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CHAPTER 1: INTRODUCTION TO THE CP14 FAST TRACK PROGRAM  

MENTOR PROGRAM
“To find a career to which you are adapted by nature, and then work 

at it, is about as near to a formula for success and happiness as the world provides.”

-Mark Sullivan

INTRODUCTION


Mentoring is a powerful form of human development. Mentoring improves the talent for management and technical jobs as well as helps to shape future leaders. Mentoring is not a new concept. It has been part of formal development programs for some time.  Mentoring is an effective vehicle for developing leaders. It is a major component of the Army FAST TRACK program that links senior acquisition staff, as mentors, with the FAST TRACK students during their first experience in a government organization.


Mentoring offers an opportunity for mentors and FAST TRACK students to expand their leadership, interpersonal, and technical skills. The process can be simple and natural or very sophisticated.


This handbook guides you through the mentoring process -- what it means to be a mentor, the roles and responsibilities of mentors, desired characteristics, and the different styles that can be adapted to meet the unique demands of a mentoring partnership. The mentor-student partnership is charted from beginning to end by providing tips on how to cultivate the partnership and avoid "obstacles" that can detour this partnership. Finally, this handbook outlines the positive effects of mentorship -- effects that are shared by the mentor, the student, and the organization.


Read all sections of the handbook at least once. Whether you are a mentor-to-be who stands at the crossroads of mentoring, or an experienced mentor who is miles down the road, there is information to be learned. Once you have read the material, refer to the handbook whenever necessary. 

Mentoring
Mentoring links students with experienced                 professionals for career development.  A mentor

                

facilitates personal and professional growth 

                

by sharing the knowledge and insights that have 

                        been learned through the years.                



WHAT IS THE FAST TRACK MENTOR PROGRAM?


The FAST TRACK mentor program links an experienced person (mentor) with a student in the FAST TRACK Program to provide a meaningful experience in an Army acquisition organization, and help foster the career development and professional growth of the student.  FAST TRACK Program participants are matched with available senior level careerists (mentors) based on career goals, interests and developmental needs. The mentoring process requires that the mentor and student work together to reach specific goals and to provide each other with sufficient feedback to ensure that the goals are reached.   Together the mentor and student share experiences that can build a successful and enriching partnership.  The success of the partnership depends on both parties wanting the partnership to work. Understanding the expectations of each other ensures that expectations will be met. 

HOW IS THE PROGRAM STRUCTURED?


This is a structured, facilitated mentoring program, and is specifically designed for the FAST TRACK Program to provide college students with a multi-functional background experience in an Army contracting organization. Personnel who participate in the program as mentors will develop an increased understanding of the role and responsibilities of a mentor. They will increase their coaching and counseling skills and will have the opportunity to introduce talented individuals to the organization.  Students will develop an increased understanding of the dynamics of the organization, have an opportunity to work on challenging projects and increase their networking skills.  Student participants will clarify their career goals and develop a plan for achieving goals based on a realistic self-assessment and understanding of organizational realities. 

WHY IS MENTORING IMPORTANT?


The mentoring process promotes career planning, job enrichment, and potential for advancement. The mentoring partnership is one of mutual benefit. The student gets help from "someone who has been there", and the mentor gains the satisfaction of helping develop acquisition management talent.  Benjamin Franklin perhaps said it best: "He that can't be counseled can't be helped."  Mentoring partnerships have been found to be significant factors in career development, organizational success, and career satisfaction.


Many organizations are realizing the consequences of losing skilled and knowledgeable people through precipitous downsizing and early retirement windows.  It is becoming increasingly common for these organizations to ask the senior employees to cross-train and mentor those people who remain. Some organizations find that well-trained mentors are a viable linking device in rebuilding and maintaining employee trust--an important element of organizational culture. Even though the trust that develops is often interpersonal (rather than institutional), employees tend to feel more "in" on things, and in some ways more secure when they have a mentor to help them address their concerns and problems.  The sincere helpfulness of an effective mentor can create an environment of trust.


Ultimately, all the things that mentoring is good at bringing forth -- adaptability, creativity, imagination, a sense of balance and proportion, vision, insight, caring for others, and a sense of sharing and helping -- will serve to focus attention on personal development, job satisfaction, and creating a well-rounded, more capable individual.


CHAPTER 2:
THE MENTOR: CHARACTERISTICS, ROLES AND RESPONSIBILITIES

“True success is the only thing that you cannot have unless

and until you have offered it to others.”  -- Sri Chinmoy

WHO IS A MENTOR?


The term “mentor” had its origin in Homer's Odyssey when a wise and learned man named Mentor was entrusted with the education of Odysseus' son Telemachus.  Today, mentoring is simply the advice from a respected, experienced person provided to someone who needs help.  Mentors are seasoned, experienced persons who act as teachers, guides, counselors, role models, and friends to persons of lesser experience. Mentors are both reactive (replying to queries) as well as proactive (contacting their students regularly).  A mentor facilitates personal and professional growth in an individual by sharing the knowledge and insights that have been learned through the years. The desire to want to share these life experiences is characteristic of a successful mentor. A mentor has been described as: “Anyone who has a beneficial life-or style-altering effect on another person, generally as a result of personal one-on-one contact; one who offers knowledge, insight, perspective, or wisdom that is helpful to another person in a partnership which goes beyond duty or obligation.”


The success of the mentoring partnership also depends on how well the mentoring partnership is defined. Both mentor and student must know each other's expectations. Finally, the mentor must be concerned with the overall development of the student. The mentor should be the influencing force behind the student's professional growth -- providing on-the-job guidance, promoting participation in training, and assisting in career decisions to cultivate overall development.

MENTOR DIRECTIONS


Like marks around a compass, the roles a mentor can assume point in many different directions. There are ten different roles a mentor can assume.   Which role the mentor assumes depends on the needs of the student and on the partnership established. On any given day, the student may require the mentor to perform one of these roles, or all of these roles. Each of the roles is explained in the next section to help the mentor to prepare for the different directions that will be taken.

MENTORING ROLES


TEACHER. As a teacher, you may need to teach the student the skills and knowledge required to perform the job successfully. This role requires you to outline the nuts and bolts of the position and to share your experiences as a seasoned professional. To teach the fundamentals of the position, you need to first determine what knowledge and skills are necessary to successfully perform the requirements of the position.

TIP:
Review the position description and performance standards of the job to help you identify the knowledge and skills required for the position.


Once you have identified the knowledge and skills that the position requires, you then need to identify what knowledge and skills the student already has and what knowledge and skills require development. Then, concentrate your efforts on helping your student develop his/her knowledge and skills.

TIP:
You may assign specific tasks, set deadlines, and frequently review your student's work to discover what knowledge and skills need to be developed.

There are many different ways you can develop your student. You should make a point of explaining, in detail, what you expect from your student. If you are helping your student develop critical job tasks, provide examples or samples, when possible, for the student to follow.


The most important developmental method you can use is to answer the questions your student poses. Keep in mind that you are not required to be the expert on everything. A good mentor knows when to direct the student to a knowledgeable source.   Knowledgeable sources can be a person or materials (e.g., handbook, diagram, chart, and computer).

TIP:
Additional sources of information are seminars, conferences,

and night classes.


As a mentor-teacher, share the wisdom of your past experiences and insights as a seasoned professional. Make a point to relate learning experiences, special anecdotes, and trials whenever appropriate. The student not only learns from your errors, but also realizes that no one is perfect. It is sharing of information that strengthens a mentor-student partnership. The student needs to learn there is more than one way to get things done.


Your teaching role must assure that the student learns as much as possible from developmental assignments. Learning from experience is not automatic. Students are likely to assess developmental assignments in terms of how well or easily they accomplished a project, rather than assess it in terms of what lessons were learned. To help the student learn from experiences, try discussing the experience with the student this way:

· Have the student give a concrete, detailed description of the experience. Probe for specifics on what was done and how problems were handled rather than generalizations on "how it went".

· Ask the student to describe feelings about particular aspects of the experience. This is known as reflective observation.

· Have the student explain what lessons were learned in the process.  This leads to generalizations about techniques, politics, interpersonal relations, working with rules, organizational culture, management styles, and functional inter-partnerships.

· Based on the insights expressed in the above steps, get the student to discuss possible strategies for future behavior in similar situations.


GUIDE. As a guide, you help navigate through the inner workings of the organization and decipher the unwritten office rules for your student. This information is usually the kernels of knowledge that one only acquires over a period of time. The inner workings of the organization are simply the behind the scenes dynamics, or office politics, that are not always apparent, but are crucial to know. The unwritten rules can include the special procedures your office follows, the guidelines that are not always documented, and policies under consideration.


As a mentor, it is important that you explain the inner workings and unwritten rules to your student.  Brief your student on who does what, the critical responsibilities that each performs, and the office personalities involved. You may also help the student navigate in the waters of change—learn how to deal with turmoil, downsizing, rapidly changing missions and change in organization structures.

TIP:
Instruct your student to review key policy handbooks—then begin a question/answer session with the student about the rules and regulations contained in the handbook. This session can lead into a discussion about the inner workings and unwritten rules of the organization.


COUNSELOR. The role of counselor requires you to establish a trusting and open partnership. In order to create a trusting partnership, you need to stress confidentiality and show respect for the student. You can promote confidentiality by not disclosing personal information that the student shares with you. Show respect by listening carefully and attentively to the student and by not interrupting while your student is talking. To establish a trusting and open partnership, you need to make the student feel comfortable.  Non-verbal gestures can help create an acceptable comfort level with your student. Non-verbal gestures include:

· Eye contact:
Use appropriate eye contact. Be sensitive to cultural and communicative tendencies as to what is considered proper eye contact. For example, in some cultures, direct eye contact is considered appropriate during listening and speaking.   Whereas in other cultures, dropping the eyes or averting the eyes during listening shows respect and direct eye contact during speaking is inappropriate.

· Gestures:

Supplement your speech with facial and hand gestures. Use hand gestures to express enthusiasm. You can show enthusiasm by nodding approval, smiling, or shaking the other person's hand.

· Open body posture:
Keep an open body posture. Rest your arms casually at your side or on a surface, and your body leans forward as if eager to hear the next word.

· Appropriate space:
Consider how space can relate to power. A large desk might be seen as a barrier between you and your student. You should position your chairs next to each other, rather than across from one another, to bridge the distance while talking. Maintain proper physical distance from people when talking with them. Most people feel that it is an attack on their personal space if you stand within six inches of them while speaking. Ideally, there should be no more than one and a half feet between the two of you. The better you know someone, the more acceptable it is to stand close.

The counselor role also encourages a student to develop problem-solving skills.  A student must be able to think through problems rather than always depending on you to provide a solution. You can develop the student's problem-solving skills by advising the student to first attempt to solve the problem before seeking assistance.

TIP:
In order to sharpen problem-solving abilities, ask your student questions such as: "How would you solve the problem?" or "What do you think the solution is?"


MOTIVATOR. As a motivator, you may at times need to generate motivation within your student. Motivation is an inner drive that compels a person to succeed. It's not often you will find an unmotivated student. In general, FAST TRACK students tend to be characterized as highly motivated individuals with a thirst for success. You usually perform the role of motivator only when you need to motivate your student to complete a difficult assignment, or to pursue an ambitious goal. Through encouragement, support, and incentives, you can motivate your student to succeed.


One of the most effective ways to encourage your student is to frequently provide positive feedback during an assigned task or while the student strives toward a goal. Positive feedback is a great morale booster that removes doubt and builds self-esteem and results in your student feeling a sense of accomplishment. Concentrate on what the student is doing well and relate these successes to your student.


You can also motivate your student by showing your support. Show your support by making yourself available to your student, especially during stressful periods. An open door policy is perhaps the best way to show your support. Keep in mind that an open door policy means that your door is always open to your student and not just open when it is convenient for you. You need to be consistent about your availability.


A student that knows you are always available will not be intimidated to ask questions and seek guidance. Motivate your student by creating incentives.


To create an incentive, you need to explain what the students can gain from completing a task or fine-tuning a skill. If you are your student's supervisor, offer an opportunity to work on an interesting project.

TIP:
Remember that incentives extend beyond the tangible. Offer incentives such as praise, a chance to attend an interesting seminar, or verbal recognition to peers at a staff meeting.  

SPONSOR. A sponsor watches for, creates, or negotiates opportunities for the student that may not otherwise be known by, or made available to him/her. Opportunities can relate directly to the job or indirectly to the student's overall professional development. The goal of a mentor is to provide as much exposure for the student as possible, with a minimum of risks.  Opportunities should challenge and instruct without slicing away the student's self-esteem. The student should not be set up for failure. New opportunities can increase the visibility of the student but you must be careful in selecting them. Be alert to when the student is ready to take on new challenges. It will be apparent to you when the student has mastered required tasks and seeks more responsibility.



TIP:
Speak to people in other positions to secure projects for your student.


COACH.  At times you may need to perform the role of coach to help a student overcome performance difficulties. Coaching is a complex and extensive process.


Before you begin, you need to answer three questions:

· Does the student have the capacity to do the job?

· Is coaching likely to upgrade the student's skills?

· Is there sufficient time to coach?


Coaching is not an easy skill to perform. Specifically, coaching involves feedback. Mentors need to give different kinds of feedback, as the situation demands. The type of feedback given depends on the situation. For example:

· Behavior that you want to reinforce requires positive feedback.

· Behavior you wish to change requires constructive feedback.


Both types of feedback are critical to your student's professional growth. If you know how to provide feedback to your student, you can perform the role of coach more easily. There are four factors to consider when providing feedback:

· Give frequent feedback. By giving feedback often, your student will have a clear understanding of his/her progress.

· Provide quality feedback. By offering quality feedback, your student will appreciate the feedback more because it will be of value and meaningful.

· Focus specific feedback on the how, when, and why of the situation.

· Base direct feedback only on direct observations. You shouldn't discuss matters you have heard secondhand.


Factors to consider when giving constructive feedback are:

· Be descriptive about the behavior

· Don't use labels such as "immature" or "unprofessional"

· Don't exaggerate

· Don't be judgmental

· Phrase the issue as a statement, not a question.

When giving feedback to your student, concentrate on the behavior that you would like your student to do more of, do less of, or continue performing. It is important that you do not give feedback when you don't know much about the circumstances of the behavior; or when the time, place, or circumstances are inappropriate (for example, in the presence of others).

TIP:
Set up a time to provide feedback to your student. These feedback sessions can be scheduled on an hourly, daily, or weekly basis, depending on need.


ADVISOR. The role requires you help the student develop professional interest and set realistic career goals in the IDP. As the old saying goes, "If you don't know where you are going, you won't know how to get there." This saying holds true for a student's professional development.  In the role of advisor, you need to think about where the student wants to go professionally. That is, to help the student set career goals. Keep in mind that your student's career goals must be realistic and flexible. Start with long-term goal setting and work backwards. It is easier to identify short-term goals once you know what the long-term goals are.  The short-term goals should be captured in the student’s Individual Development Plan.

Developing Goals.

Consider these factors when setting career goals:

· Goals should be specific. Goals need to be clearly explained, using details about what the student wants to achieve.

· Goals should have a specified timeframe. You both need to plan an overall time frame for goals with interim deadlines to ensure that your student is moving toward these goals. It's important not to make goals too future oriented--keep goal time frames within a three-year range.

· Goals should be results-oriented. You need to concentrate on the result of your efforts, not so much on the activities that are required to accomplish them. An activity provides a way of reaching the goal, but the end result (the goal) should not be neglected.

· Goals must be relevant. The goals must be appropriate and should complement Army and organizational goals and objectives. Goals should move the student closer to the type of work that he/she finds challenging and enjoyable.

· Goals must be achievable. The goals must be within the student's reach. The student needs to be challenged, but not incapable of reaching the goals. You must consider the special talents of your student and weigh these talents with the requirements of the position for which your student strives. You need to create the right career fit for your student.

· Goals should be limited in number. You may want to create several career goals to eliminate the possibility of your student feeling trapped.  However, goals should be limited in number -- avoid setting too many goals at once. Concentrate first on setting goals that will help your student accomplish what needs to be done within a specified period of time.

· Goals should be flexible. Keep in mind that set goals need to be flexible enough to accommodate changes in the workplace and changes in your student’s interests.  Goals shouldn't be set so rigid that adjustments can't be made. Sometimes changes in the agency/organization will require you to alter your student's goals.


REFERRAL AGENT. Once career goals are set, you are likely to assume the role of referral agent. As a referral agent, work with your student to develop a FAST TRACK IDP that outlines what knowledge, skills, and abilities a student needs to meet his/her career goals. Once you have an action plan in place, you can then use the action plan as an "enabler" to move your student toward the career goals that you help to set under the role of advisor. Target the areas that require development and then select activities (tasks) that your student can undertake to develop the critical knowledge, skills, and abilities required of the future position.

For Example:
If the developmental area is writing skills, success indicators might include proper use of the principles of speech and good sentence structure.


ROLE MODEL. As a role model, you are a living example of the values, ethics, and professional practices of the Department of the Army. Most students, in time, imitate their mentors. As the proverb states, imitation is the sincerest form of flattery. Learning by example may be your most effective teaching tool. Your student will learn a lot about you while he/she observes how you handle situations or interact with others.


For this reason, you need to be careful of how you come across to your student. You must strive for high standards of professionalism, solid work ethics, and a positive attitude. You should give your student an opportunity to learn the positive qualities of an experienced professional. The role model role requires the mentor to: 

· Demonstrate appropriate attitudes, behaviors, protocols, and responses; explain why these are appropriate.

· Model effective behavior in his or her daily life and within the organization.

· Inspire the student to meet and possibly exceed his or her chosen goal.

· Demonstrate adaptive behaviors and personal learning and constructive development on an ongoing basis.


You should stop and think about what your own position and career field requires in terms of self-development. Show the student what you have done and/or are doing to fulfill those requirements. Even if you are in a different position than the one to which the student aspires, your personal example is important.


In teaching the student how to think and learn and develop professionally, attitude and style are often the subtle subjects you will be developing in the student. You may want to assure that the student observes you demonstrating flexibility and variety in approaches to tasks or situations, so the student can see different ways of getting things done.

When possible, take your student to various meetings or workgroups so that the student can observe you in different settings or situations. Remember that the student doesn't have to be just like you. You don't have to be the only role model that the student imitates. Recommend several other role models for the student to observe. Then help the student create his or her own unique professional identity.


DOOR OPENER. The role of door opener opens up doors of opportunity. This role primarily involves helping the student establish a network of contacts within the agency/ organization, as well as within the Department of the Army.  A student needs a chance to meet other people to spur professional, as well as, social development. As a door opener, you can introduce your student to many of your own contacts to help build the student's own network structure.


Stress to your student that networking is directly related to the number of people from whom the student can seek assistance or advice. To increase your student's awareness of personal contacts, ask your student to consider the number of people he/she knows within the agency/organization.

As a door opener, you also open doors of information for your student by steering the student to resources that he/she may require.

For Example: The student may need procurement information from the General Services Administration (GSA), but may not know a point of contact at that agency. The student could ask the mentor for advice. The mentor may not only know people at GSA, but may be able to provide the name of the person who could provide the procurement information.

HOW TO BE AN EFFECTIVE CHALLENGER


Challenging your student can sometimes mean confronting certain behaviors that are unacceptable to a strong job performance. Confronting or challenging your student does not have to be a negative process, and yet it is one the mentor may rather not deal with. Mentors, very often, would prefer to avoid this aspect of the partnership, and yet it is a critical element of the mentoring process.


Keep the confrontation focused on the performance problem. Your primary objective is to improve performance in a given deficiency. View it as a challenge and help the student to see it the same way.


Learn to approach confrontation as the method that brings about change. It is a more direct form of counseling in which the choices and consequences are clearly communicated. If you have explored all the other options of teaching, guiding and counseling, this method may be your best option. Challenging your student to higher performance standards can be constructive correction at its very best.  A key to being an effective challenger is to always clarify performance expectations at the very beginning. Sometimes the student is simply not aware of those expectations. Talk about performance problems with the student in objective and concrete terms. Emphasize improvement in the future and stay away from becoming absorbed in the past failures. Help the student learn from mistakes and move on.


Challenge the student to accept more difficult tasks. Encourage the student by helping them test their own limits and potential. Develop concrete strategies to improve performance.  Students need an action plan and steps they can take to specific goals. Help the student develop insight and personal warning signals about their own performance levels. Help them learn to be aware of when to get additional assistance to develop strategies for improvement.

MENTORING:
AN EXCEPTIONAL EXPERIENCE


The distinctive aspect of mentoring is that it focuses almost entirely on meeting the needs of the student. The mentor devotes him or herself to this unselfish effort. The life- or style- altering effects of the mentor may occur so slowly and subtly that neither the mentor nor student is fully aware of the change. The mentor is simply doing what he or she likes to do, wanting only to help the student. And the student is simply participating in a change process that may take years (and, possibly, additional mentors) to complete.


At the same time, both mentor and student usually gain deeply felt satisfaction from even a short-term mentoring partnership. Virtually everyone can use encouragement, help, guidance, information, ideas, new options, and opportunities from time to time. If a mentor notices that an individual has a need, a desire, a hope, an aspiration, a talent, -or even a vague discomfort with him- or herself, there may be a mentoring opportunity.

SUMMARY:
Soliciting/Giving Feedback


The first norm concerns the notion of respect. Individuals must respect the views, knowledge, and capabilities of the person offering assessment. Trust develops partly from the feeling that the other person’s input will be sincere and helpful.  The second norm is privacy. Students should have a feeling of safety with those selected for this process. They must be convinced that anything revealed will remain confidential and will not be misused. Openness is the third norm, and this involves a willingness on the part of the mentor to be frank. Openness is two-sided; the student must also be willing to hear frank statements and must not become defensive when information is provided. The student must be willing to listen closely, but must also be encouraged to reflect on what has been said. The idea is not merely to hear the feedback, but also to put it to use.


A mentor's role is to provide candid, constructive feedback about performance and behavior to help students grow and develop in their current job, and beyond. The following points are critical:

· Use specific examples: The more relevant the examples, the greater the possibility the employee will understand.

· Disclose feelings/impact: This makes it easier to take feedback seriously.

· Discuss their perspective: This keeps the feedback from being unilateral or heavy-handed.

· Develop suggestions for growth: Particularly with negative feedback, having ways to improve provides direction and hope.

· Decide on follow-up agenda: It is always he1pful for people to know what will happen next.

Character is formed, not by laws, commands and decrees, but by quiet influence, unconscious suggestion, and personal guidance."

-Marion L Burton

TIPS FOR THE MENTOR

Mentors can increase their effectiveness by:

· Setting up a meeting schedule and sticking to it.

Recommend that mentors meet with their student at least once a week.  It can help in planning schedules if there is a consistent time set aside for the meeting. Even if you need to change a meeting occasionally because of a conflict, the regularly scheduled meetings will prevail.

· Picking up the phone.

A quick phone call to your student can add a lot of reinforcement to their activities, as well as your partnership.  Phone calls are especially recommended at the checkpoint times. These are dates you have determined to be a good time for checking on your student's progress on his/her activity plans.

· Listening and asking a lot of questions.

Questions help you get at the feelings and insights of the student.

· Studying the student's background.

Look carefully at the student's employment and training history. If there was previous training in a particular area and additional training is needed, why would you suggest it again? What did and didn't work?

· Keeping the student moving! 

Try to assign interesting projects to the student. Help them share the excitement of learning by involving them in determining those projects.  

· Following up.

When a commitment to checkpoints, schedules, calls, gathering information, or writing correspondence is made, follow-through and try to do it in the time specified. Trust is a very big factor in building a strong mentoring partnership.

· Promoting.

Promote your student, as well as the concepts of a mentoring program. You will find many opportunities to tell your colleagues, supervisors and employees the skills of your student and the benefits of this type of training. You are the best advocate of the student!  

· Journalizing.

Use some kind of journal as a place to keep all your notes and ideas about your student's progress. It will help to keep everything together when you are meeting and to keep track of where you've been. 

CHAPTER 3: THE MENTORING PROCESS

“What lies behind us and what lies before us are tiny matters compared to what lies within us.”  - Oliver Wendall Holmes

WHAT MAKES MENTORING SPECIAL?

Mentoring is an open vista of new experiences and possibilities.


One usually charts unfamiliar territory when attempting to define mentoring.  Mentoring is not a term that is easy to define because it is an ever-changing process. The American Management Association offers the following definition of mentoring:

"A developmental, caring, sharing, and helping partnership where one person invests time, know-how, and effort in enhancing another person's growth, knowledge, and skills in ways that prepare the individual for greater productivity or achievement in the future."

STUDENTS IN A NEW SOCIAL ENVIRONMENT

The shift from management to leadership, the growing student insistence on participation in decision-making, and the increasing importance of quality-of-work life and workforce diversity issues has created a new social context within organizations. Mentoring is one element within this new social context.


Mentoring tends to bring individuals together, often for a very long time.  It helps individuals get to know one another more closely than in many other types of associations. The prevalence of helping, so characteristic of mentoring, often creates goodwill and even produces friendships between the two individuals.  In this way, mentoring is an effective way for organizations to encourage people to derive good feelings about their work, their workmates, and

their workplace.

ESSENTIALS OF A MENTORING PARTNERSHIP


There are a number of essentials for a successful mentoring partnership.  Both the mentor and the student must want the partnership to work. When you are traveling to an unfamiliar destination, there are probably some essentials you should take to make your trip a success-- a road map, directions and perhaps a contact's telephone number in case you get lost. Well, as you begin your mentoring journey, there are several essentials that you should know to make your journey a success. Essentials are:


Respect:  The first essential of a successful mentoring partnership. Respect is established when the student recognizes knowledge, skills, and abilities in the mentor that he/she would like to possess. The student then attempts to acquire these much-admired characteristics. Respect usually increases over time. Respect accrues over the course of the mentoring partnership.

Trust:  Another essential of a successful mentoring partnership.  Trust is a two-way street -- both mentors and students need to work together to build trust. 

Communication: You need to talk and actively listen to your student. It is important to value your student’s opinions and let your student know that he/she is being taken seriously.

Your student can help to build trust in the partnership by honestly relaying his/her goals and concerns and by listening to your opinions.

Availability: You should be willing to meet with your student whenever he/she needs you. Remember the open door policy -- that is, you should keep the door open as often as possible. Your student also needs to make time for this partnership.

Predictability: Your student needs you to be dependable and reliable. You should make a point to give consistent feedback, direction, and advice. You should also be able to predict the needs of your student. Although your student will grow and change during the mentoring partnership, drastic changes in behavior or attitude could signal a problem. 

Loyalty:  Never compromise your partnership by discussing your student's problems or concerns with others.  In addition, instruct your student to not discuss your partnership with others. Keep the information discussed between the two of you in strict confidence.

Partnership Building - Developing the partnerships between mentors and students is a crucial element of the FAST TRACK Program. Partnership-building activities are not only useful when building a mentoring partnership, but also are helpful to your student when interacting with others. Traditionally, mentors have spent their time identifying needs that the student may not have realized were important, and guiding the student toward recognizing and closing those gaps.

THE PROCESS


This section outlines the stages necessary for fully developing the partnership and establishing a career development effort for the student. Career development, as a part of the mentoring program, moves sequentially through five stages and involves separate as well as interactive participation by the mentor and student. Each of these stages constitutes a vital step, yet each has a substantial payoff of its own. Although the greatest return on investments comes

at the completion of all five stages, there are distinct contributions to both the individual and the organization at the conclusion of each stage.  The relative emphasis, discreteness, and interconnectedness of these stages, though, can vary among students. Each stage, for example, is integrated with the other stages to the degree that it absorbs information from the preceding stage and contributes combined information to the succeeding stage. Effective mentoring occurs only when the program design facilitates progress through all five stages with involvement of the mentor and student.

Stage One:

Get Acquainted

Stage Two:

Plan and Commit

Stage Three:

Prepare an Individual Development Plan (IDP)

Stage Four:

Implement the Individual Development Plan

Stage Five:

Sustain/Evaluate

Stage One: Get Acquainted. Getting acquainted will begin in the introductory session for many of the mentors and students. However, this stage may require more time than just the initial meeting. During this stage, the partners need to learn about each other including career history, educational background, reasons for participating in the program, the pertinent personal data that may limit or enhance the partnership such as location of residence or family status. 

The mentor and the student can use the following activities to help build a successful partnership.

· Show enthusiasm:
Create a positive atmosphere by showing enthusiasm and excitement for your student's efforts.

· Create an atmosphere for emotional acceptance: Since a person can resist being changed, transformation is a campaign for the heart as well as the mind. Help your student feel accepted as he/she experiences professional growth.

· Approach change slowly: Listen to your student and be responsive to his/her concerns. When drastic changes occur, a person needs time to accept and experiment with these changes.


This phase culminates in a verified description of the students' knowledge about their interests, abilities, attitudes, opinions, values, and desired work contexts. As a consequence, the student develops more confidence and is often willing to consider varied development options.

Stage Two: Plan and Commit.  Planning and Commitment require that the mentor and student develop a common purpose statement for their partnership.  The purpose statement for the partnership should identify the results that both partners expect to achieve as well as the benefits for each partner.


The mentor and student need to establish the logistics that will guide the partnership.  During the mentoring partnership, mentors need to make time to interact with students. The following issues should be addressed:

· How often will the partners meet?

· What time of day is convenient for the partners? Can they meet during the workday or should meetings be scheduled during lunchtime?

· Where will the partners meet? Are the partners in the same location or will travel be required? Who will travel? Are there other reasons the mentor or student travel to the other partner's location? Can meetings be combined with other, pre-existing activities?

· What are the partners current work schedules and current work demands? Is this expected to change?  How does this affect the partnership?  How will future, unplanned changes be handled?

· What are the most important things the student would like to get from this partnership?

· What developmental needs, knowledge, skills, insights, etc. would be of greater value to the student?

· What is the student’s preferred method of learning:  listening, graphics, hands-on, shadowing, observing, etc.?

· What can be done to make sure the partnership starts off on the right track?

TIPS:

· Set meetings times with your student and don't change these time unless absolutely necessary

· Meet periodically, at mutually convenient times and at times when you know you won't be interrupted

· Take a minimum of ten minutes a day to check in with your student.

Stage Three: Prepare Individual Development Plan.  The Individual Development Plan should outline goals for the present year, the next year and the intern program. During this stage, the mentor will work with the student to prepare an Individual Development Plan based on the career goals and developmental needs of the student. The student needs to have a clear vision of what are the desired results of the developmental activity. Once you have an action plan in place, it will be an "enabler" to move the student toward the career goals that you help to set under the role of advisor.


Realistic Expectations & Self Perception - A mentor should encourage the student to have realistic expectations of:

· The student's capabilities

· Opportunities in terms of present and potential positions

· The energies and actions the mentor will commit to the mentoring relationship

· What the student must demonstrate to earn the mentor's support of his or her career development


See Appendix A for a sample Individual Development Plan.

Stage Four:
Implement Individual Development Plan.   To implement an Individual Development Plan, the student will engage in the activities identified in the previous stage and documented in the Individual Development Plan.  The implementing stage delineates the three principal sources of the necessary technical and managerial tools: (1) training and education, (2) learning based on experience, and (3) support guided development--gaining skills by learning from other people inside and outside of the organization. Although responsibility for the process rests with the individual, organizational support in the form of resources can greatly affect the success of the student during this process.

Stage Five: Sustain/Evaluate Progress.  Sustaining is defined as any follow-up procedures and accountability methods, designed early on in the process, that maintain the career development effort. Sustaining consists of two phases: maintenance and evaluation.  In order to sustain the energy and momentum of the mentoring program, some steps must be taken to incorporate effective maintenance strategies into the process. The strategies vary from setting up follow-on meetings and continued learning, to ensuring managerial accountability for the effort. Although evaluation is a continual process and occurs throughout all stages, it is during the sustaining stage that evaluation must be made visible. The evaluation results must be reported to all stakeholders, and depending on the results, processes may need to be revised. Sometimes the results expected will not be achieved and additional activities will need to be identified. Sometimes an activity will be an eye opener and the student may want to pursue similar activities 

EXPECTATIONS


What constitutes success varies with one's point of view.  Participants might measure program success in terms of personal learning, discoveries, and accomplishments. The mentor might determine the success of the program by looking at employee performance, productivity, and reduced conflict.  Top management might measure success by examining student's contributions to organizational effectiveness. Success indicators can be used to adjust the FAST TRACK program objectives and to design evaluation procedures that each group sees as valid and acceptable proof that the mentoring program does actually bring a return on their investment. Additional areas concerning success indicators need to be considered.

· Dialogue between mentors and students, which is essential for successful career development and should serve to generate openness and trust among the parties involved.

· Context, the means by which students are provided with an understanding of the career milieu in which they operate-including information about organizational goals, opportunities, and options.

· Involvement of students in their own career development processes, which is required to enable employees to set goals and timetables that are personally meaningful and to under take activities that reflect personal needs and aspirations.

· Feedback to students, which enables students to assess their teaming and to plan appropriate changes as they go through the career development process.

· Process mechanisms, the techniques and methods (such as workshops, counseling, on-the-job learning, and performance appraisals) by which career development is brought about and which must interface with one another as a systematic developmental approach.

CHAPTER 4: BUILDING MENTORING SKILLS

“There are two ways of spreading light: to be the candle or the mirror that reflects it.”

-Edith Wharton


Each role a mentor takes requires special skills. This section will assist you in improving mentoring skills. Skills such as listening, counseling, and career advising are crucial skills for a mentor. Read this section to learn more about these basic mentoring skills.

MEETING SETTING


To establish trust and open communications in the partnership, make the student feel comfortable in your one-on-one meeting settings. Be aware of the student's reaction to the meeting setting. Feel free to ask the student if the meeting setting is comfortable.

LOCATION


Is the student more comfortable in your office or at some other place? This could relate to a variety of issues such as confidentiality, formality of setting, and travel time. Consider the following:

Appropriate space:  Consider how space can relate to power and create an intimidating atmosphere. A large desk may be seen as a barrier between you and the student.  However, most people feel their personal space is invaded if you are positioned too near to them while speaking. Try to strike a balance. Positioning chairs near each other may bridge the distance. Proper physical distance may be achieved by using a side table setting.

Lack of distractions:  Try to eliminate interruptions such as phone calls, visitors, visible reading and work materials.  Provide quality meeting time, giving full attention. You may have to get out of your office to do this.

AGENDA

As with any meeting, an agenda or clearly stated purpose will help your meeting to be productive.  When setting up the meeting, determine the purpose in advance.   This helps you:

· Allot an appropriate time frame

· Come prepared

· Avoid surprises

· Determine if the meeting was a success


At the end of each meeting, plan on when the next meeting should be and for what purpose. Agree that if either of you finds it appropriate to request a meeting in the interim, you will tell the other the purpose. Then, don't change the purpose of the meeting without mutual consent.

INTERPERSONAL STYLE


The way you interact with the student affects your natural preferred behavioral style,

despite your best efforts to follow the tips in this handbook.  For example, one of you may prefer

to intersperse business conversation with humor, while the other may not. One may prefer to talk

about the big picture before discussing details, while the other may prefer to get the facts lined up before dealing with a large issue. A mentor should be conscious of style differences and be flexible in style practices in order to contribute to positive and comfortable communications with the student.  If you are open about this attempt on your part, you may also teach the student to recognize the importance of flexible style in his/her interactions with you and with others.

LISTENING SKILLS


One-Way Listening.  One-way listening, also known as passive listening, occurs when a listener tries to understand the speaker's remarks without actively trying to provide feedback. In this style of listening there is little or no feedback.  The listener may deliberately, or unintentionally, send non-verbal messages as eye contact, smiles, yawns, or nods. However, there is no verbal response to indicate how the message is being received. Sometimes one-way listening is an appropriate way to listen. If your student wants to air a gripe, vent a frustration, or express an opinion, you may want to practice one-way listening.  Your student may not want or need a verbal response; rather he/she may only want you to serve as a sounding board. 


Two-Way Listening. Two-way listening involves verbal feedback.  There are two types of feedback that you can use as a listener. One type of verbal feedback involves a questioning response. You ask for additional information to clarify your idea of the student's message. For

instance, you may want to ask, “What do you mean?" By asking this type of question, you are

asking your student to elaborate on information already given. The second type of verbal feedback is paraphrasing. In this type of feedback, you need to demonstrate that you have understood your student's concerns. You need to rephrase your student's ideas in your own words. If you concentrate on restating your student's words, you can avoid selective listening, which is responding only to parts of the conversation that interest you. 

CONCENTRATION


A key to strengthening your listening skills is to improve your concentration. You can improve concentration by:

· Holding back judgments:  Learn not to get too excited or angry about the individual's point until you are sure you understand it. Do not immediately draw any conclusions whether the meaning is good or bad. Reduce your emotional reactions.

· Listening for the main points: When listening to your student, focus on the main ideas. Make a mental outline of his/her most important points. Look at your student to understand what is being communicated. 

· Resisting distractions:  While listening to your student, try to ignore your surroundings, e.g., outside noises or others. Try to concentrate on your student's facial expressions, or his/her emphasis on certain words.

· Capitalizing upon thought speed: On an average, you speak 125 words a minute. You think, and therefore listen, at almost four times that speed. You need to remember not to let your mind stray while you are waiting for the person's next thought. Instead, try to listen between the lines. 

· Listening for the whole meaning:  Listen for feeling as well as fact. Pay attention to emphasis on certain words, phrases, or ideas.  Note the use of emotional words that may reveal meaning. How the student was affected by an event may be more important than the event itself. Be careful not to let personal prejudices or emotional words detract from your understanding of what the student is saying.

COUNSELING

During the course of the mentoring relationship, you may be counseling the student on problems that can stem from conditions outside of work or from conflicts at work. You may also counsel your student on how to make certain decisions. The role of counselor requires you to establish a trusting and open relationship. To create such a relationship, you need to stress confidentiality and show respect for the student.

You can promote confidentiality by not disclosing personal information that the student shares with you. Show respect by listening carefully and attentively to the student and by not interrupting while the student is talking.


As a mentor, you should be familiar with the non-directive approach to counseling. The focus of this approach is to let the employee discover problems and work out solutions that best fit his/her value system. A non-directive counseling approach requires you to use active listening skills. While listening to the employee, refrain from passing judgment. You should accept the different values and opinions of the employee without imposing your own values and opinions. Make the employee feel comfortable and at ease. Show a genuine interest in the employee's welfare. Attempt to get the employee to open up with phrases such as:

· "I see, would you like to tell me about it?"

· "Would you help me to better understand your feelings?"

· "Why do you feel that way?"

· "OK, what happened?"


Reflection.  As part of the non-directive approach, you should learn how to reflect upon what has been said by the employee. A non-directive approach does NOT mean that you are passive throughout the discussion. Any discussion, if it is to be productive, requires a give-and-take style. 


Silence.  It is not unusual for a person to stop talking during a conversation to organize thoughts, focus opinions, interpret feelings, or simply catch his/her breath.  You may feel great pressure to break the silence by saying something.  It is better to let the student restart the

conversation when ready and continue it at his/her own pace.  


Emotion.  If the student becomes emotional during your discussion, let him/her work through the feelings. After an emotional release, it is not unusual for a person to feel shame or guilt. If the employee wants to discuss this, you should allow him/ her to talk freely about it.


Advice.  It is better to let the student arrive at his/her own solutions. This helps the student sharpen problem-solving abilities. Of course you can give advice to the student, but you need to emphasize that this advice comes from your own perspective or experience.  If you are asked for advice, preface your statements with “From my experience...." or “The way I view the situation...," Effective counseling should stimulate the student's ability to independently solve problems or make decisions.


Personal Problems.  Remember the more serious and personal the student's problems, the more cautious you should be about giving advice. Confidences should be maintained. You should use considerable discretion in handling sensitive information. Realize that the student may feel anxiety, apprehension, or fear about disclosing personal information to you.  The student may wonder how this information is going to be interpreted or acted upon. 

TIP:
You can refer your student to the agency employee assistance office if you

feel that the problem is too serious or personal.

THE POWER OF INFLUENCE


The importance of influence skills is tied directly to the notion that career development requires a proactive stance on the part of the students and mentors--making things happen, rather than waiting for them. The occasions for using influence skills are perhaps most apparent when planning specific strategies for reaching one's goals.  Typically, these strategies require something from the organization (for example: On-site training, creative learning assignments) or from the manager (for example, time off to attend training, on-the-job development, time for serving on committees or attending conferences or new projects not included in current scope of work). Any of these activities are more likely to occur if influence is skillfully used in requesting them.

ORGANIZATIONAL POLITICS


Another area with which the student must be familiar is that of organizational politics.

Organizational politics is largely a matter of relationships between people and the influence of those relationships on how decisions are made. It is a subtle set of activities and information for sharing, building reputations, and gathering influence that usually happens outside formal channels.  Appointments may be based as much on ability to get the attention of top management as on expertise in the subject matter at hand. Those who excel at playing office politics put themselves in a position to gather inside information and to get the attention of those with organizational influence.

NETWORKING


Networking is now seen as essential for anyone seriously interested in developing a career. The practice has received recognition and official sanction as a means of providing support for those at all levels of formal organizations. Some networks are organized to solve specific problems, while others are designed to meet specific needs of certain interest groups. Mentors can provide invaluable aid to those seeking to accomplish their career development goals by helping program participants join those networks or initiate them with some specific goal in mind. Informal support networks within an organization can be especially valuable to women, minority-group members, the physically handicapped, and those contemplating a major job area shift. Those who have blazed the trails are often willing to help others avoid the pitfalls they have encountered. 

CHAPTER 5: MENTORING STAGES

“One of the indisputable lessons of life is that we cannot get or keep anything for ourselves alone unless we also get it for others.”-- J. Richard Sneed

THE FOUR STAGES OF MENTORING


Mentoring, as a dynamic and ever-changing process, consists of different stages that provide a student with the opportunity to learn and grow. The roles listed under a stage are not exclusive to that stage but indicates when mentors are likely to begin performing that role. The four main stages of mentoring are:

· Prescriptive


· Persuasive

· Collaborative


· Confirmative


Prescriptive Stage. In the first stage of mentoring, the Prescriptive Stage, the student usually has little or no experience at the job or in the organization. This stage is most comfortable for the novice, who depends heavily on the mentor for support and instruction. This is where the mentor is directing, ordering, and advising the student. During this stage, the mentor gives a lot of praise and attention to build the student's self-confidence. The mentor devotes more time to the student in this stage than in any of the other stages. The mentor focuses on providing detailed information to the student on many, if not all, workplace issues and procedures. The mentor thinks of the student as a sponge - soaking up every new piece of information provided. The mentor shares many of his or her own experiences, trials, and anecdotes during this stage, giving examples of how he or she or others handled similar tasks or situations and with what consequences.

During this stage, the mentor primarily assumes the roles of:

· Coach

· Motivator

· Teacher

TIP:
Give examples of how you or other people handled similar situations and

what consequences resulted.


Persuasive Stage.   The second stage requires the mentor to actually persuade the

student to find answers and seek challenges, rather than getting them from the mentor. The

student usually has some experience, but needs firm direction. The student needs to be prodded

into taking risks.  The mentor suggests new strategies, questions, challenges, and push the

student into discoveries. Generally, the additional roles the mentor assumes during this stage are:

· Counselor

· Guide

· Door Opener

TIP:
Influence actions by asking questions challenging your student.


Collaborative Stage.  In this stage, the student has enough experience and ability to work together with the mentor to jointly solve problems and participate in “more equal” communication.  In this stage, the student actively cooperates with the mentor in his/her professional development plans.  The mentor may allow the student to take control and work independently. For instance, the mentor gives the student a piece of an important project to do independently, with little or no guidance. In this stage, the mentor is likely to pick up the following roles:

· Career Advisor


· Door Opener

TIP:
Alternate leadership roles to give your student more experience with working

independently.


Confirmative Stage.  This is the stage in which the student has a lot of experience and has mastered the job requirements, but requires the mentor's wisdom and professional insight into policies and people. In this stage, the mentor may perform many of the previously practiced roles.  Most importantly the mentor is a sounding board and empathetic listener. The mentor gives advice and encouragement in a non-judgmental manner about career decisions. In this stage, the mentor will play a significant role that he/she may not have played before:

· Sponsor

TIP:
Assign your student independent work projects.


Once you have determined how much guidance and support your student needs, you can

decide which mentoring stage is appropriate for your partnership and which roles(s) to assume.

You need to continually evaluate your mentoring partnership as it evolves. Determine when it is time to alter your mentoring style. Keep in mind that your partnership will stagnate if your mentoring style remains in a stage your student has outgrown.

CHAPTER 6: OVERCOMING OBSTACLES IN THE MENTORING PARTNERSHIP

“I have learned that success is to be measured not so much by the position that one has reached in life as by the obstacles which he has overcome while trying to succeed.”





-- Booker T. Washington

POTENTIAL OBSTACLES


In delivering effective career-developing efforts, the mentor and student have to be aware of two very specific killers-- underdoing, beginning before the program is well thought out and before organizational support functions are ready; and overdoing, readying resources to such a degree of perfection that leaders and employees alike lose impetus and commitment and feel that all the career development talk was just that--talk! During the course of your mentoring partnership, you and your student may experience “roadblocks.”  Roadblocks are obstacles that could hinder a developing partnership. 

Consider what happens when

…a highly organized mentor has a student with a relaxed work style?

…a creative student has a mentor who practices the old school of thought?

…an assertive mentor has a student with a reserved personality?

Of course you can guess what will happen... frustration!


As a mentor, your style of mentoring may not always match the needs of your student.

Your mentoring style has a lot to do with who you are and how you work. If you are a detail-

oriented person, you probably tend to give extensive directions or outline each step of an

assignment. If you are a person who tends to see the big picture, you probably are more

inclined to give looser, perhaps even vague directions to your student. Of course, noting these

differences does not make one style better than the other.  However, differences in styles between you and your student can pose as an obstacle.

Frustration may also occur when you don't adapt your style to meet the developing needs

of your student. As your partnership evolves, your student's confidence grows as skills develop

and successes are relished. You need to adjust your mentoring techniques to keep in sync with

your student's evolution. In time, detailed directions or certain problem-solving strategies may

be considered stifling by your developing student. Consider giving less and accepting more from your student. 


Once you evaluate your student and discover the required amount of guidance, you can

determine what style is appropriate for your student. Natural barriers that all partnerships face

may include miscommunication or an uncertainty of each other's expectations. Activities that

can help you overcome these barriers include:

· Maintaining communication

· Fixing obvious problems

· Forecasting how decisions could affect goals

· Frequent discussion of progress

· Monitoring changes

TIP:
Take verbal and non-verbal cues from your student to determine your mentoring

style.

Another potential obstacle for mentors is insufficient time. Some mentors can't seem to devote enough time to their student.  Other commitments in your schedule may prevent you from

spending time with your student. If you start to sacrifice time with your student because of other

commitments, he/she may lose faith in you and your mentoring partnership will suffer.


Another obstacle involving time occurs when a mentor expects too much progress from

the student, in an unrealistic amount of time. You need to give your student time to grow professionally and to make mistakes along the way. Try not to be impatient with your student and expect too much too soon.



Another possible obstacle involves a student's inappropriate attitude toward the

mentoring partnership. Some students expect too much from their mentors -- demanding more

time and attention then they actually need.

TIP:
Periodically discuss your expectations with each other.


Others may expect to control their mentors.  Be firm with your student about

commitments and responsibilities. If you give your student an assignment or deadline, don't

accept excuses for poor work or missed deadlines (unless the excuses are beyond the student's

control).

In terms of social etiquette, you must be supportive of your student and sensitive to

cultural differences.  For example, in some cultures, there is a preference towards modesty,

reserve and control.  Where as with another culture, directness or emotionally intense, dynamic, and demonstrative behavior is considered appropriate.

SUMMARY


The final step of the planning phase is to realistically account for the possibility of snags,

snafus, and other undesired circumspect or consequences. While there is no need to be pessimistic, it is only good sense to prepare for constraints and problems that might occur. All of this is not to say that every career development effort is going to meet with problems. Some, in fact, meet with very few problems; they are conceived as necessary by top management and welcomed by people at every level of the organization. Mentors and students who are aware of the possible problems and make allowances for them are those who conduct successful programs. They plan in advance and are rarely surprised.  Some frustrations the student must guard against are reflected below.

· Inability to demonstrate a quick payoff of developmental efforts.

· Employee desires for more human resource development activities than the organization is prepared to deliver.

· Unmet expectations about career alternatives within the organization.

· Dissatisfaction on discovering that career desires may not mesh with personal strengths and weaknesses.

· Personal inability to follow through on career plans.

· Competition among employees for scarce opportunities.

Mentoring is important to the success of the FAST TRACK program.  This guide provides information on the mentoring process, the stages of mentoring, what to expect and even some tips on how to mentor.  Ultimately, it is the relationship you – the mentor – build with the FAST TRACK student that will make the FAST TRACK program a success.

APPENDIX A

CP14 STUDENT CAREER EXPERIENCE PROGRAM  (FAST TRACK) 
INDIVIDUAL DEVELOPMENT PLAN
STUDENT:
_____________________
PROJECT:     ____________________________

MENTOR:
_____________________
ORGANIZATION:
  _____________________
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