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IV.  ABSTRACT

Wishing to establish an effective mentoring program for its membership, the EPPAA requested assistance from an EPP team.  Team 8 to 1 accepted the challenge.  This paper discusses two major subjects:  the development of Team 8 to 1’s proposal to the EPPAA, and a study of the group dynamics of the team members.  The members of Team 8 to 1 engaged in a thorough research process.  The project afforded the team an opportunity to study team dynamics first hand, and to identify and discover mentoring best practices, as applicable to the EPPAA.  Based upon the unique needs of the EPPAA membership, a semiformal mentoring program, with a great amount of flexibility is recommended for the EPPAA. 
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VII.  PURPOSE OF PROJECT

Each Executive Potential Program (EPP) participant contributes to an Experiential Learning Team (ELT) project.  The objectives of the ELT project are to: 

· Afford group members opportunities to participate in varying roles within a team;

· Study group dynamics through a practical exercise; and

· Contribute in a meaningful way to the functions of Government.

Additionally, Team 8 to 1 searched for a project:

· Beneficial to the entire Federal Government; and

· Free from Agency boundaries.
A structured support system, that will foster a mentoring relationship between past, current, and future EPP participants and/or Senior Executives, is not currently available.  The EPPAA, established in 2002, is an organization dedicated to serving the needs of graduates of the EPP, and is the ideal organization to sponsor a mentoring program for these individuals.  Additionally, the EPPAA BOD wished to work with an EPP team to develop a mentoring program for its membership.  Furthermore, Team 8 to 1 members envisioned the EPPAA’s mentoring program as an extremely valuable tool for the development of future senior-level Federal leaders, with the potential for impacts across functional, organization, and cultural boundaries.  Consequently, the EPPAA’s goals and Team 8 to 1’s goals were complementary, and the team elected to contract with the EPPAA.  (See Attachment 1 for a copy of the contract.)

VIII.  SCOPE OF PROJECT


In contracting with the EPPAA, Team 8 to 1 proposed to: 

· Develop a mentoring program for the EPPAA;
· Research and develop a set of mentoring best practices; and
· Research and report on future developmental action to further the success and value of the EPPAA.

The goals of the project were to:

· Empower current and future members of the EPPAA by the creation and implementation of a mentoring program;
· Increase awareness of the EPPAA;
· Increase the status of the EPP across the Government;
· Provide readily accessible mentoring opportunities and sources for EPPAA members;
· Develop a forum for building and maintaining relationships between EPP graduates and the Senior Executive Service (SES) corps that transcends agencies; and
· Develop a network that links mentors and mentees.

The objectives of the project were to:

· Create a list of potential mentors;
· Develop a mechanism to continually recruit mentors;
· Disseminate information about the EPPAA and the products and services it provides to customers;
· Identify and develop communication methods to provide access to mentoring opportunities;
· Identify and develop best practices for informal and formal mentoring; and
· Develop a source of mentor competencies.
IX. PROJECT RISK ASSESSMENT



Known risks to project completion, and an evaluation of each risk’s potential impact on project completion are addressed in Table 1.  For each item, the degree of risk and uncertainty (probability of occurrence) were assessed.  Contingencies for mitigating the risks were identified by the team (such as schedule buffers, alternate staffing plans, etc.).  

X.  LITERATURE REVIEW




For centuries, the term “mentor” has been used to describe a more experienced person who helps another person with less experience.  Ellinger (15) states that mentors have been conceptualized as those who draw upon deep knowledge to guide and teach others.  Although mentoring occurs in every aspect of personal relationships, we will concentrate on the mentor and mentee in a professional setting. 

A.  Mentoring

1.  Definition

What is a mentor?  According to Peddy (24):
The word originated from Greek mythology.  Mentor was the name of a wise and faithful advisor to Odysseus.  When Odysseus (Ulysses to the Romans) left for his long voyage, he entrusted the direction and teaching of his son, Telemachus to Mentor.  Today, the word is often used to mean a friend and role model, an able advisor, a person who lends support in many different ways to one pursuing specific goals.  


It is within this advisor role that most employees and employers are familiar with the term mentor.  Peddy adds that mentors are more than coaches; they also teach and counsel.  Most of the relationships are between two people, a mentor and a mentee.  A mentor is a seasoned professional who desires to pass along information and advice to a less experienced employee – the mentee.  The mentee, in one definition, is a junior person seeking information and advice on the pathway to success (Kunick and Lester 18).  The process by which one person aids another in this type of relationship is known as “mentoring.”  “Mentors teach the unspoken rules: how to dress, what to say, how to get projects approved, insider information that can make or break a career,” (Peddy 29).  Mentors are there when you need them.  In return, a mentor expects loyalty and commitment to a common goal (Peddy 29).  Regardless of how we choose to define it, mentoring, if properly conducted, can make a positive change in the life, attitudes, and behavior of the mentee, while also being rewarding to the mentor.

Kunick and Lester (17) state that mentoring is both a responsibility and obligation of leadership.  This includes passing on and discussing principles, traditions, shared values, qualities, and lessons learned.  Zachary (7) also shares this view of the relationship between a mentor and a mentee.  She describes this relationship as a learning journey, from the perspectives of both the mentor and mentee.  The mentor passes knowledge and wisdom to the mentee using “experience as a lens,” and the mentee brings youth, excitement and a willingness to learn.  She adds, “(L)earning is the fundamental process and the primary purpose of mentoring” (1).  Zachary explains that mentoring has shifted from a product-oriented model, “…characterized by the transfer of knowledge,” to a process-oriented relationship.  Kunick and Lester conclude that mentoring provides a framework to bring about a cultural change in the way we view the professional development of competent future leaders (17).

2. Types of mentoring



a. Informal



The traditional forms of mentoring include informal and formal (Ellinger 17).  Johnson (45-46) adds that mentoring is often informal and spontaneous.  Spontaneous mentoring is similar to what Peddy (29) described as “mentoring moments.”  Informal mentoring is a voluntary relationship.  In organizations where formal mentoring programs are not appropriate, it is especially important that people be encouraged both to recognize and share their own expertise, and to identify their own needs for mentoring and seek appropriate help.


b. Formal



Formal mentoring is an organized approach that is designed to provide an organizational structure to foster the growth of not only the mentee but the mentor as well.  An approach can range from automatic pairing of mentees with mentors to a team approach that uses an organizational mentoring committee and multiple mentee teams.



The USCG established a formal mentoring process and defined it to cover four main characteristics:

· It has a beginning and an end;

· It has a method for no-fault termination;

· It has some type of formal matching process; and

· It has one or more checkpoints, such as a meeting at mid-point in a one year mentoring relationship during which the mentor and mentee can discuss progress and decide to continue with no changes, make major changes, or terminate the formal relationship.


        The MSC also offers a formal program, but one less formal than that of the USCG.  Junior officers are assigned to senior officers through a mentoring committee.  The committee is comprised of officers with more than 15 years of service.  The committee assigns new senior officers to junior officers with similar backgrounds.  For example, a newly trained finance officer would be paired with a senior comptroller.  In this relationship, no formal contract is required.  However, the mentor and mentee share common goals.  Each party can opt out of the relationship with no ill feelings.  The (MSC) believes that throughout a Naval Officer’s career, multiple mentors offer a much-needed breadth of exposure to a wealth of experience.  Paragraph A(2)(c), below, will describe various programs an organization can follow to begin a successful mentoring program.  



Table 2 from Wareing (1) summarizes similarities and differences between informal and formal mentoring.  

Similarities include:

· The requirements of free choice by both mentor and mentee;

· A high dependence on rapport for success;

· The opportunity for learning;

· The possibilities for improved networking throughout the organizational structure; and

· The opportunity to take the learning from one mentoring relationship into another, leading to continual improvement for all concerned.


 Differences include: 

· Whether the mentoring is managed by the mentee and mentor, or by a program coordinator;

· The amount of specificity in relationship goals;

· The presence or absence of a mentoring agreement;

· Need for regular meetings between mentor and mentee; and

· Length of relationship.



c. A third dimension – team or group mentoring



A combination of the two traditional types of mentoring is the concept of a team approach (Strout 89).  The ideal learning group consists of four to six high-performing employees who are seen as able to make important contributions to the organization currently and in the future.  Typically, their names are on succession-planning lists.  They have expertise that the organization does not want to lose whether the expertise is technical, managerial, line, or administrative support (Kaye and Jacobson 14).


In selecting high-performing people for a learning group, it is important to consider the interactions and synthesis of the group as a whole.  Diversity is critical to the success of the learning group.  Diversity in various position levels, functions, gender, race, and career goals serve several purposes (Kaye 14 and Jacobson).  As in the EPP, a diverse ELT creates a unique opportunity for members to share and grow together.  Team members learn to build team cohesiveness and set team goals while learning from, and sharing experiences with, team members.



A high performing learning group also helps create a peer network in which people have contact with various functional areas and various executives.  In addition, when people in a group do not think alike, valuable interaction is more likely.  But diversity in a small group is usually achieved only deliberately.  The members must be selected with diversity in mind (Kaye and Jacobson 14-15).



Members of the learning team need many broad opportunities to achieve their potential.  Each member of the team brings to the group a unique set of experiences and skills.  The team builds its strength from the interactions of its members.  Consequently, team members need opportunities to round out their repertoires (Kaye and Jacobson 15).  “It follows that if the learning group is to be the arena for these opportunities, the members must be willing to experiment.  Testing new waters should be a stimulating challenge, providing grist for group meetings” (Kaye and Jacobson 15).
Typically, a learning group meets with its leader each month for several hours.  The agenda should accommodate any topics or concerns, and all members are encouraged to initiate dialogues.  The leader and group members share the responsibility for learning every step of the way (Kaye 15).

3. Characteristics


Research on best practices reveals that most successful mentoring programs clearly define not only mentoring, but also the predominate roles of the mentor and mentee.  A 1994 study of executives, reported in The American Psychologist (Johnson 46), found that half of the mentees failed to advance in their careers.  The report showed that those mentees who failed to advance were usually talented, but they had not substantially developed in the mentoring program.  To have a successful mentoring program, an organization must have a culture that identifies and sponsors talented people (Johnson 46).  The importance of the organizational culture cannot be emphasized sufficiently.  Peddy (29) refers to an organization that embraces the principles and practices of mentoring as one that readily provides opportunities for mentoring to those who understand they need it, while providing rewards for successful mentors.

a. The Role of the Mentor



Kunick and Lester (19) state that a mentor must conduct himself in a positive manner at all times.  As with the EPP, mentors must demonstrate the proper methods, techniques, practices, and procedures of the organization to the mentee.  A more profound role of the mentor is to show the mentee how a mature professional deals with opportunities and challenges (19).



Another role of a mentor is to empathize (Peddy 29).  Kunick and Lester (22) state that only when a mentor truly understands what a mentee is feeling, and understands what the mentee is experiencing, can the mentor know what is needed.  Empathy helps form a bond between the mentor and mentee, fostering the commitment that each has for the other and the goals they have established.


Nurturing is the third role.  This characteristic cannot be rushed and must be genuine (Kunick and Lester 24).  It takes time for the mentor to truly understand the motivation of the mentee.  Nurturing is more than teaching.  It is truly caring for, and caring about, the well being of the mentee.


An open and honest relationship is vital to the successful bond between a mentor and mentee.  A mentor should not try to hide information or criticism.  The mentoring process is the establishment of a relationship, and it is two people working to satisfy common goals.  A successful program, therefore, cannot be built upon deception or dishonesty.  Honesty is the fourth role/trait of a mentor.


Being an effective teacher is the fifth role.  “Mentors teach their [mentees], first and foremost” (Kunick and Lester 26).  In so doing, the mentor must create an effective plan that is easily understood by the mentee.  It is through this plan that the mentor can assess the progress made by the mentee.  After basic skills are mastered, the mentor can increase the complexity and add more challenging issues.


The next role for the mentor is that of being an effective communicator..  Zachary (124) cautions the mentor and mentee not to take communication too lightly.  The potential for mistrust and miscommunication exists.  The mentor should establish ground rules for communication.  These rules will act as a safety valve for the mentoring relationship.  Mentors and mentees often have different communication styles (Zachary 124).  Therefore, it is important for the mentor to understand their style and recognize the style of the mentee.  Zachary (124) states that the knowledge gained from this understanding will help shape the delivery of the response.  

 
Lastly, the mentor must not be afraid to praise.  Positive encouragement and acknowledgment of outstanding performance is vital to a successful program.  A mentee engages the mentor to learn and to gain exposure, both in terms of networking and experience, and as a role model.  Praising the mentee strengthens the bond and improves the probability that the relationship will result in success.

 
As a general rule, effective mentors are at least two supervisory levels above the mentee, or better still, a member of a different organization.  Although immediate supervisors should coach, they generally are not good choices as mentors (Peddy, 29).  Mentoring can create a perceived dilemma for the immediate supervisor, since the mentee is a potential competitor.  Also, when more than one employee is supervised by the mentor, those who are not mentees may not be comfortable with a coworker being mentored by a shared supervisor.  If the mentor is in the same organization, then the greater the vertical separation in the hierarchy, the greater potential benefit to the mentee.  In an effective mentor-mentee relationship, the mentor will never feel threatened by the mentee's progress (Johnson 45).

b. The Role of the Mentee



The role of the mentee is to enter into the agreement, whether formal or informal, with a willingness to learn.  If a mentee is motivated and interested in career advancement and the organization’s program mission, the willingness to take initiative for self-development, and to make the most of available opportunities, must be present.  According to Carter, the mentee’s subsequent responsibilities fall into four categories: taking initiative, assuming responsibility, networking, and communicating.

1. Taking Initiative




Taking the initiative involves more than showing up at all the organization’s events and monopolizing the executives’ time.  In the mentoring relationship, the mentee must take the first step in defining career goals, and work with the mentor to identify and assess the mentee’s strengths and weaknesses.  A plan of action should be developed to achieve mentee goals and improve job skills.  The mentee must take the initiative to make things happen.



2. Assuming Responsibility





A common pitfall in building a career is not planning for success.  Mentees need to assume responsibility for their personal and professional development.  They must set career goals and a specific plan of action to meet each milestone.  Mentees should: fulfill official work assignments, maintain a personal momentum and professional enthusiasm, seek opportunities to experience new responsibilities related to their job and career development, and take lead responsibility for developing knowledge, skills, and abilities.


3. Networking




Networking is critical to getting information and identifying resources.  Developing contacts within and outside an agency is very valuable.  Mentees are encouraged to: work with mentors to identify key contacts, gain different perspectives by establishing a network of contacts within and outside the host organization, and be willing to share information in return.

4. Communicating




Frequent, regular, face-to-face communication is critical to the success of a mentoring relationship.  Both the mentee and mentor have a responsibility to create a trusting and committed relationship.  By developing open lines of communication, mentees can develop a constructive, trusting environment within which the objectives of the mentoring relationship can be achieved.  According to Carter, mentees are encouraged to:

· Establish a schedule of regular meetings with their mentors allowing sufficient time to ask questions and discuss issues openly;

· Be willing to share information and ideas;

· Continuously seek feedback in order to understand and clarify issues or questions; and

· Listen non-defensively, expecting and accepting open and constructive ideas for change and how their actions/relationships affect others.


In summary, the mentee must possess a commitment to learning and professional development.  It is essential that the mentee recognize the rewards and growth that will result from learning from the mentor. 
B.  Benefits of Mentoring



Mentoring is one of the most effective tools available to reduce turnover and reward employees.  The bottom-line effect is increased efficiency and growth within an organization (Kellam 57).  Whether an organization has a formal or informal mentoring program, benefits to the organization, mentor, and mentee are plentiful.  Learning is at the core of mentoring.  Although there are tradeoffs to the possible benefits of formal and informal mentoring, both share in the pursuit to increase the intellectual capital and leverage of the organization and mentoring partners.  Some of the benefits of mentoring are:

Organizational

· Increase in morale, job satisfaction and motivation;

· Discovery of talent;

· Communication of values, goals, and plans;

· Development of leadership for future survival and prosperity;

· Enhancement of strategic business initiatives;

· Encouragement of retention;

· Reduction of turnover costs;

· Improvement of productivity;

· Enhancement of professional development;

· Linking employees with valuable knowledge and information to employees in need of such information; and

· Use of own employees as internal experts for professional development versus hiring outside contractors.

Mentor

· Gains insights from the mentee’s background and history that can be used in the mentor’s personal development;

· Gains satisfaction in sharing expertise with others;

· Re-energizes the mentor’s career;

· Gains an ally in promoting the organization’s well-being; and

· Learns more about other areas within the organization.

Mentee

· Gains from the mentor’s expertise;

· Receives critical feedback;

· Develops a sharper focus on what is needed to grow professionally within the organization;

· Learns specific knowledge and skills that are relevant to professional and personal goals;

· Networks with a more influential employee;

· Gains knowledge about the organization’s culture and unspoken rules that can be critical for results; and

· Has a friendly ear with which to share frustrations as well as successes.

C. Training and Programs


Two of the common "rules" in setting up a mentoring relationship include the understanding that a mentor's advice may not always work, and that any program must have the flexibility to adapt to changes.  Kellam reports that a mentor should provide options as well as direction and privacy - confidentiality must be maintained (57).  The mentor should listen more than advise in the relationship, and the relationship is most effective when questions are asked to help the mentee develop and select alternate conclusions. 


1. Program approaches



Several approaches to establishing a mentoring program were identified.  The following are three examples that illustrate effective mentoring.  Creating and developing a successful mentoring process starts with five basic steps (Yudd 49).

Step 1: Seek out employees who can serve as mentors.  Typically these are employees who enjoy sharing with others.  They have mastered their particular job and bring other unique gifts and talents to the workplace.  They are passionate about their occupations, their organizations’ missions, and their roles in fulfilling the missions.  They enjoy what they do and enjoy contributing to the big picture. 

Step 2: Focus on the SES core competencies.  From these, ask, “What does success look like?”  Those characteristics are the fundamentals that real-life mentors teach.  At first, it may be teaching the fundamentals of how to set up the salad bar or greet the guest tableside, but it develops into teaching the real-life competencies of how to present oneself, communicate, get along with others, explore new skills, and develop a career path. 

Step 3: Identify the core values of the potential mentee’s organization.  What values are important to the overall success of the organization?  Do the values include customer service, product quality, community involvement, treating each other with respect, or promoting an environment where people are encouraged to think for themselves? 

Step 4: Encourage agencies to provide funding for the EPPAA mentors and for their training.  Maybe they will begin as tutors, then graduate to coaches and then become full-fledged mentors.  Encourage agencies to reward their EPPAA mentors in some way for their time or, conversely, ensure that mentors do not view mentoring as an added burden to an already overtaxed workload.  The EPPAA should reinforce that an Agency that embraces the principles and practices of mentoring is one that respects and dignifies what mentors give to others. 

Step 5: Prepare Agencies to celebrate when an employee climbs the next rung of the ladder - even if that employee leaves the Agency that funded and nurtured the employees’ mentoring.  Agencies should celebrate the time the employee was with them, and know that the work of both the mentee and the mentor have allowed the mentee to learn new skills to benefit the government. 


The second example is from Mary Fillmore (1).  She outlines the first steps toward mentoring.


Step 1.  Convince yourself.  The first step is to assess from all three perspectives (mentor, mentee and organization) whether everyone is ready to begin a mentoring program.


Step 2.  Enlist allies.  A key to the successful beginning of the program is to gain support from top management and key committees throughout the organization.  Resistance is expected, however, enlisting key allies will help overcome the resistance.


Step 3.  Learn about other programs.  Team 8 to 1 has researched both the public and private sectors to determine the best practices for developing a mentoring program.  


Step 4.  Prepare a proposal for top management.  Before the program is broadcast to the entire organization, it is advisable to prepare a proposal to outline how the program is to work, and answer the questions: 

· Why a mentoring program is needed; 

· What the results of the mentoring experience has been in other agencies; 

· What your goals are;

· Who the target group will be; 

· What resources it will take to implement the program; 

· How you plan to evaluate the program; and 

· What you want top management to do right now.


Step 5.  Hold a briefing and talk it over.  After allowing time for the top managers to read the proposal, schedule a meeting with them.  Engage in a dialogue in which you establish top management’s vision for the program.  Actively solicit their feedback, and thoroughly address all of their concerns at this time.  

 
The final example illustrates the corporate approach.  Lindenberger and Zachary (1) state, “…that the companies that are most successful view corporate mentoring as an organic process.”  They added, the difference between success and failure “…lies in the ability to build capacity and integrate learning.”  Lindenberger and Zachary list 20 questions an organization should ask when creating a mentoring program.  The questions are:

1.  What are the reasons for developing the mentoring program?

2.  What organizational support exists and what needs to be developed?

3.  What are our criteria for success?

4. Who needs to be involved in developing our program?

5. Who’s going to manage, coordinate and oversee the program?

6. Who else needs to be consulted? What other information do we need?

7. What mentoring is already in place?

8. How will we communicate to employees about the mentoring program?

9. How quickly do we want to roll out our program?

10. How will we pair mentors and [mentees]?

11. How will we motivate our employees [members] to participate?

12. Why would a mentor say no?

13. Are there pairings we should avoid?

14. What tips and guidance should we give mentoring partners?

15. What ongoing support should we make available to mentoring partners?

16. How often should we ask mentoring partners to meet?

17. What should we do to support long-distance mentoring?

18. How many mentors should we encourage employees [members] to have?

19. What mechanisms can be used to improve the program continuously?

20. What pitfalls do we need to avoid?


 
Zachary developed some tools to assess the mentors’ readiness and willingness to mentor.  Mentors are the catalyst in any mentoring program.  However, years of experience alone do not make a good mentor.  Table 3, The ROS Model – Readiness, Opportunity, and Support, is used to identify strengths and weaknesses in the relationship between the mentor and mentee.  Tables 4, 5 and 6 provide additional tools a mentor can use to assess readiness to begin mentoring.  These tools may also indicate additional training the potential mentor may need.


When setting up a mentoring program within an organization, it is important to monitor the relationships carefully.  The relationship must work for both the mentor and the mentee.  The mentor and mentee must recognize early that a relationship is not working, and terminate it without animosity (Kellam 57).

XI.  EVOLUTION OF THE PROPOSAL

Tuckman described the stages through which teams progress as “Forming, Storming, Norming, and Performing.” (Chapman, 1).  Like most successful teams, Team 8 to 1 progressed through all of these stages, exhibiting typical behaviors along the way.  

During the first week of training, as the team was in the “Forming” stage, the participants were unsure of their roles and responsibilities and simply attempted to fulfill the program requirements.  Early during the week, the team attempted to bond by having dinner together.  The Team members struggled to understand the goal, and actively searched for guidance and direction.  

During Orientation Training, after digesting the program requirements and becoming more familiar with the group project requirements, each member began to formulate opinions on how to proceed with the project.  During the team meeting on Friday morning of that week, the team member’s divergent personalities and approaches to work became readily apparent.  Opportunities for the group to meet would be extremely limited, and the team was acutely aware of that fact.  Tensions were escalated by this awareness, and the team moved quickly into the “Storming” stage of the team project life cycle.  Personalities clashed, arguments erupted, and power struggles ensued.  With guidance from the Team Coach, the team agreed to practice effective dialogue techniques and to address team member conflicts openly.  Team members had ample opportunities to stretch beyond their comfort zones, and practice effective dialogue and communication strategies in subsequent meetings.

During the Friday morning session of the first training week, each team member volunteered opinions on important criteria for a team project.  It was understood that while we would probably not identify a project that met all criteria, we agreed to use these criteria to guide us in project selection.  The criteria were:

a. Doable in six months;

b. Think about the project in the form of a question;

c. Can we solve the problem logistically?

d. It helps to have an insider in the group with contacts;

e. An active sponsor is essential;

f. Need a project management tool;

g. Government wide application potential;

h. Try to do something in no one person’s area of expertise;

i. Provide opportunities for individual growth;

j. Support open brainstorming;

k. If you think of tools, methods, etc. to use, you should bring them to the table;

l. Make it interesting and have fun;

m. Have a passion for the topic;

n. Establish budgetary guidelines/resources;

o. Have one editor;

p. Every team member will participate in the presentation; and

q. Develop your weakness and share your strengths.

During the following weeks, the team became more familiar with the general concepts of the task at hand.  However, a sense of urgency had not yet developed, and the team lacked focus.  During subsequent conference calls, the team leader took an active role in moving the team forward towards selection of a team project.  To select a project, the team brainstormed ideas.  From these ideas, the team selected three to investigate further.  The team member who had submitted the idea was asked to research the idea further, make contact with a proposed sponsor to obtain additional information, and provide feedback to the group.  Team member opinions differed on the project to pursue.  However, as the deadline approached, the team’s focus strengthened, compromises were reached, and the team agreed to work on the EPPAA Mentoring project.

During Core I, the team was still in the “Storming” stage.  There was some evidence of cliques.  Disagreements continued, and comments made by some team members left others with hurt feelings.  The team addressed the situation during the next conference call.  Addressing the situation directly allowed the team members to recognize the value of having a team composed of diverse personalities with diverse approaches, and allowed the team to begin to form group norms. 

Between Core I and Core II Training, the team moved beyond the “Storming” stage, and entered the “Norming” stage.  Group goals were clear, and team members worked with each other to accomplish mutual team goals.  Team members agreed to perform a literature research.  The research was split into two parts: private sector mentoring programs, and public sector programs.  Four team members worked on each committee.  Team members searched on-line sources and libraries.  Additionally, team members checked with their agencies to determine if any mentoring programs were already in place.  The research was submitted to one person from each committee, and turned over to one team member to compile.  Team members volunteered to help each other when work or personal demands became overwhelming.

The “Norming” stage passed quickly, and it was clear that the team had entered the “Performing” stage of the team project life cycle.  The group was pulling together towards a common goal, and team members were a cohesive unit with a common goal.  Dialogue and communication strategies had improved.  Team members made an effort to respectfully listen to each other’s ideas, and to encourage participation from everyone.  Team members worked diligently, and production of a quality product became important.

After conducting literature reviews, the team identified several mentoring concepts about which we did not have clear conclusions, and about which different literature sources did not agree.  Therefore, Team 8 to 1 formed a subcommittee of three to develop a survey (Appendix 2).  The purpose of the survey was to assist with development of, and provide substantiation for, the team’s conclusions.


The subcommittee developed a short survey (to ensure a favorable response rate).  Before formally administering the survey, the subcommittee asked their Team 8 to 1 teammates to respond to the survey.  Each was able to finish in about 5 minutes.  The committee recognized that the EPP trainee/SES Mentor relationship might not be that of a typical formal mentor/mentee relationship.  However, for the purpose of this survey, each EPP trainee was asked to respond to mentor/mentee relationship questions on the basis of his/her relationship with the EPP SES Mentor.  EPP coaches and faculty were asked to use a current or previous mentor/mentee relationship.


The survey was administered at Core II.  Each Team 8 to 1 member was responsible for administering the survey to his/her benchmarking team, at the beginning of the second day of Core II in Atlanta, the first day that benchmarking teams formally met.  Some Team 8 to 1 members also administered the survey to “neighboring” benchmarking teams that did not include Team 8 to 1 members.  Therefore, it is not known how many surveys were distributed, but 85 surveys were returned.


Benchmarking teams included coaches, and they were asked to participate in the survey also.  In addition, EPP faculty members were asked to participate as they were passed in the hallways.  No attempt was made to identify whether survey responses were from faculty, coaches, or EPP participants.


Because the team was in the “Performing” stage of the group project life cycle, the team meeting on Friday of that week was extremely productive.  The team developed goals, strategies, and a time line for the remainder of the project.  Committees to write the paper, edit the paper, and prepare the PowerPoint presentation were developed.  The team was confident that a quality product would be delivered on time.

The writing committee provided periodic updated versions of the paper.  To avoid confusion for team members, the updated versions were numbered using a software program numbering scheme.  (Version 1.0 was presented first, followed by Version 1.1, Version 1.2, etc.)  Input was actively solicited from team members, and the draft improved with each version. 

As the Writing Committee’s responsibilities wrapped up, the PowerPoint Committee began working on a PowerPoint presentation.  The PowerPoint Committee developed slides and distributed them to team members for discussion.  Numerous comments were received.  To ensure the final presentation and the final paper were in agreement, a special team meeting was called to discuss the PowerPoint presentation.  Shortly thereafter, the PowerPoint presentation was finalized, and team members selected final presentation assignments.

Meanwhile, the team coordinated with the EPPAA Web Master to work out the specifics for the web site, based on the team’s Mentoring Program recommendations.  Based on these discussions, a “shell” web site was created, and plans were made to demonstrate the web site during the team’s final presentation.

Additionally, several team members met with the EPPAA BOD to present the Mentoring Program concept developed by team 8 to 1.  Several EPPAA BOD members attended the meeting via conference call.  The BOD was pleased with the mentoring program developed, and commented that the program exceeded their expectations.  They made plans to discuss the EPPAA Mentoring Coordinator position at their next board meeting.   

The Writing Committee turned the paper over to the Editorial Committee, who broke the paper down into three parts for the final review: formatting, bibliography, and final editing.  Once the Editorial Committee completed their review, the final paper was bound and distributed.   

XII.  SURVEY


Fifty-three percent of the survey respondents (EPP faculty and students) had participated in a mentoring program prior to participation in the EPP (Survey Question 1).  This suggests that about half of the survey respondents have substantial knowledge about mentoring.  A higher percentage (61%) responded that their Agency fully embraces mentoring (Survey Question 11).  To fully embrace mentoring, an Agency should effectively communicate to employees the advantages of mentoring, ensure that mentoring is available for those who request it, and appropriately reward and recognize those who successfully provide mentoring.  

None of the respondents reported negative career impacts resulting from participation in a mentoring program (Survey Question 2).  Seventy-nine percent of respondents felt that a mentor has positively impacted their career development.  Only 16% felt that career impact was neutral.  Also, survey respondents understood that a positive mentor/mentee relationship should provide such benefits as professional development with personal growth and learning (Survey Question 3).  Only eight respondents expected a promotion would result directly due to a relationship with their mentor.  This again suggests that our respondents had a good understanding of mentoring, because an expectation that mentoring leads to promotion is not consistent with the principles and practices of mentoring.  (Mentoring may better prepare an employee to compete for a promotion, but doing so would not be a stated objective of mentoring.)  These results are encouraging.  The 2003-2004 EPP participants understood well the concepts of mentoring and were willing and able to benefit from mentoring.  This suggests that an EPPAA mentoring program would be well received by EPP graduates, and many successful mentor/mentee relationships could be developed.  Further support of this conclusion was the survey result that 78% responded positively to the concept of having an SES mentor after graduation from the EPP (Survey Question 8).


Respondents wanted to know most about the professional goals of the other party before entering into a mentor/mentee relationship (Survey Question 7).  However, personal goals and knowledge about the personal life of each participant were also rated highly.  Seventy-three percent of the respondents felt that their mentor has provided helpful advice when they sought guidance, an appropriate approach for a mentor (Survey Question 5).  Only six responded that their mentor actually resolved their problems, an inappropriate mentoring approach.  (The mentor should not be somebody who resolves your problems for you.  Instead, the mentor should help you view a situation so that you can apply your knowledge and expertise to the problem resolution.)  Four responses indicated that their mentor was of no help in resolving problems.  About seventy respondents felt that their mentors listen well and helped them better understand the problem for which they sought guidance (Survey Question 4).  These results suggest that high quality mentoring is available during training to EPP participants.  Respondents clearly identified a hybrid or informal mentoring program as preferable to a formal program (Survey Question 10).  However, the response “very informal” received a very low response, and some respondents chose “very formal” and “formal.”  Only 18% responded that, if offered, a 2-day training course would be indispensable for them before agreeing to mentor another employee (Survey Question 9).  Conversely, 77% responded that they would try to take the training, but if unable, they would still accept the responsibility to serve as a mentor.  Fifty-eight percent responded that they would like to maintain a relationship with their current mentor indefinitely (Survey Question 6).  This suggests either that many of the respondents see their current mentor as a potential long-term mentor, or that the respondents anticipate that an informal relationship with the mentor will continue after graduation from the EPP.  Productive life-long relationships do occur as the result of mentoring.  However, if a relationship is productive, the mentee will usually begin growing out of the relationship from a developmental perspective within one or two years (Peddy, 142).  


Team 8 to 1 used the survey as an additional research tool to identify the needs of the EPPAA membership.  The survey results influenced the selection of Best Practices, and the final EPPAA Mentoring Program recommendation. 

XIII.  BEST PRACTICES

The relationship between a mentor and a mentee can be a wonderful experience for both parties.  Both will gain insights into their personalities and career aspirations, learning from each other along the way.  The EPPAA Mentoring Program will provide an avenue for a promising mid-career employee to build a learning and supportive relationship with a successful federal executive.  Each mentoring relationship is unique in the methods of communication, the needs of the mentee, and the desire of the mentee to learn from the mentor.


There are, however, common attributes that can be used by all participants in the EPPAA Mentoring Program to assist in building a fruitful mentoring relationship.  Team 8 to 1 developed these best practices specifically for the unique needs of the EPPAA, and all who participate in its mentoring program.  The best practices described below were selected based on what we learned in our research, and took into consideration the needs of the mentee, the needs of the mentor, communication between the pair, roles and responsibilities, and common sense lessons that supported the creation of a positive and mutually beneficial relationship.

1. Maintain voluntary participation
In our research, we examined many different types of mentoring programs and mentoring relationships that exist in both the private and public sectors.  One key similarity among all of these programs is that they are all uniquely catered to their own needs.  The EPPAA Mentoring Program should not be different in this regard.  The program should provide a special opportunity for EPPAA members to continue their career development with a mentor supporting them along the way.  


To facilitate the biggest payoff from the mentoring relationship, mentors in the program must want to be a part of the program.  Therefore, all EPPAA mentors should be selected from a pool of volunteers.  Not all Senior Executives will make good mentors, nor will all be willing to volunteer their time and energy to a mentee (Matthes 24).  The success of the EPPAA Mentoring Program, and of the relationship between the participant and the mentor, depends on the individuals in the program.  The Federal Government is filled with extremely intelligent, caring, and dedicated executives who will make wonderful mentors.

2. Constantly bring new mentors into the program

The EPPAA is a relatively new organization with the potential for explosive growth in the upcoming years.  That growth will result in an increased demand for Senior Executives to serve as mentors.  But the expected growth of the program is not the only important reason to bring new mentors into the program.  Senior Executives who volunteer to be mentors may not always be able to participate.  As personal situations change, Senior Executives may enter and leave the program.  By continuously recruiting new members from the executive core, the program will be able to match the demand for mentoring, and maintain a qualified mentor selection pool.

3. Develop open lines of communication
The importance of open communication to a successful mentoring relationship cannot be stressed enough.  Constant and open communication brings many positive benefits, including trust, commitment, honesty, loyalty, and a greater understanding of oneself.  During communications in the mentoring program, mentors must remember that they should listen to the mentee more than give advice.  The most effective method of communication from the mentor is to ask leading questions that encourage the mentee to think about the issue at hand.


There is no one perfect way for individuals in a mentoring relationship to successfully communicate.  Communication can take many forms; e-mails, phone calls, on-line chat, and in-person meetings.  The most important aspect of communication is not what medium is used to communicate; it is only that communication must take place.  The EPPAA Mentoring Program does not set standards for a minimum amount of communication that must take place.  Instead, it is encouraged that the mentee and the mentor develop their relationship to whatever extent wanted by the mentee.  The mentee should lead the amount of communication in the mentoring relationship. 

4. Mentoring relationship should focus on professional development and career issues

The mentoring relationship is meant to be a means of professional growth for the mentee.  Professional and career development should be the heart of the relationship with the mentor, and the focus of conversations.  However, it is unrealistic to think that personal issues can be completely separated from a person’s career development.  When personal issues are at the forefront of the mentee’s mind, the mentee will bring them to the attention of the mentor if there is a productive, trusting relationship between the two.   To mitigate and work through these personal issues, the mentor and mentee should focus on the impact of the issues on the individual (Peddy, 142).  Focusing on the impact will lead to a better understanding of how the mentee deals with situations as a whole, and can be related back to the mentee’s professional development. 


This best practice can be a great challenge for the mentee and the mentor.  Many employees prefer not to discuss personal issues when at work.  Conversely, once this initial barrier is broken, and the mentor and mentee are discussing personal issues of the mentee, the conversation may go a step further, with the mentor ultimately providing personal advice.  


This is not desirable because it could lead to the mentee relying on the mentor to assist with solving problems that are professional and personal in nature.  The mentoring team should remain aware of this possibility and take the necessary steps to keep the discussions focused on professional issues and not personal problem solving.  EPPAA Mentoring Best Practice #8 discusses the importance of the mentor being an empathetic listener, which is closely correlated with this issue.

5. Establish a desired goal for the mentoring

The first question the mentee should ask when entering a formal or informal mentoring program is “What is my goal for this mentoring relationship?”  A goal needs to be established so that the mentee and mentor have a mutual understanding of the purpose of their relationship.  A mentor is not somebody a person goes to just to talk about current events and maybe ask a question or two.  The mentee needs to establish a goal for the mentoring relationship.  The goal should be tangible, attainable and have steps with timelines (Kunick and Lester 38).  As the mentoring relationship evolves, the mentee may identify a new goal.  When this occurs, the mentee and mentor should discuss the new goal, and decide whether changes will be necessary in their relationship to achieve the goal, or if the mentoring relationship should end.  


A mentoring program can help a person achieve many different types of goals.  One such goal could be to gain a better understanding of a functional discipline.  Another goal could be to achieve the skills and knowledge required to expand career opportunities.  The types of goals mentees have will differ from one person to another.  The important concept is that both the mentee and the mentor understand what the goal is, and take steps to achieve it.



6. Mentees should be honest about their goals and ambitions

EPPAA mentees are individuals trying to develop more effective careers.  Often, these mentees have very high expectations for themselves and the people around them.  The majority of EPPAA mentees are very motivated to succeed, and they are seeking promotions and respect among their peers.  Mentees may be embarrassed to discuss career ambitions for fear that others will perceive their ambition as egotistical.  While it is important to focus on the job at hand, the relationship with the mentor should have goals that are forward thinking and ambitious.


Mentoring Best Practice # 5 stated that goals should be “tangible and attainable,” but this should not prevent the mentee from setting ambitious goals.  Mentors may feel overwhelmed, threatened or intimidated that the mentee is attempting to reach such high heights.  Left unchecked, these feelings will damage the mentoring relationship.  Mentors should encourage, rather than resent, ambitious goals (Zaslow D1).  However, mentors should assure that mentees set realistic and achievable goals and ambitions.  This honesty will assist the mentors in helping mentees to reach their goals.  

7. Mentors must have integrity and a selfless character

Mentors have a responsibility to guide the mentee’s professional development.  But they also must lead by example.  Leading by example is a powerful way to impart lessons and values on the mentee.  One of the most effective ways of leading by example is to be a person of integrity with a selfless character.  Integrity is vital to the mentor’s ability to inspire the mentee (Kunick and Lester 34-35), and will help mentees discover who they are and who they aspire to be.  A mentor who maintains integrity can assist a mentee more credibly than a person who only says the right things. 


Mentors must also have a selfless character.  Their position, while not being completely thankless, is not one that should be flaunted.  A mentor should not take credit for the mentee’s successes.  Mentors who do not ask the question “what is in it for me” prove their selfless character (Kunick and Lester 35).  Mentors for the EPPAA have already proven they are successful and have established their mark on the Federal Government.  The EPPAA should seek mentors who wish to give something back to the Government by helping, in one-on-one relationships, the next generation of Government leaders.  Mentees should choose mentors based on characteristics such as integrity, a selfless character, and an empathetic nature, which is discussed in EPPAA Mentoring Best Practice # 8.

8. Mentors must have the ability and willingness to empathize

The problems that mentees face, and the problems they will face in the future, will not be foreign to mentors.  Mentors have walked in the mentee’s shoes before, and can understand the struggles and challenges faced by protégés.  This characteristic is best described as being empathetic.  However, the ability to empathize is not enough.  A mentor must make a conscious effort to want to focus on the issues faced by the mentee.  “Only by truly understanding what the protégé is experiencing, and by identifying with what the protégé is feeling, can the mentor know what is needed” (Kunick and Lester 21).  Each mentee in the EPPAA Mentoring Program will have different developmental and professional needs.  An empathic mentor will be able to discover those needs, even seeing them before the mentee does, and focus on assisting the mentee with working through those challenges.

If a mentor is not empathetic to the unique needs and situations of the mentee, then several scenarios may occur.  The mentee may become very frustrated and feel as if the mentor does not want to understand the mentee.  Also, the mentee may begin to feel unable to accomplish goals and career ambitions.  The mentor may also become frustrated that the mentee is not receptive to the information being provided.  When these scenarios start to occur, communication between the mentoring pair breaks down along with the learning that is supposed to come with the mentoring relationship.   Mentors and mentees have a dual responsibility to communicate.
9. Mentors should not solve problems

Mentors exist to offer advice and counseling to leaders with less experience and less seasoning.  A good mentor listens to the issues that are in the forefront of the mentee’s mind, and anticipates future challenges the mentee will face.  Based on their own experiences, mentors will be able to guide mentees to reach their professional goals and objectives.  This advice and guidance, however, has a limit.  Mentees may face very difficult decisions, creating anxiety and fear about the direction they are heading with respect to their current job and future tasks.  At times, the mentor will recognize a difficult problem, and believe he has the answer that will solve the mentee’s situation.  But mentors must refrain from solving these problems for mentees.  


Solving a mentee’s problem will serve as only a temporary solution.  The mentee must learn how to deal with difficult situations and solve problems.  By making their own decisions, whether or not the decision successfully resolves the situation, mentees learn what it takes to be a problem solver (Goldsmith 34).


Establishing mentee accountability and responsibility for problem solving is not a dilemma only for the mentor.  Mentees must recognize that they are responsible for their actions.  Mentees should not enter into a mentoring relationship with the thought that their mentor will solve their problems.  Learning how to solve problems is a key to being a leader.  The mentee should ask for advice from friends, co-workers, and their mentor, but the actual decision on how to proceed in a situation should be developed solely by the mentee.  Learning to make decisions is one of the hardest challenges leaders face, and it is a skill that a mentee must learn to be successful in a career.

10. Mentees must provide honest feedback to the mentor


Presumably, the mentor will be making a concerted effort to act responsibly and in the best interest of the mentee.  Guidance and advice provided by the mentor should serve to meet the mentee’s previously established professional development and career goals.  Nevertheless, it is the responsibility of the mentee to communicate with the mentor regarding how the mentoring relationship is working (Accenture).  Feedback does not have to be a complicated process.  

Without feedback, the mentor may assume either that the unique style and technique the mentor adopts is providing everything the mentee hopes to get out of the relationship, or that the mentoring relationship is providing no value to the mentee.  Either assumption may or may not be true, but it is up to the mentee to initiate open discussions regarding the quality of the relationship.  With an honest feedback loop, the mentee will be able to get the most value possible from the mentoring partnership.  


Of course, mentee to mentor feedback should include all of the positive aspects of the mentoring process.  Feedback should also include all of the things that are great about the mentoring process between the parties.  If the mentee is satisfied with the relationship, then the mentee should express a desire to continue the mentoring relationship in the direction it is heading.  The most valuable reward for a mentor is for the mentee to tell the mentor directly and honestly, that the relationship has been productive for the mentee.  Many surveys indicate that people do not say “thank you,” or show appreciation nearly as often as desirable.  It is difficult to express appreciation too often, but appreciation is best expressed through the use of specific examples of how the mentor’s guidance, actions or advice have impacted the mentee.  Frequently telling the mentor, “You’re a great help,” without explaining why the mentee feels this way does nothing to develop the skills of the mentor.  Mentees must shun insincere expressions of thanks because the experienced mentor will easily detect the false praise, and the relationship will be irreparably damaged.   


Mentees may feel intimidated telling SES mentors that the mentoring relationship is not entirely suitable for the mentee.  Future executives, however, will need to be adept at delivering messages that will not be welcome by the recipient.  If the mentee feels that the mentoring relationship needs to change, for whatever reason, the mentee should use a discussion with the mentor as an opportunity to develop their dialogue skills in this area.  In all likelihood, the mentor will appreciate the honesty, and will adjust the mentoring relationship, striving to meet the mentee’s goals.  

Despite everybody’s best intentions, some mentor-mentee pairs may not be good matches.  The EPPAA mentoring program should contain a level of formality that will allow either party to end the mentoring relationship at any time with no ill will.  The USCG and The Medical Service Corps (MSC) programs provide good models of this practice.  A new mentor should be assigned when requested by the mentee.

XIV. PROPOSED EPPAA MENTORING PROGRAM

Team 8 to 1 has researched the best practices of mentoring programs from the private and public sector, defined the roles of mentees and mentors, and established the validity and need for an EPPAA mentoring program.  Based on the research, Team 8 to 1 has developed a proposed mentoring program that will meet the needs of the EPPAA.


The Team 8 to 1 proposal is for the EPPAA to adopt a semiformal mentoring program that is driven by the mentee, and that contains elements of both formal and informal mentoring relationships (see Table 2).  This hybrid style of a mentoring program will meet the needs of almost everyone involved.  The EPPAA will provide the formal characteristics for the mentoring program, such as coordinating mentoring relationships. A more informal mentoring relationship between the mentor and mentee, however, will minimize paperwork requirements for the participants.  Freedom from these constraints will allow mentoring relationships to evolve naturally, meeting the needs of both the mentor and the mentee. 


The EPPAA is advised to incorporate as much flexibility as possible into the mentoring program.  High levels of formality should be available for those who request it, but formality should not be required.  (A copy of an optional sample contract for use in a formal mentoring relationship is provided as Attachment 3.)  Other government mentoring programs probably have relatively high levels of formality, but that level of formality will not be needed here because it is anticipated that the participants will be relatively sophisticated regarding the roles and responsibilities of mentors and mentees.


The EPPAA is strongly advised to consider, as part of the mentoring program, how the EPPAA can help all participating Agencies embrace the policies and practices that encourage mentoring.
A. Definition of ‘Semiformal’ EPPAA Mentoring Program

For the purposes of this program, ‘semiformal’ implies that there are no requirements for the mentee and mentor to meet a certain number of times, or in a specific manner.  The mentoring pair will decide, based on the needs and desires of the mentee, how often they will meet, and how these meetings will occur.  In addition, there will not be a specific time period that the mentoring relationship must remain intact.  


Either party may choose to end the mentoring relationship at any time, and for any reason.  This semiformal program does not imply that there are no suggested standards by which the mentoring relationship will proceed.  Both the mentor and mentee are encouraged to review and follow the Best Practices identified by Team 8 to 1 to foster a mutually beneficial mentoring partnership.  

Additionally, the EPPAA Mentoring Program should be evaluated periodically by the EPPAA BOD to determine if changes can be made to further improve the mentoring program as a whole, and for each individual participant.

B. Establishing the Mentoring Partnership

Connecting a mentee with a mentor is the critical first step in developing a successful mentoring program.  A three-step process is proposed to facilitate establishment of the mentee/mentor partnership.  These steps are as follows:


1. The potential mentee expresses his or her interest in having a mentor through the EPPAA Mentoring Program by completing the Mentoring Request Form (MRF).  The MRF will be accessible as a hotlink from the EPPAA website, and is illustrated in Appendix 4.  This form will be the primary method of pairing a mentee with a mentor. 


2. The EPPAA Mentoring Coordinator will use the information on the MRF to match the mentee with a Senior Executive who has volunteered to be a mentor.  After the mentoring coordinator has located a potential match, he or she will contact the potential mentee and mentor with information about the other party.  


3. The potential mentee and mentor will decide if they wish to start a mentoring relationship with one other.  Each party will contact the EPPAA Mentoring Coordinator with their decision.  If both parties agree, the mentoring coordinator will advise the mentee, and the mentee can begin communication with the mentor.  This will start the mentoring process.


If one of the parties does not agree to be matched up with the other, the mentoring coordinator will advise both parties involved that there is not a match.  If the mentee wishes to proceed, the process will begin again from step two.

C. Roles of the EPPAA Mentoring Coordinator

Team 8 to 1 proposes that the EPPAA create the position of the EPPAA Mentoring Coordinator.  This individual will be key to the success of the EPPAA Mentoring Program.  The EPPAA BOD will decide how to establish this position, and the length of time the individual will serve in that capacity.  The position of EPPAA Mentoring Coordinator will provide an individual a valuable opportunity to learn new skills, interact with Senior Executives, and serve in a fundamental leadership position within the EPPAA.

The primary responsibility of the Mentoring Coordinator is to match potential mentees with senior executives who have volunteered to be mentors.  The mentoring coordinator will use the information collected on the MRF to match the parties.  Team 8 to 1 suggests that the Mentoring Coordinator use the information provided on the MRF to attempt to match the mentee and mentor as closely as possible, since this will facilitate a successful mentoring relationship.  
The Mentoring Coordinator should also play the primary role in constant recruitment of new volunteer mentors, and advertisement of the mentoring program to the members of the EPPAA and the SES communities.  The Mentoring Coordinator is not expected to solve problems or conflicts between the mentor and mentee.  If, for any reason, the mentor and mentee choose to discontinue the mentoring relationship, the Mentoring Coordinator should attempt to match the mentee with a new mentor as soon as possible.

The EPPAA Mentoring Coordinator is encouraged to initiate communication with Presidential Management Fellows (PMF) program coordinators within each agency.  Each Fellow within an agency will be assigned a mentor, who will be a member of the SES or equivalent.  The EPPAA may wish to consider sharing mentors, and sources of mentors, with a PMF program coordinator.  The PMF program (Executive Order #13318) is an update to the former Presidential Management Intern Program.    

The Mentoring Coordinator should also be responsible for evaluating the mentoring relationship, and keeping confidential files on mentoring relationship results.  This will allow the EPPAA to improve the mentoring program and matching criteria.  It is recommended that the evaluation be documented in the form of an anonymous survey or questionnaire so that a historical record can be established of the mentoring program.  The Mentoring Coordinator, in concert with the EPPAA BOD, will be responsible for deciding what information will be requested from the mentor and the mentee.  At a minimum, Team 8 to 1 suggests collecting this information on an annual basis.  However, some mentoring relationships may call for an increase in the frequency of data collection.

D. Possible Training Sources


Our survey responses indicate a high level of knowledge about mentoring, and suggest that participation may be reduced if training is required.  (Verbal confirmation on this point has been received from some Senior Executives.)  


For those who desire additional information on the roles and responsibilities in a mentoring relationship, a link can be placed on the EPPAA web site, routing members to various types of mentoring training.  


1.   The USCG has a well-developed mentoring training program, covering the roles of both mentors and mentees.  A broad overview of the relationships is available for viewing on the Internet.  This short, self-paced tutorial is accessed by clicking on:

http://www.uscg.mil/hq/g-w/g-wt/g-wtl/mentguid

Access the training by clicking on “Click here to start,” then clicking on the button with one arrow to view the remaining slides.


2.   The mentoring relationship will vary based upon the personal relationship between the mentor and the mentee, and the needs of both.  However, a number of books offer guidance on the mentoring relationship between an executive and a future leader.  Exploring additional information regarding the contents of books is made easy by searching for the book through an on-line bookseller. You may also visit your local bookstore.  Books for self-study include:

a.
Mentoring and Diversity by David Clutterbuck and Belle Rose Ragins;

b.
Secrets of an Executive Coach:  Proven Methods for Helping Leaders Excel under Pressure by Alan Downs;

c.
Handbook of Coaching: A Comprehensive Resource Guide for Managers, Executives, Consultants, and Human Resource Professionals by Frederic M. Hudson;

d.
The Elements of Mentoring, by W. Brad Johnson and Charles R. Ridley;

e.
Learning Journeys: Top Management Experts Share Hard- Everything Coaching and Mentoring by Nicholas J. Nigro;

f. 
Mentoring by Gordon F. Shea, Debbie Woodbury (Editor), Brenda Pittsley (Editor), Genevieve Del Rosario (Editor), and James Mapson (Illustrator);

g.
The Art of Mentoring: Lead, Follow and Get Out of the Way.  Shirley Peddy.  1998.  Bullion Books, Houston, TX.

h.
Making the Most of Being Mentored by Gordon F. Shea and Gordon Shea; and

i.
The Mentor’s Guide:  Facilitating Effective Learning Relationships by Lois J. Zachary.


3.
 If a mentoring training session seminar is desired, try one of these:  

a. 
The Value of Mentoring: How This Technique Reveals and Develops Potential in Others, presented by Training Infinity, L.L.C. 

[image: image1.png]





http://www.traininginfinity.com/thevalueofmentoring.html 



b. 
How to Be an Effective Mentor, presented by The Training Clinic.




http://www.seminarfinder.com/deluxe/seminar/50380.html

4. 
It is also recommended that a member suggested training sources link be added to the web site.

A disclaimer statement, such as, “The EPPAA makes no guarantees or recommendations regarding the quality or content of the training sources listed.  The opinions expressed do not necessarily represent the views of the EPPAA,” should be included on this page.  Participant feedback on training should be encouraged.  It is recommended that each item listed below be given an “EPPAA participant notes” hot link to allow for feedback from members.  The Mentoring Coordinator should also monitor participant feedback so that the training page can be updated frequently.  

As the program grows, it may be necessary to create a committee to handle the volume of mentee requests.  If so, the Mentoring Coordinator could serve as Chair of the Mentoring Committee.  The Mentoring Committee will be managed at the discretion of the Mentoring Coordinator. 

Since the EPPAA is a not-for-profit organization, appropriated funds cannot be used to meet the goals of the EPPAA Mentoring Program.  This does not, however, prohibit the use of appropriated funding for training as part of an employee’s development within the agency.  This must be clearly communicated to the participants.  
E. Find a List of Mentors


With assistance from the EPP and the USDA Graduate School, a list of potential mentors will be posted on the EPPAA web site categorized by field of expertise (i.e., fiscal, human resource, information technology, etc.).  To facilitate the gathering of potential mentors, a request was made to the Senior Executive Association (SEA) to place a link on their web site to the EPPAA web site and vice versa.  The program was explained to Mr. Burt Subrin and he stated the EPPAA would have the full support of the SEA.


It was also requested that members of the EPPAA have permission to attend a few of their association’s Professional Development League meetings.  Networking is vital to upward mobility.  Having some access to various events creates opportunities for further growth.  The League was open to the idea, and the EPPAA would need to coordinate with them for limited attendance opportunities.


In addition to the SEA, contact was made with the Federal Executive Institute and the Senior Executive Fellow at the USDA Graduate School.  Mr. Lloyd Douglas from the Federal Executive Institute Alumni Association (FEIAA), and Mr. Gillers from USDA both expressed their support and willingness to become mentors.

1. Requesting a Mentor


Members of the EPPAA would access the Mentoring Program section on the EPPAA website.  At this page, members can access a list of potential mentors categorized by subject expertise and by other demographics (the amount of personal information available on the site is subject to federal guidelines.)


Once a member selects a potential mentor, a small pop-up form on the screen will navigate the member and explain how the selection process will work. The EPPAA mentor coordinator will facilitate and process the request.  The information in section XV, Illustrative Scenario, represents a sample of how the process will work and our recommendation on the website screen set-up.



a. Mentoring Web page.





(1) This page format will follow the EPPAA existing page font and style.  The site will contain information on where to find general information on mentoring, mentoring training, and a link to the Executive Potential Program, Team 8 to 1’s report on Developing a Mentoring Program, and links to SES association web sites.




(2) General Information – The paragraph will contain the recommended definition of mentoring as proposed by Team 8 to 1.  It will also provide a copy of the reference list from the Team’s project paper.  This section will also contain the name of the Mentor Coordinator and a link to their email address.



(3) Resources – This link will provide a series of free and fee based seminars, conferences, and on-line services to develop an organizations, mentors, or mentees understanding of effective mentoring.  The section will also contain a quick link to downloadable tools to assist the mentor and mentee in their learning relationship.




(4) SES Mentors – Information on potential SES mentors will be posted in this section.  A short bio of executives will be available for EPPAA members to view.  In this section an on-line wizard will navigate the user on how to request a particular mentor or request assistance from the Mentoring Program Coordinator (MCP).  Due to the restrictions on the amount of personal information posted on the web, phone numbers will not be provided for SES Mentors.  Contact will be requested via completing the on-line request.  The MCP will facilitate the initial contact between the mentor and mentee. 




(5) Executive Potential Program Team 8 to 1 Report on Mentoring – Will contain a link to an HTML or an Adobe Acrobat version of the team report on mentoring.

XV.  ILLUSTRATIVE SCENARIO
Mr. Jones is a member of the EPPAA and decides he wants to gain more experience in strategic planning and budgeting.  He has a goal – to become a Senior Executive in five years.  He is not clear on the best path to meet his goal, since he has identified strategic planning and budgeting as a weakness in his Executive Core Qualifications (ECQs.)  He decides to seek help through the EPPAA’s mentoring program.

Mr. Jones searches the EPPAA website and reviews the online list of Senior Executives.  Upon review, he discovers a few potential mentors who have the background and experience he needs.

On the website, he fills out a request for a mentor, and indicates a preference for the two executives discovered through his research.  The EPPAA Mentoring Program Coordinator receives the request and forwards Mr. Jones’ bio and request to the two potential mentors.  

Ms. Smith answers the call, and volunteers to mentor Mr. Jones.  The Mentoring Coordinator forwards Ms. Smith’s contact information, and encourages Mr. Jones to make contact as soon as possible.  The Mentoring Coordinator also requests that Ms. Smith, once a quarter, communicate with the Mentoring Coordinator to reflect on the process of the mentoring relationship.  A similar request is extended to Mr. Jones.

The Mentoring Coordinator will monitor the feedback received from the mentor and mentee and provide data on lessons learned and “best practices” for future mentees and mentors. 

XVI.  CONCLUSION


Based upon the diverse and unique needs of the membership, Team 8 to 1 proposed to the EPPAA BOD, implementation of a semiformal mentoring program with a great amount of flexibility.  Our research and analyses indicate that the proposed Mentoring Program will aid the EPPAA in successfully launching a mentoring program capable of benefiting EPPAA membership for years to come. 

Participation in an ELT, however, allowed the members of Team 8 to 1 to accomplish more than the submission of this mentoring proposal.  Composed of eight talented individuals with diverse personalities, the team entered into an agreement to openly and directly discuss issues.  Consequently, the team members were exposed to a wide variety of ideas and behaviors, and we were afforded opportunities to observe, learn about, and develop an appreciation for different approaches.  While team dynamics, personality types, and effective dialogue techniques can all be studied from a textbook, this practical exercise has left all of us with a much more lasting impression.  

XVII.  WORKS CITED

Accenture Company Excerpts (From Its Intranet) on its Internal Mentoring, 3 Sep 2003.

Carter, David. “AFM Mentoring Program: Finding the Right Direction.” U.S. Department of Agriculture-Agricultural Research Service.  3 Sep 2003. http://www.afm.ars.usda.gov/programs/mentor/apply.htmMentor/Mentee Contract

Chapman, Alan.  “Bruce Tuckman’s 1965 Forming Storming Norming Performing Team    Development Model.”  Business Balls.com. 3 Feb 2001. www.businessballs.com/tuckmanformingstormingnormingperforming.htm 

Ellinger, Andrea D.  “Mentoring in Contexts:  The Workplace and Educational Institutions.”  Critical Perspectives on Mentoring: Trends and Issues.  Ed. Catherine Hansman.  Is. 388. University of Alabama, 15-26.

Fillmore, Mary D. Changing Work.  “First Steps to Mentoring Programs.” September 3, 2003. http://www.changingworktogether.com/R_first_steps_to_mentoring.html

Fillmore, Mary D. Changing Work.  “How Mentoring Programs Work.” September 3, 2003.   http://www.changingworktogether.com/C_What_difference.html

Goldsmith, Barton, “Great Mentors Utilize a Tactical Approach.”  Lost Angeles Business Journal, v25 i28: 32 (2003): 3.

Johnson, Lynn.  “Follow Me: Mentors Guide Protégés to Success.”  Utah Business, v16 i6: 44 (2002): 3.

Kaye, Beverly, and Betsy Jacobson.  “Reframing Mentoring.”  Training & Development,  v50 n8: 44 (1996): 11.

Kellam, Steve.  “Try Mentoring: It’s an Effective Tool for Employee and Company Growth.”  Indiana Business Magazine,  47.7.56 (2003): 3.

Kunick, John C., and Richard I Lester.  “Leadership and the Art of Mentoring: Tool Kit for the Time Machine.”  Journal of Leadership Studies, Winter-Spring (1999): 17-26.

Lindenberger, Judith and Zachary, Lois. “Tips for Developing a Mentoring Program.” American Society for Training and Development. 2 Aug 2003. http://www.careerjournal.com/hrcenter/astd/primer/20000428-astdprimer-lindenberger.html

Matthes, Karen.  “Corporate Mentoring: Beyond the Blind Date.”  HR Focus, 68.11 (1991): 4.

Peddy, Shirley.  1998.  The Art of Mentoring: Lead, Follow and Get Out of the Way.  Bullion Books, Houston, TX, Pages 24-26, 28, 29, 54, 57-59, 77, 88, 90, 91,123, 133, 142, 162, 167-168, 169, 172, 173, 195, 203, 204, 225, 232, 233.

Strout, Erin.  “Your Sales Force’s Best Teachers.”  Sales & Marketing Management, Sept 1999 v 151 i9: 88 (3).

United States Coast Guard. The Mentoring Training Guide. 3 Aug 2003. http://www.uscg.mil/hq/g-w/g-wt/g-wtl/mentguid/.

United States Navy.  Bureau of Medicine and Surgery, The Office of the Medical Service Corps.  The MSC Mentoring Guidebook.  Washington:  BUMED, 1999.

Wareing, Imogen. “Formal v Informal Mentoring – What’s the Difference.”  The Grow Connection. 1 Aug 2003. http://www.growconnect.com.au/articles/art-9.html.

Yudd, Ron.  “Real-life Mentoring Lights Way for Future Leaders.”  Nation’s Restaurant News, July 28, 2003 v37 i30: 48 .

Zachary, Lois J.  The Mentor’s Guide.  San Francisco:  Jossey-Bass, 2000  

Zaslow, Jeffrey. “Moving On: Don’t Trust Anyone Under 30: Boomers Struggle With Their 
New Role as Mentors.”  Wall Street Journal 5 June 2003: D.1
XVIII.  APPENDICIES

Appendix 1 - The Contract Between the EPPAA and Team 8 to 1

Executive Potential Program

Eight to One

Project Proposal

I. Team:  Eight to One, 2004-Team 1


II. Sponsor:  Ms. Mayte Medina, President, Executive Potential Program Alumni Association

III. Background

The Executive Potential Program Alumni Association (EPPAA), established in 2002, is an organization committed to serving the needs of the graduates of the Executive Potential Program (EPP).  EPPAA volunteered to sponsor a group project during the 2003-2004 EPP term.  Team “Eight to One” contacted the EPPAA and accepted their invitation to work with them on developing the initial organizational structure and support of a mentoring program for EPPAA members.  The mentoring program is intended to benefit the Federal Government by encouraging and facilitating linkages of EPP participants and graduates with Senior-Executive mentors.  
IV. Problem Statement 

There is currently no structured support system available to past, current, and future EPP participants to foster a mentoring relationship with EPP Alumni and/or Senior Executives.

V. Project Scope

Eight to One proposes the development of a mentoring program for the EPPAA.

· Develop a mentoring program for the EPPAA.
· Research and develop a set of mentoring “Best Practices.”
· Research and report on future developmental action to further the success and value of the EPPAA.


VI. Strategic Management 


a. Vision:  Enhance the impact of the EPPAA on the federal government.


b. Goals:


i. Empower current and future members of the EPPAA by the creation and implementation of a mentoring program.
ii. Increase awareness and status of the EPPAA.
iii. Provide readily accessible mentoring opportunities and sources for EPPAA members. 
iv. Develop a forum for building and maintaining relationship between “EPP’ers” and the SES corps that transcends agencies.
v. Develop a network that links mentors and mentees.

c. Objective(s):  


i. Create a list of potential mentors.
ii. Develop a mechanism to continually recruit mentors.
iii. Disseminate information about the EPPAA and the products and services it provides to its customers.
iv. Identify and develop communication methods to provide access to mentoring opportunities.
v. Identify and develop best practices for informal and formal mentoring.
vi. Develop a source of mentor competencies.


VII. Team Shared Vision

Working together as one united team, we will foster each team member’s individual development needs.  Team “Eight to One” members are committed to openly sharing ideas, supporting our personal and professional goals, and enhancing our leadership abilities.
VIII. Flexibility Statement

The EPPAA and Team “Eight to One” encourage the mutually beneficial development of topics not currently listed in the Project Scope. The final project submission may include topics for further consideration and development by the EPPAA.

APPENDIX 2 – Mentoring Survey

MENTORING SURVEY

1. Have you ever participated in a formal or informal mentoring program outside of the EPP?

Yes



No

2. What impact has mentoring had in your career development?

a. Negative impact

b. Neutral

c. Moderately positive impact

d. Positive impact

e. Very positive impact

3. As a mentor/mentee, what outcome do you expect from a mentoring relationship?  Circle all that apply.

a. Professional development

b. Personal growth and learning

c. A promotion

d. None of the above

4. Circle all that apply.  After you have received guidance from your mentor, do you feel that he/she 

a. Listened well.

b. Helped you understand the problem. 

c. Advised you specifically what to do to solve the problem.

5. When you seek guidance from your mentor, do you feel that he/she  

a. Effectively resolves your problems.

b. Provides some advice that is helpful.

c. Is not helpful.

6. Answer this question from the perspective that your relationship with your EPP mentor has been positive and valuable.  When do you feel it would be beneficial to begin gradually relying less and less for advice from your EPP senior advisor/mentor?  

a. You already do not regularly seek advice from your mentor.

b. After your year of enrollment in the EPP concludes.

c. Within 1 year after the EPP term concludes

d. It would be to your benefit to maintain close ties to your mentor indefinitely. 

7. What more do you need to know about your mentee/mentor in order to have a better sense of his or her journey? Circle all that apply.


a. Personal life (family and recreational activities)

b. Professional goals

c. Personal goals

8. Are you interested in having a Senior Executive mentor after graduating from the Executive Potential Program (EPP)?

5


4

3

2

1

        Very Interested        Somewhat       No Opinion
       Not Very         Not At All



                 Interested


       Interested         Interested

9. Assuming you have never received training on being a mentor, if you were asked to serve as a mentor, and you knew that a 1 or 2-day training program on being a mentor was available, would you?

a. Not accept the mentoring challenge without the training.

b. Try to take the training, but if not possible, accept the request to mentor.

c. Decline the training, but accept the request to mentor.

d. Not accept the request to mentor.

10. Based on your personal experiences, what type of mentoring program do you find has the greatest benefit based on the definitions below?

Definitions: 

Formal Mentoring Program – Structured approach to matching mentors with mentees; required number of meeting times between parties; formal reporting requirements.

Informal Mentoring Program – Mentees and mentors meet whenever they desire; no formal matching system; no formal program oversight.

5


4

3

2

1


Very Formal
       Formal
        Hybrid
        Informal
   Very Informal

11. Does your Agency embrace practices and policies that encourage and reward mentoring?

Yes


No

Appendix 3 – Sample Mentoring Contract (Optional)

Executive Potential Program Alumni Association Mentor-Mentee Contract

We understand that each of us must:

· Maintain the confidentiality of our conversations;

· Set realistic and challenging goals for the mentoring relationship;

· Meet regularly at agreed upon times;

· Give honest feedback to each other;

· Access developmental progress regularly; and

· Evaluate the mentoring relationship regularly.

The mentee must:

· Take a proactive role in the relationship;

· Assess personal strengths and weaknesses;

· Identify career goals;

· Contact the mentor to arrange meetings;

· Complete agreed on tasks;

· Expand his/her network; and

· Listen non-defensively to feedback.

The mentor must:

· Make time for meetings as needed by mentee (within reason);

· Provide coaching and counseling;

· Refrain from providing solutions to problems;

· Help the mentee outline a realistic career strategy;

· Share information about governmental workplace history, culture, and operating philosophies;

· Assist mentee in the identification of contacts and resources; and

· Give constructive, frank, and honest feedback.

For the first six months of our year together, our goals are to (Note:  be sure to list goals the two of you have the power to achieve together.  For example, a goal might be “identify a career path and lacking course work necessary to realistically pursue that career,” but not “completion of these courses.”):

By the end of our year together, our goals are to:

Source: AFM Mentoring Program: Finding the Right Direction, U.S. Department of Agriculture Agricultural Research Service. Program Manager, David Carter.  Internet  Accessed Sept. 3, 2003 http://www.afm.ars.usda.gov/programs/mentor/apply.htmMentor/Mentee Contract;

Appendix 4 – Mentoring Request Form (MRF)

MENTORING REQUEST FORM (MRF)

Completion of this form establishes your desire to participate in the Executive Potential Program Alumni Association (EPPAA) Mentoring Program.  The information provided below will be used to match you with a Senior Executive who has volunteered to be a mentor for EPPAA members.  Your name, position, and grade will not be given to the mentor until you accept the mentor selected for you.  This mentoring program is completely voluntary and may be ended by either party at any time.  The EPPAA Mentoring Coordinator will contact you with your proposed mentor once a match has been made.  The EPPAA anticipates that this mentoring program will be a useful tool in your personal leadership and career development.  

Name:







Position:

Work Location:





Grade/Rank:

Contact Information:  Work Phone:



Work E-mail:

EPP Graduation Date:

Describe your purpose for requesting a mentor:

Describe the type of mentor you are seeking:

Describe you career goals:

Approximately how often do you expect to meet with your mentor:

Once a week

Once a month 

2 or more times a month 

Once a quarter

2 or more times a quarter
Other ________________________

How do you prefer to meet with your mentor (please choose any that apply):

Face to Face

Telephone

Email

Real Time E-Comunication

Video Teleconference

Other ________________________

List any additional information that would be helpful in matching you with a suitable mentor:
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XIX.  TABLES

 Table 1.  Analysis of Project Risks.

	RISK


	DESCRIPTION
	RATE OF

PROBABILITY 
	CONTINGENCY PLAN

	1
	Change requests/ modifications to contract.


	20%
	· Determine which activities can or cannot be completed.

	2
	Team member is unable to complete commitment or will be significantly delayed.
	20%
	· Provide for sponsor involvement and feedback at during the project

· Interact with sponsor to ensure completion of milestones and tasking. (Team leader as POC)



	3
	EPPAA board or support staff is not available to work with the project team.
	10%
	· Develop a plan reflecting explicit activities and targeted completion dates. Use current team member leader as POC.



	4
	The sponsor is dissatisfied with the project and/or progress.
	20%
	· COMMUNICATION

· Develop list of primary and secondary persons for each task

· Discuss potential changes.



	5
	The project is not completed and/or is not successful.
	10%
	· Complete the project with current information.

· Write up a “lessons learned” for the project.




Table 2. Informal vs. Formal

	Informal Mentoring
	Formal Mentoring Program

	Mentoring is initiated and maintained solely by the mentoring partners.
	A mentoring program coordinator manages the start-up, progress and evaluation phases of the program.

	Mentoring partners are matched by chance or serendipity, often with the mentor choosing the [mentee.]
	Partnering the 2 people is a facilitated process, with the mentee having the responsibility of choosing the mentor.

	Aims of the relationship may be non-specific, non-existent or suggested by the mentor.
	The aims of the relationship are specific, directed towards achieving goal/s which the mentee has clarified.

	A primary criterion for accepting the mentor is a feeling of liking and respect.
	A primary criterion for selecting the mentor is his/her ability to assist the mentee to achiever identified goal/s.

	The relationship may not be called or recognized as "mentoring".
	Both partners identify the relationship as mentoring, and seek to apply the appropriate skill and expectations to it.

	There is no mentoring agreement.
	A mentoring agreement forms one of the early cornerstones of the partnership.

	The relationship grows "like Topsy", as needs or circumstances.
	The relationship works within an agreed framework of frequency of meetings, timeframes, communication methods, structure, etc.

	The relationship is rarely, if ever, evaluated.
	The relationship is regularly evaluated, and measures established for assessing progress towards the goal/s.

	The relationship may be very long-lived - sometimes many years long.
	The relationship has a finite duration, beyond which the partners can elect to conclude it, extend it, or exchange it for a friendship.

	The possibility of win/win benefits.
	The likelihood of win/win/win benefits (for the mentor, mentee and the organization).


Source: Wareing, Imogen. “Formal v Informal Mentoring – What’s the Difference”.

Table 3.  The ROS Tool

	PREPARING
	MENTOR
	MENTEE
	MENTORING PARTNERS

	Readiness: Receptivity to learning
	
	
	

	Opportunity: Setting and venues to foster cognitive, affective, and relational learning
	
	
	

	Support: Appropriate, relevant, and adequate assistance to facilitate learning
	
	
	

	NEGOTIATING
	
	
	

	Readiness: Receptivity to learning
	
	
	

	Opportunity: Setting and venues to foster cognitive, affective, and relational learning
	
	
	

	Support: Appropriate, relevant, and adequate assistance to facilitate learning
	
	
	

	ENABLING
	
	
	

	Readiness: Receptivity to learning
	
	
	

	Opportunity: Setting and venues to foster cognitive, affective, and relational learning
	
	
	

	Support: Appropriate, relevant, and adequate assistance to facilitate learning
	
	
	

	COMING TO CLOSURE
	
	
	

	Readiness: Receptivity to learning
	
	
	

	Opportunity: Setting and venues to foster cognitive, affective, and relational learning
	
	
	

	Support: Appropriate, relevant, and adequate assistance to facilitate learning
	
	
	


Source: The Mentor's Guide by Lois J. Zachary, Copyright @2000 by John Wiley & Sons, Inc. (58)

Table 4.  Mentor Motivation Checklist

	Instructions:  For each item below, put a check in the “yes” column if the reason listed reflects why mentoring appeals to you.  If it does not, put a check in the “no” column.  Following each item. List concrete examples to illustrate you answer.

	Reasons That Mentoring Appeals to me
	Yes
	No
	Examples

	I like the feeling of having others seek me out for advise or guidance.
	
	
	

	I find that helping others learn is personally rewarding.
	
	
	

	I have specific knowledge that I want to pass on to others.
	
	
	

	I enjoy collaborative learning.
	
	
	

	I find working with others who are different from me to be energizing.
	
	
	

	I look for opportunities to further my own growth.
	
	
	


Source: The Mentor's Guide by Lois J. Zachary, Copyright @2000 by John Wiley & Sons, Inc. (69)

Table 5.  Mentoring Skill Inventory

	Instructions: Review each skill in column 1.  In column 2, indicate how comfortable you are in using each skill by checking one of the three grids as follows: V (Very comfortable), M (moderately comfortable), or U (uncomfortable).  In column 3, identify an example that illustrates a concrete situation when you were either comfortable or uncomfortable using the skill.  Insert a checkmark in column 4 for each skill that you feel you need to improve to develop a comfort level with it.  Once you have completed the skill inventory, rank your overall comfort level with all twelve skills on a scale of 1 to 5, with 5 being very comfortable, 3 being moderately comfortable, and 1 being uncomfortable.

	Column 1
	Column2
	Column 3
	Column 4

	Skill
	V
	M
	U
	Examples
	Needs Work

	1.  Brokering relationships
	
	
	
	
	

	2.  Building and maintaining relationships
	
	
	
	
	

	3.  Coaching
	
	
	
	
	

	4.  Communicating
	
	
	
	
	

	5.  Encouraging
	
	
	
	
	

	6.  Facilitating
	
	
	
	
	

	7.  Goal setting
	
	
	
	
	

	8.  Guiding
	
	
	
	
	

	9.  Managing conflict
	
	
	
	
	

	10. Problem solving
	
	
	
	
	

	11. Providing and receiving feedback
	
	
	
	
	

	12. Reflecting
	
	
	
	
	

	

	Overall Comfort Level
	1
	2
	3
	4
	5
	
	


Source: The Mentor's Guide by Lois J. Zachary, Copyright @2000 by John Wiley & Sons, Inc. (76)

Table 6.  Strategies and Considerations for Initial Conversations

	To-Do-List
	Strategies for Conversation
	Mentor Considerations

	Take time getting to know each other.
	Obtain a copy of the mentee’s bio in advance of the conversation. If one is not available, create one through conversation.
	Establish rapport.

Exchange information.

Identify points of connection.

	Talk about mentoring.
	Ask: Have you ever before been engaged in mentoring relationship? What did you learn from that experience?
	Talk about you own mentoring.

	Determine the mentee’s goals.


	Ask: What do [you] want to learn from this experience?

Give the mentee an opportunity to articulate broad goals.
	Determine if the mentee is clear about his or her own goals and objectives.

	Determine the mentee’s relationship needs and expectations.
	Ask: What do you want out of the relationship?
	Be sure you are clear about what your mentee needs or wants from this mentoring relationship. If you are not, encourage the mentee to think through what he or she wants from the relationship.

	Define the deliverables.
	Ask: What would success look like for you? 
	Do you have an area of experience or expertise that is relevant to this person’s learning goals? 

	Share your assumptions, needs, expectations, and limitations candidly.
	Ask of feedback.

Discuss: Implications for relationship.
	What are you willing and capable of contributing to the relationship?

	Discuss options and opportunities for learning.
	Ask: How would you like to go about achieving your learning goals?

Discuss ways: learning and communication styles

Ask: What is the most useful kind of assistance I can provide?

Discuss means: Shadowing, project?
	Discuss implications of each other’s styles and how that might affect the relationship.


Source: The Mentor's Guide by Lois J. Zachary, Copyright @2000 by John Wiley & Sons, Inc. (91)
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XX. GRAPHS

SURVEY RESULTS

The survey data are represented in the graphs that follow.

Graph 1.  Previous Mentoring Program Participation
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Graph 2.   Impact of Mentoring on Career Development
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Graph 3.   Mentee Expectations from Mentoring 
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Graph 4.   Mentor Qualities 
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Graph 5.   Mentor Guidance 
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Graph 6.   Mentee’s Desired Relationship Duration
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Graph 7.   Desired Type of Knowledge Exchange
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Graph 8.   Mentor Desired After Graduation 
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Graph 9.   Mentor Training 
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Graph 10.   Formality of Mentoring Relationship Desired  

[image: image12.wmf]Number of respondents

0

10

20

30

40

50

Level of Formality Desired in Mentoring Relationship

 Very

Formal

Formal

Hybrid

Informal

  Very

Informal


Graph 11.   Agency Support of Mentoring  
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