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THE ROLE OF THE MENTOR

Traditional mentoring in the corporate world has been used by management for many years to enhance the potential of subordinates. A senior employee developed an interest in the career of a junior or less experienced associate based on potential for higher level management or executive positions.

Mentoring is a broad effort that looks to both the career goals of the employee and the future needs of the organization. Mentors can assist the associate in mastering additional skills, knowledge or abilities in specific areas which enhance their prospects for success.

Mentoring relationships may encompass a variety of situations such as civilians mentoring civilians, military mentoring civilians, or civilians mentoring military.

The mentor serves as an objective confidant and advisor with whom the associate may discuss work-related and other concerns related to career development and planning.  A mentor is usually, but not always, at least two grades above that of the associate to assure an adequate experience and maturity level. The mentor is one who has achieved professional success, acquired self-confidence, and wishes to share his or her experiences with a junior or less experienced employee. It is important to understand that a mentor is not a “molder of clay”; he or she does not attempt to create a clone of themselves, but rather as a role model and source of information and experience that the employee can select from to help to achieve success.

The characteristics of a mentor are as follows:

- Global Vision.  The effective mentor has a view of the organization which goes beyond normal day-to day operations.

- Experience in Networking.  Networking entails the ability to make, maintain, and benefit from wide contacts with the Army, DOD and other executives and managers, both military and civilian, in a variety of career areas, organizations, and levels of management, over an extended period of time.

- Positive and enthusiastic attitude.

- Standing in the community.  Mentors are recognized within their own function and career areas as competent, resourceful, perceptive, and dedicated.

Prospective mentors can document their interest in mentoring by completing the following  MENTOR APPLICATION.  See page 4 of this guide for a blank application form.                                                                   
The mentor will be asked to sign a MENTOR STATEMENT OF UNDERSTANDING
(See page 5 for blank form) agreeing to established terms.
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MENTOR APPLICATION

	1.  NAME:
	

	
	

	
	

	2.  ORGANIZATION:
	

	
	

	
	

	3.  WORK TELEPHONE NUMBER:
	

	
	

	
	

	4.  CURRENT PAY PLAN, SERIES, GRADE:
	

	
	

	
	

	5.  CURRENT JOB TITLE:
	

	
	

	
	

	6.  PREVIOU SERIES AND JOB TITLES IN WHICH YOU WOULD BE WILLING TO 

	     SERVE AS MENTOR:
	

	

	
	

	
	

	7.  SPECIAL KNOWLEDGE, SKILLS AND EXPERIENCE WILLING TO SHARE AS

	     MENTOR:
	

	

	

	
	

	8.  PERSONAL CHARACTERISTICS OR QUALITIES BRINGING TO THE MENTOR

	     RELATIONSHIP:
	

	

	

	
	

	9.  IF ANY, A PARTICULAR ARMY CIVILIAN FOR WHOM YOU WOULD WISH TO 

	     SERVE AS MENTOR:
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MENTOR STATEMENT OF UNDERSTANDING

I agree to serve as a mentor and understand that one or more individuals will be assigned.

I expect to share experiences and advice, provide guidance, and understand that a reasonable amount of duty and some non-duty time also may be required.

I agree to serve in the mentor capacity for at least one year unless changing circumstances create undue hardship, or until the associate withdraws or is otherwise terminated from the program.

	SIGNATURE AND DATE

	

	

	TYPED NAME AND TITLE

	

	

	OFFICE ADDRESS AND PHONE NUMBER

	

	

	I verify that the above individual is authorized to act as a mentor.

	

	

	CPOC PROGRAM SPONSOR AND DATE
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THE ASSOCIATE

As a partner in a mentor-associate relationship, the associate’s role is primarily to learn from the experiences and professional attributes of the mentor. However, the associate’s role is not a passive one.  The associate has a responsibility to actively pursue self development.  The associate is not a “sponge” whose main task is to soak up the wisdom of the mentor, but rather one who has set professional goals and seeks the guidance of one more experienced in achieving these goals. Specifically the associate:

  -  Objectively evaluates his own motivation and sets realistic professional goals.

  -  Seeks out compatible mentors within the career field.

  -  Makes a firm commitment to benefit from the relationship with the mentor.

  - 
 Considers carefully the advice and guidance from the mentor, and takes action for self-  
      improvement.

  -
 Accept assignments as appropriate to acquire the needed depth and breadth of experience.

  -  In formal programs, works with the mentor to prepare a Associate Development Plan (ADP)
     Blank form at pages 12 & 13.                                                                       

Application procedures for the associate are as follows (Associate Registration of Interest at
page 7):

                                      ASSOCIATE REGISTRATION OF INTEREST

A self-assessment by the associate is recommended. It will have no bearing on selection for the mentoring program. Rather, it will help the mentor decide how to best provide assistance during the mentoring process. A sample Associate Self-Assessment (BLANK AT PAGE 8 AND 9) follows:

The use of an agreement is strongly recommended for those applying to be an associate. To do so, applicants must complete ASSOCIATE STATEMENT OF UNDERSTANDING as shown below (PAGE 9).
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ASSOCIATE REGISTRATION OF INTEREST

	1.  Name:
	

	
	

	2.  Career Program (if applicable):
	

	
	

	3.  Series/Grade:
	

	
	

	4.  Organization:
	

	
	

	5.  Telephone Number:
	

	
	

	6.  Education (highest grade completed, major areas of study):
	

	

	

	

	7.  Employment History (last three years to include job title and description of duties):

	

	

	

	

	

	

	8.  Explain why you are a good candidate for mentoring:
	

	

	

	

	

	

	

	

	

	9.  If desired, please identify by name and organization of the specific manager or executive you  

	     would request as mentor:
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ASSOCIATE SELF-ASSESSMENT

1.  What are your own career goals for the next three years? You may want to consider job, education, promotions, locations, or any other goals related to your career?

2.  How do you plan to achieve these goals?

3.  What do you feel are avenues to you achieving your goals (e.g., additional education, training or developmental assignments)?

4.  How do you think a mentor could help you achieve your career goals?

5.  What do you consider your work-related strengths?

6.  What work-related points do you think are most in need of strengthening?

7.  What do you like most about your present job?

8.  What do you like least about your present job?
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9.  What experience, training or education do you have that is not being used in your present job?

10.  In the past three years, what have you done on your own time to better qualify yourself?  (For example, taken a college course, helped in a community activity that gave you some useful experience, or self-study through correspondence.)

11.  Imagine that you are another person meeting yourself for the first time. After talking with you for an hour, how do you think the other person would describe you?
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ASSOCIATE STATEMENT OF UNDERSTANDING

1.  I understand that participation in a mentoring experience is voluntary and I may withdraw from it at any time chosen by submitting a written statement to that effect.

2.  I realize that participation is not a guarantee of training, assignments, or promotion; any recommended formal training is subject to applicable regulations and availability of funds.

3.  I will set realistic and firm goals with the guidance of the mentor, making a firm commitment to consider carefully and to observe the guidance, to include recommended self-development suggestions.

4.  I know it may become necessary to complete self-development activities on my own time and expense in order to accomplish some goals or objectives.

5.  I understand that the length of my commitment to mentoring is initially one year, but it may be extended by mutual agreement by the mentor and myself.

6.  I will meet periodically with my assigned mentor and may be afforded reasonable duty time for this purpose with the concurrence on my supervisor.

	

	SIGNATURE AND DATE

	

	

	TYPED NAME AND TITLE

	

	

	OFFICE ADDRESS AND PHONE NUMBER

	

	

	I verify that the above individual is authorized to act as an associate.

	

	

	PROGRAM SPONSOR AND DATE
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ASSOCIATE DEVELOPMENT PLAN (ADP)

Mentoring is a broad effort that looks to both the career goals of the employee and the future needs of the organization. Studies show that mentoring has a positive effect on associates. Associates rated themselves as having more influence, power and access to important individuals than employees without mentors.  Mentoring provides an effective means of assisting employees to achieve career goals, and of meeting future needs of the organization. The mentor serves as an objective confidant and advisor with whom the associate may discuss work-related and other concerns related to career development and planning.

When a formal mentoring program has been established, the mentor and associate may wish to prepare formal developmental plans. The purpose of the Associate Developmental Plan (ADP) is to describe the developmental assignment suggestions, self-development activities and other experiences that the mentor believes will assist the associate in advancing within the organization.

A written plan may be prepared when the mentor or associate feels that a plan would be of benefit. The associate in conjunction with his supervisor and mentor should review the employee’s Individual Development Plan (IDP) to determine what should be included in the ADP. The ADP in many respects is similar to the IDP with long and short term goals, however, they are determined in conjunction with the mentor rather than the supervisor. See the CHRA, Korea Region Individual Development Plan (IDP) Guide at web-site for more details on how to prepare developmental goals and objectives. A sample blank ADP form is available at pages 12 & 13.

The IDP may contain long term (one year or more) and short term (less than a year) goals. Long term plans should also include recommendations on the acquisition of professional skills to prepare the associate for advancement into supervisory, management or executive positions. This may involve some combination of counseling, developmental assignments, or training. Short term plans should focus on specific actions such as completion of a particular training course, seeking and accepting special projects not usually part of the job, attending conferences, or completing Computer Based Training ( CBT)  or correspondence courses.
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	ASSOCIATE DEVELOPMENT PLAN

	EMPLOYEE NAME: 
	
	
	

	POSITION TITLE/SERIES/GRADE:
	
	TARGET GRADE (IF APPLICABLE):
	

	ORGANIZATION:
	
	BRANCH:
	

	ENTRANCE ON DUTY DATE:
	
	
	

	SPECIAL COMMENTS:

	DEVELOPMENTAL GOALS:

	
	
	
	DATE OF
	
	   PROJECTED

	PRIMARY GOALS/OBJECTIVES
	METHOD OF ACCOMPLISHMENT
	
	COMPLETION
	
	              COST

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	FORMAL TRAINING:

	
	
	
	DATE OF
	
	   PROJECTED

	
	METHOD OF ACCOMPLISHMENT
	
	COMPLETION
	
	              COST
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	ASSOCIATE DEVELOPMENT PLAN

                                                                                                        (Continued)

	ON-THE-JOB TRAINING: 

	
	
	
	DATE OF
	
	   PROJECTED

	
	METHOD OF ACCOMPLISHMENT
	
	COMPLETION
	
	               COST

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	EDUCATION/ACADEMIC: 

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	DEVELOPMENTAL ASSIGNMENTS: 

	(May be used as the supervisor deems necessary)
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	DEVELOPMENTAL EXPERIENCES NEEDED FOR: 

	(    ) OVERALL CAREER DEVELOPMENT
	
	
	
	
	

	(    ) MORE EFFECTIVE PERFORMANCE IN PRESENT POSITION
	
	
	
	
	

	(    )  MEETING THE REQUIREMENTS OF THE TARGET POSITION
	
	
	
	
	

	
	
	
	
	
	

	REMARKS:


	
	
	
	
	

	___________________________________                 __________________                                         ___________________________________               ________________

          ASSOCIATE’S SIGNATURE                                         DATE                                                                  MENTOR’S SIGNATURE                                   DATE
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ASSOCIATE PROGRESS REVIEW

The relationship between mentor and associate must be reviewed at several levels to determine whether the match is successful. These periodic reviews may be used with formal or informal programs. The intent of the review is to assist in developing, implementing and evaluating the ADP.  Some questions which may be asked are:

· Are the goals and objectives of the associate being met?

· Is the associate acquiring new skills and knowledge useful to his or her career and to the organization?

· Are both satisfied with progress and with the relationship? That is, does the mentor feel that the associate is gaining from mentoring and that the time of the mentor is being well spent.  Does the associate feel that he or she is getting the kind of advice, guidance, and support that will improve career potential?
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ASSOCIATE PROGRESS REVIEW RECORD

	1.  Associate (name):
	

	

	2.  Mentor (name):
	

	

	3.  Period covered:
	

	

	4.  Note actions completed (e.g., completed ADP, discussed training proposed or completed)

	

	

	5.  Cite proposed training, self-development, or other actions with time frame for completion:

	

	

	

	

	6.  Give evaluation of associate’s progress:
	

	

	

	7.  Address problems encountered by associate and resolution: 
	

	

	

	

	

	8.  Present associate’s assessment of the mentoring relationship to date: 
	

	

	

	

	

	9.  Other comments:
	

	

	

	

	

	

	10. Date prepared (if one is prepared, the record is maintained by the associate and

	 it is not to be used outside the scope of the mentor relationship):  
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Program Sponsor

A program sponsor is appointed for formal mentoring programs. The program should be a senior manager or executive reporting directly to the commander or deputy commander. The role of the sponsor is critical to the success of a formal mentor program. The role of the sponsor is to obtain commitments from mentors and ensure mentors are enthusiastic about the program. They also arrange for an orientation for new mentors and associates as well as conduct exit interviews, when necessary.

                                                  COMMANDER

Command support is important to successful mentoring, and commanders must ensure mentors and associates participate willingly. If a more formal program is to be established, the commander may:

                                                   Announce the program.

                                                   Notify selected mentors and associates.

                                                   Meet periodically with the mentors and associates.

                                                    IMMEDIATE SUPERVISOR

The supervisor creates and maintains a positive environment and his/her comments and recommendations are important. The supervisor may help the associate prepare the ADP in conjunction with the IDP. Even in informal mentoring the supervisor is a good source or knowledge and advice.

                                                   FORMAL/INFORMAL MENTORING
Informal mentoring is mentoring in which the mentor and associate develop an unstructured, or very loosely defined mentoring relationship. No formal mentoring ADP is established, results are not usually evaluated, and only very general goals and objectives are established. Meetings may take place in a social setting or not at all.

In a formal mentoring program, a mentor and an associate establish clear career goals, develop an ADP, with long and short-range goals and objectives, with specific timelines.

A formal program may include a Program Sponsor, formal command announcements, and reports of progress.  In a formal mentor program, the associate will be notified into acceptance into the mentoring program, typically by a memorandum from the commander. The memorandum should contain the following:

 A statement that the selectee is a valued and motivated employee; the purpose of the meeting, e.g., to become acquainted; time frame of the meeting; name, grade, organization and telephone number of the mentor and a closing statement indicating that the associate will find the mentoring helpful in the pursuit of career goals. 
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                                                   MENTORING RELATIONSHIPS

1.  The Introductory Phase.  In the beginning of the relationship they become acquainted, and discuss goals, strengths and weaknesses. Both must establish professional acceptability to each other. The associate must be willing to discuss his or her professional goals, strengths, and weaknesses so they can design an effective program.

2.  The Developmental Phase. Ground rules for the relationship are established, i.e., how, when and where they will meet, how they will relate to each other, and how advice will be acted upon.

3.  The Implementation Phase. In this phase, the associate learns the skills, knowledge, and abilities from the mentor. This may include “shadowing”, i.e., participating in a variety of experiences with the mentor or spending a day with him/her, or going to seminars, training courses together, etc.

4.  Post Development Phase. In this phase the associate begins to assert independence from the mentor. At this point the mentor and associate will realize there is little more for the mentor to share with the associate.

5.  Termination Phase.  The final phase is ending the relationship. The important thing is that the professional mentoring relationship be clearly terminated in order that the associate may continue their career, find another mentor or mentor themselves.

EXIT INTERVIEWS

When appropriate, an associate exiting a mentoring relationship prior to attaining initial goals can provide information for evaluating the mentoring experience. The following is a sample form for the associate to complete.
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EXIT INTERVIEWS

	1.  Name:
	

	

	2.  Please explain why you decided to withdraw from your mentoring relationship or program.

	

	

	

	

	3.  If the program did not meet your expectations, please explain briefly.

	

	

	

	

	

	4.  If the mentor selected for you or which you selected did not meet your expectations, 

	     please explain.

	

	

	

	

	

	5.  If changes in your work situation or personal goals are the cause of your 

	    Withdrawing from mentoring, please explain.

	

	

	

	

	6.  How could your mentoring experience have been improved?

	

	

	

	

	

	7.  Are there other comments that you may wish to make?
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ORIENTATION INFORMATION FOR MENTORS AND ASSOCIATES (OUTLINE BRIEF)

Orientation topics (informal briefing or handout) appropriate for mentors and associates and useful as a guide in informal mentoring relationships are:


a.  Purposes of mentoring.

b.  Role of the mentor (e.g., sharing experiences and organizational knowledge; reviewing associate progress; listening effectively; and counseling).


c.  Knowledge and skills needed by mentors (e.g., knowledge of relevant organization, structure, mission, and functions; basic knowledge of relevant civilian and military personnel systems; and basic knowledge of counseling techniques).


d. The role of the supervisor.


e.  Role of the associate (e.g., expectations of management; clarifying career goals; goal-setting; evaluating own abilities, interests, and experiences objectively; making a commitment; importance of self-development; relation to mentor; and acting from advice and guidance from mentor).


f.  Requirements (e.g., eligibility, mentor/associate contacts, and reviewing progress).


g.  Phases of the mentor-associate relationship. 
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POTENTIAL PITFALLS OF MENTORING RELATIONSHIPS

1.  Resentment or jealousy.  Mentoring can cause jealousy by other employees who are not chosen to participate. Mentors and associates must not give the appearance of showing favoritism.           

2.  Nonprofessional appearance. The relationship between mentor and associate 

should remain professional especially when it is a male/female relationship.

3.  Supervisory and mentor/associate conflicts. The mentor must be careful to 

not to anger the supervisor who might resent giving the employee time off for various activities. The mentor should communicate well with the supervisor

especially when suggesting tasks away from work.

4.  Selecting mentors. It is important to select mentors and associates who will be in 

their current positions for some time. 

5.  Terminating the relationship. When the associate has benefited enough from the 

mentor, he/she should be able to gracefully remove themselves from the relationship. They should try and retain the mentor as a trusted colleague.  
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