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HOW THIS DOCUMENT CAN HELP

This document will help you work through your mentoring experience. It will provide you with guidance in establishing, maintaining and evaluating a successful mentorship. Every mentoring relationship is unique and this document serves only as a general guide. 

WHAT IS A MENTOR?

Definition of a mentor

A mentor is an experienced, well-established member of your profession. He or She takes a personal interest in your career and facilitates your development by providing crucial information, making important introductions, serving as a role model, providing support, encouragement, coaching and guidance, encouraging your participation in making decisions, or in any other way makes a significant contribution to your career development.

At DSG, we have observed that one-on-one coaching is usually performed by a peer within the division, who is assigned to help the candidate learn about DSG, the facility and general procedures.

Typical mentor’s roles

Below are some of the typical roles that mentors may play.

A mentor:

(
is a source of information and cultural assistance.

(
assists in learning the company’s customs and policies.

(
has the capacity to increase exposure and visibility.

(
can provide a friendly, mutually supportive relationship.

(
helps the candidate develop the knowledge and skills needed to succeed on the job.

(
inspires and encourages personal development, growth and confidence

(
helps candidate identify and fulfill personal and professional potential

MENTORING RELATIONSHIPS ARE UNIQUE

It is important to keep in mind how mentorships differ from other relationships.

A mentor as djfferent from a friend.  A mentor is a colleague in the same profession who may hold a position to which you aspire, or who is proficient in a technical competency that you would like to develop.

A mentor is  djfferent from a supervisor. A supervisor is not automatically a mentor. A supervisor’s job is to work with his or her subordinates without providing special support to any one individual. A mentor, in contrast, deals less with specifics and more with generalities. Mentors are good sources of information about the corporate culture and politics, the informal network and career strategies. They can also be sources of support and special encouragement. They should not be asked for, nor should they offer, advice that falls within the supervisor’s domain. Both candidate and mentors need to be very careful not allow the mentoring role to interfere with the supervisor’s role.

A mentor is not a therapist. Mentoring is a business relationship, focusing on business skills and problems. It is usually not appropriate to discuss personal problems with a mentor.

VARIETY OF MENTORING RELATIONSHIPS

Mentoring can be a one-shot intervention or a lifelong relationship. It can be carried out informally, as part of a friendship, or formally, as part of a highly structured new employee trainee program. Mentoring relationships can be categorized as follows:

1. Highly structured, short-term.

The relationship is formally established for an introductory of short period, often to meet specific organization objectives. (e.g., a new employee may be paired with a senior person.)

2. Highly structured, long-term.

Often used for “Succession Planning” this relationship involves grooming someone to take over a departing person’s job or function or to master a craft.

3. Informal, short-term.

This type of off-the-cuff mentoring ranges from one-shot or spontaneous help to occasional or as-needed counseling. There may be no ongoing relationship.

4. Informal, long-term.

“Friendship mentoring” consists of being available as needed.

1 and 2 are highly structured while 3 and 4 have very little structure.

1 and 3 are spontaneous and short lived while 2 and 4 are long-term perhaps even for life.

There are two parts to the mentoring process: the relationship and the development plan. Each is essential to get the most from mentoring. In a planned or formal relationship, it is very important that you develop trust and confidence with your mentor to ensure a successful mentoring experience.

MENTORING PROCESS

1.
Define your objectives. Clarify what you want to accomplish in your mentoring relationship.

2.
Work closely with your mentor when setting your objectives. Set realistic objectives, may suggest additional or modified objectives.

3.
Assess your skills. Identify opportunity for skill development.

4.
Look for particular patterns in your analysis. For example:

(
Do you have “people” problems or “technical” problems?

(
Do they cluster in one area of your job responsibilities?

(
What roles and functions did you identify as needs?

(
How do those roles/functions relate to the skills and problems you identified?

The more you understand these questions, the more effectively you’ll be able to work with your mentor.

5.
Review your mentoring needs with your mentor. Add objectivity.

6.
Agree with your mentor to focus your energy on your important areas. Your mentoring relationship will be most successful.

7.
Continually revise your objectives. Your objectives should be evaluated regularly and adjusted accordingly.

YOUR FIRST MEETING

For your first meeting, you must establish a mentoring plan that identifies your development goals. The mentor’s role is to help articulate these goals, serve as a reality check, offer assistance or direct the candidate to the appropriate resource.

Your first meeting should accomplish the following:

(
Get to know each other and begin to develop trust and confidence in the relationship.

(
Review your goals and expectations.

(
Agree on a time commitment and schedule. (It is recommended that you meet at least two hours per month.)

(
Agree on where to meet in the future. (Lunch meeting, the mentor’s office...)

TYPICAL MENTORING EXCHANGES

There is not a prescribed set of activities. Work with your mentor to decide what works best for both of you in terms of meeting your needs, objectives and personal styles. Remember that mentoring is about personal growth and self-development. The following are some suggested topics for the first few meetings:

(
personal career experiences

(
current issues that are important to you

(
events that have an impact on the group, division, unit, team or industry

(
“unwritten rules of success” and politics

(
attend a formal or informal management meeting with your mentor and discuss the effectiveness of various leadership/management styles

(
visits other areas of  DSG and Xerox to broaden your perspective

(
a project your mentor is working on — ask if you can help

(
strategies for your career

(
gender issues and perspectives

(
ask your mentor to review and provide feedback on a proposal, presentation or action plan you are working on

As the comfort level increases, you can raise questions, concerns and/or issues that have occurred throughout your work week. The mentor may:

(
offer information

(
explain and describe DSG and Xerox culture and policies

(
identify key people in the organization and arrange introductions

(
provide support

(
teach new skills

(
provide additional feedback

(
offer a range of perspectives on the situation

HOW TO GET THE MOST FROM MENTORING

After every meeting evaluate and summarize the meeting. Together, ask and answer the following questions:

(
Did we review the goals and objectives?

(
Have we met any of the objectives?

(
What did we gain from the meeting?

(
What was the most worthwhile thing about our meeting?

(
What would we like to have changed about the meeting?

(
Did we effectively use our time together?

(
Is there something we could do to make our next meeting more effective and/or productive?

(
Are we both clear on our roles in the relationship?

(
Is there something in particular we want to put on the agenda for the next meeting?

(
Do we both feel it is worthwhile to continue this mentoring relationship?

STEPS TO TAKE TO BE A SUCCESSFUL CANDIDATE

1.
Know yourself. Identify your opportunities for development and define development goals that you would like to achieve.

2.
Take responsibility for your own development. Be proactive. It is up to you to decide what you want to gain from the relationship. Be prepared to absorb, take ownership of and do something with the information and experience being shared with you.

3.
Set and monitor goals. Communicate your goals and expectations. Discuss them with your mentor.

4.
Have an open mind and be fle.xible. Whether you are involved in a formal or informal mentoring relationship it is important to realize that there are no set rules and regulations about what, when and how to do it. Once you get going you will realize that successful mentoring relationships look for new opportunities, and make the most of those opportunities often through hunch, intuition and the confidence to ask.

5.
Learn from your mistakes and seek constructive feedback. Mentoring is a unique opportunity to learn from your mistakes. Be open and willing to discuss your failures and mistakes and seek feedback. After a failure experience, you and your mentor should proceed with a post mortem; analyze what went wrong and why.

6.
Be willing to take risks. Successful candidates must be willing to take risks. Your mentor can help minimize risks by trouble shooting your ideas and strategies. This is another unique aspect of mentoring. You have the benefits of an experienced player to help you analyze and assess risk.

7.
Don’t overburden your mentor. Finally, a good candidate considers their mentor’s time. Meetings need to be well-planned and prepared.

PERSONAL EVALUATION

How is your plan working? Your relationship? Continuously re-evaluate and re-negotiate what you are doing and how you might do it better.

Monitor your progress toward your goals and objectives in addition to the mentoring relationship itself. Candidate should ask the following questions on a regular basis:

Check List I

Have I analyzed successful and unsuccessful events? Have I considered the success

or failure in a large context? Have I seen failure as an opportunity for growth?

Have I sought extra feedback, especially on my weaknesses?

Have I tried to focus on opportunities and choices rather than obstacles and barriers?

What have I learned this week and have I tried to generalize and/or apply what I have

learned?

Have I taken risks?

Have I been considerate of my mentor’s time?

Have I prepared thoroughly for my mentoring sessions?

PROBLEMS

(
Candidate overly dependent

(
Mentor over-protective

(
Mentor cold, distant

(
Mentor not readily available

(
Mentor focuses on his of her own agenda

(
Mentor takes credit for candidate’s success

(
Jealousies between mentor and candidate

(
Mentor’s advice conflicting with supervisor’s

(
Mentor overly directive

(
Mentor not directive enough

All of these types of problems require attention and re-negotiation of your plan. Expectations and assumptions must be re-evaluated. Goals may need to be reviewed and modified.

Mentors often change their styles in response to perceived changes in the candidate. Other times, they are responding to situations unrelated to the candidate. For example, a change in work schedule may necessitate fewer meetings. Conflicts involving the employees need to be worked out immediately with the mentor’s involvement.

MENTORING BENEFITS EVERYONE

Candidates benefit by:

(
Having an objective “coach” who is not responsible for evaluating their job performance — a “safe” way to receive feedback.

(
Expanding their internal network of professional contacts across boundaries of function, age, race and gender.

(
Gaining visibility throughout DSG and Xerox

(
Gaining an historical perspective on DSG and Xerox, its businesses, policies and procedures.

(
Getting answers to “How should I do it?” and “Why is it done this way?”

(
Having an experienced resource to help guide them toward their professional goals.

Mentors benefit by:

(
Gaining insights through sharing and reflecting on their own career expenences.

(
Staying current and comparing their own approaches to those of someone younger.

(
Gaining exposure to some new ideas/theories and approaches of a young individual.

(
“Giving back” what their mentors gave them.

(
Directly influencing the development of Bank of Montreal’s culture.

DSG benefits by:

(
Increased resources for people development.

(
More effective employees.

(
Increased skills in people management (mentors).

(
Increased productivity.

(
Improved employee satisfaction.

(
Enhance awareness of diverse backgrounds.
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