The Mentoring Mindset
A Preparation Guide In Becoming A Mentor
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The Mentoring Mindset
Why is mentoring so scary and frightening?  Perhaps it is because it will likely tighten up your schedule, demand further juggling of your work priorities, and result in increased interaction with staff.  However, the outcome can include several things like a higher level of satisfaction for the members; improved consistency between people and teams; and personal growth and development for you and the person you are assisting. 

By participating, you will be better prepared and have access to training documentation which will support and guide you into this process.  The documentation included here will be used to define our focus in mentoring as well as providing support for your ongoing personal development opportunity.  
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What Is Mentoring?

There are many ways to describe mentoring.  One concept that is common about mentoring is that it forms a partnership.  This means you are directly accountable and supporting the relationship.  The informal process is linked to on-the-job training (OJT) when a peer employee develops a new employee on various functions or business needs.   However, let’s be clear about what mentoring is and is not.
Mentoring IS designed to…


Mentoring IS NOT… 

· Share information



Being the authority (know-it-alls)

· Maintain a healthy work environment
Managing personnel matters
· Build a strong team



Being solely responsible for the   








outcome
· Provide development support

Telling them what to do or a

power struggle


What Is A Mentee?

A mentee can be described as one who seeks experience, knowledge or development and is guided by an experienced, trusted guide (mentor).  Other related terms can be a novice or protégé, but these do not always reflect the concept of mentoring.

What Is A Mentor?

A mentor can be described as an experienced, trusted guide.  Other related terms can be an adviser or subject matter expert, but these do not always reflect the concept of mentoring.

Key aspects to being an effective mentor include your ability in performance, personal development, communication skills, and time-management.  Are you ready to be mentor?  If you are not sure, there are a few guidelines listed below that can provide insight.  

· Perform at or above the standard! (Although mentors usually have extensive experience, they should also produce quality work.  A mentor should have consistent and/or highly effective work habits so the mentee can see excellence in action and strive toward it!)

· Have a willingness to learn!  (Although mentors usually focus on sharing information within their skill set, they also have to be able to receive new or additional information.  A mentor should have achieved knowledge development and have the potential of being an on-going learner!)

· Be open-minded, empathetic, and willing to share!  (Although mentors usually demonstrate leadership, they also should be able to learn from the mentee. Mentors must also realize how mentees have different ideas or levels of understanding.  A mentor should provide a safe method for a mentee to discuss, discover, and demonstrate their abilities!)
· Communicate effectively and efficiently!  (Although mentors usually interact well in helping others, they should be able to clearly convey information and be patient with a mentee.  A successful mentor should be active in responding or clarifying efforts with a mentee and be able to redirect if needed!)
· Utilize organizational and multi-tasking capabilities! (Although mentors usually support the mentee directly and in less formal ways, some structure is always needed and it shouldn’t detract from them doing their own tasks.  A successful mentor will know how to observe, efficiently share info and have awareness of resources that will help the mentee while handling their own responsibilities!)  

The Mentoring Processes
How do you tell someone else what to do? Worse, how do you tell them that what they are doing is wrong?  Well, telling is all monologue and all the pressure is on you!  So, don’t tell. 
Telling is not giving feedback.  Instead, Ask!  By asking, it begins a discussion that leads to a conversation that is dialogue. That’s giving feedback within our mentoring framework, which is the activity of working one-on-one with an individual for the purpose of self-development.
Listed below are some tools a mentor can use to develop their mentee.
· A standard is an objective measure that applies equally to everyone. 

· A style is a subjective measure that applies to just one person at a time. 

· An idea is something that may work that applies to a specific situation. 

The primary goal is to establish the standard for mentoring.  Standards form the core because of their very definition: An objective measure that applies equally to everyone. It is a clear statement of what is expected, and it is clear that everyone is expected to follow the standard.  Without standards, we are subject to a world of style. It’s wiser to set the standard and then have the style flow from it. 

The diagram below illustrates the processes that are linked to mentoring.

Responsibilities of Mentoring Effectively
To take on the full responsibility of mentoring, one must understand the key points about adult learners listed below.  These key points will help you to mentor more effectively and efficiently.

· Adult learners are self-directed (They like to participate in their own development by getting involved.  Collaborating with their style and interest will help you build on that opportunity.)

· Adult learners are experienced.  (The awareness you have of their past experiences sometimes enables you to give examples using their background.)
· Adult learners are motivated by a need to perform better and internal factors like curiosity or self confidence.  (A mentor should provide details about why certain things are important, how it impacts their job or how their work impacts others.) 

· Adult learners must be able to think, act and feel what you are presenting.  (A mentor should utilize several ways of getting the same message across.) 


Mentoring Roles & Skills
The concept of mentoring is not new.  It’s the way that mentoring is used today that gives it a fresh approach.  Currently, mentoring is categorized by the skill sets and the manner in which it is delivered.  This is displayed in the cycle of roles that a mentor should rotate within when providing support.  
Four roles that should emerge during your mentoring process includes the one of a coach, consultant, teacher, and relationship builder.  The next sections address each of them along with skills you will utilize to complete the process.

COACH
When a mentor needs to develop the mentee and keep them moving towards a goal, the role of the coach evolves.  The primary focus is to motivate!  
Coaching takes time, energy and focus. It is an out-in-the-open activity for the purpose of self-development for the mentee. You may also know it as "side-by-sides" or "shadowing." When you coach, feedback is given before, during and after a transaction or when dealing with a member.  The expectation of change or action is in the next transaction or interaction with a member. 

Coaching is NOW!  Because it takes humans lots of “nows” to add up to real change. Coaching is about developing the talents of the person being coached. It concerns itself with giving personal assistance in the present moment to affect change and provides the person a partner and an encourager who helps them facilitate the change.  This is supported by making sure you make note of what is or isn’t happening, through monitoring checklists.

Some of the coaching skill sets include-

· Ability to project enthusiasm.  (Your support guides the mentee and encourages them to achieve more.  Think Cheerleader!)

· Ability to motivate.  (Your understanding of what they need and delivering on it is important.  Keep in mind, their needs to achieve may be different than your needs!)

· Ability to give constructive feedback. (Your ability to be honest and fair will make a difference.  Stay constructive in what you tell the mentee and mix positive comments in with instruction or guidance!)


CONSULTANT

When a mentor needs to collaborate with the mentee and provide feedback, the role of the consultant evolves.  The primary focus is to identify problems and assist in the solution!  
Some of the consultant skill sets include-
· Ability to problem solve.  (Strive for them to arrive at the right solution.  Remember to help them to become decision-makers, not to think for them!)
· Ability to follow the problem-solving process.  

· Step 1.  Define The Problem [symptom vs. root cause]

· Step 2.  Brainstorm Ideas [consider options, then feasibility]

· Step 3.  Prioritize Ideas [decide criteria, then measure]

· Step 4.  Develop An Action Plan 

· Step 5.  Implementation

· Step 6.  Evaluation


TEACHER
When a mentor needs to provide instruction to a mentee, the role of the teacher evolves.  The primary focus is to provide insight which will develop the mentee and assist in their skill and competency development!  
Some of the skill sets include-
· Ability to inform the mentee what they are about to do or what & when it will occur
· Ability To Adapt To Adult Learners – 

· Ability To Use A Skill Development Process (See key areas below)

· Implement (Demonstrate, Observe, Practice, Feedback) 

· Verify Accomplishments (Reaction, Learning, Behavior, Results)


RELATIONSHIP BUILDER
When a mentor needs to interact with a mentee, the role of the relationship builder evolves.  The primary focus is to facilitate the management of their work and team relationship!  
Some of the skill sets include- 
· Ability To Listen Effectively (Acknowledging, Using Silence, Clarifying, Paraphrasing, Reflecting, Summarizing)
· Knowledge Of Conflict Management

· Handling it appropriately Before, During, and After a Meeting

INSTRUCTOR NOTE:


As they read through these, ask them to do a self-evaluation and consider what may be their strong points, development areas, or challenges.  If they recognize & understand these things in themselves, they’ll be better equipped in adjusting and delivering theses skills when needed. 











ACTIVITY: Give handout that provides a scenario or utilizes an actual FT example that covers aspects of each role with a related mentee problem! Have participants jot down 2-3 first steps they would take to address it and then share openly with the group their recommendations.  Utilize these examples and provide aditonal feedback so the group can work through the various points.  Discuss the WIIFM so they can see value in style, but more importantly emphasize their own ability to recognize, react, and rectify problems.  Encourage them to always consider the goal, the person, and the direction and be willing to make a decision. OUTCOME: This can instantly provide insight and direction to the mentors in class and can begin the process for 1:1 follow-up support to their respective results!








DISCUSSION POINT(S): Sometimes mentoring just happens (informal) or it can be with guidelines (formal). Family Trust currently does this) using checklists (1:1/informal, but will be moving toward having a curriculum for the mentor and also providing skills development for establishing staff members as mentors (formal).  











(The value of this material along with the training is linked to how you can evolve into a mentor.  Please take this information and apply it, as it can also benefit your personal or professional growth.)








DISCUSSION POINT(S): FT has also used MONITORing (check lists) to support this aspect of mentoring.  The key is to remember that monitoring is historical. It looks back at what happened and reports on the outcome.


Monitoring is a behind-the-scenes activity for the purpose of quality control or assurance. When you monitor, feedback is given later; after-the-fact with the expectation of “proving” a change has or has not occurred in overall success.   Monitoring does not foster change. It is a report, and a report will never cause a developmental change. It might cause a change for adherence sake (which we too often accept as real change), but it is a short-term change!





In order to give quality feedback or consult we need to answer the question, “So just what is coachable? " One of the top reasons coaches cite for not coaching is their lack of comfort in giving feedback to reps. The discomfort is usually a result of one of two conditions. a lack of skills training on how to give feedback and the second is confusion on just what is coachable. Where do you draw the line on what is and isn’t fair game to comment on in a coaching session? 





We all have preferences and biases that affect everything we do, so how likely is it that we take our personal preferences and biases into our role as a coach? VERY! And that’s where we begin to answer the question of what’s “coachable?” Be sure to relay any info about a mentee back to the support staff (Admin, training) if they are not adjusting as anticipated!











Additional Notes:  In order to give quality feedback or consult we need to answer the question, “So just what is coachable? " One of the top reasons coaches cite for not coaching is their lack of comfort in giving feedback to reps. The discomfort is usually a result of one of two conditions. a lack of skills training on how to give feedback and the second is confusion on just what is coachable. Where do you draw the line on what is and isn’t fair game to comment on in a coaching session? 





We all have preferences and biases that affect everything we do, so how likely is it that we take our personal preferences and biases into our role as a coach? VERY! And that’s where we begin to answer the question of what’s “coachable?”





Making a difference in building the mentor to mentee relationship is like MAGIC! 


M  Meeting the needs by maintaining up beat tone, use unhurried pace


A   Tell caller you will help, Ask permission to gain more information, Express sincere, helpful attitude with tone


G   Repeat key bits of info for clarity.  Avoid jargon, Avoid forbidden phrases


 I    Maintain appropriate pace, Be proactive – set a deadline 


C   Summarize the next step and get agreement 





CREDIBLE - Give the Facts! Know what you are telling the member. 


ACCESSIBLE - Take Ownership! Handle the call within your role. 


RELIABLE - Complete the commitment! Commit to service action for the mentee. 


EXCELLENT - Be proactive! Focus on the mentee’s needs.








ACTIVITY: Have participants describe some other attributes that they can think of that cover aspects of a mentor! Utilize these examples and have participants rate their skills as a self evaluation on some of the skill sets.  Encourage them to be aware of things that they ranked lower than a 6 or 7 and follow-up with the Instructor to get 1:1 support so they can be at their best! 








INSTRUCTOR’S NOTE:  Review these steps weekly so you will mentally prepare for the process.  In this manner you will begin to respond more naturally to the demands and needs of mentoring.   








SIDE NOTE: Their experience doesn’t have to be a direct link to their current role or something that went well.  All experiences can be utilized.  (Give Example)





The understand do, makes a huge difference to the mentee being receptive or





GROUP ACTIVITY:  To begin the process to mentor more effectively and efficiently, let’s complete the following exercise and discuss our outcome.  Take five minutes and partner with the person beside you and teach them how to draw a shape utilizing the four concepts of adult learning we just discussed.  (Ex. Triangle, SIDE NOTE:  Reveal the shape only to the mentor!) After completing this task, switch roles and the other person must teach how to draw another shape (Ex. Octagon, stop sign).  Discuss the respective results by addressing the following questions.  What went right, what was challenging?  Was the first attempt more challenging than the second attempt?  





Lessons that might be learned: Perception of what was being taught needs to be addressed.  Verbal-the message (“What you say”) 7%; Vocal-the tone, projection (“How you say it”)	38%; Visual-the perception (“What they believe you’re saying” 55%; Ability to turn the concepts over effectively and efficiently makes a difference; The learner can help the process of what is being taught.  





Avoid communication pitfalls like sounding condescending (“If you would listen to me…”); Attacking the person (“If you had not done…”) and providing extraneous information or facts 


 (“this method is based upon research that said ……”) 





SIDE NOTE:  There is no exception to a standard. This is why standards are the core, the rock bottom foundation of your coaching program.  However, setting a standard and not allowing style to flow is not wise.  Style gives communication life and personality. Everyone operates from his or her own base of personal style preferences. Your style and your view of the world play a strong role in developing your team. First remember that it is impossible to require or impose our style on others





Instructor Notes: Share the following supporting reminders about teaching as needed


Ability To Adapt To Adult Learners – Problem Centered; Hands-on; Applicable; Self-directed; Internally motivated, Experience based


Ability To Use A Skill Development Process Step 1.  Assess Learning Needs; Step 2.  Discuss Options; Step 3.  Select An Approach; Step 4.  Implement; (Demonstrate, Observe, Practice, Feedback); Step 5.  Verify Accomplishments, (Reaction, Learning, Behavior, Results)
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