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INTRODUCTION



Program Goals
· Prepare managers & supervisors 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 mentor 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.  Your mentee will be responsible for coordinating and driving mentoring relationship. With your mentee you will determine and set your own meeting schedule.  

OD&T will be available to meet and discuss program challenges and successes as needed.   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.


 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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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.

Reviewing the Needs allows the mentee to analyze the competencies and skills necessary for his or her current role as well as his or her next position.  This will help determine development opportunities.

Setting the Ambition is the time to brainstorm development opportunities based on the needs identified above.  It is the time for identifying possible goals and defining action steps that will help the mentee achieve his or her goals.  You help the mentee brainstorm ideas, they should write the goals. The SMARTer the goal, the more likely it is that it will be accomplished.  Goals should be Specific, Measurable, Attainable, Realistic and Time bound. 

Creating the Development Plan and writing it out will also increase the likeliness that the goals will be completed.  A template has been given to the mentee.  Your role is to help them determine ways to accomplish his or her goals, not to write the plan.  You should review it at each meeting and track progress.

Assessing Progress allows you to measure progress against goals.  Suggested questions are (1)What measurable progress have you made? (2) What do you still need to accomplish to meet these milestones? (3) Are you on course to meet the objectives within the time frame established? (4) What steps toward achieving milestones are you having difficulty taking? (5) What can be done to reduce or eliminate those barriers to success? (6) Are there additional actions you can take to meet objectives? (7) Are there resources that, if available, would facilitate success? (8) Do your metrics or timeline need to be modified based on what you now know?


Maintaining Momentum  is the hard part.  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%...
45  % is spent  Listening
30  % is spent Speaking
16  % is spent Reading
9 % 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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