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MENTORING IMPLEMENTATION PROCESS


1 Oct 2003


The Naval Reserve Mentoring Implementation Process
This is an instructional pamphlet on how to implement a formal mentoring process (interim guidance ANGI 36-3401 and ANGPAM 36-3401).  It is designed to help you put a mentoring process in place that opens mentoring opportunities to all Naval Reserve (NR) members.  It also connects mentoring to the NR’s diversity initiatives and mission readiness priorities.  Formal mentoring processes are seen as necessary to provide access to mentors across gender, cultural and racial distinctions in a diverse workforce.   

Mentoring is viewed as an important strategic advantage.  The NR seeks to positively impact recruiting and retention by creating an organizational environment that encourages people to join, stay and be productive because formal mentoring will give us a proven process for those results.  

Use this pamphlet as a guide.  Each unit should take the organization’s culture and diversity of its population into consideration when its mentoring initiatives are created.

Comments and suggestions for improving this pamphlet should be sent to BUMED, 2300 E Street NW, Washington, DC 20372-5300.
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Chapter 1

INTRODUCTION

1.1. Glossary of Terms.  (See Attachment 1).
1.2. Purpose.  To provide an implementation guide to NR mentoring initiatives.  This is aligned with Air National Guard Instruction ANGI 36-3401, an interim guidance for the Naval Reserve Mentoring Process, and is linked with mission readiness, end strength, diversity, and the business case.  Available to all NR members, the process is formal, structured, with an electronic database, and offers leadership, mentor, and protégé orientation and training directed to those with least access.

1.3. Scope.  A clear indicator of a commitment to workforce diversity goals is to establish a formal measurable mentoring process aimed at tapping and developing the talents of everyone in the NR.

1.4. Mentoring Process Guidelines.  A working assumption driving the process will be that the best people will stay with an organization to the degree that their needs are met.  They must be respected and treated fairly.  As members, their full potential must be unleashed.  As adult learners with untapped potential, they need role modeling, access to wisdom, knowledge, and learning opportunities for further growth and development.

Mentoring relationships in the NR will enhance career development in the early, middle, and later career years.  The relationships between the mentors and protégés are essential to an overall strategy by which members of the Reserve might grow further and enhance their commitment and desire to give their all to the mission and core patriotic and citizen soldier values of the organization.  Through mentoring, NR members might become empowered and transformed into making the NR their continued employer of choice.

Chapter 2

ESSENTIAL PROCESS CONCEPTS 
2.1. Least Access.  There are NR members, from every interest group including white males, who fit under the category of “least access.”  Least access is not a code to mean “minorities and women.” The term is not another way of defining the target population as those under a “protected class” category. The Diversity Initiative, as implemented by the NR, is inclusive of the essential triangle and beyond.

If the truth were known, it is largely white males who often feel underutilized and undervalued.  And, statistics show that members of this interest group are leaving the Reserve in greater numbers.  It is instructive to note that, when members of the Naval Reserve leave after 12 years of service, they leave their jobs and a track record of re-enlistment.  What causes them to break the pattern of re-enlistment?  It is estimated that it takes three recruits to effectively fill the void created when the insights, competencies, skills, knowledge, and maturity of such Reserve members are lost.  This challenge, above all others, must drive our Mentoring Process in the Naval Reserve.  

This process seeks to unleash the full potential of Naval Reserve members on board, through a mentoring process, whereby through a vibrant, personal relationship (as protégés) with mentors who will hopefully inspire and motivate these workers with untapped potential, those who are likely to leave, decide to remain. These members of the NR can easily be labeled as those with “least access.”

Members of the Naval Reserve, traditional, technician military, and civilian, with access to the inner circles of influential leadership as evidenced by their abilities to be mentored informally, will no doubt continue-- through those relationships -- to be enhanced, guided, and counseled on steps to greater opportunity and career development.  Clearly, those with “most access” in the past have largely been white males, not exclusively but mostly.  This informal process has been the most successful in preparing members of the NR for responsibilities at the highest level of leadership to date.

In view of demographic changes, however, an informal mentoring process will no longer be able to provide the NR with sufficient talent needed at all levels, especially in the areas of leadership.  The mentoring process has to include women and minorities in the NR workplace under the umbrella concept of “least access”.   In the Diversity quest towards achieving mission readiness/end strength imperatives, it is essential to make a commitment to implement a formal mentoring process, which targets women and minorities as a category of members of the Reserve with “least access.”

Failure to implement a formal mentoring process available to all members of the NR with “least access,” to include white males, women, and minorities, will derail both the spirit and the law of what this initiative is all about.  We caution those tempted to view this process as a way of mentoring one group over another, not to do this.  The organizational commitment is to focus on all NR personnel -- part timers and full timers, new recruits, mid-career and senior Reserve members -- as essential to being represented at all levels of the organization. A formal process is the only way to accomplish this goal.  Ultimately, those with “least access” will become extensions of each other’s best selves – the essential team by which to provide diversity of thought and opportunity at every level of leadership.  To put it succinctly: “Together We Succeed!” 

2.2. Mentor/Protégé Relationship. The concept of mentoring has its origin in Greek Mythology in Homer’s Odyssey.  The commonplace meaning of the term today still harkens to its origin.  It refers to a relationship between a young adult and an older, more experienced adult who is engaged in helping the younger to navigate effectively in the world of the elder by learning work skills and responsibilities.  The mentor counsels, guides, teaches, and supports the young willing learner in coping, adopting, and thriving in the throes of change.  The relationship assumes that the older adult has experienced a level of success and is secure in an identity marked by a generous disposition to share knowledge– one that the young adult looks up to, respects, and wishes to emulate. Both mentor and protégé see the relationship as mutually enhancing.

In the case of the original “Mentor”, Odysseus’ son trusted his father’s colleague and friend.  The emotional factor of the friendship created the essential bond or glue to the relationship.  There must be opportunities created and encouraged in the organizational culture allowing for meaningful, respectful friendships to develop through mentoring relationships in the NR.  The complex web of relationships in the workplace that encourage individuals to seek growth potential through the mentoring process must be given careful consideration. 

It is an oversimplification to assume that finding a mentor will ensure career success for the protégé. It is not that easy.  What a good mentoring process promises is an opportunity for career planning and professional development tailored specifically to the needs of the protégé.  This is achievable through a vibrant and personal one-on-one relationship.  The process will add value to the journeys of both mentor and protégé as they make sense of the world around them from the vantage point of the older adult who has navigated through the rough waters of his or her own career development and success. 

Clearly, assigning or ordering people, by virtue of their supervisory responsibilities, to mentor their employee trivializes the essence of the process.  Identifying mentors purely on the grounds that they are older, more experienced, or have higher status by virtue of their rank may yield negative results if such persons harbor feelings of failure, prejudices, or fears and are unwilling to share generously of the experiences and knowledge that they have.  Such individuals are not likely to serve as wise guides and counselors to upwardly mobile, eager, younger adults.

Imagine someone who has achieved a level of career success, but because of hitting a plateau in the organization has a soured attitude and has lost the hunger to matter. Such a person, while possessing experience and rank, may not be ideally suited as a mentor.  Matching such an individual with a younger person cannot be thought of as a win-win situation for anyone. On the other hand, there are senior Reserve members near retirement, who because of their vast knowledge, wisdom, and corporate memory, may be the perfect mentor for a less senior person.

Some thought must be given to matching mentors with protégés as a serious investment of time, talent, and other resources to assure that good things happen for those engaged in a positive mentoring relationship as well as enhancing the Reserve’s ability to meet its mission readiness and end strength goals.  A vital component in the success of any mentoring initiative is created by the organizational culture in which mentor and protégé find each other and agree to “walk together” in order that a more prosperous future be attained by both, aw well as the Naval Reserve.

The single most important role of leadership in shaping the vital links in the organizational culture, which encourages and implements a mentoring process, is to embrace the challenge of preparing potential mentors for their most important duty of passing on the leadership baton to the next generation. In her book, Mentoring at Work, Dr. Kathy E. Kram quotes Darrow Levinson’s views on the role of the mentor: 

He/she [the mentor] may act as a teacher to enhance the young man’s/woman’s skills and intellectual development.  Serving as sponsor, he/she may use his/her influence to facilitate the young man’s/woman’s entry and advancement. He/she may be a host and guide, welcoming the initiate into a new occupational and social world and acquainting him/her with its values, customs, resources, and cast of characters.

Through his/her own virtues, achievements and way of living, the mentor may be an exemplar that the protégé can admire and seek to emulate. He/she may provide counsel and moral support in times of stress…

These qualities cannot simply be assumed to exist amongst human beings by virtue of their roles as supervisors or work team leaders.  The challenge of implementing a mentoring process requires that leadership pay close attention to those talented, caring, and compassionate members of work teams capable of inspiring the kind of awe from a protégé upon which to build a relationship that resembles an adventure rather than completing a checklist and meeting a bureaucratic assignment. Given our challenge to embrace the future, there is too much at stake to do otherwise.
2.3. Informal/Formal Mentoring. The informal approach to mentoring expands the horizons, learning opportunities, and valuable interaction in cases where the older, more experienced adult operates in the social world of the protégé, and vice versa, in a series of networks which allows each to grow closer to the other as a normal course of events.  Each is aware of the other.  The social ties that bind might include participation in communal events where recognition, achievements, and rites of passage are celebrated and in which one or the other is a witness to the other’s talents, interests, or heartfelt desires and dreams.  For example, a ranking NR officer, present to see his/her own child excel, witnesses a young man or woman participating in a high school science fair project. Pleasantries lead to more meaningful dialogue. The officer suggests that the budding student consider joining the NR. The student continues to build on the relationship.  Out of these informal encounters, the relationship blossoms.  As the young person becomes a member of the team, the older ranking officer offers to guide and provide meaningful direction by which the younger adult might succeed.  The communal encounter has paved the way towards establishing an informal mentoring relationship. This process, or something like it, has provided valuable opportunities for members of the NR to not only join the citizen soldiers in different communities, but also to receive essential inside information and practical guidance on how to identify and remove barriers frustrating opportunities towards greater contributions in the workplace.

This type of informal mentoring opportunity is possible when friendships, family networks, and communal events have provided the essential access by which informal mentoring appears to the uncritical eye as “just happening.”  It is revealing in Homer’s Odyssey, where the notion of mentoring originates, the process stems from the informal and evolves into the formal.  Mentor has a collegial relationship with the King who entrusts him with the care of the household. Mentor tutors and oversees the development of the king’s son, Telemachus.  As a result of the ten year relationship, the young heir apparent developed competencies, autonomy, and maturity in his own right. This story inspired the mentoring relationship.

 However, what if there is no access and therefore no opportunity on a day-to-day basis for a more experienced adult to learn about the interests, dreams, and competencies of a younger adult?  In cases where young adults are less likely to have access to these types of interactions, in which opportunities for bonding, building common ground, and becoming privy to the talents, passions, and wisdom of an older, wiser adult abound, the informal mentoring process is effectively neutralized.  These realities constitute a barrier for the younger adult to take steps towards career planning through mentoring. The “least access” concept to mentoring figures prominently in this scenario.

Formal mentoring seeks to shape circumstances through which talented members of the NR with least access are able to be educated about the values and benefits of a formal mentoring relationship.  Potential mentors also receive guidance and orientation on how to become a mentor in other than an informal setting.  The end result of this important step is to encourage both mentor and protégé to become engaged in a meaningful, respectful, vibrant relationship in which each member of the team, so engaged, will learn to unleash the wisdom and know how of the older while experiencing the passion and fire in the belly of the younger.  This process will add value to the quest of the Naval Reserve to secure needed talent by which the NR can avail themselves of a larger pool of qualified personnel reflecting the diversity of Reserve members, hence the diversity of thought which is needed at all levels of the organization.

Nothing contained in this publication should be interpreted to mean that informal mentoring has been ineffective, or that it should be discouraged or discontinued.  What is being inferred from our vantage point of examining demographic changes, is that for the foreseeable future, those informal initiatives alone will not suffice to provide enough talent from the diversity in our populations for mission readiness/end strength needs of the NR.   A formal mentoring process is needed.  The informal process is simply not enough. Both formal and informal will add value to the other.  We strongly recommend that a formal mentoring process be implemented in your unit and/or reserve center.

2.4. Types of Mentoring. New kinds of mentoring relationships have evolved in recent years. Group mentoring and team to team mentoring are two additional options to the traditional pairing of one mentor with one protégé.  Additional options within each of the three leave us with numerous choices to consider for structuring mentoring relationships.  
2.4.1  ONE-ON-ONE

2.4.1.1  Open/Expansive

· Broad agenda

· Developmental relationship

· Reflective learning and competency development

2.4.1.2. Closed/Limited

· Narrow agenda

· Targeted skill development

· Specific project

2.4.2
GROUP

2.4.2.1. Senior Mentor Facilitated

· Mentor 

· One mentor mentors a group of people

· Mentor acts as a “learning leader”

· Scenario planning and experience processing

· Peer learning

· Network groups

· Focus groups or forums

2.4.3. TEAM-TO-TEAM
· Intact junior and senior teams

· Team building competencies

· Project based

· Process improvement based

· Creative team

2.5   Facilitated Mentoring.  The facilitated mentoring program is based on the belief that the greatest strength of a preeminent organization is its human resources.  Research demonstrates that successful performers can usually point to a coach, mentor, or sponsor, some influential role model who facilitated their development at a career turning point.  The distinguishing element of this approach is an individual development plan organized around an intentional agreement.

Chapter 3

EMBRACING THE VISION 

3.1. Standards of Excellence.  Framing the vision of an Naval Reserve formal mentoring process are six Standards of Excellence that embody the guiding principles for successfully achieving the Naval Reserve’s formal mentoring goals.  A critical working assumption inspiring the process comes from the wise, Whitney Young, who said,  “It is better to be prepared for opportunities that may never come, than to have opportunities before you and not be prepared.”

3.1.1. Standard I. Senior Leadership embraces the official commitment to implement a Formal Mentoring Initiative by which to achieve Mission Readiness/End Strength Goals.

· The official commitment is exhibited through written documents, announced in prominent places and events, and sent to all internal customers in the organization.

· The official commitment to the formal process is exhibited in the words and deeds of leadership, who enthusiastically communicate the shared mentoring vision that all subordinates are expected to support and follow.

3.1.2. Standard II. A core feature of the Formal Mentoring Initiative is to provide career enhancement opportunities through mentoring to people in the organization from groups with least access to assure diversity of thought and equal opportunity at every level of the organization.

· The formal initiative will match the talents of the more experienced senior people with those with least access to the career requirements of higher levels of leadership, job performance, rank, and status.

· In view of demographic changes and the Naval Reserve’s commitment to do both the smart and right thing, those with least access will be recruited to become protégés as the formal mentoring process creates conscious, deliberate learning/teaching networks to facilitate career advancement and personal growth in the spirit of our theme, “Together We Succeed.”

3.1.3. Standard III. Operating as a Learning/Mentoring Organization requires that the Naval Reserve to develop consistency between policies and practices that positively impact internal structures linked to the implementation of the formal mentoring process.

· Formal mentoring initiatives are embraced, shaped, and put into workable contexts by leadership at Headquarters, every major unit, in all Staff Divisions, and site locations to prepare for greater career growth opportunities for members of our Reserve family/team who might feel undervalued and underutilized. 

· Clarification, reaffirmation, and understanding of the formal mentoring process are fostered through policies, educational training events, communications, and awards.

3.1.4. Standard IV. Leaders must direct their attention to inspiring and motivating members to give 100 percent of their passion, creative energies, and patriotic fervor to the NR.

· All members of the Reserve must focus on the things going on inside our organization that we need to change. The formal mentoring process provides a valuable opportunity to create a structural response inside our organization for unleashing the full potential of all those on board. 

· Leaders must encourage the development of an organizational culture, which positively impacts the reality that while recruiters recruit, the organizational culture retains.
3.1.5. Standard V. The Formal Process reflects the need for the Naval Reserve to give middle career personnel powerful, persuasive reasons for re-enlisting and making our organization their continued employer of choice.

· Senior leadership will encourage coaching by celebrating and recognizing mentors for subordinate development and creating a socializing forum from which mid-career colleagues across functions, departments, and levels are able to renew their confidence in the integrity of the Reserve as the best place to grow in their careers and to channel their patriotic fervor to further serve their country and protect their communities.   

· The formal process reflects a high priority of senior leadership to model and inspire mid-career personnel to develop a positive disposition to those in authority and to place renewed confidence in the Naval Reserve as the ideal workplace in which opportunities for optimism and honest dialogue about career enhancement motivates protégés to seek further growth in a truly learning/mentoring organization.

3.1.6. Standard VI.  With positive, proactive, practical steps, the culture of the organization must welcome all new members from day one with a message that, in the NR, they will have maximum opportunities for mentoring relationships with superiors and support from peers and friends, both during periods of major transition and especially as an ongoing process at their earliest stages of career development.

· The new talent will be able to embrace development opportunities and prepare for the future in ways that lead the newcomers to anticipate a long, fruitful, productive, meaningful, loyal career in the Reserve.

· New members of the NR will feel the power of mentoring collaboration as a springboard for unleashing their creative energies, passions, ways of knowing, patriotic fervor, love of country, and communities.  When welcomed from day one, they will not likely develop ambivalence or second guess their initial desires to join, get involved in, and identify as proud members of the Reserve by adding value to its mission readiness/end strength goals.

3.2. The Business Case for Mentoring. There is a talent war going on, and the Naval Reserve is in the thick of it.  To begin with, the unemployment rate is low.  We are challenged, along with many other organizations, to expand our pool of workers. We have to recruit diverse talent to meet mission readiness/end strength goals. (See Attachment 2 for an overview of the Naval Reserve Strategic Diversity Plan.

The demographic changes impacting the Naval Reserve are constant and relentless.  They include: a shrinking workforce; a gender shift in the organization which is developing as women increasingly outnumber men; minority interest group agendas which cannot be ignored; the aging of America which provides greater wisdom, depletes retirement funds, and requires that elder care becomes a factor in our concern over family-home-work issues; globalization issues that create both challenges and opportunities; compliance and diversity topics which require precision and focus from management and leadership; high tech and automation progress which continue to replace low and non-skilled workers.  These and other forces demand visionary leadership in the Naval Reserve, who will challenge us to implement initiatives and processes in order to enable our organizational culture to grow as a result of the continuing inevitable changes surrounding us now and in the near future.

A formal mentoring process is being introduced and recommended by the Reserve as a meaningful initiative which adds value to the many other types of strategies and training efforts having the potential to achieve enduring positive changes in the organizational culture, while respecting and building upon the core values and sacred traditions of the past.

We need a Naval Reserve with the built-in capacity for a formal mentoring process that provides the more experienced, wiser, skilled, and savvy senior members of the teams – military and civilian, part-timer and technician – the challenges and opportunities to become respectful mentors.  These members must build relationships with younger, less experienced members.  The mentor will have the chance to guide, inspire, and motivate their protégés to aspire to greater heights through upward mobility in the organization.

Mentoring does not guarantee promotion for any protégé.  What it will do is to prepare a larger pool of employees with untapped potential with the opportunity to become prepared for greater leadership.  If and when the opportunities arise, those properly mentored will most likely be tapped.  This is precisely why a formal mentoring process is viewed as an essential response to the forces of change, which might otherwise frustrate the NR’s ability to meet mission readiness/end strength goals.

The mentoring process will ensure that diversity of thought will be treasured as protégés with least access are counseled, guided, and taught the steps by which they can be prepared to exercise leadership at all levels of the Reserve.  In the end, the mentoring process will add value to the overall commitment to build on the proud traditions of the past in order to help shape the NR into a mentoring-learning organization – where every team member embraces the theme “Together We Succeed.”  Mentoring at work helps to make that promise a reality.  In the war for talent, the mentoring process will become an indispensable asset in giving our organization a measurable, competitive advantage.

3.3 The Benefits and Value of a Formal Mentoring Process.  The benefits and value of a formal mentoring process can be appreciated from both the organizational and personal perspectives.  In essence, the total mentoring process will yield benefits to both the organization and its members, civilian and military.  In the lives of those whose careers have achieved their pinnacle, the mentoring process allows them to feel pride in the legacy of their success by passing on to their protégés the essential steps of reaching new heights.  The Naval Reserve will be committed to leveraging the talent of all its members and value their contributions.
3.3.1. Benefits to the NR’s Mission Readiness and End Strength.

· Enhances readiness through recruitment and retention

· Minimizes training costs resulting from turnover

· Increases productivity

· Provides quality leadership development 

· Unleashes the patriotic fervor of citizen soldiers

3.3.2.   Benefits to the NR’s Organizational Climate.

· Supports and accelerates positive organizational change

· Preserves historical knowledge from senior leadership

· Organization can be benchmarked in its capacity to develop Reserve members for recruitment and retention

· Develops “whole system” knowledge by connecting people to the organizational culture

· Gains feedback from various levels of the organization

· Protégé and mentor benefit from a mutually enhanced quality relationship

· Informal strategies to cope with change are passed on through mentoring to the next generation, ensuring that change becomes manageable

· Integrates new members into the workforce

· Allows Naval Reserve members to be valued and utilized at their full potential

· Creates new challenges for those who experience career plateaus

· The torch of our values, ethics, standards, and patriotism are passed on to the next generation

3.3.3.   Benefits to the Mentor.

· Improves leadership and people management skills

· Sharpens interpersonal communications skills

· Gains satisfaction from helping others

· Provides opportunity to pass on legacy to the next generation

· Creates recognition and respect for imparting core values

· Develops competencies in establishing professional relationships

3.3.4.   Benefits to the Protégé.

· Gains exposure to upper levels of leadership

· Develops interpersonal communications skills

· Is provided with a role model as a sounding board to express new ideas or to vent frustration

· Creates safe environments for testing new ideas

· Allows smoother transition into the organizational culture 

· Facilitates comfort with and adjustment to the changing environment caused by demographic shifts in population

· Enhances professional growth potential by exposure to challenges, complexities, and new assignments

· Inspires greater career satisfaction 

3.4.  The Challenge of Becoming a Learning-Mentoring Organization. Peter Senge’s book, The Fifth Discipline is full of paradigms, which are useful for organizational leaders seeking growth as a result of the challenge of turbulent changes impacting our workplaces.  These paradigms are based upon certain concepts he has labeled, “disciplines.”  As the NR implements a formal mentoring initiative, we thought it instructive to visit Senge’s work to assist in mapping out some mental models to drive this promising process into reality.

According to Senge, a learning organization in engaged in creating new, innovative ways of doing things to achieve goals.  As he puts it, “Learning is about creating and building the capacity to create that which you previously couldn’t create. It is ultimately related to action, which ‘taking in’ information is not.”  The challenge of creating the capacity to implement a formal mentoring initiative represents a new creative process for the Naval Reserve.  To establish this new, important endeavor is to take the first steps in becoming both a learning and a mentoring organization.

A learning organization seeks to identify and eliminate “learning disabilities” embedded in its structures.  A major disability in organizations has to do with the tendency of people working in the organization, who come to believe what Senge describes as the “I am my position” syndrome.  He cautions, “Until you can get people to see that who they are is different from what they’ve been doing all the time, you can’t train them for anything else.”  Mentoring creates opportunities to become conscious of the system as a whole.  At the least, the protégé can develop a realistic sense of what the world above him is all about. A mentor, on the other hand, in listening and teaching the protégé, will also learn how things operate from the vantage point of challenges and complexities impacting the world of the protégé.

The danger of the “disability”, “I am my job” or in the NR, “I am my rank”, is that without a larger vision of the system, people tend to draw boundaries around themselves.  They often define people who are outside of their inner circles of job related tasks as their adversaries.  As Senge said: “One of the ironies in companies is that people often have more animosity towards other people in their organization than they do towards the competition.”  Even when they do their work well, these people create problems for the organization.  Mentoring will help to target that kind of isolation by having people across functions and boundaries interact, learn from each other, and welcome communication and partnerships by which people become sensitive to a larger mission than what an individual job requires in the NR.  A learning-mentoring organization will help members of the workforce to see how their interactions impact the climate in the organization as a whole.  

When senior leaders come to believe that the problem is “out there” rather than in the culture of the organization, a real learning disability is present.  Recruiting new talent is important.  In view of the talent war, a shrinking workforce, and the way Generation X has viewed the military in the post Vietnam era, it is easy to lump all these factors into a series of explanations as to why the Reserve is having difficulty meeting its mission readiness/end strength needs.  But, there are also forces at work inside the organization, which may be responsible for our inability to attract and retain new people.  Another factor may have to do with our inability to re-energize the people already on board – the mid-level career citizen soldier – to continue to make the Reserve their employer of choice.

Leadership must direct its attention in getting our people to give 100 percent of their passion, creative energies, and patriotic fervor.  We must focus on the things going on inside our organization that we need to change.  The formal mentoring process is about what we can create inside our organization to deal with unleashing the full potential of all those on board.  We must create an NR that addresses the reality that while recruiters recruit, the organizational culture retains. 
Senge’s work challenges leadership to stop thinking in a reactive way.  Unfortunately, the term proactive is sometimes inappropriately used to describe the mind-set that utilizes its most creative energies to sabotage the projects of colleagues.  The formal mentoring initiative is vital to those seriously attempting to rid themselves of the notion that the problem is always outside of our organization.  A learning-mentoring organization must know how to respond to gradual threats, as effectively as it must react to sudden ones.  The illustration used by Senge about the frog that “will sit in the water and let itself be slowly boiled to death because it doesn’t perceive danger” is instructive.  The NR must meet in team efforts to decide how the changes in demographics, the talent war, and the need to have diversity of thought will benefit from a formal mentoring process.  The process will help leadership to invest in the versatility of the workforce by anticipating the future, now.  This demands that we view the gradual threats as needing a response as passionately as when tornadoes, civil strife, terrorists, or armed conflict threaten our resources and fortunes.  This formal mentoring process must be viewed seriously as a reasonable response to the gradual threats before us.  If not, our lack of action today might erode our effectiveness tomorrow.

A learning organization must be committed to the shared vision of how new ideas and strategies must be implemented to deal with the new realities.  The liability of learning from “experience” is that all too frequently, “we learn reliably only when the consequences of our actions are apparent, quickly and unambiguously,” as Senge puts it. He cautions:

The dynamics that preclude learning from experience in organizations are vastly more complex.  Think about the important decisions we make.  What makes them important, what makes them “strategic,” is that the consequences occur in the future, and often in distant parts of the system.  They’re not local.  They’re not clear an unambiguous.  And they are very, very hard to learn about.

The idea of a formal mentoring process must not be dismissed without consideration by leadership of the possible negative consequences we may reap by failing to see it as a legitimate step in getting us where we need to be, at full strength, guarding the United States of America, embracing and living our slogan, “Together We Succeed.”  The success of a mentoring process depends on whether a critical mass of the leadership of the NR is willing to develop and share its vision with other team members.  This approach has less to do with writing a vision statement and more to do with living it.  There must be an awareness that each member of the team needs other team members to be effective.  Senge challenges people in organizations to team up and learn from one another.  He argues, “humankind has, over the past several thousand years, lost the capacity it once had to truly think together – that is, we have lost our ability to be conscious of our thinking and therefore to originate new thoughts that can lead to new, more collectively productive actions.”

The formal mentoring initiative has the potential of making our jobs easier and fulfilling our mission as a citizen soldier organization.  It can help us attract talent and keep the people on board excited about their careers.  The process can also add value to our quest for white males, women, and minorities to become extensions of each other’s best selves.  We can take steps to do the right thing as it relates to securing the talent needed at every level of the organization.  The process will not guarantee promotions to any one person, but it will help guide, counsel, motivate, and strengthen collaborations in our organization, where a lot more people will be ready for promotions, than without the formal mentoring process.  The potential of the process is too valuable to be ignored or assigned to some coordinator or office without the ritual of “conscious thinking” which leads to collective, productive actions.

Without careful, deliberate efforts at thinking this process through, the NR cannot truly be said to be a learning-mentoring organization.  Senge talks about “system thinking.”  He means that the systems in place are what we have created.  Once that reality is embraced and understood, then change is possible since we can create a new reality.  This adds hope to what we are proposing in this formal mentoring process guide.  Through system thinking, there is a real opportunity to make this process a vital strategy for the NR rather than being “a list of favorite ideas and clever techniques.”  As Senge notes, “System thinking helps us to see how our own actions have shaped our current reality, thereby giving us confidence that we can really create a different reality in the future.”

Let us become the generation of leaders who responded to the challenge of change by introducing in our own organization, our vision, our strategies, our process by which to meet the mission/end strength needs of the NR through our formal mentoring initiative as an outcome of truly becoming a learning organization.

3.5. The Role of Leadership in Implementing the Mentoring Process.  A mentoring process cannot be implemented and managed in an organizational culture that has not exercised leadership in creating it.  Leadership needs to have a sense of the future and engage gatekeepers to respond proactively to the challenge of change.  The mentoring process can enhance those strategies developed by leadership, which seek to shape the culture of the organization into becoming one that welcomes the collaboration of all members of the Naval Reserve.  When an organizational culture does not encourage mentoring relationships, such developmental opportunities remain inaccessible to most.  The benefits from mentoring are lost.  This is why leadership at the highest levels must give careful attention to identifying those barriers in the organizational culture, which might frustrate the mentoring process from yielding its greatest promise.  Leaders must ensure that everyone under their command is committed to transforming their units into mentoring-learning organizations.

The role of leaders in achieving desirable change to meet mission readiness and end strength goals cannot be overstated. Leaders of the NR must point to the future and introduce structural reforms to move the organization in the right direction.  Civilian and military personnel will have to do things differently in some cases in order to respond to the challenges that lie ahead.  Formal mentoring is one of those new things.  The all important role which must be assumed by senior members exercising leadership is labeled by John Kotter in his book, A Force For Change: How Leadership Differs from Management, as “establishing direction”.

The idea of a formal mentoring process as a means to achieving mission readiness/end strength goals is likely to be new to most units in our organization.  It is for this reason that we offer the challenge to leaders.  Before coordinators are assigned as point persons representing the mentoring process, let the voices of the highest ranked members of each unit cascade to every rank and file member of every work team proclaiming the significance of this initiative.  Leaders at all levels must speak forcefully and educate their peers.  

John P. Kotter also recommends that leaders communicate direction by walking the talk.  The essential strategy is in aligning people in the organization by establishing coalitions of interest or the human network to embrace the organization’s response to the challenges of change.  One such challenge will be for the leaders to inspire and energize members of the Reserve to identify and remove barriers and bureaucratic hurdles that stand in the way of achieving our ability to implement an effective formal mentoring process.

As mentors, senior leaders need to focus on, value, and embrace the challenge of motivating and inspiring their protégés.  Kotter writes that the leadership of an organization must participate in “energizing people to overcome major political, bureaucratic, and resource barriers to change by satisfying very basic, but often human unfulfilled needs.”  Protégés affirmed by a process based on such leadership principles will most likely remain loyal to the organization for the long haul.  In the mentoring process, Naval Reserve members will want to re-enlist when they know they are respected and valued by senior managers in their work teams.  The culture of the NR as a mentoring-learning organization will establish a reputation, which, in turn, makes recruitment and retention easier.

Kotter’s comparative paradigm is provided for your reference.  It would be instructive for a team of senior leaders to discuss the meaning of Kotter’s paradigm in order to better understand and prepare for the leadership’s role in ensuring the success of a formal mentoring process.

3.6. Comparing Management and Leadership.

	
	Management
	Leadership

	Creating an Agenda
	Planning and Budgeting--- establishing detailed steps and timetables for achieving needed results, and then allocating resources to make that happen
	Establishing Direction --- developing a vision of the future, often the distant future, and strategies for producing the changes needed to achieve that vision

	Developing a human network for achieving the agenda
	Organizing and Staffing --- establishing some structure for accomplishing plan requirements, staffing that structure with individuals, delegating responsibility and authority for carrying out the plan, providing policies and procedures to help guide people, and creating methods or systems to monitor implementation
	Aligning People --- communicating the direction by words and deeds to all those whose cooperation may be needed to influence the creation of teams and coalitions that understand the vision and strategies, and accept their validity

	Execution
	Controlling and Problem Solving --- monitoring results vs. plan in some detail, identifying deviations, and then planning and organizing to solve these problems
	Motivating and Inspiring --- energizing people to overcome major political, bureaucratic, and resource barriers to change by satisfying very basic, but often unfulfilled human needs

	Outcomes
	Produces a degree of predictability and order, and has the potential of consistently producing key results expected by various stakeholders (e.g. for customers, always being on time; for stockholders, being on budget)
	Produces change, often to a dramatic degree, and has the potential of producing extremely useful change (e.g. new products that customers want, new approaches to labor relations that help make a firm more competitive)


Source: John P. Kotter, A Force For Change: How Leadership Differs From Management (New York: The Free Press, 1990)

Chapter 4

PROCESS OVERVIEW
4.1. Mentoring Process Implementation Guide.  ANGI 36-3401 is the interim, governing document for mentoring in the Naval Reserve.  This mentoring process pamphlet complements that instruction.  We have designed this pamphlet to save you time, money, and resources.  It offers you ideas on how to establish or expand on an existing mentoring initiative.  The guide is also intended to promote and inspire the implementation process.  While the booklet is not developed as a cookbook to be followed exactly, it is written in a military checklist format.

This process guide is intended to be flexible and adaptable enough to fit the unique cultural aspects of most military organizations.  Its goal is to facilitate the natural mentoring relationships that are inherent in our units. Units may opt to use those tools that best benefit their organizational needs.  The critical challenge is to establish a formal mentoring process built on the principles set forth in this pamphlet.

4.2. Key Aspects.

· Diversity is key to mission readiness

· Adjustable to field, line, and staff units 

· No particular scheme, view, or management philosophy is advocated

· Format is intended to meet a variety of needs, values, and operations tempo

· Designed for military institutions with their well-defined rank structures

· Use of effective civilian practices that fit military order and discipline

· Focus on evolving mission requirements and mission demands

· Recommend strategies that build on known best practices

· View people as core assets

· Participation is voluntary

· Open to any military or civilian member

· Enhanced recruitment and retention
4.3. Rationale for a Formal Mentoring Process. The process promises to strengthen ties between members of the NR across functions and levels of responsibility in the workplace by generating discussion and interaction on the competencies required for members of the team to go from one level to the next. Both will increase levels of awareness on how each contributes to the larger mission of their unit within the Reserve.  A payoff for the NR is to foster greater respect and skills on how they can become internal customers to each other.  This will make their jobs easier and contribute to greater productivity for the Reserve.

No one is born qualified to carry out the complex demands required at each level of responsibility in the workplace. Each member of the team must take steps to learn the required skills, thought processes, basic knowledge, and sophistication needed to meet the demands of new work challenges.  Formal mentoring will help the protégé learn the hidden rules, short cuts, and pitfalls to avoid in functioning at higher levels of responsibility.  Those members of work teams with least access to informal mentoring will, through a formal process, acquire exposure to strategies on how to become prepared for greater service.  The formal mentoring process will ensure that those members of work teams with untapped potential will at least be better prepared for the possibility of promotions, should they ever come.

In view of demographic changes and the need to recruit and retain women and minorities alongside white males so that diversity of thought can be assured at every level of the organization, the mentoring process will help to unleash the full potential of each member as a value added initiative to the diversity challenge.  The formal mentoring process will deliberately target the matching of talents across levels and functions to meet diversity goals, which, in turn, will enhance the mission readiness/end strength capabilities of the NR

White males with least access stand to benefit in a special way.  These are members of the NR who tend to be first generation recruits – meaning that as a category of Naval Reserve member, they do not have a family tradition for being in the NR.  Many white males are likely to get as much benefit from mentoring as women and minorities who share similar backgrounds.  Investing in workforce versatility through mentoring makes business sense, then, from the perspective of creating an environment where both members who are now in the Naval Reserve and new recruits will find a hospitable climate in which to grow; and, where they will choose to stay!

A formal mentoring initiative can respond to the challenge of jump starting the professional development and career planning of those members of the NR who might already consider leaving their units after two or three tours of duty.  Reaching out to knowledgeable members of the NR in order to spark their interest in looking forward to a more meaningful future is a particularly good reason for the mentoring process. To replace a 10 to 12 year veteran takes three new recruits.  The intellectual capital represented in the experiences of these veterans must not be lost.

A mentoring relationship will allow a one-on-one contact that might lead the dissatisfied member of a unit to reconsider the inclination to leave the service.  This process might just be our last and final hope in motivating and inspiring the mid career level citizen soldier to become prepared for greater responsibilities in the Reserve.

Some members of the NR upon entering into honest dialogue and learning the ropes of new job responsibilities, tasks, and technical competencies as well as formal educational requirements, might well decide not to pursue a particular career interest represented by the mentor’s expertise after having some exposure.  This will be good for the protégé, the mentor and the Reserve.  Why?  The mentoring process encourages dialogue, counseling, interaction, and the sharing of perspectives.  This interaction leads to fulfilling important yet often unmet human needs.  The mentoring relationship allows the protégé to assess new options without becoming immersed and “stuck” in an area that they may discover is not as challenging or appealing as they believed it to be.  The protégé can then seek other avenues for greater service to the Reserve, having had a realistic appreciation from the mentor about a particular job.

Career planning based on the exchanges between a mentor and protégé will benefit from the process described.  The mentor will be viewed with respect by a protégé who is being impacted by a wiser and more experienced member of the Naval Reserve.  This is good for those who are older and have a lot of experiences that often remains locked in our brains.  The mentoring relationship allows for lessons to be learned, barriers to be removed, pride in achievements, and wisdom -- squeezed from pain or perhaps from a tragic war encounter -- to be shared in a respectful, meaningful context between the mentor and the protégé. The benefit of allowing older, experienced counselors to organize their life stories as the basis for teaching what real patriotic fervor and a job well done truly is, will go a long way toward enriching the mentor’s sense of self.

The benefits to the organization are many.  The core values and sacred traditions will be enhanced as NR units throughout the USA and its Territories learn how to become a mentoring-learning organization. The quest to recruit, retain, and promote from the rich diversity present in our heterogeneous society will have been achieved.  The mission readiness/end strength goals will be realized through this initiative, which adds value to efforts designed to respond by growing as a result of the challenge of change.

4.4 How to Get Started. The Mentoring Guide includes various tools to help implement an effective mentoring process.  This starts with identifying a Mentoring Process Coordinator whose role and responsibilities are defined in Chapter 5.  A suggested Process Checklist, Process Coordinator’s Checklist, and Process Planning Worksheets are included as Attachments 3-6.
4.5 Mentoring Process Flow.
Stage 1:

· Introduction to Mentoring

· Leadership Buy-In

· Resources for the Mentoring Process

· Appointing Process Coordinator

· Process Coordinator Training

Stage 2:

· Marketing

· Pre-Matching Orientation

· Recruiting

· Establishing Database

· Matching

· Self-directed/Guided Training for Mentors and Proteges

· Mentoring Process Kick-off

Stage 3:

· Establishing and Maintaining Relationships

· Career Advancement Plans

· Employee Development

· Enhanced Skills and Hi-tech Competencies

· Evaluation/Feedback

Stage 4:

· Assessment and Improvement

· Recognition and Celebration

Chapter 5

ROLES AND RESPONSIBILITIES

5.1. Process Coordinator.  One of the critical decisions to be made when developing a mentoring process is the appointment of a mentoring process coordinator.  He/she should have the rank, influence, and knowledge necessary to facilitate the implementation process. 

5.1.1. Qualities.  The process coordinator should have a thorough knowledge of the mentoring process and the dynamics of the mentor/protégé relationship.  Good communications skills, sensitivity to others, and commitment to helping participants meet their goals are valuable qualities for a coordinator.  To be effective, the process coordinator should be adept at one-on-one communications as well as large group presentations.  The ability to work with diverse groups and deal with conflicts through the use of effective problem solving skills are key qualities that the coordinator must possess.  Above all, the process coordinator must be enthusiastic and willing to put forth the effort to see the initiative through at the highest levels of leadership.

5.1.2. Responsibilities.  The process coordinator is responsible for overall management of the formal mentoring process, including planning, resolving problems, matching mentors and protégés, marketing, orientation, and information sharing.  Additionally, the process coordinator monitors for indicators, such as applicant acceptance/rejection rate, or dropouts.

While mentors will normally conduct career counseling, the process coordinator may be called to provide career-counseling services to participants.  The coordinator may act as a facilitator in participant relationships and may provide personal consultations to mentors and protégés to resolve problems and/or to re-match participants.  In conjunction with advisory team or committee input, the coordinator may provide suggestions for appropriate agency mentoring activities, provide personnel information as needed to participants, and provide periodic reports on the progress of the formal mentoring process at the Unit or Regional.

5.1.3. Coordinator’s Checklist.  A structured plan of action can help the coordinator develop and evaluate a mentoring process.  The Coordinator’s Checklist (See Attachment 4) contains suggested tasks or activities that will enable the coordinator to implement the process.  Also available for your use are Process Planning Tools (a) & (b) (See Attachments 5 & 6).

5.2.  Mentor. This individual will go out of his/her way to help others establish goals and develop the skills to reach them.  This individual also expects his/her protégé to perform well in the partnership and succeed in attaining their aspirations, ambitions and goals.  Success is usually achieved when the mentor treats the protégé in ways that successful people are treated e.g., respects his or her time, gives the protégé compliments, listens attentively, and introduces the protégé to valuable contacts.  

Providing everyone in the Naval Reserve an opportunity to have a mentor is a National Diversity Goal.  Participation in the process as a mentor must be voluntary.  Forcing supervisors, managers, team leaders, senior enlisted, and commanders to participate could result in a non-productive, damaging relationship for the protégé and mentor. Mentors must be willing to commit time and energy to the development of a protégé’s potential for personal and professional growth.  Mentors should look upon the mentoring process, not only as an opportunity to teach, but also to learn from their protégés. 

5.2.1. Qualities. Mentors must be able to relate to other people with sensitivity and integrity.  To be successful, mentors must be able to provide honest constructive feedback and must recognize the values of diversity and employee development.  Knowledge of the organization’s personnel system is a plus in the mentoring process.  Knowledge of the informal culture of the organization is extremely important. Above all, mentors must enjoy developing and watching others reach their goals.

5.2.2. Responsibilities.  A mentor is expected to meet on a regular basis with a protégé during the timeframe agreed upon.  Technical, professional, or personal development knowledge and the willingness to share are desirable mentor traits.  A mentor may be a direct supervisor, someone in the chain of command, or a supervisor from a different unit within the organization.

5.2.3. Mentor’s Checklist. Being involved in a mentoring relationship is a privilege for both participants.  It is marked by a professional and personal interest on the part of the mentor and the protégé.  Mentors should be able to develop a particular style that best fits the needs of their protégé/learning partner (See Attachment 7).  As communication flow is essential in the mentoring relationship, an “Encouraging Feedback” chart is also provided (See Attachment 8).
5.3. Protégé. The primary characteristics of a successful protégé consist of the ability and willingness to assume responsibility for his/her own professional growth and development.  Other characteristics include the ability to clearly articulate career aspirations, set goals, and be receptive to constructive feedback. 

5.3.1. Protégé-driven Model.  The protégé initiates and manages the relationship.  This model means that the relationship is more balanced than when the mentor sets the course.  A protégé-driven relationship also means that the focus is on the protégé’s development rather than the urge to produce a clone.  Protégé-driven mentoring helps build confidence when the protégé is allowed to solve his/her own problem, rather than given direction.
5.3.2. Guidelines for the Protégé. Once you’ve committed yourself to succeed, consider the following: 

· Protégé’s Self Assessment Tool. (See Attachment 9).
· Protégé Goal Setting Template. (See Attachment 10).
Chapter 6

PILOT PROGRAM 

6.1. Implementing the Process at the Unit Level.  A unit may elect to conduct a pilot program involving a limited number of mentors and protégés prior to the establishment of a long-term process.  The number of mentors available may dictate the number of participants in the program. Normally, a one to one ratio is recommended for pilot program evaluation purposes.  Upon completion of the program evaluation, a unit may determine that a two to one ratio of protégés to mentors may be more feasible, depending on the needs of the people involved and the availability of mentor time.

It is recommended that the process coordinator evaluate the progress of the relationships at least quarterly to determine their effectiveness.  Mentors and protégés should negotiate time frames.  The recommended time is 12-18 months unless one or both decide to end sooner.  The mentor serves as the facilitator for the protégés development.  Protégés should decide what they expect to gain as a result of the mentoring process prior to formalizing a mentoring relationship with a mentor. 

6.1.1. Pilot Program Checklist. (See Attachment 11)
6.2. Sample Purpose Statement. 

· To establish mentoring as a key command process to achieve our corporate focus on employee development.

6.3. Sample Expected Outcome Statement.

· To develop an executive talent pool for the Naval Reserve reflecting diversity of thought and the representation of women and minorities at every level of the organization. 

6.4. Marketing Strategies. Determining marketing objectives is really about finding a way to connect your mentoring goals with your customer’s needs.  View members of the NR as customers. The following are some suggestions for advertising your mentoring initiative:
· Informational brochure and application package
· Write an article for hard copy

· Set up a web page describing the process

· Welcome e-mail and telephone calls

· Establish a central base for the collection and repository of information 

· Start a word-of-mouth and e-mail campaign

· Distribute flyers explaining the main points of the process

· Solicit articles on mentoring for inclusion in unit newsletter

· Create mentoring workshops

6. 41.   Marketing Plan Delivery
     1. Recruiters/ Champions/ Flags/ Process Coordinators

         a.  Conference briefs by Power Point

              (1).  National Banquet (includes all field reserve recruiters, held in December)

              (2).  Geographic Region Meeting (Junior Officer Conferences, PSLOs, Flags )

         b.  Navy Knowledge on-line (Mentoring Material)

         c.  Plan of the Day 

         d.  Emails (From M10-1 to Corp Chiefs, RAOs, COs

         e.  Article in electronic magazine: E Magazine

         f.  Public Folder – (Articles, links, POC see Pankaja Gatuku for information)

         g.  PAO for Recruiting: LT Bill Clinton (504-678-1389)

   2.  General Reserve and Reserve Medical Personnel

       a.  Computer based notification

(1).  Navy and Marine Corps Medical News (quarterly articles for first year)

(2).  Navy Medicine on line site 

(3).  Navy Knowledge on line site (article and link to M10-1 webpage)

       (a).  Force Health Protection 

(4).  Strategic emails

       (a).  From M10-1 to Unit CO

       (b).  From M10-1 to REDCOM to Reserve Center to Unit CO

       (c).   From NMO and NKO (groups-enlisted, officer, specialties)

       (d).  From Reserve (Medical) Force Master Chief 

       (e).  From Master Chief Flake (New Orleans’s Career Counselor) to all

              reserve and TAR Command Career Counselors

       (f).  From M10-7E to unit Command Master Chiefs

(5).  M10 E-zine (quarterly articles for at least the first year)

(6).  Link/information 

        
(a) M10-1 site (provide basic information and a form to compile a data base 

                to keep track of success stories for the pilot)


(b) M10-1 site (provide survey and assessment mechanism and host


      Data Base Matching System

(c) Air National Guard/ Navy Reserve Medical will hold a group meeting

and training sessions for Best Practices in each Service for efficiencies of processes 

(7).  Site coordinator message from SWANK to all Reservists (potential courses online)

          b.  Conferences

   (1).  AMSUS

          (a).  FY05  Banner and Poster in booth

          (b).  Table clinic (3-panel display)

          (c).  Rack Cards  (one for COs & TOs and one for general medical reserve 

                  personnel)

         (d).  Power Point brief to COs

         (e).  CDs with mentoring information 

 (2).  Surgeon General’s Conference

 (3).  CREW Conference (for career counselors in New Orleans)

       c.  Media (at least two articles, one kick off and another informative 6 months later)

 (1).  Reservists News 

 (2).  Navy Times

 (3).  Navy Medicine

 (4).  All Hands

 (5).  Naval Hospital Newspapers (Journal at NNMC)

        d.  POM entries (suggested text may be emailed to unit COs)

        e.  Implementation Powerpoints presented at Reserve Affairs CO meetings

         f.  Cost calculations showing retention rates increases/stabilization

         g.  Plan of the Day (Scripted information)

         h.  Dashboard metrics initially of 100 pairs of mentors (DASHBOARD)

         i.   Prizes, Letters of Commendation, other incentives for high performing commands

         j.  BUMED PAO
6.5. Sample application form (See Attachment 12).

6.6. Sample Invitation Letter. (See Attachment 13)

Chapter 7

REGISTRATION AND MATCHING STRATEGIES

7.1. Critical Questions.  When implementing a formal mentoring process, you must address the following questions: 

· Who will do the selecting and matching?

· What criteria will guide selection and matching?

7.2. Pitfalls to Avoid in the Matching Process.  The Naval Reserve’s Mentoring Initiative is a formal process with an established set of requirements or criteria to encourage and formally match relationships between mentors and protégés beyond those informal relationships, which develop naturally as a result of mutual attraction and interpersonal chemistry between senior and junior members.  Our process makes explicit the goals and recommended practices for pairing senior leaders with both mid-career personnel, -- in order help them prepare for career development – and new members – in order to welcome them and familiarize them with the organizational culture.  Our structured process will position us to take measurable steps to achieve balanced workforce goals and diversity of thought at every level of our organization.

In creating formal conditions that encourage mentoring, we are also aware of some negative by-products, which may have destructive consequences that need to be avoided, minimized, and/or eliminated when present.  A careful design to include an educational curriculum and practical implementation of the process is the best strategy to deal with these inevitable challenges when establishing mentoring relationships.

7.2.1. Creating Feelings of Resentment. Educating leaders to resist putting pressure on potential mentors is vital for buy-in from senior team members needed for their coaching competencies.  When implementing a formal initiative, the process coordinator or other decision-makers operating by the rules of the organizational culture need to resist those traditions, which are based on a very specific protocol of giving orders, briefings, or otherwise announcing directives with the expectation that the chain of command will simply do what is expected by gatekeepers.

A formal mentoring initiative must not be implemented in ways that make the potential mentor or protégé feel as though they are coerced, engineered, or somehow ordered into the relationship.  Resentment on the part of the senior and pessimism on the part of the junior will generate disastrous outcomes for both.  Careful, considerate, compassionate collaboration must be encouraged in order to make the mentoring relationship work.  Motivation, inspiration, and guidance must frame the invitation for each to participate in the career-enhancing journey. 

The formal process must not be perceived as an inflexible trap, but as a rare opportunity by which both senior and junior members can learn to discover the benefits and values of a mentoring relationship.  The process arranges for the encounter, which in turn has the potential of promoting a genuine, trusting, mutually enhancing experience for both members of the mentoring team.  Optimism and gratitude will then replace pessimism and resentment as outcomes of a formal process.  The acceptance by both people in the relationship will depend on how changes are introduced.  Educating leaders to facilitate activities, which encourage the matching of a mentor/protégé pair that provides developmental functions for both individuals, is the way to proceed when implementing a formal process.

7.2.2. Assuming that Informal Mentoring is More Valuable than a Formal Process.  In an organizational culture like the NR’s, where mentoring, for the most part, has been informal, this new formal approach could in some cases create stress and confusion.  There isn’t a past to learn from in the history of the organization.  Incentives and recognition of successful formal mentoring endeavors are absent from the rituals rewarding rites of passage.  This may create doubt on the part of leaders as to the merits of a new, unproven initiative.  There may be embedded in the culture, perhaps as a hidden rule, the notion that except in rare cases where some may be put on a fast track in an emergency, formal mentoring as an approach for nurturing leadership is a waste of time.

7.2.3. Selecting Mentors Who Lack Interpersonal Skills. Some people simply lack the interpersonal skills needed for the challenge of becoming a coach, counselor, or trusted guide to a junior employee.  Training can only do so much for those who lack people skills.  These individuals might be valuable in their tasks, skilled in their profession, loyal to the mission of the NR, and full of patriotic fervor, yet may simply feel uncomfortable, inadequate, and unable to build supportive alliances with junior members of work teams. Frustration emanating from not being able to mentor others will lead to the creating of superficial relationships at best, and destructive ones at worst. 

There must be opportunities and mechanisms in place which respect people’s competencies, passions, and talents.  Yet, we must not assume that those strengths can be translated into positive mentoring competencies.  We must not put unrealistic hopes on the shoulders of otherwise invaluable members of the NR.  Neither should they be sanctioned for not having these skills.  Potential mentors must be evaluated on whether they have the interpersonal and intuitive skills needed to cultivate a meaningful mentoring relationship with a willing learner as a protégé.

7.2.4. Poisoning the Mentor/Protégé Relationship because of Personal Frustration and Lack of Advancement.  Not everyone who is expected to serve in the role of mentor will be able to do so.  Senior people concerned with their own career growth and interest -- especially when the organizational pyramid gets smaller and competition for fewer top slots is intense -- may feel resentful about helping to facilitate career enhancement for others.  Simply put, their insecurities frustrate their ability to be engaged in subordinate development responsibilities.

On the other hand, some protégés may not like to share their personal struggles and problems with an immediate supervisor, acting as a mentor, for fear of negative repercussions.  What if the junior employee feels that the managerial flaws of the supervisor are keeping the protégé from further advancement?  This causes a definite breakdown in the relationship.  Leaders must build the kind of flexibility into the process, which allows for alternative re-routing of relationships by which to avoid this pitfall.

7.2.5. Ignoring the Private Reservations of Those Not Wishing to be Mentors.  Leaders must create a climate in the organizations that inspires and motivates people at all levels to embrace the challenge of forming mentoring relationships.  Caution.  When the word cascades down the chain of command that senior leaders hold the formal process in high regard, it is very likely that participation by some will not be entirely voluntary in nature.  Subtle and not-so-subtle pressure will force some individuals to participate regardless of very private desires not to.  No matter how clever the cover up, how fine the acting skills, or genuine the desire to cooperate, private reservations might inhibit meaningful, vibrant relationships.  It is essential for those engaged in the formal mentoring process to do so voluntarily.  The success of the process depends on individuals participating out of the heartfelt desire to build a stronger, more effective, balanced NR and not out of real or perceived pressure to do so.

7.2.6. Giving the Impression that Protégé Opportunities are for a Chosen Few.  There are some members of the Naval Reserve who are ready for a mentoring opportunity to prepare them for career enhancement.  They understand how important the process has been for those who have sprinted forward into greater levels of leadership.  As soon as the initiative is launched, these enthusiasts will likely avail themselves of a formal mentoring relationship.  These members of the Naval Reserve can be labeled as ideal and high potential candidates.  They will be welcomed by equally excited senior people wanting to see the process succeed in view of the lofty goals of the initiative to respond to the challenge of demographic changes and the talent war now going on.

The matching of seniors and juniors will energize some and possible discourage others.  Juniors who are not labeled high potential may feel deprived and become negative in their disposition, perhaps resentful or envious, and certainly pessimistic about their own chances for opportunities of development.

It is so important to host pre-matching educational meetings and orientation for those who don’t know how important mentoring can be to career advancement.  By educating people before the process is announced in an official capacity, the potential for greater participation will be assured.  The pitfall of giving the impression that the mentoring process is for a chosen few will be dispelled and opportunities for development of a larger talent pool will be recognized and celebrated in the NR.

7.2.7. Believing that Mentoring is Only for Members of Protected Classes.  A worthy goal of the formal mentoring initiative is to prepare women and minorities for leadership positions in the NR.  The reasons for this are abundantly clear in view of demographic changes and the quest to build a more equitable Naval Reserve team. No one is born qualified.  This process will help the NR to prepare women and minorities to become qualified and ready to step into positions of leadership should they become available.  Clearly, women and minorities can play a larger role than they otherwise would be allowed to play provided they benefit from the experience of formal mentoring.  This process will ensure diversity of thought at all levels of the organization and enable the NR to meet mission readiness/end strength goals

Notwithstanding the important commitment to qualify women and minorities, white males will become the biggest benefactors of a formal mentoring process.  Why?  Simply put, white males constitute the biggest category of members with least access to informal mentoring.  There is no need for majority group leaders to feel resentful or fearful that only women and minorities, as members of protected classes or special interest groups, are being supported and offered assistance.  The NR’s mentoring process is available to all.  Efforts to seek balance should not be perceived as “reverse discrimination.”  It is together that we succeed.  

7.2.8. Becoming Uncomfortable and Threatened by the New Alliances Formed through the Mentoring Process. When juniors become protégés and develop personal, meaningful, vibrant relationships with mentors in other departments or levels in the organization, their immediate supervisors may feel insecure and uncomfortable by these new alliances.  Feelings of uncertainty may threaten the stability and trust needed in the regular job between the junior member and their supervisor.  

Education can help to minimize those fears and reduce the negative consequences, which may poison relationships.  In much the same way that clear air turbulence may threaten the comfort levels of the inexperienced flyers in the skies, while posing no real threat to the safety of the airplane or passengers, the same can be said for the new alliances.

The purpose of these relationships is to engage newcomers to feel welcome and hopeful about their future in the NR.  Mid-career personnel will hopefully give 100% of their talents, passions, and patriotic fervor and will be encouraged to continue in the organization.  Senior members will share their wisdom and create loyalty and invest something of themselves in the vision and passions of the protégés whom they mentor.  Through the educational curriculum, those threatened by the process may understand that when there are shifts in the population there will be tensions in the organization.  Properly understood, these tensions can be viewed as opportunities for us to make progress in shaping the organizational culture to meeting the challenge of responding to demographic changes.

The educational program in the mentoring process will provide the psychological safety belt to get us through the bumps of occasional feelings of uncertainty.  These insecurities must not interfere with the important goal of having the formal mentoring process work.  Through the educational initiative, this pitfall will also be avoided.

This paradigm was inspired by Kathy E. Kram’s discussion of ‘cautions’ in Mentoring at Work: Developmental Relationships in Organizational Life, University Press of America, 1988 pp. 182-186. 

Suggesting that Participating in the Formal Mentoring Process Guarantees Promotions. 

By participating in the formal mentoring process, mentor and protégés will increase their opportunities for promotion.  Both partners stand to add value to each other’s quest for career enhancing opportunities.  Learning the requirements of positions at high levels of responsibilities will benefit ambitious protégés.  Successful mid-career and senior members engaged in the process will be increasingly regarded as valuable by their supervisors.  The mentoring process creates a larger and more diverse pool from which the NR can select and promote leaders.  However, participating in the mentoring process is but one important factor amongst many in determining who gets promoted.  Participating in the process does not guarantee promotions.
7.3. Pre-Matching Orientation. The coordinator will develop and implement strategies by which to educate and heighten the consciousness of people who may not be aware that they are not aware about the benefits and values of becoming protégés.  Those with least access to mentoring from under-represented groups in the highest levels of leadership will be targeted through the pre-matching campaign.  The goal of achieving diversity of thought at every level of the Naval Reserve will be enhanced through this endeavor.  Videotaped testimonials, focus group events, reading and discussion groups, educational materials presented in mainstream and non-mainstream sources of media outlets, and related Q & A interactive sessions may form part of a total quality effort to fulfill this recommendation.

7.4. Matching Strategies. To assist in the selection of pairs, the process coordinator could organize structured events to create opportunities for mentors and protégés to meet and mutually select each other on a voluntary basis after interacting with each other to discuss goals and career plans.  This strategy allows for those who may not know each other through informal networks to become acquainted.  This is especially important for members of the Reserve with least access to informal mentoring opportunities.

7.4.1. Suggested Criteria. 

· Before the matching process can proceed to the next stage, a critical mass of protégé candidates representing balanced diversity work teams must form part of the talent pool of eager participants.

· At the orientation stage welcoming new recruits to the organizational culture, there is a need to provide information from day one about how the path to greater service, responsibility, rank, status, and rewards can be enhanced by participating in mentoring relationships.

· Identify and train a talent pool of potential mentors who will focus on the needs of mid-career members of the team – those reflecting the profile of employees who are losing hope, not giving a hundred percent, not re-enlisting – so as to provide them with career enhancing persuasive reasons for this class of protégés to become re-invigorated and loyal to the mission of the organization, thereby continuing to make the NR their employer of choice.

· Match experienced mentors with those new to the challenge on how to carry out duties and responsibilities with protégés.

· Eliminate the informal mentoring strategy of preparing a single individual to replace a very senior member of the team through a formal mentoring process which prepares several protégés – representing both diversity and a commitment to equity – thereby doing away with the unfair practice or pre-selection of job candidates.

· If the protégé specifies a particular mentor, the process coordinator should review the registration forms and attempt to accomplish a match based on desired objectives and mentor availability.

· Areas of knowledge and the special interests of mentor and protégé should be considered in making the match. Because the formal mentoring relationship operates within an agreed upon timeframe, the specific needs and interests of the protégé should be closely matched with the specific knowledge and skill areas of the mentor in order to be most efficient.

· Geographic location must be considered. While long distance mentoring is possible, close proximity and convenience for meetings must be considered.
· Preference for mentor/protégé from specific units and areas in the organization should be given priority.
7.4.2. Suggested Electronic Matching Database. (See Attachment 16).

7.4.3. The Purpose of the Registration Form in the Matching Process. The process coordinator should facilitate the formulation of the mentoring relationship for all participants, giving full consideration to those matches, which have evolved out of mutual selection.  Mentor and protégé registration forms provide very vital information on the needs and talents of potential protégés and the wisdom, expertise and, willingness of potential mentors, which will add value to matching decisions made by the process coordinator in collaboration with the mentor and protégé.  Ultimately, the essential triangle in the matching process engages the process coordinator, potential mentor, and potential protégé in a learning-teaching alliance.

7.4.3.1. Registration forms.  For the formal mentoring process, it is suggested that mentors and protégés register by completing a registration form. The information on the form will assist in matching participants. A Sample Registration Form is provided (See Attachment 12).

Chapter 8

CHALLENGES TO IMPLEMENTATION
8.1. When Implementation Goes Astray.

The following graphic Managing Complex Change created by Ambrose, Fullan and Saban (1997), is useful for planning and diagnosing when you run into trouble during the implementing phase.
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8.2. Avoiding Common Mentoring Problems.
· Failure to make a clear strategic case for the initiative that garners top management support. Senior staff verbal and written endorsements are powerful ammunition to counter uncertainty and cynicism.

· Weak organizational commitment to developing and promoting people from within.  Clears signs of an organization’s commitments to development and its good track record of internal advancement are powerful motivators for participants.

· Failure to create and communicate clears values, goals, processes, and procedures.  While an overly bureaucratic approach is to be avoided, success is more easily achievable when you and your stakeholders can lean upon well-articulated principles and processes.

· Importing a system ill fitted for your culture.  There’s no formula for success. System design must meet your specific needs - your culture, values, structure, and staff make-up and performance management system in order to have the most impact.

· Impatience for results.  Mentoring seeks better results through behavioral change, and behavior change seldom comes easily.  A good mentoring process requires a minimum of two years to establish best practices and to begin to demonstrate results.

8.3. Monitoring the Mentoring Process. There are a number of problems commonly associated with mentoring relationships.  In general, most problems occur when the mentor and protégé fail to accurately assess each other’s needs or goals, or when external organizational factors work to derail the relationship. 

8.3.1. Chart of Common Pitfalls Including Issues Related to Race and Gender.  (See Attachment 14).

Chapter 9

MEASURING MENTORING RESULTS
9.1. Measuring Mentoring Process Results. The ultimate determinant as to whether this mentoring process will have yielded its best hopes is when the results are measured in terms of resources and dollars invested and the rate of return as evidenced by meeting mission readiness/end strength goals.  The Mentoring Process will be successful when the organizational culture is transformed in its capacity to recruit, retain, and promote leadership reflecting diversity of thought at all levels of the organization.

You will want to ensure that you have an accurate assessment of the ways your initiative connects to organizational goals and strategy and provides for buy-in among management, senior leadership, and other key stakeholders.  Gathering information and testing your proposed solution is critical for protecting all parties from misguided or inappropriate actions.  The best way to do so is to go to your sources with pointed questions.  Your questions should aim to answer:

· What are the organization’s strategic objectives?
· Does your perception of what is right or wrong match with organizational reality?

· What are the key demands and challenges to the organization’s continued health?

· What barriers exist to the organization’s ability to achieve its objectives?

· What aspects of individual and team performance must change or improve if the organization is to achieve and sustain mission capabilities?

· Are their aspects of the organization’s culture that need to change?

· What is the current culture and how does it prevent the organization from fully achieving its objective of mission readiness?

· Will the culture support formal mentoring?

· Above all, connect initiative(s) to mission readiness and organizational survival
9.2. Measuring Success 

In the mentoring program, the survey provides the most immediate, effective tool to measure success, if collected and analyzed consistently.

Surveys should be tailored to address different aspects of the program over time

· Three month mark: Initial surveys to determine the success of the matching process and kickoff of the mentoring relationship

· Six month mark: Surveys to asses the dynamics and logistics of the relationship

· One year mark: Surveys to determine the success of mentoring relationships to date; assessment of retention rate of program participants as compared to non-participants; evaluation of program budget as compared to financial cost of recruiting and retention, e.g., the financial commitment necessary to recruit and train 10 sailors versus the cost of the mentoring program. 
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GLOSSARY OF TERMS

Terms/Abbreviations/Acronyms

Business Case In response to demographic changes, the Naval Reserve must recruit and retain diverse talent to meet mission readiness and end strength goals.

Demographic Changes Shifts in the population throughout the United States that impact the workforce and availability of talent.

Essential Triangle The critical collaboration and contribution that White Males, Women, and Minorities have made and must continue to make in the quest to harness the talents of all members of the Naval Reserve to meet mission readiness and end strength goals.

Formal Mentoring A formalized process committed to matching experienced senior members of the Naval Reserve with those members who have least access to the networks that lead to leadership opportunities.

Guiding Principles Those strategies that serve as a guide to successfully achieving the Naval Reserve formal mentoring goals.

Informal Mentoring Unplanned pairing and interactions that occur among experienced and less experienced individuals.

Learning Organization An organization engaged in creating new, innovative ways to do things to achieve goals and one which seeks to identify and eliminate “learning disabilities” embedded in its structures.

Least Access Any individual who does not have access to the inner circles of influence in the organization. 

Mentor A trusted counselor or guide.

Mission Readiness Fully capable of performing the mission according to the Designed Operational Capability (DOC) Statement.

Protégé A person under the guidance of someone influential who can help shape career advancement and growth.

Process Coordinator Facilitates and implements the formal mentoring process.

Standards of Excellence Overarching standards framing the vision of a Naval Reserve formal mentoring process.

Workforce Diversity The culture of an organization that is empowered, productive, inclusive, and collaborative in nature, one that harnesses the talents and contributions of the workforce. It is a culture, which seeks to eliminate the barriers that stand in the way of non-traditional members of the workforce from making a larger contribution than they would otherwise be allowed to make.
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Naval Reserve Workforce Diversity Strategic Goals and Objectives by Focus Area

(Adapted from Air National Guard document)

Commitment

Goal #1: Commanders and supervisors will create an environment that foster diversity.

1. Apply evaluation systems that include level of expectations with clear feedback.

2. Implement written force management plans, which will include measurable objectives for achieving diversity.

3. Survey NR members annually about the effectiveness and implementations of the diversity initiative and analyze and report results.

Metrics:

· % of favorable response on diversity questions on NR leadership survey

· % of favorable response on NR Diversity Climate Survey

· # of filed complaints as collected by CMEO, EEO, IG, and Legal

· #/% of Minorities and Women by category using appropriate statistics – as a minimum, metrics shall include total work force (Traditional, TAR, Technician) and by rank

Education and Training

Goal #2: Everyone in the NR (military and civilian) will be provided appropriate diversity education.

1. Incorporate diversity into all existing programs to include initial and on-going education using headquarter and developed and unit adapted curriculum to achieve desired culture.

Metrics:

· Level I: Reaction - % of Favorable Responses

· Level II: Behavior – Pre/Post Analysis - % of Knowledge Gain

· Level III: Transfer - % of Favorable Response (Officer/Enlisted/Civilian)

· Diversity Training Completed - % of Units completing Diversity Training

· Diversity Briefing – Checklist of items to cover at Briefing

· Cover the 11 Diversity Goals

· Cover the Mentoring Process

· POC’s for Diversity Issues

· Diversity Points of Contact

Career Management

Goal #3: The commander will ensure that every unit member has access to a viable career management and mentoring program.

1. Monitor Career Management Programs. 

2. Monitor Mentoring Program (interim guidance ANGI 36-3401)

Metrics:

· #/% of Retention Rates by group

· Mentoring Evaluation: Mentoring Analysis Survey

· # of Mentors/Protégés by groups

Headquarter Policy Creation Process

Goal #4: Review, update, and implement NR policies to ensure fair and equitable treatment for all.

1. Conduct reviews of NR policies to ensure fair and equitable treatment for all.

2. Identify and eliminate barriers to ensure a flexible, personnel life-cycle process.

3. Position paper on policy impacts.

Metrics:

· #/% of policies reviewed for continuous improvement

· In response to input from National Senior Commanders Conferences, NR shall prepare appropriate position papers and distribute them to the field

Goal #5: The issues of diversity will be reviewed and emphasized when planning and conducting forums with the NR.

1. Establish guidelines of instructions for planning forums and conferences to enable convening authorities to ensure diverse participants.

2. Integrate diversity in the agendas of conferences and forums, including recognition of diversity achievements.

Metrics:

· Best practices of Diversity Guidelines when conducting conferences and forums

Public Affairs

Goal #6: Increase positive perception of NR through enhanced community relations and media.

1. Monitor advertising and media programs that communicate unit activities and accomplishments to a diverse community.

2. Establish a 5-year marketing and communication plan addr4essing diversity, which takes into consideration recruiting and retention.

Metrics:

· Public Affairs Officer report on job elements that relate to diversity (Create a template for units to follow)
· % of Marketing Plan Completions
Goal #7: Establish and enhance community relationships and partnerships through active team participation in local events, youth activities, youth mentoring, and other outreach programs. 

1. Maximize use of NR resources to enhance involvement in youth and community programs.

2. Establish a partnership with local educators to build a community relationship that fosters NR involvement in education of our youth.

Metrics:

· #/% of NR Civilian/Military Participation for Youth Programs
· # of NR Education Partnerships
· # of Schools Involved
· # of Mentor/Tutors
Recruiting and Retention

Goal #8: The unit recruiting and retention team will reflect the diversity of the community it serves.

1. Ensure all personnel have an equal opportunity to apply for recruiting and retention vacancies.

2. Provide augmentee support to create a diverse Recruiting and Retention team.

3. Community augmentees to support the Reserve.

Metrics:

· # of community-based partnerships for recruiting and retention, including, but not limited to, Family Support
· # of recruits enlisted by group
Goal #9: Establish highly visible recruiting in minority communities.

1. Identify the strategic target area(s) and establish a NR presence in coordination with community leaders.

2. Establish a storefront recruiting office as required.

Metrics:

· # of people gained
· Review annually the Recruiting 5-year Plan as it relates to strategic target area(s)
Metrics:

Goal #10: Develop and deploy a national system to measure and communicate progress on diversity goals.

1. Identify and track key variables, which measure progress in diversity.

2. Develop metrics that clearly reflects the career advancement/recognition of all levels within the unit.

3. Develop a metric system to measure diversity that is reportable to policy-making bodies.

Metrics:

· NR will forward identified metric systems and tracking variable systems within 6 months
Funding:

Goal #11: Headquarters will provide sufficient funding in support of diversity programs throughout the NR.

1. Identify requirements and sources of funding for diversity programs and make it part of PPBS.

Metrics:

· Submit, by functional area, Diversity funding requirements
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SUGGESTED PROCESS CHECKLIST

How to implement a successful formal mentoring process in the

Naval Reserve 

· Identify and assign a mentoring process coordinator(s)

· Commander’s letter of endorsement

· Seek Commander, Officers and Top three buy-in

· Establish Formal Mentoring Advisory Team

· Pre-matching campaign to educate and recruit from under-represented groups

· Exercise option of implementing Pilot Mentoring Initiative

· Start a word of mouth and e-mail campaign

· Write an article about the benefits of mentoring

· Distribute videos which benchmark successful mentoring case studies    

· Publish success stories about mentoring relationships

· Welcome e-mail, letters, telephone calls and inquiries

· Share mentoring benefits with all newcomers

· Set up a web page describing the process

· Match people who want to mentor or be mentored        

· Establish a database of names of mentors and protégés

· Implement mentoring effectiveness training opportunities

· Measure formal mentoring process results

· Strengthen the process as a result of feedback

· Celebrate successes through award ceremonies and share strategies with other Units
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PROCESS COORDINATOR’S CHECKLIST

· Clarify your role and responsibilities with the commander.

· Keep a log or diary of your experience throughout the pilot program. 

· Consider the establishment of a program team or advisory committee.

· Determine what your role and responsibility will be in program planning. 

· Select an implementation strategy.

· Gather matrix and evaluation tools. 

· Interview and survey unit program coordinators.

· Allow for program expansion or reduction.

· Seek volunteers with various levels of expertise and of experience.

· Determine responsibilities for advisory team members.

· Establish timelines for the pilot program.

· Develop pilot program evaluation procedures.

· Develop a process for marketing the program and recruiting applicants.

· Establish tentative selection criteria for mentors and learning partners.

· Meet with and solicit advice from commanders and enlisted advisors.

· Collect program applications.

· Finalize process to be used to screen and match pairs.

· Implement the selection and matching process.
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PROCESS PLANNING WORKSHEET (a)
Identify key players  (Process champions)



WHO

1. __________________________________

2. __________________________________

3. __________________________________

WHY   (Statement)

Identify, assess, and prioritize the need(s) of the organization.

1. ____________________________________________

2. ____________________________________________

3. _____________________________________

WHAT (System design)

WHERE  

Pilot program (suggested)




WHEN

Implementation





HOW

Matrix tool
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PROCESS PLANNING WORKSHEET (b)
GOAL(s)

1. ___________________________________________.

2. ___________________________________________.

3. ___________________________________________.

Sample goal statements. 

· To facilitate and promote mentoring activities that result in employee career development through the use of mentors and protégé relationships.

· Increase minority retention through mentoring relationships.

· Increase women exposure to upper levels of management. 

OBJECTIVES

(
To provide employees and managers with a resource for information on mentoring.

(
To provide networking opportunities for program participants.

(
To provide exposure to career options outside of a participant’s current specialty or unit.

(
To provide recognition for mentoring activities.

(
To promote cross-specialty and cross-unit communications.

(
To provide career development information.

(
To allow individual developmental activities under the mentoring program 

· To accomplish diversity goals through mentoring relationships.

· To increase retention and recruiting through mentoring relationships.
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MENTOR’S CHECKLIST OF TASKS
· Identify your reasons for wanting to participate in the mentoring program.

· Review your own past mentoring experiences for insights to use in your relationship.

· How much time do you have available to contribute to the relationship?

INITIAL QUESTIONS AND INTERVIEW

· Help people list their marketable competencies and skills

· Assist people to identify the types of work that most interest them

· Ask people what they find challenging about their current assignment

· Provide individuals with a formal evaluation of their job performance

· Explain your criteria for evaluating the quality of people’s work

·  Discuss with an individual his or her reputation in other parts of the organization

· Help people recognize organizational trends relevant to their career planning

· Discuss how the strategic aims of the organization can affect an individual’s options

· Identify obstacles to people’s career paths

· Show people how to identify a range of realistic career options

· Help individuals link their career goals to the organization’s strategic aims

· Help individuals develop detailed action plans based on their career goals

· Allow individuals to participate in high visibility activities

· Give encouragement

· Ask open-ended, probing questions

· Do not tell people what to do with their careers

· Get them talking to identify their competencies, interests, and values

· Get them to explore how they can contribute to the future of the organization

· Help the protégé identify resources required for career progression

· Suggest specific behaviors in which the protégé needs improvement

· Recommend appropriate strategies for career direction

· Recommend training opportunities from which the protégé could benefit
· Reinforce current job performance
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ENCOURAGING FEEDBACK
STEPS IN THE PROCESS

ASK: Ask your protégé for feedback. The act of asking sends a message that you value their opinion and that you would consider changing based upon their input.

LISTEN:  Listen to what they say. Try not to evaluate whether they are right or wrong, accept their opinions as their perceptions of reality. Avoid trying to defend your actions.

THINK:  Think about their input before reacting. Make sure you avoid over-reacting or making commitments that you may not be willing or able to keep in the future.

THANK:  Express your appreciation for the feedback. Letting you know what they think is an act that may require courage. Take the time to personally say, “ Thank you”.

RESPOND:  Respond to the people who gave you feedback. 

INVOLVE:  Involve individuals in the change process. Ask them if they have any further suggestions. Recruit as many people as possible to help in the change process.

CHANGE:  Do something about the feedback. Write down your 1-3 areas for change. Keep these change areas close for review. Give these 1-3 areas the priority they deserve. Monitor you own behavior on a timely basis.

FOLLOW-UP:  Follow up with your protégé and co-workers.     

FOLLOW-UP

ASK

LISTEN

CHANGE

THINK
INVOLVE













THANK

RESPOND

Above all, give your protégé the opportunity to learn from you.
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PROTÉGÉ’S PERSONAL ASSESSMENT
This assessment tool is designed to assist the protégé in setting goals and objectives. The tool should be completed and shared with your mentor. It provides your perception about your competencies in various areas.

INSTRUCTIONS: Place a check mark in the column that closest indicates your strengths or areas needing development with 8 being the strongest area and 1 the least.

A response is needed for each line. N/A where appropriate. 

	Areas of growth

Potential
	8
	7
	6
	5
	4
	3
	2
	1
	N/A

	Team player
	
	
	
	
	
	
	
	
	

	Personal awareness
	
	
	
	
	
	
	
	
	

	Act on goals
	
	
	
	
	
	
	
	
	

	Networking skills 
	
	
	
	
	
	
	
	
	

	Non-verbal skills
	
	
	
	
	
	
	
	
	

	Decision-making

Skills
	
	
	
	
	
	
	
	
	

	Planning skills
	
	
	
	
	
	
	
	
	

	Time

Management
	
	
	
	
	
	
	
	
	

	Negotiation
	
	
	
	
	
	
	
	
	

	Adapts to change
	
	
	
	
	
	
	
	
	

	Manages stress
	
	
	
	
	
	
	
	
	

	Problem solving
	
	
	
	
	
	
	
	
	

	Verbal skills 
	
	
	
	
	
	
	
	
	

	Written skills
	
	
	
	
	
	
	
	
	

	Presentation skills
	
	
	
	
	
	
	
	
	

	Uses diplomacy
	
	
	
	
	
	
	
	
	

	Analytical skills
	
	
	
	
	
	
	
	
	

	Professional competency
	
	
	
	
	
	
	
	
	

	Listening skills
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PROTÉGÉ GOAL SETTING TEMPLATE
Goal Setting

Short term (Six months to a year)
1. ____________________________________________________

2. ____________________________________________________

3. ____________________________________________________

4. ____________________________________________________

Long term  (Five years or more)
1. ____________________________________________________

2. ____________________________________________________

3. ____________________________________________________

4. ____________________________________________________

Goal Setting 

S 
(Specific) __________________________________________________

M
(Measurable) _______________________________________________

A
(Achievable) _______________________________________________

R
(Realistic) _________________________________________________

T
(Time-Driven) ______________________________________________
Identify Critical Success Factors

1. _____________________________________________________________

2. _____________________________________________________________
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PILOT PROGRAM CHECKLIST

· Prepare for kickoff event

· Set date for kickoff

· Invite all potential program participants

· Plan program for kick off, i.e., get acquainted activity, presentation of program goals, and components of program.

· Hold kickoff event

· Complete follow-up steps

· Survey participants and evaluate their reactions

· Meet with participants to answer questions about the program

· Make plans for initial training sessions

· Identify program objectives

· Decide who will conduct training sessions

· Determine program training content, training activities, and agenda

· Identify training resources available through the (HRQB)

· Organize and distribute the training materials

· Conduct training

· Complete a critique of the training

· Monitor and encourage participants

· Rematch pairs if necessary

· Continue to collect and analyze evaluation data 

· Keep commanders informed of program’s progress

· Make plans for second and subsequent training sessions

· Other steps to be taken ________________________________________.
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Naval Reserve Mentor & Protégé Application Form

Mentoring is one of the fastest growing and most powerful methods of helping people to develop and realize their full potential. It harnesses people’s natural desire to develop and it helps sustain an organizational culture, which encourages retention. 


If you would like to be a mentor or protégé, please submit the below application to your unit program coordinator. 


MENTOR



PROTEGE


Last Name:


First:






Middle initials



Unit address:

________________________________________




________________________________________



Unit contact numbers:








Home address
______________________________Home# _____________________

_________________________________________ 
Message # ___________________

_________________________________________






E-mail






E-mail



Please list any preferences as to gender, profession, ethnicity or other considerations.
 


All information will be confidential.
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SAMPLE INVITATION LETTER

The 123rd DTF is now taking registrations for its’ mentoring pilot program. The program is open to members who desire to become protégés or mentors. Potential participants should ask themselves the following questions:

· Am I willing to spend time with my mentor/protégé on a regular basis?

· Am I willing to discuss my goals and what I hope to accomplish with a mentor?

· Am I willing to review my protégés' goals and provide positive guidance?

· Am I willing to explore and consider new ideas and alternatives?

· Am I willing to give or receive constructive criticism?

A successful mentoring relationship depends on what the mentor and protégés put into it. However, protégés must take an active role, since the focus is on their careers and professional growth.

Both mentors and protégés will be given the opportunity to participate in an orientation session. This will be an opportune time to meet and bond as a team.

All members, military and civilian, who desire to participate as mentors or protégés, are encouraged to complete the enclosed registration form and return it to the process coordinator.

Sample Recruiting Advertisement

We are seeking volunteers who would like to be mentors in the 123rd DTF’s new Mentoring for Success Process, to begin in Oct 2003. Mentoring offers you a rewarding opportunity to assist in the growth of others while developing your coaching and leadership skills. 

Sample Survey Questions for Recruiting Mentors

· Present Reserve and/or civilian occupation

· Have you had any prior experience as a workplace mentor? If so, what kind?

· Have you had any prior experience in mentor training?

· Do you feel that knowledge of mentoring skills is useful?
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CHART OF COMMON PITFALLS

	ISSUE
	PITFALL
	POTENTIAL 

SOLUTIONS

	Unrealistic Expectations


	Participants may expect the relationship to provide the personal or emotional intensity associated with informal mentoring relationships
	Participants should clearly define their expectations and how they plan to meet them during orientation
Discuss the difference between task/goal oriented formal mentoring versus naturally developed mentoring relations

	Problems with Supervisors
	Supervisors may feel a sense of rivalry with the mentor or may be concerned that the mentor relationship will undermine their authority
	Involve supervisors in the orientation sessions. Educate them about mentoring.
Include supervisors in the strategic planning phase.
All parties should understand that the mentor’s role is not to evaluate performance or share information about the protégé.
Confidentiality guidelines should be put in place. All information is confidential.

	Resentment from non-participants
	Non-participants may feel that protégés are receiving preferential treatment and 

feel pessimistic about their own prospects for growth and advancement. 
	Openly communicate the purpose of the program and selection criteria.
Reinforce the command staff’s intentions to make mentoring available to all people.
Allow those who wish to participate an equal opportunity to get a mentor.

	Bad Information
	Mentors may provide poor advice or organizational values. 
	Make sure that the individuals selected to be mentors have the appropriate modeling behavior the unit wishes to project. 

	Exploitation of Protégé
	In all mentoring relationships there is a potential for exploitation.
	Guidelines should address the ways a relationship can be misused. 

Stress integrity through the program inception. 



	Mentoring viewed as a “quick fix”.
	Mentoring alone cannot alleviate all human resource issues.
	Leverage mentoring program by linking it to other HR programs to increase the possibility of organizational and cultural change.

 Clearly communicate expectations about the intended benefits of the program.



	RACE
	GENDER
	ISSUES



	ISSUE


	PITFALL
	POTENTIAL 

SOLUTION



	Gender/Cultural Issues:

Cross-Gender Mentoring Relationships 
	The ability of mentors and protégés to identify positively with one another is an important part of the relationship. With individuals of different genders this can be difficult. The most common problems associated with cross-gender mentoring are:

· Stereotypical gender assumptions

· Sexual tension or innuendoes by others about the relationship

· Jealousy from respective spouses

· The inability of male mentors to meet female protégés needs

· Differing preferences for social activities
	Provide training and education to sensitize mentors and protégés to the issues involved in cross-gender relationships and to increase employee acceptance of and support for these relationships.

Interim guidance ANGI 36-3401 provides guidelines to follow.

Integrity and commitment to the Naval Reserve’s core values.
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 PROS AND CONS OF DATA COLLECTION METHODS

METHOD




PROS



CONS

 

	One on One interviews
	· Opportunity to build relationships with those interviewed.

· Direct/indirect nonverbal communication will allow you to pick up additional information.

· Details can be clarified when necessary.
	· Getting access to the people you need to interview can be difficult.

· Telephone interviews sometimes catch people off guard and keep them from communicating.

· Those not interviewed may feel discriminated against.

	Focus Groups
	· You can get a lot of data in a short period of time.
· Group synergy can lead to deeper inquiry.
· Allows you to obtain several points of view.
	· Difficult scheduling.

· There is a risk of “groupthink” or self-censoring in front of the group. A vocal leader may dominate process.

	Surveys
	· You can get a lot of data inexpensively, from many people.
·  You can get information from people who may otherwise be inaccessible.

· Anonymous answers promote greater openness.

· Can be used to alert the organization as part of an intervention
	· Questions cannot be clarified.

· You can’t identify the exact sources of the responses, so they may be difficult to interpret.

· You may not receive open and honest answers to all questions.

· Require attention to design and implementation. 

	Analysis of Existing Data
	· Saves time, money and resources.

· Data may be more respected from primary researcher.

· You may get information that you would not otherwise have access to.

· What others don’t see as relevant may be vitally important.
	· The data may be incomplete, unreliable, or out of date

· The data may be difficult and or time consuming to obtain or understand.

· Data obtained may be irrelevant to your research.

	Direct observation
	· You get first-hand information from what you personally observe

· There is less chance of misunderstanding from someone else’s observation.

· You can redirect your focus as situation change.
	· You may not have access to the situations that need to be observed.

· Direct observation may alter the situation being observed.

· It may be difficult to observe enough situations to be able to make generalizations.
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SUGGESTED ELECTRONIC DATABASE AND MEASUREMENT

While it is difficult to predict the perfect combination of personal and professional qualities that will prove successful, the electronic matching database is designed to match mentors and protégés in a way to ensure success for the goals of the organization. The program is projected to match mentors and protégés for optimum results. Mentor and protégé pair assignments are based on applications, survey questionnaires, and interviews.

The electronic matching database requires that the program coordinator include:

1. A link with the program’s statement of purpose.

2. A commitment to consistency.
3. A grounding in the program’s eligibility criteria.
4. A rationale for the selection of this particular matching strategy from the range of available models.
5. Appropriate criteria for matches, including some or all of the following: gender, age, life experience, geographic location, availability, needs, interest, temperament, job specialty, rank, etc.
6. A common ethic, racial, or cultural background may alleviate certain barriers to developing trust.
7. Similarity of expected professional assignments and responsibilities.
8. Similarity in personal styles.
The key aspects of the electronic matching database focuses on the following six standards:

1. One to one matching

2. Orientation and support

3. Definitive starting and ending points

4. Structured guidelines

5. Specific goals based on the needs of the protégé

6. An open learning environment

The Protégé-Mentor Matching Electronic Database Process is outlined as follows:

The Gallup organization developed this matching software application specifically for Armed Forces Mentoring. The program is written in Microsoft Access. To run a match, ACCESS, a database, interacts with SPSS for Windows (Version 10) to run a statistical correlation.

The process includes assessing talent (experience and expertise) along with one’s coaching style (leadership) for both protégés and mentors via a 94-item, forced response questionnaire, updating a database, taking a given protégé and all grouped (coded) mentor candidates to SPSS, running a correlation, then returning back to ACCESS to print the results.

The 2-page matching instrument began as a Gallup original, but the definitions were modified with a military view. All questions, 66 for talent, 28 for leadership, must be filled in for the match to run/work. For protégés, they answer the questions based on “what’s most important to them.” Mentors, on the other hand, answer the same questions based on “who they are.”

Note: Program Coordinator for matching mentors and protégés can use ACCESS database as a stand-alone resource. This information will be updated as needed for program success.

To become operational you will need to:

1. Establish unit organizational functional address and an e-mail account. This will become handy when establishing an Intranet web page and maintaining continuity.

2. Suggested computer system that has Microsoft ACCESS installed, with laser printer, 350 MHz, 64 M Ram, CDROM, Windows NT, 6.4 GB hard drive, a zip dive (necessary), Microsoft Office (include Access), and 17” monitor.

3. Procure and install SPSS for Windows (version 10) Software (database management system) to be purchased through a GSA advantage vendor: Reference SPSS ID # 797571
SPSS Inc. 233 S. Wacker Drive, 11th Floor, Chicago, IL  60606  USA

1-800-543-2185. #1 key, Extension 3742  FAX: 1-312-651-3668

GSS# GS-35F-5899H Fed ID# 03-088-0488 DUNS# 030880488 CEC Code # 031890588F

Mfalkowski@spss.com  Government contract price is good through 2003 (approximately $899.00 per copy).

4. Install the zipped floppy disk file (included with guidebook) as instructed, and personalize your base’s units and grouping specialties portion of the ACCESS database.

The implementation steps of the database program is as follows:

Step 1: Complete mentoring instruments

· Matching (a Gallup Organizational original)

· Assessment (for protégés only)

Step 2: Protégé receives matching product and Mentoring workbook

Step 3: Protégé chooses mentor (based on instrument)

Step 4: Complete mentoring workbook

Step 5: Mentor/protégé relationship

Mentoring Instruments:

1. A 94-item matching instrument (a Gallup Organizational original)

· Suggest the best possible match for the protégé

· Assess talent and coaching styles of mentor and protégé

2. A 25-item assessment for protégés only
· Sample career development/progress

· Tracks Bi-annual progress 

3. A Mentoring Workbook

· Officer, enlisted, and civilian versions

· Designed with 1-2 year relationship in mind

Measuring Success: Measuring techniques will utilize components of the Workbook and Matching Instrument and the analytical use for progress measurement utilizing the SPSS software package. 

SPSS for Windows software has become the standard for “stats” in the academic and corporate world. SPSS can be broken down as follows: defining your variables, inputting data, and knowing which test to run. The additional importance of the SPSS software is that it will provide a measuring tool.

A 25-item forced response assessment is for the protégés to take before beginning their mentoring journey- then take the post assessment approximately 6 months later. The pre and post assessment are identical, thus a true before and after comparison can be made. The assessment (pre and post) is made up of informational questions and professional development questions. You’ll find that the informational questions are formatted with yes/no answers, and the professional development questions were written in a common 4-choice Likert scale format. All questions can be numerically coded and entered into SPSS for data collection and statistical reporting.

Instructions and additional information for evaluating with SPSS will also be included in the electronic database mentoring handbook. FAQs- Frequently Asked Questions will be updated as the program gets underway. Updates will be current on BUMED M10 webpage: http://navymedicine.med.navy.mil/med07/
Sample Mentoring Assessment Questions:

Mentoring is defined as “a relationship in which a person with greater experience and wisdom guides another to a higher level of personal and professional excellence.”

1. Based on this definition, have you been mentored?

Yes or No

2. Do you feel you can easily distinguish those that are mentored versus those who have not been mentored?

Yes or No

3. What is the bottom-line purpose of mentoring?

1.  For you to be promoted?

2.  For you to reenlist or serve longer?

3.  For your professional development?

4.  To provide you with career counseling?

4. Have you ever felt that a colleague was “groomed” for a position of greater responsibility ahead of you?

Yes or No

5. Are you aware that a Naval Reserve Pamphlet exists that addresses/covers mentoring?

Yes or No

6. How long have you been in the Navy?

1. 0-4 years

2. 5-8 years

3. 9-12 years

4. Over 12 years

Detailed instructions on how to run and trouble shoot the software program can be obtained through the office BUMED M10-1. The point of contact for an in depth explanation of the software can be obtained from LCDR Eddie Oestreicher, Manpower and Personnel, DSN: 762-3413, COMM: 202-762-3413, EGOestreicher@us.med.navy.mil
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