have that is
bugging them and could create a
situation at work where they are
distracted, the best leaders are

the ones that are helping people
through those situations by being
a good listener, providing corporate
resources to help individuals in that
space and just being. Dave says
leaders are a part Mom, Dad, uncle,
brother, psychologist, sociologist,
so when one is leading a team,
one plays all these different roles
and as the relationship is built, the
confidentiality builds.

Coaching helps to develop people’s
sense about themselves and
confidence grows as a by-product.
Through  self-assessing, people
begin to believe in themselves
and open up to other possibilities
in their lives. It is a wonderful
experience to see that happen and
witness people jump into new roles
and embrace a more positive way
of being once they are given the
opportunity.
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Coaching and Mentoring in ESB:
How the Academy Is Keeping [Pace
with Accelerated Internal Demand

Electricity Supply Board (ESB) has a 20-year coaching culture which has led to
the creation of The Coaching and Mentoring Academy. Informal Mentoring has
always been encouraged however in the past 12 months, the demand for formal
mentoring inthe Organisation has grown by an impressive 65%. Here Maria Travers
and Tom McMahon from ESB discuss the importance of the ESB’s Coaching and
Mentoring Programmes in a complex, people centric Organisation.

T i
-h |

27



The ESB Environment

Since ESB was established in 1927,
it has always endeavoured to bring
light and energy to the people it
serves, allowing individuals and
communities to fulfil their potential
in every walk of life. This is achieved
not only through the provision of
critical energy infrastructure, but
also through ESB’s contribution
to the economy in the form of
investment, taxes, dividends and
jobs.

Electricity Supply Board (ESB) was
established in 1927 as a statutory
corporation in the Republic of
Ireland under the  Electricity
(Supply) Act 1927. With a holding
of 95%, ESB is majority owned
by the Irish Government with the
remaining 5% held by the trustees
of an Employee Share Ownership
Plan. ESB is a leading Irish utility
focused on providing excellent
customer service and maintaining
their ~ financial  strength. The
Company have a regulated asset
base of approximately €9 billion
with 43% of electricity generation
capacity in the all-island market.
ESB currently supply electricity
to approximately 1.4 million
customers throughout the island of
Ireland. ESB Group employs a highly
trained and committed workforce
of approximately 8,000 people
operating in the diverse and highly
skilled business units and have an
expanding business interest in the
UK.

As a strong, diversified, vertically
integrated utility, ESB operates right
across the electricity market from
generation, through transmission
and distribution to supply. In
addition, ESB extracts further value
at certain points along this chain:
supplying gas, using our networks to
carry fibre for telecommunications,
developing electric vehicle public
charging infrastructure and more.

ESB’s mission is to bring sustainable
and competitive energy solutions

to all customers and their vision
is to be Ireland’s foremost energy
company competing successfully in
the all-island market.

ESB International, a leading Global
Engineering  Consultancy,  with
headquarters in Dublin employs
over 750 staff across operations in
Europe, the Middle East, Africa and
South East Asia, and has worked
in over 120 countries around the
world.

Electric Ireland is the national retail
division of ESB serving customers in
a competitive market in Ireland as
well as gaining a footprint in the UK.

The staff of 8,000 are spread
in several locations across the
country. Evolving from a rich
history of electricity generation
using coal, peat, oil and gas to a
strategy and new era of low carbon
and replacement of generation
with wind and solar power. The
landscape is changing having had
a physical and industrial presence
across the country at stations
including in Cork, Clare, the West
and the Midlands and on the 18th
of December 2020, after 55 years,
ESB closed the last peat burning
station. The networks business
is national with depots in every
village in Ireland with 1400 network
technicians and 130 supervisors
responsible for maintaining and
upgrading the network.

Brighter Future Strategy

ESB's strategy for «creating a
brighter future is anchored in their
ambition to lead the transition to
a low-carbon energy future based
on clean, reliable, affordable
electricity. It sets out a path to
achieve this ambition in a way that
will also ensure that ESB continues
to grow as a successful business
and maintain the financial strength
to invest in a low-carbon future at
the necessary pace and scale. The
fundamental essence of the Brighter
Future Strategy is about putting

customers at the center, providing
clean, secure and affordable energy
to customers and developing and
rethinking new innovative energy
services. ESB’s strategy highlights
the importance of being adaptable,
responsible and opportunistic in an
era of unprecedented uncertainty.

The growth of ESB is a balance
between, on the one hand, a deeply
ingrained reputation and a rich
service attitude, for example the
responses to storms in Ireland
by the ESB employees, and on
the other hand, ensuring not to
become complacent about their
rich reputation with regards to the
competitor and customer landscape.
Competitors are not complacent, and
customers will ensure getting value
regardless of the length of service
and rich history of the company.

Financial  strength and  high
performance is fundamental to
entering this new, very different and
exciting world of energy. Business
coaching which includes one-to-
one coaching and team coaching
is a key enabler in delivering a
performance culture which supports
innovation and collaboration among
individuals while also developing
them personally. Promoting
coaching and mentoring and training

1]

Coaching and

mentoring play
a massive role in
smart working
because it allows
the individual
and the team to

connect with the
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managers to have a coaching style
of management engages the will to
drive performance and capability.
ESB are very committed to offering
managers the support they need for
personal growth and to be effective
in their roles, where the purpose
to deliver transformational change
through the Brighter Future Strategy
is driven by changes in behaviour
and mindset.

The Impact of Coaching

ESB is known as a people-centric
organisation and has a history of
coaching and investing in people.
It is not a new phenomenon that
they are taking a close look at
coaching and bringing it to another
level in the organization. They
are professionalizing it, putting a
structure on it and really trying to
embed it.

Coaching is well-established in ESB
and has been at the heart of ESB for
over 20 years. With a dedicated team
in place to manage coaching and
mentoring, a foundation, structure
and infrastructure has been put
in place. Part of the foundation
is having Coaching & Mentoring
Programme Manager, responsible for
the strategic direction of Coaching

1 J

we've recently
tried to step away
from talking about
‘culture’ and talk
more about ‘this is
the way we work,

this is just the way

we work.

and Mentoring in the business
supported by coaching champions
and five Business Unit Coaching
& Mentoring Coordinators. This
has increased senior management
buy-in as they know coaching
and mentoring contributes to the
fundamental success of the strategy
and its drive to manage, mind,
encourage and inspire performance.

As part of the foundation, they
have set up a dedicated monitoring
database which tracks members of
the internal and external Coaching
and Mentoring Panels. This includes
the assignment of Coachees both
internally and externally and
Mentees; availability of coaches
and mentors; Coach bios; training
including supervision; Continuous
Professional Development through
the Coaching & Mentoring Academy
and the provision of data analytics
for costing and budget purposes.

Embedding  coaching in the
organisation is a constant challenge
and requires a strong business case
and the ability to evaluate impact.
Performance is a key tenant of
the company and people strategy
and stands over the progression
of coaching and mentoring in the
organization. So, what exactly

5B STRATEGIC OBIECTIVES
ES & MINOSETS

-

Coaching &
Mentoring
Academy

is the impact of coaching? How
does coaching impact on people's
business performance? What kind
of culture do they want in the
organization?

Tom mentions two elements in
the evaluation of coaching. "How
do | show up as a leader in the
organization?” and; “what does
it feel like to work here?” ESB
encouragesand promotesacoaching
style of leadership as distinct from
being an actual 'Coach’. They aim to
professionalize coaching, and have
a sufficient number of internal and
external coaches to support people
who are promoted, are transitioning
into management positions; in the
case of mentoring, new recruits
or graduates or those who are at
a crossroads in their career. The
biggest challenge in the embedding
of coaching is seeing the real value,
how it affects the bottom line, how
it affects performance and aligning
it to the way they work. They try
to step away from talking about
‘culture’ and talk more about 'this is
the way we work; this is just the way
we work".

ESB are currently working on
measuring the impact of coaching.
They are applying for accreditation

OUTCOME-FOCUSED
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for the International Standards
for  Mentoring and  Coaching
Programmes (ISMCP) Award in 2021,
awarded to organisations designing,
delivering and evaluating mentoring
and/ or coaching programmes
either ‘'in-house’ or externally.
One of the key conditions of the
award is being able to show that
ESB has the ability to measure the
return-on-investment, they are
looking at various ways of doing
this perhaps using the ‘Peakon’
platform in the organisation which
supports analysing performance
and generating metrics from the
data. ESB is a complex organization
comprising five different business
areas which makes measuring
difficult. To eliminate the silo effect
as a result of the different business
units, HR acts as one — a unified
department serving the organisation
as a whole.

Inrelation to Team Performance they
have found that where the focus is
on improving team performance,
the effect is more immediate and
easier to see because when the
team comes together, there is clarity
about the actions and the actions
they are going to take.

ESB engages an external coaching
panel as well as an internal
coaching panel. The external panel
consists of nine companies that
provide coaching to their senior and
executive leadership team. External
panels bring additional distance
and objectivity and observations
from another perspective outside
the company.

Some examples of feedback
received are:

“the interaction between the coach
and the client was excellent and |
achieved what | needed”

"great structure prioritization and
focus on development needs, good
feedback and suggestions from the
coaching and excellent relationship”

"my coach encouraged me to explore
issues in a safe environment and

determine actions that | should take”

“the option to have both internal
and external coaches is very
important, as with external coaches
it adds additional distance,
objectivity to observations as
well as increasing comfort around
discussing sensitive topics”

"my coach has shared with me their
experience within ESB and gave me
good advice on how to develop my

career”

The ESB Coaching and Mentoring
Academy@ESB

The Coaching & Mentoring Academy
@ ESB is a new initiative designed,
developed and aligned to support
the delivery of ESB's Brighter Future
Strategy across ESB Group. The
Academy was launched by Professor
David Clutterbuck in September
2020, with the support and advice
of Paula King, Kingstown college,
who was instrumental in engaging
David. The Academy is championed
by Capability Development
& Resourcing in People and
Organisation Development in ESB
and is managed by a Coaching &
Mentoring Programme  Manager
partnering with five Business Unit
Coaching & Mentoring Coordinators
representing the various businesses

The objective of the Coaching
& Mentoring Academy @ ESB
is to enable locally driven
transformational change by
supporting succession planning,
capability and leadership
development also empowering
individuals and teams to broaden,
develop and motivate each other
to achieve improvement in their
performance.

The purpose of the Academy is
to provides a safe and supportive
environment, creating a sense
of belonging, self-reflection and
collaboration amongst all our

Coaching
Mentori

Academy
@ESB

coaching and mentoring panel
members. The Academy supports
this cohort, by providing personal
and professional development (CPD)
which will typically comprise formal
training (e.g. Coach and Mentor
Training, Supervision, Tools &
Techniques for Line Managers); and
informal training; (e.g. participation

in conferences, webinars,
masterclasses, self-development,
lunch & learns, reading). For

members of the academy this means
ongoing commitment to developing
their knowledge base and technical
expertise. It also means keeping up
to date with evolving best practices.

ESB is a complex organization and
mentoring is utilized to set people
up for success in the organization.
Mentoring is one of a suite of
development solutions ESB uses
to support individual growth
and development. Mentoring is
important for people joining the
organization, forthose atparticularly
critical points of their career, for
people joining new parts of the
organization and for people taking
up leadership roles of whatever
kind. Mentors play a pivotal role in
safeguarding retention and building
organizational commitment. At
ESB mentorships are life-altering
relationships that inspire mutual
learning and development.

Determining  whether  Coaching
or Mentoring is the correct
development objective, or perhaps
a combination of both are agreed
through  the individual's ‘My
Development’ process, with the
support of the individual's line
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manager and invariably a discussion
with the Business Unit Coaching &
Mentoring Coordinator to define
the difference between both. So,
having a clear definition of either
process is so important.

There is certainly a demand for
coaching and mentoring and
the crucial thing is to have the
conversation with the individual
to determine what it is they
actually need. Conversations are
fundamental. Otherwise it just
becomes a conveyor belt which is
the wrong approach to coaching and
mentoring. In some cases, engaging
in coaching and mentoring is not
the answer at all, for example if the
employee simply needs to step up!
Mentoring is generally in demand
by graduates, apprentices and new
recruits. Atsenior levels, employees
seek mentors when they transition
from a mid-leadership level to a
senior leadership level. Coaching is
primarily reserved for leaders and
senior management.

In ESB there has been a 65%
increase in mentoring in the last
year!

There is a relentless focus on
coaching and mentoring in the
organisation to set people up for
success and to improve and sustain
performance and attract and retain
talent. All engineering graduates
receive mentoring and there is a pull
now from the business units to have
mentors for everyone, to develop
capabilities and enhance the sharing
of skills and transfer of knowledge
and this initiative is even extending
to the UK branches. Another added
benefit is the self-development and
learning-in-reverse for the coach
and the mentor as they are learning
from the coachees and mentees
and leverage inter-generational
relationships.

Implementing a Coaching and or
Mentoring Programme
either

For those considering

developing or implementing
a Coaching and or Mentoring
Programme in their Organisation,
Maria recommends doing the
Mentoring and Coaching Programme
Manager Bespoke Practitioner
Course. The purpose of the
programme is to equip Mentoring/
Coaching Programme Managers with
the knowledge, skills and behaviours
to design, implement and evaluate
mentoring programmes in a variety
of organisational settings and
contexts. In addition, the programme
addresses the ongoing training
and development of Programme
Managers. The programme s
accredited by the  European
Mentoring and Coaching Council
(EMCC) and holds the Programme
Manager Quality Award (PMQA)
Bespoke at Practitioner Level 5.
On completion of the course and
related registration requirements
and assessment, participants will
be awarded the EMCC Individual
Programme Manager Accreditation
(IPMA).

"No one is going to say coaching
or mentoring is a bad idea!
Building a solid structure and
foundation is fundamental before
bringing it to next level. Paula
King from Kingstown College has
been absolutely instrumental in
supporting and advising on various
coaching and mentoring initiatives
as well as being extremely service-
minded and approachable.”

When choosing a training partner
Maria’'s advice is 'make sure the
programmes are accredited’, which
they are with their training partner
Kingstown College. Over the last six
months, ESB in collaboration with
Kingstown College developed an
inhouse ‘Internationally Accredited
Certificate in Coaching Program me’,
scheduled to be launched in March
2021, QQIl Level 6 Professional
Coaching Practice and Ethics, EMCC
Accreditation (Foundation Level).
This internationally certified coach
training fulfils the criteria to apply
to be an internal coach with the ESB

Coaching & Mentoring Academy.
They have also redesigned, and
remodeled their Mentoring Training
Programme, based on feedback
from the various training cohorts
of mentors and mentees, and as a
result introduced a Mentee Training
Programme in November 2020.

There is widespread agreement
that successful coaching and
mentoring training programmes

within organisations need to be
strongly linked to the organisation’s
overall strategy, and business
drivers. Coaching and Mentoring
training @ ESB is aligned to the
ESB’s Brighter Future Strategy, to
specific Business requirements and
also to the accreditation standards,
as defined by EMCC Global
(European Mentoring & Coaching
Council). In ESB their coaches and
mentors have been adapting to
challenging times. The coaching
and mentoring environment has
changed drastically since the recent
Coronavirus Pandemic, so they
have introduced 'Virtual Coaching
Training’, to support the transition
from face to face coaching and
mentoring into a virtual coaching
space or mentoring space for the
foreseeable future, coupled with
the requirement for their coaches
to support their managers; and
mentors to support new graduates,
new recruits to make a connection
with the organisation in these
unprecedented and adverse times.

The Future of Work

ESB has carried out a comprehensive
capability review across the whole
organization in 2020 which will be
complete in Q1 of 2021. It looked
at what are the future capabilities,
what are the skills that may not be
needed as much of in the future.
Knowing what skills will be required
less, is equally important as knowing
the skills that will be required, in
the context of redirecting talent and
developing people in a particular
direction.
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For example, a hundred vyears
ago when ESB was founded, the
world of an engineer may not have
changed very much in sixty years
and now that world is changing
every five vyears. There are very
real technological changes in the
organisation - the whole concept
of self-serve and data analytics and
digital transformation.

ESB looks at both the technical
skills and the behavioural skills
required for the future. Behavioural
skills include strategic orientation,
leadership and innovation and it
is important that people have the
discipline to avail of coaching as it
is linked to developing behavioural
skills and being customer centric
as opposed to ‘'managing’ customer
relationships.

ESB has a Smart Working Manager
senior position in the organization,
to lead out on smart working and
the life and work benefits for
employees in the company. There
are 3,500 people working remotely
today which is half the employee
population. The other half work in
the power stations, on the networks
etc.

Despite the awfulness of COVID-19,
as a singular benefit, ESB has
probably leapfrogged five vyears
in terms of the culture of working
smart and working remotely. It has
matured in terms of understanding
that productivity doesn’t relate to
presenteeism, there is a value of
trust and people respond positively
to that. New recruits are appointed
a mentor and the mentor acts like
a buddy and helps to connect them
with the organization, the network
and the process of what to do
what not to do. ESB were on that
journey anyway and acquired more
understanding that people work in
different ways at different times.

Coaching and mentoring play a
massive role in smart working
because it allows the individual
and the team to connect with the

organisation. If there is one person
who is not present face-to-face that
creates a virtual team where that
person is included. And we ensure
that inclusiveness is very much part
of what we do.
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