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Mentoring for Success

An organization’s success depends in great part on
its talent—and on its ability to retain that talent. To
win in the marketplace, organizations need to en-
able employees to continually grow and mature in
the business. Mentoring is one way to support con-
tinued employee development and can be a pow-
erful tool for improving the performance of both
individuals and organizations. A good mentoring
program can help retain high performers, improve
job performance, reduce learning time, support
know edge sharing, as well as provide corporate
socialization and networking. Carefully designed
and implemented mentoring programs are a criti-
cal component of a comprehensive corporate
learning initiative,

Mentoring permits personal and skills develop-
ment that is not possible in any type of classroom
or e-learning setting. In addition to providing
opportunities to acquire valuable skills and knowl-

edge, mentoring involves the transfer of business-
related social skills and political savvy within the
work context. A mentor can help a protégé take
caleulated risks—successfully—to enable the pro-
tégé to learn and grow, while the protégé gains in-
sights about his or her own behavior and its impact
on others.

A good mentoring program provides a risk-free en-
vironment in which a person can learn valued skills
that will help him or her reach his or her full po-
tential. Mentoring can provide a unique combina-
tion of information and perspective not available
with other types of training delivery (for more in-
formation about mentoring, see the sidebar What
Is Mentoring?). Corporate workplaces are places
of constant change, requiring employees to up-
grade their skills, rethink ways of working, and cre-
ate and leverage intellectual capital.

Structured mentoring programs can help organi-
zations support employee development in key
areas critical to business success. For examp](z,
companies can reduce unwanted attrition by pro-
viding learning environments in which strong
omplo}(‘os can “fast track” into positions of
greater responsibility, learning both the necessary
sl ills and knowlec igc as well as the social context
and personal networking so critical to long-term
SUCCEss.

This Infoline describes a program of structured
mentoring that will help your organization drive
productivity in human performance, reduce
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start-up time on new pmjects, and reduce errors
in performance for the protégé. Structured men-
toring is a process in which the mentor and
protégé work together using carefully defined
behavioral objectives, specific opportunities to
perform the activities, a means of providing feed-
back, and a specified performance standard. The
program also provides an opportunity to learn
social skills that are important to a specific job
context. Structured mentoring is time limited and
focuses on improvements in both career-
related and psychosocial skills development
rather than on content as in many other learning
activities,

You will learn how to start a structured mentoring
g
program, which includes the following:

® establishing the need in your organization
e making a case for the program

e establishing a mentoring office to help select
the “right” mentors and protégés

e making plans for communication and project
management

® preparing for evaluation and continuous im-
provement

implementation of th(,‘« process.

This issue of Infoline also will identify critical suc-
cess factors and provide important questions for a
company determining whether this type of men-
toring program is right for them. Finally, a case
study describes the development, prototyping, and
success of a structured mentoring program.

Establish the Need

The sidebar Key Differences compares structured
mentoring and traditional mentmmu programs.
These key differences are important considera-
tions when your organization decides whether a
structured mentoring program will meet its needs.
To establish what I\md of program your organiza-
tion needs, consider the following situations for
which structured mentoring programs tend to be

, Infoline, ASTD.




b Structured Mentoring: A New Approach That Works

What Is Mentoring?

Before going into what mentoring is, the following will
clear up some misconceptions abont mentoring and
mentoring programs. ,

Mentoring is not:
® an opportumty for an expenenced employee or man-

' ager te teﬁ a protege what todo

® 2 0ne~way reiatmnship in thch ali benefits accrue to
the protege ~

e w@r 'mg relatmnshlp wﬂhaut dlfﬁculhes or Chal?’;

perscsn always has the skill sets

e a substltu for other types of learmng through class{

- rooms e~leammg, and persona} netwerks

- Mentonng 1s not for everyone and a mentormg programu
ur trammg needs However it IS an

wﬂi nat solve :

types Of suppo tive re]ahonshlps often feuﬁd in orgamzw ?

tions, such as coaching. Coaching is more long-range

career oriented: it involves understandmg the context of
the organization: pohtlcs business, who owns the power,

and how to optimize it Mentormg is more jOb or perform-
ance reiated which explains why a structured
_approach is more successful. Mentoring is tactical while

coaching is strategic. Mentoring is relationship-based

learning in which the mentor and protégé work toward a
common goal and both benefit from the experience.

Mentormg is seldom a one-way process. Benefits for
mentors include recognition for their knowledge, experi-
ence, and business savvy. In addition, they also learn from
their protégés. In turn, protégés gain new experiences
required for successful job performance, a sounding
board for their ideas, a pclsonal network within the com-
pany as well as within one’s profession, and career guid-
ance. According to S.F. Schultz’s “Benefits of Mentoring”
and F.M. Stone’s Coaching, Counseling, and Mentoring,

,....,.-..........4~.u....,...........m,..N.‘...,.,4....‘..."........,...,.......,.4....,........'..,......N...“.u“,......,.“..4,...............”.“ FemsvseiGa el i s sn i R L S i

_and establishment of organizational samahzaﬂon and
ing: An Aduit Deveiepmen

, atic;«nship in wiqic, the more mpenenwd - ; 1shi j 1
' specific task to a long-term

_of mentoring program; many provi

o thatis set up by management that focuses on ensurmg -

many protégés also experience a greater sense of personal
awareness, increased visibility in the company, and
personal growth

However, mentors and pr Gteges are not the (miy ones to
benefit from mentoring. The organization also gains.
Organizational benefits include identification of effective
and productive role models, facilitated new employee
orientation, faster Hime to new empioyee productwlty, 4,

personal networks that encourage e
with the organization, acmrdmg to

Mentormg can take several
relationship in which a me

tor provides advice and support ! to
of several years. Most corporatio

effective mentors and pmteges

employee asks the ad ice i
employee; as the pair works
employee may see promise
Lonnnue to provade suppert

that the protégés complete corporate activities such as |
obtaining performance reviews, completing skill self-
assessments, or formulating personal objectives for
the year; for many of these programs, follow-through
by both mentors and protéges is hlghiy Variabie ‘

o for employees whose periormance does not meet
standards ~ '

o for employees identified as early career leaders on a
fast track up the corporate ladder

® for new hires, particularly within a department or busi-
ness unit, where much corporate learning is needed in
terms of on-the-job skills plus social or contextual
skills.

o Copyright © January 2004, Infoline, ASTD.
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more effective and efficient than traditional men-
toring programs, or use the assessment tool in the

job aid at the end of this Infoline:

Key Differences

The following presents some of the key differences between struc-

e A person has just joined the company and tured mentoring and traditional mentoring.

needs to learn specific skills as well as the social
context of the work (structured mentoring is
particularly important for college new hires in
this case).

e A person has changed jobs in the company and
needs support in the transition, such as expand-
ing a personal network to learn skills for the
new position.

e A person has an identified skill deficit in a par-
ticular area.

e A person is being groomed for a promotion.

e The task is more than the sum of its parts,
such as in consulting or management, where
both knowledge and soft skills are critical to
job success.

What do these situations have in common?

e The duration of the learning to demonstrate
mastery of a particular set of learning objectives
will be six months or less.

e There are specific skills, knowledge, and expert-
ise (including social contextual skills and devel-
opment of a personal network) for the protégé
to acquire.

@ The protégé is motivated to acquire the expert-
ise quickly.

e The company has a vested interest in ensuring
that the protégé succeed.

e Specific activities and experiences will address
identified employee skill, knowledge, or per-
formance gaps.

Make the Case for the Program

When you build a business case for a new
program, it’s important to document the predicted
benefits of the program, particularly the
expected return-on-investment (ROI). Predictive
measurement provides valuable data to help make

Structured Mentoring

Traditional Mentoring

e time limited, focused on

the protégé’s acquisition
of a particular skill set,
usually within a particular
context

long- or short-term, de-
pending on needs of pro-
tégé and willingness and
availability of mentor

focused on specific
behavioral objectives

focused on career develop-
ment and overall career
performance from a long-
term perspective and/or
over a period of time

clearly articulated expecta-
tions for both mentors and
protégés

used by corporations to
assist employees in learning
and adhering to certain cor-
porate requirements

planned activities created
for the purpose of
providing the protégé with
an opportunity to learn
specific skills in a specific
context

activities come up on the
job that are not created
specifically for the purpose
of learning

presence of a means for
structured feedback from
the mentor

active engagement of the
protégé in reflection and
self-assessment

@ inclusion of an evaluation

component to document
business results

lack of structured means
for feedback; feedback is
provided, but the quality
and quantity depends on
the mentor

general absence of reflec-
tion and journaling; self-
assessment may or may not
be present, but mentor
mostly provides feedback

metrics and an evaluation
component may or may not
be present

Copyright © January 2004, Infoline, ASTD.
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investment decisions. The data describes the rela-
tionship between individual performance and
business results that will come from an employee
participating in a structured mentoring program.
The information is useful for establisl iing a busi-
ness case for a structured 111(*111“()1’111;; program.

To determine the predicted ROI for a proposed
program, estimate its costs and henefits and
use this information in the following cost-benefit
calculation:

{[Benefit — Cost}/Cost) x 100

To estimate the program costs of a structured
mentoring program, consider staff costs and costs
to set up the program {communication, project
management, creating training materials, and so
forth). You may need to interview several people
to gather this information, but it’s an important el-
ement of building a business case.

Then consider the anticipated business results (the
benefits): What return will the company receive
from an employee acquiring a skill more rapidly?
What is the business value, for example, of good
customer relationship skills in a consulting engage-
ment? Work with your corporate learning organi-
zation to identify a variety of benefits and then
quantify them.

Set Up the Mentoring Office

Establish a mentoring office by identifying the
owner of the program within the organization. In a
large organization, this may be a department or a
business unit, and in a small organization, the
training department may be the best fit. Identify a
champion: a visible and committed leader who will
help obtain the needed resources. You may want
to start small—a part-time program man ager and a
part—tim(e support person with project manage-
ment skills—and then as the program grows and
demonstrates meaningful business results, add
staff. Functions of the mento ring office
include the following:

@ creating business and ](:*,aming ()hj(‘ctiws
@ (Lkét(‘,m‘linmg criteria for mentor selection
® determining criteria for protégé selection

e identifying potential mentors

e training mentors on their responsibilities
e matching mentors and protégés

@ creas 1tmg the “tools™ mentoring agreement,
e-learning for protégés to learn to use the
learning cycle, and so forth

@ creating tracking and evaluation forms
e gathering evaluative information

® focusing on continuous improvement.

Create Plans

The next step is to create communication and
project plans. Why is a communication plan
important? A communication plan highlights the
potential utility as well as the successes of the pro-
gram as a way of creating awareness about it.
Many employees can benefit from structured
mentoring, but they must be made aware of its
availability. Managers, too, must know about the
program so they can direct employees to it, as
needed. Furthermore, to work at all, the program
needs access to people who can provide experien-
tial learning activities, and these people need to
understand the value of their participation. You
can do this through a variety of communication
vehicles, d(mgned for key audiences. You can
send managers an ema:] that describes the
program and its potential benefits to their direct
reports. Potential protégés could receive the
information from the company’s intranet as well as
targeted emails. If your tr ainingorganization has a
newsletter (paper or cle(*tmmc) you can provide
information through that vehicle. The champion
of the program can call on second- and third-line
managers to encourage their participation to nom-
inate mentors.

A project plan details the activities required to plan
and launch structured mentoring and serves as the
basis for determi ning resource requirements to
start and sustain the program. The sidebar Critical
Success Factors at right provides a checklist to help
ensure the success of the program.

Plan to Evaluate

To capture information about the effectiveness of
the program, ereate an evaluation framework and

Copyright © January 2004, Infoline, ASTD
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Critical Success Factors

The following are some critical success factors to ensure
your program will be successful.

Overall Program

L]
L]

corporate support with a focus on business results

clearly defined program objectives and business im-
pact statements

focus on critical skill areas needed for transforma-
tion or skill growth to support business initiatives
and goals

program viewed as perk—whether employee is low
or high performer

[] a proactive and ongoing communication plan with
a focus on reciprocal benefits for mentors and
protégés

Mentor or Protégeé

[] clearly defined roles and responsibilities of the men-
tors, protégés, and the company with expectations
clearly stated

[} tramed, dedicated mentors

[] training for protégés to help them create objectives
and learn to implement the learning cycle, including

Journaling, self-assessment, and reﬂeatlon

[] clearly defined timeframe for each skill acqulsltion

measurable outcomes that are linked to corpm ate
business results '

part of total corporate tramlng or personal develop-

ment program

orgamzatlonal advantages‘ to being involved in the

mentoring program; protégés get visibility leading to
more desirable assignments, and mentors receive
recogmhon ~

advocate in human resources and/or the trammg ‘

0rgan17at10n

overall program support as a corporate mission to

support employee development

as part of mentoring agreement
[] clearly defiried meas~uiablé Ieaming objectives

[ dearly deimed performance levels and mcentwes for
acqmrmg the new sklﬂ ~

il progress tracking ‘
[] environment in which a trustmg reiatmnshlp can be
developed (for example, protege isnota dn‘ect re-

_ portof the mentor)

Il appropriate traiﬂing and supp‘ortfor mentor‘i

and interpretation and in understanding their

built-in accountabahty——reportmg outcomes in terms
of both personal growth and business resu}ts

orgamzatmna] readiness

effective strategws tor matchmg mentors and pro-

tégés; the mentoring office must understand what -

protégés need to learn and be able to perform based
on their request for mentormg, the mentoring office
will need profiles of potential mentors to facilitate
the matchmg_) process

expe riences

[ journaling, WhICh may seem unnecessary, butisa
critical part of reflection and of capturing i m—procese ‘
questlons and needed clarification

[ ] assertiveness of protégés in asking questions and

asking for help when needed

[1 support for proteges in their work on reﬂectmn; .

Copyright © January 2004, Infoline, ASTD. @
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b Structured Mentoring: A New Approach That Works

plan for continuous improvement. Begin by defin-
ing success for the program. Because structured
mentoring works best within a business unit or
large department where there are common tasks
and activities to be learned and performed, con-
sider business results at this level.

Gather information from several different sources
such as the following:

® mentor-protégé pairs

e supervisor input on skill growth and increased
performance

e business results from protégés who have com-
pleted the program

e business results from the unit or department
after several employees have gone through the
structured mentoring process

e protégé input on what could have been more

helpful

e mentor input on effectiveness and value added
to the business.

Plan to gather evaluative information on a regular
basis, including at the end of each protégé-mentor
relationship and at least on a semi-annual basis for
the business results for the program as a whole.

Implement the Process

Unlike traditional mentoring programs, a struc-
tured mentoring program works best when it is
narrowly focused. A corporation may have more
than one structured mentoring program to serve
different purposes. You can use a structured men-
toring program to address the needs of high per-
formers (chall en(rmg_) growth assignments or broad
exposure) or low performers (aggressive plans for
improvement). Ideally, your organization should
use the program for both, so it doesn’t get a repu-
tation as a support venue for employees with per-
formance issues.

Use the following guidelines to set up your own
structured mentoring program. The flowchart pre-
sented in the sidebar Flowchart of the Structured
Mentoring Process at n'ght illustrates the steps in
the process.

Step 1. Identify Gaps

Structured mentoring begins by identifying a skills
gap. This gap can be identified by a manager in a
performance review, by an employee who under-
stands what he or she needs to know based on ex-
perience on the job, or through a program for new
hires designed to ensure that an employee has the
right skills to perform successfully.

The identified skill gap does not have to relate to
a performance deficit but can relate to planned
career growth. For example, an employee might
identify and eliminate a skill g gap by performing
experiential learning activities that would stretch
him or her and facilitate his or her career growth.
In the context of a structured mentoring environ-
ment, the employee can work on new tasks in a
supportive, risk-free environment. Ideal protégés
understand the need for learning a particular skill
and are willing to participate thoughtfully. Struc-
tured mentoring requires a higher level of com-
mitment and accountability from protégés than do
other types of mentoring or coaching.

Step 2. Describe End State

Once you have identified the skills gap, describe
the desired end state. What should the employee
know and be able to do as a result of participating
in the structured mentoring program? Depending
on how the skill gap, learning need, or desired be-
havioral change was identified, the manager or the
employee drafts a statement of the intended out-
come in terms of the skill or knowledge to be
learned or the behavior to be exhibited.

Step 3. Contact the Mentoring Office

The next step is to contact the mentoring office or,
in a large company, the staff within the mentoring
office that focuses on particular departments or
business units. The manager and employee togeth-
er discuss with the mentoring office whether the
identified learning needs are appropriate for the
structured mentoring program. If they are, the
mentoring office works with the requestors to
clearly understand the kinds of experiences and
learning that will be required to close the skill or
knowledge gap.

Copyright © January 2004, Infoline, ASTD.
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The following flowchart illustrates the steps in creating a structured mentoring process.

1. Employee or manager
identifies job-related
skill gap through skills
assessment, perform-
ance review, or career
development plan.

Mentor and protégé
create mentoring
agreement to set
expectations.

Protégé completes short
e-learning activity to
understand the learning
cycle and his or her
responsibilities.

12. Mentor and protégé
document new skills.

2.

Employee or manager
identifies desired end
state, including job,
career, and psychosocial
skills, behavior, and
knowledge.

Mentor works with
resources in mentoring
office to identify appro-
priate experiential
learning activities.

Protégé learns and per-
forms experiential
leaming activities using
the learning cycle.

‘_J\
_/

Employee or employee
plus manager contact
mentoring office to
ensure that learning
needs are appropriate
for the structured men-
toring program and
start process.

Mentoring office
identifies mentor and
works with mentor and
protégé to create
detailed learning
objectives, including
performance standards.

Mentor supports and
helps protégé do honest
reflection in a risk-free
environment.

11.

Protégé and mentor
reflect on the affective
portion—the contextual
social skills, networking,
and political savvy.

10.

Mentor and protégé
provide feedback to each
other. Mentor: What's
the progress in closing
the gaps (measure-
ments). Protégé: What's
working and not working
in the assignment.

Copyright © January 2004, Infoline, ASTI.




b Structured Mentoring: A New Approach That Works

Useful Learning Objectives

The compbnents of Iearhing objectives are:
1. Behavior or skill—“Do what>
2. Conditions — With what?”

3. Performance standards— How well?”

Learning Objective ~C9mp‘an~ents

Behavior . ~ Performance
orSkill. ~~ Conditions Standards

f+ With What 4 HowWeH 7:;

The foﬂowmg table pr@sents some examples of Objectwes The “DQ u

What?” column indicates the task the protégé is to perform. This

task is then used as a guideline to identify appropriate experiential
learning activities. The “With What?” column provides information
~about context. The “How Well?” column speczfies perfermance

standards

j Do What? With What? How Well? |

Use active listening | Customer or team All ACS application
skills to identify input and identi- functionality
customer require- | fied requirements included in the
ments. for an ACS HTML pages is
application clearly identified,

and the customer
agrees that the
requirements
define their expec-
tations of the
HTML final pages

and deliverables.

Create a personal Team, peer, and Make contact with
network. manager input a minimum of four
new members of
the personal net-
work who have

skills and knowledge
directly relevant to
the current proj(zct.

Step 4. Select the “Right” Mentor

Who are the “right” mentors? These are skilled
employees who are expert in one or more areas
and who are willing and interested in sharing their
knowledge and experiences. They should be re-

garded as successful in the organization and be
able to structure needed experiential learning
activities. They should have good personal net-
works so they can help protégés create their own
networks. The mentor needs excellent communi-
cation skills and can help the protégé understand
not only how to perform the task, but also how the
task fits into the larger context of the job. To the
extent possible, the mentor should bo outside of
the protégé’s dlreat reporting structure.

Step 5. Develop Activities

The mentoring office provides support as needed
to the mentor-protégé team to construct detailed
learning objectives, each with a performance stan-
dard (the sidebar Useful Learning Objectives at
left presents examples of learning Ob}(‘(‘tlv(‘ s). The
performance standard provides a means for both
the mentor and the protégé to have a shared
vision of excellence in terms of the performance
expectations.

Next, the mentor and protégé link experiential
learning activities to the learning objectives, which
is a key task in the structured mentoring program.
That’s where the protégé actually gets the hands-
on learning opportunities. But these learning
opportunities must be uuefu]]y selected to
ensure that they will: '

e focus on the skills the protégé needs to acquire
and practice

e occur in a realistic work setting so they are
more easily transferable to on-the-job tasks

e provide an opportunity to observe and learn
the social skills needed to be successful in that
situation.

Ideally, experiential learning activities should b
part of “real work” rather than a contrived set 0{
tasks. Real learning can include shadowing, where
the protégé wor ks closely with a person perform-
ing the tasks they are to learn. Protégés learn by
observing and asking questions and then perform-
ing selected tasks on their own.

[ 5 ] Copyright © January 2004, Infoline, ASTD.
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Step 6. Create Agreement

After identifying the experiential learning activi-
ties, the mentor and protégé create a mentoring
agreement to document expectations. Because
the intent of a structured mentoring program is
for time-limited relationships that focus on a par-
ticular skill set, it’s important to ensure that the
time commitments are honored. Important tasks
in developing the agreement include:

e creating observable learning objectives
e defining performance criteria
e setting dates for the cycle of review

o devising a method for collecting data from
supervisors, team members, and clients as to
performance level

e creating a sign-off procedure on objectives.

Step 7. Train for Mentoring

Prior to beginning the experiential learning activ-
ities, the protégé completes a short e-learning
activity or individual exercise to understand pro-
tégé responsibilities and the learning cycle (the
sidebar The Learning Cycle provides an illustra-
tion). Because many protégés have never kept
journals and may not know how to reflect upon
their learning and experiences, the e-learning
contains brief activities and suggestions to sup-
port the protégé in this activity. The learning
cycle is composed of four phases: performing,
reflecting, interpreting, and planning.

® Phase 1. Performing

In this phase, the protégé focuses on performing

the tasks described in the learning objectives. This

is the expcrlentml learning element of the mentor-

ing process. The protégé works on tasks with a
clear sense of what is expected based on the learn-

ing objectives.

8 Phase 2. Reflecting
In this phase, the protégé thoughtfully reflects on
what is happening. A good way to approach reflec-

tion is to keep a journal. A journal is a means of

capmrmo qncshons the pl()’(@;,o has about the
work, including contextual social skills, and that
the protégé may think of in the moment but may
not remember at the meeting with the mentor.

Structured Mentoring: A New Approach That Works €

These kinds of questions are important to the
learning and can help protégés fill in gaps in their
understanding. It's also important to capture in-
sights gained as the work is being performed and
make notes about new things to explore related to
the tasks being performed.

Reflection is a key component of the structured
mentoring process that:

focuses on the meaning of the experience
is not a diary of activities

requires honest self-examination

must result in action planning.

B Phase 3. Interpreting

The protégé and mentor discuss what is happen-
ing on the project: What is going well and what
needs work. An important element of this is to
create a trusting relationship so the protégé feels
comfortable sharing things that did not go well on
the project, things that are confusing or that are
not understood. It's important to maintain a risk-
free environment.

®m Phase 4. Planning

In this phase, the protégé and mentor build on les-
sons learned and skills acquired from performing
the tasks in the experiential learning activities. At
this point, skill gaps that were closed are docu-
mented. If additional skill gaps have been identi-
fied through the reflection and interpretation
phases, the mentor and protégé would create a
new set of learning objectives and identify tasks
and activities to address these skill gaps and
develop another round of structured mentoring
and experiential learning.

Mentors also must undergo training on their
responsibilities prior to the mentoring. Some
specific roles of mentors and protégés are detailed
below:

@ Mentors

Responsibilities of mentors include understanding
how to create loarmng objectives; how to pmwde
supportive feedback; how to support the protégé
in reflecting, understanding, and planning aspects
of the learning cycle; and how to complete the
mentoring agreement. The leaming activity (train-
ing) must be easy and convenient to access and up-
date and require a minimum amount of time for
the mentor to complete.
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... __ = _ - _ - - O

arning cycle focus on active learner involvement in the structured mento ng process. It requires
: ing, making connections between what is happening and why it is happening, and considering
hal learning to achieve the learning objectives. The centerpiece of the learning cycle is a set of well-constructed,
... . . .

Phase 1. Performing

The protégé works from
a set of learning objectives
to perform tasks in the
experiential learning
activity to a specified
standard.

Phase 4. Planning Phase 2. Reflecting

The protégé keeps a journal
of ongoing learning, lessons
learned, and identification
of new skills needed
to accomplish learning
objectives.

The protégé is proactive in
identifying additional
learning needs and experi-
ences and in using his or
her network to gain those
experiences.

Learning
Objectives

Phase 3. Interpreting

The protégé works with the
mentor to understand what
is happening on the project,
what’s going well, and what
needs more attention to
successfully complete the
learning objectives.

@ Copyright © January 2004, Infoline, ASTD.




m Protégés

The responsibilities of protégés include under-
standing how to create learning objectives,
understanding details about the learning cycle
and expectations for how to use it, seeking guid-
ance on how to do the reflecting and interpreting
components of the learning cycle, requesting
suggestions for conducting thougjhtful self-
assessments, and providing evaluative feedback
about the program.

Step 8. Canry Out the Activities

The protégé is now ready to begin the experiential
learning activities, using the learning cycle to
actively reflect on the tasks to be performed. The
protégé and mentor meet on a regular basis, often
weekly, depending on the nature of the tasks and
the role of the mentor in the project. Some pro-
tégés work on projects that their mentors also are
assigned to so the two may have closer contact
than other mentor-protégé pairs.

During the weekly meetings, the protégé discusses
what has been learned and carries out self-
assessments to determine the extent to which the
learning objectives are being met. The protégé
also asks questions about processes or tasks not
understood and discusses the social and network-
ing aspects of the work performed.

Step 9. Support Reflection

During regular mentor-protégé meetings, the
mentor must actively support the protégé’s reflec-
tions by asking questions such as, “What hap-
pened?” “Why did it happen?” “What might it
mean?” “What are the implications for your learn-
ing and performance?” “What are some possible
ways you can modify your behavior to achieve the
goals you have set?”

Step 10. Provide Feedback on Performance

If the mentor is working on the same project as the
protégé, a risk-free environment for the protégé to
ask questions, examine potential deficits in per-
formance, and reflect on ways that he or she can
learn the needed skills and knowledge is critical.
The mentor can create a risk-free environment by
ensuring that mistakes made during the learning

Structured Mentoring: A New Approach That Works 4

process are not considered in any type of perform-
ance evaluation. Protégés provide feedback to the
mentor on how well the experiential activities are
meeting their perceived learning needs, and both
parties mutually agree on any identified changes.
The process of tracking progress should not be in-
trusive or burdensome and may consist of a short
checklist completed by the protégé and signed off
by the mentor on a regular basis.

Step 11. Provide Feedback on Affective Qutcomes

An important part of structured mentoring is the
affective portion: the contextual social skills, net-
working, and political savvy required for long-
term success. The protégé needs feedback here
as well as on behaviors learned. To do this, the
mentor must be able to observe the protégé in
interactions on the job with teammates, cus-
tomers, project managers, and so forth. The men-
tor must be able to analyze the potential impact
of the protégé’s interpersonal behaviors. For
example, if the mentor observes that the protégé
appears not to be listening carefully to a cus-
tomer, he or she must not only point out this
needed skill but also discuss with the protégé the
potential consequences of this behavior.

Step 12. Document Skills

When the protégé has completed the experiential
learning activities and has demonstrated the
desired skill level, he or she works with the mentor
to document the new skills and knowledge. The
mentoring office should provide some type of
program evaluation feedback form to gather infor-
mation on what’s working and what could be
improved. In addition, participants also can ex-
plore questions about how the learned skills and
knowledge support the company’s business results.

Prepare for Success

Establishing a structured mentoring program in

your organization can reduce costs, shorten time to
productivity for new hires, and help retain talent.
The sidebar Case Study: Structured Mentoring
Program presents a case study that describes h()w
the program can be used and the kind of ROT that
can be expected from its implementation.
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Case Study: Structured Mentoring Program

A large corporation has a program that hires high-achieving
college graduates into the company’s consulting practice.
The program design mandates that each person participate
in intensive training for one of the tracks in the consulting
practice prior to his or her initial deployment on a consult-
ing project,

But in reality this did not often take place. Some people

were deployed to projects before completing training. As a

result, these people missed the opportunity to learn several

important skills, such as the company’s productivity tools.

They also missed the opportunity to establish personal net-
~ works with other participants in the program.

In other cases, the training was technical, such as a program-

‘ming language, and the trainee was not assigned to a project
where he or she could put the new skill and knowledge to
use immediately. As a result, the person needed a refresher
course in which the newly learned technical skills could be
practiced before coming onto a project.

~ To address these challenges in providing the development

~ needed to become a successful consultant, the corporation

¢created and prototyped a structured mentoring program
with experiential learning. . ~

The Premise of théiDesign

The program design’s premise was that the organization

~ could use carefully structured project assignments to
develop the skills of these new consultants more etfectively
through application of lessons learned than by assigning
these people to projects without the support of structured
mentoring. The program used well-constructed learning

~objectives with performance standards within a learning
cycle in which protégés proactively assumed responsibility
for learning.

The Goal and Anticipated Outcomes

The goal of the structured mentoring program was to
create a process whereby participants could become skilled
consultants (in other words, billable) in a shorter time
period. The anticipated outcomes of the structured men-
toring program included the following:

® decreased time to acquire customer-valued skills

e increased quality of project deliverables

® increased use and reuse of intellectual capital

o decreased time required for readiness to transfer to a
consulting practice

® increased revenue during the first year of employment

@ increased customer satisfaction

The Business Case

As part of the business case developed during the proto-
typing project, predicted return-on-investment (ROI) was
calculated. The following assumptions were made:

® 100 new consultants (NCs) in the program would
require one half-time manager plus one half-time sup-
port person. Estimated cost: $50,000, without load.

~ @ The setup of the mentoring office would require

communications, training materials (e-learning) for
protégés and mentors, recruiting, and developing the
supportive materials. Estimated cost: $100,000.

o Half of the mentors wonld need a b 1dgef cod‘e. Based
on 20 hours per protégé, these mentors would incur
costs of $1,000 each. Estimated total: $50.000.

Total first-year estimated costs: $200,000.

Estimated savings for the 100 NCs at $10,412 per person:
$1,041.:200.

Predicted ROLI'= 4920 percent.

The Process of Implementation

Four participants were selected to prototype the process.
o

In this program, the participants were encouraged to take

responsibility for their learning. Each person was tanght

how to create learning objectives using the learning objec-

tives format:

Performance
Standards

Behavior

or Skill Conditions

Do what? With what? How well?

@ Copyright © January 2004, Infoline, ASTD.
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Each participant worked with the new consultant manager
as well as the project manager on the consulting engage-
ment to which he or she was assigned to identify appropri-
ate tasks and activities that would allow the NC to meet
the learning objectives.

As part of the rollout of the program, each NC learned
about the learning cycle, paying particular attention to
reflecting and interpreting. Two of these initial partici-
pants had kept a journal in college and provided insights
to the other participants about how to keep a journal with
specific examples of what they wrote down and how it
helped them remember certain activities. They used the
journals to capture questions about the process of per-
forming the tasks or information that was unclear that
they later looked up or requested clarification on. They
also captured their thoughts about what they were doing
and how the tasks they were assigned fit into the consult-
ing engagement they were working on.

Mentors agreed to work with the pro‘ceges to help them

learn the desired skills and knowledge. The mentors had

different roles within the company: Two were members of
the project team for the consulting engagement, one was
a technical specialist (one NC was working on Java pro-
gramming skills), and the fourth mentor worked with a

project manager (the NC was learning project manage-

ment skills) on a different consulting engagement.

In all cases, the protégés created the learning objectives
working with the NC manager and the consultants who
designed the structured mentoring program. The men-

tors identified appropriate experiential learning activities,

with input and guidance from the NC manager. The men-
tor also supported the affective or psychosocial learning
activities of listening to clients, understanding team roles
and appropriate team behaviors, establishing personal
networks within the client site and so forth.

Results of the Program

Each NC was interviewed after they had created their
learning objectives and had begun work on their experi-
ential learning activities. The NCs were asked to predict
how the use of learning objectives and associated experi-
ential learning would help them achieve their personal
skill development goals,

Their responses indicated that they expected the learning
objectives and guided experiential learning to decrease
the learning curve to master new consulting skills by an
average of 49 percent. All NCs anticipated that participa-
tion in the program would decrease the length of time re-
quired to be ready to transfer to a consulting practice by
three to six months. Decreasing this time meant the NC
would be billable more quickly. Using a mid-point esti-
mate of four months and a beginning salary of $31,236
(without load), estimated savings per NC would be
$10 412,

Other benefits of structured mentoring were not as easily
quantifiable. One of these was better communication
with the project team. One NC noted that having specific
learning objectives gave him a reason to ask questions of
other team members on the consulting engagement. He
shared his learning objectives, and the team focused on
helping him learn particular skills and acquire the needed
knowledge. He noted that without the learning objec-

tives, asking for help would have been more difficult. An-
other NC noted that having the learning objectives and
_ specific experiential learning activities helped him make
_more efficient use of time on the project because ofa

clearer focus and understandmg of the tasks he was to .

perform

V:ews from Proteges

“Having the learning objectwes helped me thmk about
what I wanted to get out of the project. I knew what I
needed to learn, and I had a clear sense of what T needed
to do. I also thought very consciously about how the proj-
ect needs to benefit from what I do on the pmject '

“Prior to using the leaming objectivcs I went‘into'an en-
gagement not understanding either the final deliverables
or my role. If there had been learning objectives, it would
have helped a lot. It was like swimming in the deep end at
first—scary! Having learning objectives on a recent
engagement helped me clarify my role and specific

responsibilities, provided a reason for me to ask specific

questions for clarification, and lessened the amount of
rework because I did the tasks right the first time.”

Copyright © January 2004, Infoline, ASTD. @
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This self-assessment tool is designed to determine how you and your organization fit with the rc*qmrements of an effective
structured mentoring program. The following presents a series of p'ured statements. From each pair, choose the statement that
best describes you (md/or your organization. There are no right or wrong answers. To gain meaningful results, please respond
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Job Aid |

honestly.
1A Mentoring is necessary to develop specific skills A A mentoring program must focus on critical areas
within a department or business unit. needed for business transformation or skill growth.
1B Mentoring should focus on long-term career 78 Areas of focus for the mentoring program will be
development. selected by the protégé and agreed to by his or her
mentor.
2A A mentoring program does not need a specific skill
assurance to be effective. 8A Our organization’s business initiatives and goals
. are major design points of the mentoring program.
2B Specific, measurable outcomes are an important 4 gn p g program
element of a mentoring program. 8B | Career advancement and skill growth are the
major design points of a mentoring program.
3A Our organization’s mentoring program needs a
clearly defined timeframe for skill acquisition. 9A The responsibility of a mentor to a protégé is
3B Our organization’s mentoring program should be defined by both the mentor and the protége.
ongoing and allow for a long-term approach to 9B The mentoring program office should clearly
career growth. define roles and responsibilities of mentors and
protégés.
4A Feedback on mentoring outcomes should be given
annually during a private, formal performance 1A | A protégé’s manager should be informed of
review. progress of the mentoring activities on a regular
basis.
4B Clear and timely feedback on an ongoing basis is :
a necessary component of the mentor-protégé 10B | Mentors should review the protégé’s progress with
relationship. the manager during an annual review.
5A Mentoring will be used in a stable environment 1A | A mentoring program should have corporate
to gain deep understanding of general business support and be available to all employees in the
competencies. company.
5B Mentoring is used in both a changing and a 11B | A mentoring program should have primary sup-
stable environment. port from busmoss functions or a large department
that has a core set of skills and knowledge for its
employees.
6A | A mentoring program must have clearly defined
objectives that relate to business goals. ‘ _
- 12A Being asked to particlpate ma mentormg program
6B The major outcome of a mentoring program is usually means that an employee is not performing
employee growth and job satisfaction over the long well within the business function.
term. ) X - )
12B Participating in a mentoring program is viewed as
a perk.

(continued on page 16)
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 JobAid

13A | Top performers should be mentors and, due to 17A | Management trusts mentors to grow talent within
their high performance levels, do not reguire the organization.
specific training.

17B | Itis important that a trusting relationship be |
13B | Training should be provided for all mentors to en- established between the mentor and the protégé. 1
sure a clear understanding of the goals and focus |
of the mentoring program.

18A | A mentoring relationship is more successful when
the mentor is highly motivated to share his or her

14A | Mentors should be allowed to set aside specific expertise.
times to work with their protéeés as part of their . . . .
: I BEs as | 18B | A key success factor for a mentoring relationship is
regular work assignments. S e
- : the motivation level of the protégé to acquire
14B | Mentors should be creative in their time manage- expertise in a particular area.
ment to allow for mentoring time with their
protégés.

19A Mentoring is used most often when a person is
being “groomed” for a promotion.

15A | Mentors focus on ensuring the protégé acquires 198
the needed skills and know]edge no matter how
long it takes.

Mentoring is a critical element in growing skills
and improving human performance for all
employees.

15B | There should be clearly defined timeframes for
specific skill acquisition for each protégé.

20A | A mentoring program should provide specific
learning activities and experiences that address
identified employee skill gaps.

16A Clearly defined processes must exist to ensure

that the mentoring program functions as it was 20B | A mentoring program should be tied to overall
intended. career growth and performance.

16B | There should be an overarching program vision to
guide mentors in interacting with their protégés,
but no specific guidelines.

Scoring the Structured Mentoring Readiness Assessment

The following choices receive 1 point: 1A, 2B, 3A, 4B, 5B, 6A, 7A, 8A, 9B, 10A, 11B, 12B, 13B, 14A, 15B, 16A, 17B, 18B,
19B, 20A. The other choice in the pair gets no points.

. Add up the number of points you received for your responses to the 20 statements. Scores of 10 to 13 are more in line with
l traditional mentoring, scores of 14 to 16 are “transitional,” and scores of 17 or higher are more in line with structured I
mentoring,
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