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Objectives

· To define mentoring

· To identify the roles and responsibilities for the protégé and the mentor

· To suggest ground rules for the relationship

· To identify the keys to having a successful mentor/protégé relationship

· To provide tools for the mentor to use:  goals setting, giving feedback

· To provide a living document as a resource and guide for mentors and protégés  

Mentoring Overview

What are the strategic objectives of the program?

· To attract, develop and retain a diverse pool of protégés who will become the next generation of leaders
· To encourage current leaders to accept mentoring as an integral part of their leadership role

· To create a culture in which all have the skills necessary to create mentoring partnerships that develop naturally

What did the concept of mentoring start anyway?

Mentor was originally a character in Homer’s Odyssey.  Odysseus went to battle and left his son Telemachus at home.  Odysseus realized Telemachus needed to be coached on how to rule while he was off fighting.  He hired a trusted family friend, Mentor.

Mentor’s job was not merely to raise Telemachus, but to develop him for responsibilities he was to assume in his lifetime.
  

Truth and honesty are both essential ingredients in a mentoring relationship.  It is interesting to note that:  “When 2.4 million workers were asked what they really wanted from their work environment, they listed “to be mentored” as third, and that was only after ‘to be treated truthfully’ and ‘to be trusted.’”
 

Mentoring is…

…a voluntary experience
Mentoring relationships usually come about when two people decide that the time is ripe for change, expansion and openness to greater responsibilities

…Protégé driven

As a protégé, you will look to closing gaps in your skill sets of experiences, and what you ultimately aspire to.  Look for a mentor who specifically has strengths, experiences and skill sets in the areas you require.

…goal-oriented

You and your mentor will team to achieve your goals – working together through an established protocol which provides for confidentiality, open and honest exchange and a commitment to sustaining the relationship.

…coaching

Effective mentors guide with virtue – without force or effort – in a safe harbor of inspiration, trust, and candor, supporting inter-dependence and confidence in their protégé.

Mentoring isn’t…

…mandatory

While the voluntary nature of this relationship enables both you and your mentor to give of yourselves enthusiastically and wholeheartedly, it allows for either partner to declare a no-fault ending at any time.

…career sponsorship
This is a common source of confusion and so deserves added treatment.  Understand that mentoring carries no stated or implied promises of career advancement, protection from adversity or special treatment.

…warm fuzzies
Individual outcomes will occur for both participants as a result of this dynamic time together.  Mentors often return to their group as more enlightened leaders – both as a result of this intense coaching experience, and particularly after reconnecting with critical issues facing another pool of talent in the pipeline.

…managing
Mentors do not report back to unit or organization and are not involved in performance appraisals, decisions regarding promotion – nor are they invited to participate in advancement decision in your career path.

Have You Ever?

As you reflect on your career, have there been those who have contributed either formally or informally as a mentor?

Experience
Person Who Helped You
Was it Beneficial?



(Mentor)

(How)

Offered challenging ideas
_____________________
________________

Helped build self-confidence
_____________________
________________

Encouraged professional behavior
_____________________
________________

Addressed negative behaviors/attitudes
_____________________
________________

Taught by example
_____________________
________________

Provided growth experiences
_____________________
________________

Provided inspiring words
_____________________
________________

Explained how the organization works
_____________________
________________

Helped work through decision-making
_____________________
________________

processes in challenging situations

Offered discerning and wise counsel
_____________________
________________


Triggered self-awareness
_____________________
________________

Shared critical knowledge
_____________________
________________

Offered encouragement
_____________________
________________

Provided constructive feedback
_____________________
________________

This mentoring program is designed to provide you an opportunity to experience many or ALL of these elements.

Benefits of Mentoring:  An Organizational Perspective

More and more organizations are finding that encouraging mentoring relationships is not simply an altruistic venture.

Though the first impetus for encouraging mentor/protégé relationships may be to increase member satisfaction, organizations have found that there are many side benefits that ultimately have a positive effect.  Some of those benefits are:

· Integration of the member into the organization – A positive mentoring experience can strengthen commitment to the organization.

· Reduction in turnover – There is often an increased sense of loyalty to an organization when you feel you have someone who gives you positive feedback, takes an interest in your work, and is there to help you through difficulties.

· Acceleration in the transfer of skills and knowledge – Mentors can show protégés the shortcuts of the trade and tailor activities to fit the protégés own learning style to speed up the learning process.

· Conservation of organizational memory and know-how – Many times a departing or retiring person holds the knowledge and skills necessary to perform a job.  Mentoring relationships allow the organization to retain the skills and knowledge it has invested in so heavily over the years.

· Increased organizational communication – Mentoring relationships often span across hierarchical as well as functional lines.  Open, two-way communication between mentors and protégés transfers a lot of information that both of them might otherwise have missed.

· Smoother management development – Organizations benefit by having self-motivated protégés learn to become at ease with leadership responsibilities, guided by proven leaders in the field who can pass on the self-confidence and knowledge needed to feel comfortable mobilizing people and resources.  

· Increased numbers of multi-functional members – Mentoring relationships, coupled with the awareness of what an organization’s needs are, can create an environment in which members take charge of their own professional growth and ready themselves for what the organization needs.

Benefits of Being a Mentor

· Satisfaction of helping someone develop his or her career

· Opportunity to develop personally and professionally

· Opportunity to expand own network of professional contacts

· Exposure to another perspective

· Chance to improve the organization by developing another member

· Friendship with an appreciation from your protégé

· Serving as a successful role model for future leaders

· Broaden organizational learning and transferring knowledge

Stepping Stones to a Successful Mentoring Partnership

The SAF/IA-RC Mentoring Program is built upon a four-step process designed to bring formality, quality, and direction to mentoring.  The program will equip mentors and protégés with the framework and tools to obtain maximum benefit from the program and mentoring relationship. 



Keys to a Successful Mentoring Relationship

Having a successful mentor-protégé relationship means being…

· Readily available

· Diversity friendly

· Willing to offer a non-biased point of view

· Have a sincere commitment to the process

· Have the courage to provide a challenge when necessary, as well as enough compassion to offer encouragement when needed

· Provide a protégé with career and interpersonal guidance within the organizational setting

· Offer honest, candid, confidential feedback that facilitates a protégés personal and professional growth

· Able to set aside time approximately once per month to talk with, meet with, and/or participate in activities with a protégé

· A good listener

· A coach and guide (not a manager) through open-ended questions and dialogues 

It also means being able to….
· Share mistakes and failures

· Model trust, courage, and integrity

· Know that you do not have all the answers

· Make time for the relationship

· Demonstrate a sincere commitment to offer time, energy, planning and resources to the mentoring partnership

Your Responsibilities as a Mentor

· Take a special interest in the protégé’s personal and professional development

· Help the protégé set realistic expectations and goals for mentoring

· Share the information about the job and culture of the organization

· Be a role model of how to behave in a professional world

· Spend quality time with the protégé

· Provide growth and visibility opportunities for the protégé

· Help the protégé network and find suitable resources

· Facilitate rather than direct protégé decision making and problem solving

· Give specific and constructive feedback

· Seek a mutual exchange of ideas

· Help the protégé keep goals and problems in perspective

· Believe in and endorse the protégé’s dreams and goals

· Be a sounding board and offer encouragement

· Share your own past struggles, fears, and accomplishments

· Conduct yourself in a way that will not jeopardize the comfort level of either you or the protégé

· Avoid encouraging the protégé to be overly dependent on you; understand that the protégé may also seek help from peers, family, and others in the organization

Suggestions for the Mentor

Be available and accessible

· Make time for your protégé

· Keep in touch with your protégé

Show genuine interest

· Take time to get to know your protégé and to let your protégé get to know you

· Take care to nurture, build trust, and develop an open relationship

· Honor the confidentiality of the relationship

Provide technical and professional guidance

· Share your technical and professional expertise
· Guide your protégé in applying existing skills and training, and in acquiring new skills and training
Strengthen your interpersonal skills

· Support and encourage your protégé
· Listen without interrupting
· Ask open questions
· Listen for feeling as well as words
· Share your own personal experiences and feelings when advising or providing insight
Use your contacts and knowledge of the organization

· Identify experts and resources within the organization that can help; do not expect to have all the answers yourself

· Encourage your protégé to use available resources

Attend diversity seminars and training

· Increase your awareness of how to communicate and show respect for those different from you
· Become aware of attitudes and behaviors which may unconsciously limit your effectiveness with others
Show appreciation and give positive feedback

Learn how to give constructive feedback and make suggestions for improvement

Be realistic about your ability to be all things to the protégé.  Be up front about what you can and cannot do for the protégé

Don’t be afraid to say “no”

· Let the protégé know if you feel you cannot help them reach their goal

· Manger your time, if you cancel an appointment, always reschedule it

See that your protégés have an opportunity for informal contact with other professional people outside the work environment

Have high expectations for your protégé

Mentor Feedback – Guidelines

As a mentor:

· Make your feedback specific to behavior
· Consider your timing
· Consider the needs of the person receiving the feedback as well as your own.  Ask yourself what he or she will get out of the information and how it will contribute to your relationship
· Use “I” statements as opposed to “you” statements to reduce defensiveness.  Check to be sure that clear communication has occurred
· Give feedback in a calm tone, using unemotional verbal and body language
· Coach with open-ended questions, using “who, what, where, when, and how”
· Avoid beginning questions with the word “why” to reduce defensiveness
As a mentor, you may wish to give feedback regarding:

· Protégé’s goals and/or progress toward stated goals

· Behaviors, attitudes, and style

· Anything you observe that could derail a protégé’s career

· Protégé strengths

Feedback you can expect from your protégé:

· Behaviors he or she would like to reinforce in you

· Your suggestions or strategies

· Progress toward goals

· Expression of gratitude

Mentor Feedback – Techniques

Type
Definition
Purpose
Impact

Coaching
Identifies behaviors, decisions, or results that were handled in less than desirable ways.

Example:  “I would suggest that you look at the situation this way.”


To promote desirable results.
· Shows positive guidance

· Increases skills and confidence

· Leads to out of the box thinking

· Helps relationship

Advice
Identifies behaviors / results and specifies how to modify, let go of, or incorporate them in.

Example:  “Remember to check for understanding during your presentation this morning.”


Shape or change behavior/results to increase performance in future.
· Meaningful when sought out

· Can increase dependency

· Can lessen autonomy

· Might mean “You are not capable.”

Reinforcement
Identifies behavior or results that were desired up to or exceeding standards.

Example:  “You used sound thinking and risked rejection.  You did your homework and it showed in your presentation.”


Increase desired performance
· Increases skills and confidence

· Increases motivation to risk and grow

· Improves performance

Mentor Feedback – Traps

Great mentors encourage protégés to be accountable in the relationship – for getting what they need out of the mentoring experience; striving for interdependence throughout.

You have come to understand the basic types of feedback within a mentoring relationship.  Now, you will need to watch yourself for behaviors that prove to be less than helpful.  Following are example of such behaviors: 

· Criticism

· Advice in lieu of coaching

· Too often mentors believe that their job is to give advice to their protégés.  However, there is a downside to this form of feedback.  When we give advice, we assume we have superior knowledge, insight, or wisdom related to the problem or situation.  This could be true, but your protégé’s growth depends on solving most of his or her own problems.  

· Rescuing a protégé  

· Departing from mentoring and beginning to sponsor

· Breaking your protégé’s trust

Protégé Feedback – Guidelines

As a protégé 

· Make your feedback specific to behavior

· Consider you timing

· Consider the needs of your mentor receiving feedback as well as your own.  Ask yourself what he or she will get out of the information and how it will contribute to your relationship

· Use “I” statements as opposed to “you” statements to reduce defensiveness

· Check to be sure that clear communication has occurred

· Give feedback in a calm tone, using unemotional verbal and body language

· As a protégé, you may wish to give feedback regarding:

· Specific behaviors in your mentor that really helped you

· Suggestions or strategies from your mentor that did or did not work

· Progress you are making towards your goals

Feedback you can expect from your mentor

· Your goals and/or progress toward stated goals

· Behaviors, attitudes, and style

· Anything the mentor observes that could derail your career

Protégé Feedback – Traps

As a protégé, managing the relationship means being accountable for getting what you need out of the mentoring experience, continually striving for interdependence throughout.  To do this, you need to be aware of falling into traps that will keep you from attaining your goals. 

You have come to understand the basic types of feedback within a mentoring relationship and you will need to watch for behaviors that prove to be less than helpful.  Following are examples of such behaviors:

· Criticism

· Advice in lieu of coaching

· A mentor who wants to rescue you

· A mentor who departs from mentoring and begins sponsoring

· A mentor who breaks your trust

Mentor Enrollment

To enroll as a mentor in the SAF/IA-RC Mentoring Program:

· Review the Mentor Toolkit

· Review other mentoring material.  Suggest:

· www.lifementoring.com
· www.mentors.ca/mentor
· Understand the requirements and responsibilities of becoming a mentor

· Submit your name to Maj Amadeo to be posted on the Reservist Corner webpage

MENTOR POCS:

Primary
Maj Pia Lomax Amadeo
pialomax@hotmail.com

(501)907-9959



Christina.amadeo@pentagon.af.mil
Secondary
Maj Chris Balcik
balcikj@earthlink.net


Christopher.balcik@pentagon.af.mil

Maj Maureen Baillie
mobaillie@hotmail.com



Maureen.baillie@pentagon.af.mil
Last Note:

This living document is simply a guide for the organization.  Make it your own.  Add to your toolkit whatever checklists, thoughts, guidance, experiences that will make you a better mentor and/or protégé.  Submit ideas you believe the organization can benefit from to me, Maj Pia Lomax, and I will include them in the toolkit.  Enjoy!


//S//


Pia Lomax Amadeo, Maj, USAFR


IMA, Europe/NATO/Eurasia Division


Deputy Under Secretary, Int’l Affairs




1.  NETWORKING.  Start now!  A natural match-up are fellow IMA’s in your division.  Also, look for what you have in common with senior (mentors) and junior (protégés) IMA’s in the Reserve Component as well as in the Active Duty.  Meet as many IMA’s and active duty as possible.  Additionally, reach out to new IMA’s before they process into SAF/IA.  Plan time to meet and offer to help with in-processing and initiation.








2.  BUILDING.  Explore backgrounds, interests, goals, experiences, accomplishments.  Assess skills.  Work with Division Chief and Reserve Advisor to place protégé in positions that maximize skills and meet individual career advancement goals.








3.  TAKING ACTION.  Facilitate goal setting and problem solving.  Develop action plan and institute shadow program.  Assist protégé in skill enhancement and tackling challenges.





ASSESSING.  Assessing during all stages of the partnership.  Protégé may need o be more specific about needs and wants.  Use checklists and your own assessment to make corrections in the mentoring partnership.








4.  MOVING ON.  End at the conclusion of tour or when a mutual benefit does not exist.  Begin networking….








� Gordon F. Shea, Mentoring (Crisp Publications, Inc., 1992), p. 3 and 5.


� Susan Fowler Woodring, Mentoring:  How to Foster Your Career’s Most Crucial Relationships (CareerTrack Publications, Boulder, CO, 1993), audiocassette, Side 1.
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