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INTRODUCTION



Program Goals
· Prepare managers for their next role
· Recognize current managers for their expertise
· Increase the retention rate of existing managers
· Increase JHHS “bench strength”


Workshop Purpose
To provide the knowledge, tools and resources to have an effective mentoring relationship.




Learning Objectives
· Understand the roles and responsibilities of the mentor and the mentee
· Recognize the steps in the mentoring process
· Understand and practice the components of effective communication
· Define the mentee’s developmental needs and interests
· Determine how to evaluate mentee progress





MENTORING PROGRAM


Thank You for Your Participation!

You have volunteered to be a mentee in The Johns Hopkins mentor program.  The Office of Human Resources and Organization Development & Training is pleased that you are participating.

 This is a mentee driven program.  You will be responsible for the success of your mentoring relationship. With your mentor you will determine and set your own meeting schedule.  

OD&T  is available to discuss program challenges and successes.  We want your experience to be a defining moment in your Hopkins career.  So let us know what you need and how we can help.



MENTORING FUNCTIONS

Many managers can point to a significant person in their careers that influenced them positively.  They were people who helped us understand, learn, get answers, gain confidence and feel more a part of our organization.  These helpful people were bosses, colleagues, professional contacts, and maybe even friends or relatives. They were guides along our career path.  More importantly, they were people who were caring, sharing and helpful in supporting us to meet our career development needs.  These people are mentors.

Mentors support a mentee’s development in areas of technical competence, character, knowledge of how to get things done in the organization, understand other people in the organization and their viewpoints, and insights into the organization’s culture.  A mentor is someone who offers knowledge, insight, perspective and/or wisdom that is especially useful to the other person.

Mentors are helpers.  Their styles range from that of a persistent encourager who helps us build our self-confidence, to that of a stern taskmaker who teaches us to appreciate excellence in performance.

Often, mentoring is a process whereby mentor and mentee work together to discover and develop the mentee’s latent abilities, to provide the mentee with knowledge and skills as opportunities and needs arise, and for the mentor to serve as an effective tutor, counselor, friend and foil who enables the mentee to sharpen skills and hone her or his thinking.

Over time we’ve seen an evolution of mentoring. A generation ago, high-level executives selected individuals to mentor and “bring up through the organization”.  This mentoring could last for several years.  More recently, mentees are the ones selecting their mentors based on immediate short-term need. In this new style of mentoring, mentors need not be executives.  They can be a level or two above the mentee or even in some cases, the same level as the mentee. In either case, the function of the mentor is the same:
· Transfer business, technical and leadership knowledge.
· Provide organizational insight.
· Provide constructive / objective coaching and feedback.


Identifying our Life Helpers


Think about a time when someone helped you to learn and grow.

How did they inspire you?
	


	


	


	


	







What did they do that helped you develop your skills and career?

	


	


	


	


	










Making the Most of the Relationship

Mentoring is a give and take relationship from both parties.  While it may appear that the mentor does most of the giving and the mentee most of the receiving, the reverse also happens.  The mentor often has much to gain in the relationship.  For instance, the mentor may feel a sense of accomplishment in seeing professional growth in the mentee.  Often times too the mentee has something to teach the mentor.




From your perspective, what are things you can contribute to the mentoring relationship?

	


	


	


	


	




MENTORING BENEFITS


There are many benefits in a mentoring relationship for both the mentor and the mentee.  Increased visibility in the organization is just one example.  The mentee may attend meetings or work on projects that otherwise would not have been available to him or her.  The mentor receives recognition as being an expert.
Other benefits for the mentor include:
· Focus on critical leadership skills such as coaching, giving and receiving feedback and listening
· Increase network
· Satisfaction from passing on knowledge

Benefits for the mentee include:
· Learning from a respected expert
· Receiving valuable feedback on performance
· Increasing visibility in the organization
· Feeling of support
· Increased self-awareness and self-discipline




“You can get everything in life you want, if you help enough other people get what they want.”

Zig Ziglar

MENTORING BEHAVIORS


THE MOST EFFECTIVE MENTORS
·  (
Communicator
Expert
Counselor
Coach
)Share knowledge, materials, skills and experiences in a non-competitive way.
· Offer support, challenge, patience and enthusiasm.
· Listen with interest and an open mind
· Act as a sounding board for ideas and concerns
· Look at things from a different angle
· Does not blame – stays neutral
· Give honest answers
· Actively questions
· Give constructive and positive feedback


 (
Learner
Planner
Performer
)THE MOST EFFECTIVE MENTEES
· Assume responsibility for absorbing & acquiring additional skills and knowledge
· Seek advice, direction and opinions of mentor
· Are open to constructive criticism & feedback
· Listen to and practice new ways of doing things
· Demonstrate acquired new perspective and knowledge in daily work
· Expand understanding of the business

 THE MENTORING PROCESS

To encourage a successful mentorship a process has been established to guide you through the program.  By giving each step appropriate consideration, both the mentee and the mentor will get the most from the relationship.  As is true for any relationship, time spent planning up front will enable success later.  

There are six steps in the process:
(1) Set the Stage
(2) Review the Needs 
(3) Set the Ambition
(4) Create a Development Plan
(5) Assess Progress  
(6) Maintain Momentum 
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Step 1:
Set
 the
Stage
Step 2:
Review 
Needs
Step 3:
Set
 the
Ambition
Step 4:
Create
 a 
Development
Plan
Step 5:
Assess
Progress
Step 6:
Maintain
Momentum
)










Let’s take a look at each step individually to see how each works.
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Setting the Stage starts the mentoring relationship off on the right foot and sets it up for success.  Spend some time getting to know one another.  Even if you already know your partner, try to find something new out about them.  Take time to discuss both personal and professional goals.  Setting expectations and writing them down in a contract will help ensure that both parties get what they want from the experience.

Introduction
· Find commonalities
· Share interests
· Share professional background
· Share personal and professional goals
· Share strengths and areas that need development

Set Expectations
· Define expectations
· What do you expect from a mentor?
· What does your mentor expect from you?
· Set ground rules
· How we will meet our expectations?

Contracting
The Johns Hopkins Mentoring Program
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· What will we discuss?
· Issues
· Development plan
· Coaching
· How will I give feedback?
· How will I receive feedback?
· When will we meet?

PROGRAM STRUCTURE


The First Meeting

This is a mentee-driven program.  Therefore the majority of the work and responsibility is going to be on the you, the mentee.  The first meeting will set the tone for the upcoming relationship or partnership.  At this meeting time should be spent getting to know each other a little better. 

Showing genuine interest in the other person is the best way to get this relationship off to a good start.  Interest is expressed by asking thoughtful and engaging questions and listening to what the other person has to say.  Learning about each other’s interests, work activities and responsibilities can also help to build this foundation.

 In many cases, it is wise to have the first meeting as either a breakfast or lunch meeting.  This will help both parties relax.  You should open the discussion regarding your goals, experiences and expectations.  The outcome of this meeting is to develop and agree to a mentoring plan.

Several things should be considered by the mentee prior to the first meeting.  In addition to arranging the date for the first meeting, preparations should include:

· Identifying your goals of the mentoring relationship
· Assessing your developmental needs with which your mentor
can assist you
· Determining the goals of the first meeting and communicate 
them prior to the meeting
· Generating a list of both general and specific questions you 
want to ask
· Preparing a rough draft of the mentoring agreement
· Thinking about what you can bring to the relationship








Prepare for this first meeting by writing a list of questions you would like to ask.  The following are some questions to get you thinking.  Don’t limit yourself to this list.  Add to it and make it your own.

Mentees can ask:
· What should I know about you that I would not learn from your profile?
· What are your concerns as we move forward in our mentoring relationship?
· How do you foresee this relationship working?
· How do you feel about me, as the mentee, driving this relationship?
· What challenges might we face in our relationship?
· How should we address any challenges that arise?
· What are your thoughts about my development goals?
· What do you value in a working relationship?
· What does a successful mentoring relationship look like to you?



MENTORING CONTRACTUAL AGREEMENT

We plan to meet ____ times per week/month/year.

Our next meeting will be ________________.

_______________ will set up the appointments.


Expectations

I expect my mentor to…..

1.

2.

3.

I expect my mentee to…..

1.

2.

3.  

Some of the things I hope to gain from this mentoring relationship are…

                             Mentor                                                            Mentee
	
	

	
	

	
	





Mentor Signature									Date



Mentee Signature									Date

MENTORING SESSION RECORD

Date_________

Mentee  ________________________________


Mentor  ________________________________


Topics covered at this meeting:





Action items based on this session:





Future Agendas:





Other Subjects:






Topics for Later Reference
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Using the Critical Skills template on the next page, identify the skills in which you need to develop.  Use any resources you have available to you, such as the Leadership competency assessment or your last performance appraisal.  Once you’ve identified the skills in which you wish to develop, answer the following questions.


Suggested questions for the Mentee
Q:  Which competencies do you want to develop that have been 
identified as critical to the success of Johns Hopkins?
Q:  How will development of these competencies impact your 
current job?
Q:  Which competencies do you plan to develop in the short and 
long term?
Q:  What are the root-cause behaviors for these competencies?
Q:  How do relative weaknesses in the behaviors manifest 
themselves in your work?
Q:  What are your goals and planned actions for changing those 
behaviors?



CRITICAL SKILLS


Mentee
Before your first meeting with your mentor, identify the skills you feel are critical for your current role and for your next desired position.  Use the new manager’s job description or a past performance appraisal as a reference. Write those skills in the appropriate boxes below.  This list of skills will be used to determine your development goals and guide the discussion with your mentor.

Rate your current skill level for each skill listed by circling the appropriate number.  To assist you in identifying the gaps, place a triangle around the rating number you think necessary to perform the job most effectively.
	
Skill				1=low                        5=high
	Current position
	· 
	


	
1


	
2
	
3
	
4
	
5


	
	· 
	
	
1
	
2
	
3
	
4
	
5

	
	· 
	
	
1
	
2
	
3
	
4
	
5

	
	· 
	
	
1
	
2
	
3
	
4
	
5

	
	· 
	
	
1
	
2
	
3
	
4
	
5

	Next position
	· 
	
	
1
	
2
	
3
	
4
	
5

	
	· 
	
	
1
	
2
	
3
	
4
	
5

	
	· 
	
	
1
	
2
	
3
	
4
	
5

	
	· 
	
	
1
	
2
	
3
	
4
	
5

	
	· 
	
	
1
	
2
	
3
	
4
	
5
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Now that you have identified the skills in which you want to develop.  It is time to start determining ways to do that. Prioritize the skills you want to develop and then for the top two or three brainstorm opportunities and develop goals.


1. Brainstorm development opportunities
2. Identify possible goals for improvement
3. Define action steps that would help you achieve the goals


Goal Brainstorming Worksheet

Directions:
1. Agree on one to three major goals to be accomplished and write one in the center box.
2. Take turns brainstorming any idea, activity, or resource that might help the mentee achieve his/ her goal.  Record each idea on a separate sticky note.
3. Follow the brainstorming rules:
a.   Don’t criticize or evaluate ideas now
b.   Propose lots of ideas as quickly as you can
c.   Write down all ideas – just as stated (they may trigger other ideas later)
d.   Add new ideas to ideas already stated
4.  Cluster like ideas together.  Use the best ideas to complete your development plan.


Hint:  You will do this exercise for each goal.










TIPS ON GOALS

· Goals represent results or what you hope to achieve
· To develop a goal statement make it a brief, clear description 
	of what is to be accomplished
· Effective goals are SMART
a. Specific 
b. Measurable
c. Attainable
d. Realistic
e. Time bound
· Goals should be balanced – both long and short term
· Goals should be written down, committed to and reviewed on a regular basis


Practice writing SMART goals

Rewrite each of these goals statement using the SMART method.  If more room is needed, use the back of this page.

Learn Nightengale.
	


	

	





Improve morale.
	

	


	





Write your own SMART goal based on one of your brainstormed goals.
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Now that you have identified several things you can do to develop this skill it is time to write it down in a development plan. The greater detail and specificity you write now, the easier it will be to accomplish each goal.  Take time to think things through from beginning to end.
1. Identify a list of activities and timeline for completion
2. Determine the action steps that will achieve desired goals
3. Clarify how the mentee will carry out each step
4. Encourage commitment to carry out the entire action plan
5. Evaluate the action plan
6. Determine how to track the action plan


DEVELOPMENT PLANNING

It is always a good idea to track your intentions and accomplishments throughout your mentoring relationship.  A tool to help you do this is a Development plan.  There are several components to a development plan.  Completing each component increases the odds that you will achieve your goal.   The components include:


THE DEVELOPMENT GOAL 
The most important part of a development plan is determining what it is you want to accomplish.  Do not overwhelm yourself by identifying too many goals.  You really should only have 2-3 on your plate at any given time.

ACTIVITIES FOR EACH GOAL
In order to accomplish each goal, break it down into manageable pieces or supporting activities.  Think about the key things you need to do to accomplish each goal and write them down.  




For each activity, identify…

THE ACTION THAT WILL BE TAKEN
Determine how you will accomplish each activity. Again, the more specific you are, the easier and the greater the chances of success you will have. It will also be helpful to identify any key players who can help you.

THE METHOD OF LEARNING YOU WILL USE  
Think about the different options you have to accomplish each activity.  Options can include but are not limited to your mentor or meeting with another person, classroom, on the job training, a training class, book, etc.  See “25 More Ways to Learn” on the next page for additional possibilities.

TIMELINE FOR COMPLETION 
By when do you hope to accomplish each activity and goal?  Giving yourself a deadline takes away the possibility of putting this “on the back burner.”

BARRIERS THAT YOU MAY ENCOUNTER 
Identifying barriers is a good way to avoid them.  But stay on the safe side and determine a way to work around them should they present themselves.  This will help you be successful.

CRITERIA FOR SUCCESS 
How will you know you have accomplished this activity and/or goal?  What is your measuring stick?


25 MORE WAYS TO LEARN

Learning and development happen in many more ways and places than just the classroom. Activities and experiences, both on the job and off, can provide challenge, variety, and enrichment. Consider the following when planning for career development: 

· Participate in cross training or job rotation.

· Read business and trade magazines, newspapers, and professional journals.
 
· Borrow resources (books, audiotapes, videotapes) from the career library.

· Volunteer for a departmental or company task force or committee. 

· Start a task force on a business problem. 

· Participate in a temporary assignment. 

· Identify and talk to an expert. 

· Identify successful people and analyze the specifics of their success. 

· Become a mentor to someone. 

· Ask someone to be your mentor. 

· Ask your manager for coaching and feedback. 

· Ask your coworkers how you can be more effective. 

· Seek exchanges with colleagues. 

· Observe others. 

· Train or coach someone else. 

· Teach a course. 

· Take a self-study course. 

· Join a professional organization related to your field. 

· Volunteer for a community service group. 

· Attend workshops, seminars, and conferences. 

· Take college courses. 

· Ask customers for feedback. 

· Give presentations on your area of expertise. 

· Attend continuing education sessions. 

· Be proactive and open-minded about possibilities.


DEVELOPMENT PLAN

When completing this development plan, first write in the development goal, then write in the activities you will do to complete the development goal.  Finally, fill in the details listed under each activity.

	Development Goal #1
	



	Activity 

	

	
	Action (How will you accomplish this activity?  Include who needs to be involved.)
	

	
	Method of Learning (Check all that apply.)

	· Mentor
· On the job 
· Classroom
· Other (please explain)

	
	Anticipated Completion Date 
	

	
	Barrier(s) 



	

	
	Criteria (Identify how you will know you have accomplished this activity.  Who will evaluate it – give a name or names?) 
	

	Activity 

	

	
	Action (How will you accomplish this activity?  Include who needs to be involved.)
	

	
	Method of Learning (Check all that apply.)

	· Mentor
· On the job
· Classroom
· Other (please explain)

	
	Anticipated Completion Date
	

	
	Barrier(s)  



	

	
	Criteria (Identify how you will know you have accomplished this activity.  Who will evaluate it – give a name or names?)
	



	Activity 


	

	
	Action (How will you accomplish this activity?  Include who needs to be involved.)
	

	
	Method of Learning (Check all that apply.)


	· Mentor
· On the job 
· Classroom
· Other (please explain)

	
	Anticipated Completion Date 
	

	
	Barrier(s)


  
	

	
	Criteria (Identify how you will know you have accomplished this activity.  Who will evaluate it – give a name or names?) 
	

	Activity 


	

	
	Action (How will you accomplish this activity?  Include who needs to be involved.)
	

	
	Method of Learning (Check all that apply.)


	· Mentor
· On the job
· Classroom
· Other (please explain)

	
	Completion Date

	

	
	Barrier(s)  



	

	
	Criteria (Identify how you will know you have accomplished this activity.  Who will evaluate it – give a name or names?)
	





DEVELOPMENT PLAN - SAMPLE

When completing this development plan, first write in the learning objective, then write in the activities that you will do to complete the learning objective.  Finally, fill in the details listed under each activity.

	Development Objective
	Improve Project Management Skills by July 30, 2008.



	Activity 

	Ask for a list of the top three past projects.  Top projects that were completed on time and on budget.

	
	Action (How will you accomplish this activity?  Include who needs to be involved)
	Obtain list from manager.  Review project plans prior to meeting with project manager.  Talk with Project managers to determine why each project was successful.

	
	Method of Learning  
(Check all that apply)

	· Mentor
· On the job 
· Classroom
· Other (please explain) - research

	
	Anticipated completion Date   
	Schedule meetings with the PM responsible for each project.  Meeting will be dependent on each person’s schedule.
Timeline:  April 15, 2008

	
	Barrier(s)
	Schedules are not conducive to meeting.  Try alternative times (i.e. breakfast or lunch)

	
	Criteria  (Identify how you will know you have accomplished this activity.  Who will evaluate it – give a name or names) 
	Present back to mentor in a clear and concise way, what the similarities and differences were between projects and the way the project managers handled delays.

	Activity 

	Identify and interview top project managers.

	
	Action (How will you accomplish this activity?  Include who needs to be involved)
	Ask manager to identify 3-5 project managers who are very good at their job.  Ask those PM’s to spend 30 min. discussing what makes them successful.  Schedule time with them.  

	
	Method of Learning
(Check all that apply)

	· Mentor
· On the job
· Classroom
· Other (please explain) – informational interviews

	
	Anticipated Completion Date 
	Interviews will be scheduled at the convenience of both parties.  Timeline:  8/31/08

	
	Barrier(s)

	Schedules.  Try alternative choices (i.e. breakfast / lunch)

	
	Criteria  (Identify how you will know you have accomplished this activity.  Who will evaluate it – give a name or names)
	Present back to mentor (manager too) what skills, behaviors, traits have been identified as critical to the success of a PM





	Activity 

	Register and complete the Project Management class offered by ODT

	
	Action (How will you accomplish this activity?  Include who needs to be involved)
	Look up dates in the Learning Opportunities Calendar.  Get approval from manager.  Work into project schedule

	
	Method of Learning
(Check all that apply)

	· Mentor
· On the job 
· Classroom
· Other (please explain)

	
	Anticipated Completion Date
	August 29-30

	
	Barrier(s)
	Class might already be filled.  If so, register for the Nov. class.
Project deliverable may not allow for time away for training.  Work into next project timeline. Use self-study materials.

	
	Criteria  (Identify how you will know you have accomplished this activity.  Who will evaluate it – give a name or names) 
	Can create and maintain a project plan.  Mentor and /or manager will evaluate.

	Activity 

	Follow up from class with mentor

	
	Action (How will you accomplish this activity?  Include who needs to be involved)
	Meet with mentor to bring back into the work place.  Talk about what really works and what doesn’t.

	
	Method of Learning  (Check all that apply)


	· Mentor
· On the job
· Classroom
· Other (please explain)

	
	Anticipated Completion Date  
	At our next mentoring meeting.

	
	Barrier(s)
	

	
	Criteria  (Identify how you will know you have accomplished this activity.  Who will evaluate it – give a name or names)
	Same as above activity.










 (
Step 1:
Setting the
Stage
Step 2:
Reviewing
Needs
Step 3:
Setting the
Ambition
Step 4:
Creating a 
Development
Plan
Step 5:
Assessing
Progress
Step 6:
Maintaining
Momentum
)








Setting milestone dates or completion deadlines only are good if you hold to them.  It is wise to regularly check your goals and completion dates to make sure you are still on track to do so.  
1. You will be asked to evaluate your progress
2. Your mentor will share feedback to recognize accomplishments and suggest opportunities for improvement

Suggested Questions for Mentee
· What measurable progress have you made?
· What do you still need to accomplish to meet these milestones?
· Are you on course to meet the objectives within the time frame established?
· What steps toward achieving milestones are you having difficulty taking?
· What can be done to reduce or eliminate those barriers to success?
· Are there additional actions you can take to meet objectives?
· Are there resources that, if available, would facilitate success?
· Do your metrics or timeline need to be modified based on what you now know?
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Oftentimes the easy and exciting part is getting started.  The hard part is maintaining the momentum.  Continual discussion with your partner will help sustain that momentum. Discuss the following questions.

1. Follow-up on development experience
· Which milestones have you achieved?
· Which outcomes have had the greatest impact on your job?
· Does the timeline need to be revised so milestones are more realistic?
· How can you leverage new competency skills against work demands?
· How might newly mastered skills inform future goals?
· What new competencies might you focus on for future development?

2. Consider new options
· What worked?
· What didn’t work?
· What should you do differently?
· What will likely work in the future?

3. Prioritize options
· Most important
· Highest payoff
· Quickest result

4. Share ideas and thoughts on each option

5. Evaluate the implications of each option

KEYS TO SUCCESS

Now that you have an understanding of the mentoring process and your roles and responsibilities, we are going to cover those things that make any relationship successful.


· Communication
· Listening
· Inquiry
· Feedback

In a recent report from The Ken Blanchard companies, research found that 43% of respondents (1400 leaders, managers and executives) identified communication and listening as the most critical skill set, while 41% identified the inappropriate use of communication as the number one mistake leaders make.  No matter how good we think we are, the more we practice the better we can get.
KEYS TO SUCCESS:  COMMUNICATION 


Communication is an ability that requires many skills.  The most critical is listening.  In any relationship it is imperative to realize that it is important to show you are listening, to check for understanding, and to demonstrate their acceptance of how others feel.

Most people believe they are effective listeners.  However, research shows that on average we are effective listeners at only a 25% efficiency level.  Undiagnosed bad habits such as interrupting, allowing ourselves to be distracted, daydreaming or giving in to boredom prevent us from becoming the kind of listeners we think we are.

80% of our waking time is spent communicating



Of that 80%...
_____  % is spent  Listening
_____  % is spent Speaking
_____  % is spent Reading
______ % is spent Writing


KEYS TO SUCCESS:  LISTENING

What is Your Listening Attitude?
Developing listening skills is an ongoing process. Discovering your attitude about listening is an important first step towards personal success.  Attitudes determine our behaviors. To discover your listening attitudes, complete the following exercise.  If a statement describes your listening attitude or behavior, put a check mark under “yes”; if not, check “no”.

	
	Yes
	
	No
	
	

	
1.
	
	
	
	
	I am interested in many subjects and do not knowingly tune out dry-sounding information.

	
2.
	
	
	
	
	I listen carefully for a speaker’s main ideas and supporting points.

	3.
	
	
	
	
	I take notes during meetings to record key points.

	4.
	
	
	
	
	I ignore most distractions.

	5.
	
	
	
	
	I keep my emotions under control.

	6.
	
	
	
	
	I disagree agreeably.

	
7.
	
	
	
	
	I wait for the speaker to finish before finally evaluating the message.

	
8.
	
	
	
	
	I respond appropriately with a smile, a nod, or a word of acknowledgement.

	
9.
	
	
	
	
	I am aware of mannerisms that may distract a speaker and keep mine under control.

	10.
	
	
	
	
	I understand my biases and control them when I am listening.

	11.
	
	
	
	
	I refrain from constantly interrupting.

	12.
	
	
	
	
	I value eye contact and maintain it most of the time.

	
13.
	
	
	
	
	I often restate or paraphrase what the speaker said to make sure I have the correct meaning.

	
14.
	
	
	
	
	I listen for the speaker’s emotional meaning as well as subject-matter content.

	15.
	
	
	
	
	I ask questions for clarification.

	16.
	
	
	
	
	I respect other persons’ opinions, even when I disagree.

	
17.
	
	
	
	
	When listening on the telephone, I keep one hand free to take notes.

	
18.
	
	
	
	
	I attempt to set aside my ego and focus on the speaker rather than on myself.

	19.
	
	
	
	
	I am careful to judge the message rather than the speaker.

	20.
	
	
	
	
	I am a patient listener most of the time.



KEYS TO SUCCESS:  LISTENING


Mentoring relationships, like all relationships are most successful when each party truly listens to what the other is saying.  No higher respect can be paid to an individual than that of attentive, or active listening.  When a person listens actively, their full attention is given to the speaker; their mind is open and receptive.  

Good listeners want to understand the speaker’s meaning.  They are aware of their own filters and those of the speaker and they ask questions when they need clarification.

Active listening tips include:
·   Be present
· Why am I listening?  What can I learn from the speaker? How can I use this information?
· Remain equally open to every idea.  
· We are preprogrammed to listen.  Our choices of what to listen come from previous choices based on interests and needs.  We choose to listen because, the message is important, we are interested, we feel like listening, we listened to this kind of information in the past, and we like / respect the person speaking.
· Speak less.  Listen for the whole message.
· Pay attention to body language and tone of voice for meaning beyond the words 
· We get what we expect.
· Hear before evaluating. Ask questions, show interest, express concern, pay attention.
· Control emotional hot buttons
· Emotions create barriers to effective listening.  When our “hot buttons” are activated, we tune out, distort or prejudge the message.
· We must control our responses to distractions or they will control us.




· Evaluate the message
· Ask questions
· Analyze the evidence
· Don’t jump to conclusions

· Respond to the message
· Want to reach a common goal
· Give feedback verbally and / or non-verbally
· Avoid confusing messages 

· Have good eye contact and attentive body posture


ASKING QUESTIONS – THE ART OF INQUIRY

You can guide conversation toward solutions by asking pertinent questions and listening with your full attention to the answers.

 (
Understand
Yourself
)Some questions you might ask:
· What concerns you most about the situation?
· Have you checked out your assumptions or interpretations with 
	anyone else?  What was their perspective?
· What do you see as the biggest challenge in this for you?
· What do you have going for you that will be helpful to you in 
	dealing with this issue or situation?


 (
Know the 
Territory
)Some questions you might ask:
· What is going on?  Paint a picture of the situation for me.
· Why do you think this is happening?  What are the causes?
· Who is involved or impacted by what is happening?
· What might be happening in the next 3 to 12 months?
· Is there anything else I should know about the situation that 
	might be important for me to know?


Some questions you might ask:
·  (
Connect to
Resources
)Would it be helpful to get other perspectives or opinions?  Who 
	might be some people who could help you?  Is there someone 
	you can talk with about this?
· What are the unknowns?  What kind of information might 
	answer some of your questions?  Where might you get that 
	information?
· Are there any other resources available that you’ve thought 
	about accessing?  What kind of resource might be helpful?
· What do you really think you need in order to move forward?
· Have you faced a similar kind of situation before?  What 
	helped you get through it?

FEEDBACK


Feedback is another critical skill that when used properly will enable the mentoring relationship to be successful.  Both the mentor and mentee will be responsible for giving and receiving feedback.  After all, this is what mentoring is all about.  

Feedback Guidelines
· Focus on the behavior, not the person
· Feedback should be balanced
· Avoid judging motives or intentions
· Avoid hurtful / emotional language
· Keep feedback confidential
· Solicited feedback is most useful
· Use “I” statements


When receiving feedback you…
· Keep an open mind
· Listen without interrupting, justifying or explaining
· Keep your emotions in check 
· Acknowledge the other person’s concerns
· Ask questions or ask for examples for clarification
· Paraphrase the feedback to determine if you understand the message
· Take time to think about what you heard



FEEDBACK SHOULD BE…
GIVEN WITH CARE
To be useful, feedback requires the giver to feel concern for and to care for the person receiving feedback – to want to help, not hurt the other person.

GIVEN WITH ATTENTION
It is important to pay attention to what you are doing as you give feedback.  This helps you engage in a two-way exchange with some depth of communication.

INVITED BY THE RECIPIENT
Feedback is most effective when the receiver has invited the comments.  This provides a platform for openness and some guidelines; and it also gives the receiver an opportunity to identify and explore particular areas of concern.

DIRECTLY EXPRESSED
Good feedback is specific and deals with particular incidents and behaviors.  Making vague statements is of little value.  The most useful is direct, open and concrete.

OBJECTIVELY EXPRESSED
Effective feedback must be objective.  State the facts then also state how the behaviors can impact others such as the department, other team members, patients, etc.  Often, it is not until the impact is shown that behavior will change.

FULLY EXPRESSED
Effective feedback requires more than a frank statement of facts.  Feelings also need to be expressed so that the receiver can judge the full impact of his behavior.

NON-JUDGMENTAL
Often it is helpful not to give feedback composed of judgments or evaluations.  If you wish to offer judgments, then it is necessary to clearly state that these are matters of subjective evaluation and then simply describe the situation as you see it and let the other person make the evaluation.

WELL TIMED
The most useful feedback is given when the receiver is receptive to it and is sufficiently close to the particular event being discussed for it to be fresh in his/her mind.

READILY ACTIONABLE
The most useful feedback centers on behavior that can be changed by the receiver.  Feedback concerning matters outside the control of the receiver is less useful.  It is often helpful to suggest alternative ways of behaving that allow the receiver to thing about new ways of tackling old problems.
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Appendix



Listening Attitude Survey Scale

The following scale will help you interpret your present listening skill level based on your current attitudes and behaviors.


1 – 5 “No” answers		You are an excellent listener.  Keep it up!

6 – 10 “No” answers		You are a good listener, but can improve.

11 – 15 “No” answers		Through practice you can become a much more effective
				listener in your business and personal relationships.

16 – 20 “No” answers		Listen up!
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