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Introduction


If you ask somebody if they have ever had a mentor, and they say ‘no’, put the same question to them again but slightly differently. This time ask if they have ever had a coach, sponsor or confidant, or a colleague or friend to whom they would always turn for advice or support. If they now answer ‘yes’, then they have benefited from mentoring but probably never realized it before.


What is a mentor?


In a working environment – the focus of this book – a mentor is someone who will first help you to identify your professional goals, then advise you how to build on your strengths and rectify your weaknesses, with the ultimate aim of bringing out your full potential. This process is usually carried out through a series of regular face-to-face meetings, although mentoring can also be conducted via phone, email or text.


Mentors are – typically but not always – older and more senior than their learners, who are also referred to as mentees, protégés or, in more traditional circles, apprentices. Mentors use their knowledge, experience and skills to steer an individual through a structured learning and development programme that has a clear objective. This could be a qualification or the acquisition of a skill, or something more intangible such as a change in attitude or behaviour.


What are the benefits of mentoring?


Mentoring benefits everyone. The learner can improve their capabilities and confidence, boosting their career prospects and putting them on course to achieving their lifelong ambitions. For the mentor, the process offers the reward of guiding someone to attain their goals, while also supporting their own personal self-development by enhancing their management and leadership skills.


The employer is a winner, too. Specific benefits for an organization include a better-motivated workforce, increased productivity, more effective training and reduced staff turnover. A mentoring programme can also enable an organization to introduce a more open and supportive working culture.


Who uses mentoring?


Despite what you might think, it isn't just large companies that can benefit from, and afford, mentoring programmes. The process is suitable and cost-effective for organizations of all sizes – from micro-businesses to multinationals – and at any stage in their development, whether they are start-ups or have been established for more than a hundred years!


How can this guide help me?


This book is an excellent place to start for someone who has no previous experience of mentoring but who wishes to learn more about the subject. We will provide you with a step-by-step guide which uses jargon-free language, tackling the subject in a general manner that will be appropriate to many different development contexts.


We will answer all your key questions – for example: What makes a good mentor? How do you monitor a learner's progress? What resources will be needed?


The text includes useful checklists and case studies, along with easy-to-understand descriptions of the practical measures you will need to take to establish and manage a mentoring programme successfully. All this in just seven days… so let's get to work!
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We will begin our week-long learning journey by giving some thought to the concept of mentoring. Many of you will be familiar with the word but perhaps not fully understand what it means. It might strike you as being a completely modern idea because of the increasing use of mentoring schemes by organizations over the last couple of decades. In fact, it's a term that has been around for thousands of years.




Neither is the application of mentoring confined to the business world. It is common in many spheres of life, such as sport and the arts, to name just two. Consider your own experience: you may have had a mentor or been a mentor yourself – but never realized it at the time! So you might know a lot more about mentoring than you think.




Mentoring can offer many other benefits apart from the learner's personal development. The mentor gains, too – the process can improve their working relationships with colleagues and assist their own self-development. Then there are obvious benefits to the organization through having more productive, more capable and more motivated employees.




In the final section of this chapter, we will learn how mentoring schemes are similar to other management processes in that goals need to be clearly defined at the outset, resources allocated and progress monitored.


An new phenomenon?


In recent years, the idea of mentoring has appeared in the management development lexicon. You could therefore be forgiven for thinking that it was a new idea. However, like most good ideas, it has been around for a long time. In fact, the term comes from the Greek myth in which Odysseus, departing for the Trojan War, leaves his son Telemachus under the tutelage of his old friend Mentor.
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In the modern era, you might frequently come across the term in many areas of human activity, from sports through to the arts, as well as in management.


Think about these examples:




	the old boxer who takes a young boxer under his wing, trains him and advises him while his career progresses


	the manager who recruits a new employee and spends time with them showing them the ropes about the organization and the job


	the manager who has been trained to support and advise an employee a Chartered Management Institute certification programme


	the team leader of a sales team to whom all the others go when they have problems.
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These examples differ in terms of how systematic they are, and in their levels of formality. However, they are all examples of mentoring in action.


If you think about your personal experience at work, you will probably also realize that you have either had a mentor (or more than one), or have been a mentor. This is important because it tells us two things. First, most of us already know a lot about mentoring (even if we didn't know the term). Second, it illustrates that mentoring is an effective and natural component of good management.


So what is mentoring in a development context? We can describe it as:


 






	

a process where one person offers help, guidance, advice and support to facilitate the learning or development of another person.









It usually involves some of the following characteristics:




	the mentor is older


	the mentor is more experienced


	the mentor is more senior


	the mentor has knowledge and skills to pass on.





It is worth emphasizing that mentoring is not an additional management task. Its main function is to enhance performance and to support people in their natural development.


It is clear from these examples that a great deal of mentoring has gone on over the years, although it may not always have been called mentoring, and may not even have been recognized as such.


Similarly, we would contend that good managers have always been good mentors. What has changed more recently is that management commentators and educators have recognized the benefits and have tried to approach and use the concept more systematically. So much so that mentoring is now used in a planned way in many contexts.


Some examples include:




	induction training


	career progression


	managing projects


	mutual mentoring in change situations


	formal learning programmes.





The benefits of mentoring


This passing on of knowledge and understanding, ‘showing people the ropes’, has many benefits. These benefits can be gained if the mentoring happens as a natural and informal aspect of the management process, or if it is part of a more structured and systematic development programme. We can look at these potential benefits from three points of view:



1  the mentee (we shall call them learners)



2  the mentor



3  the organization.


Clearly, the learner has much to gain from such a relationship, although exactly what they gain will depend on the skill of the mentor and the nature of the programme.
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	Benefits to the learner







	
Mentoring enables the learner to:


• get to know the culture and political ropes of an organization


• develop skills


• receive feedback on performance


• gain access to resources


• find increased clarity and definition of goals.









 


It would be easy to think of mentoring as a ‘give’ relationship, but our experience has shown that the process also offers benefits to the mentor.






	Benefits to the mentor







	
Mentoring:


• assists in management tasks such as monitoring performance, communication, etc.


• increases satisfaction and reward in the job


• increases motivation and performance of mentored staff


• assists personal self-development.









Anything that enhances good relationships among staff is bound to have benefit for the organization involved. However, there are some further, specific benefits for organizations in structured mentoring programmes.






	Benefits for the organization







	
For an organization, the existence of a mentoring scheme can bring about:


• improved succession planning


• more effective management development


• faster induction of new employees


• improved communications


• reduced training costs


• reduced turnover of staff


• increased productivity.









The process of mentoring


Clearly, many of these benefits can result from both formal and informal mentoring. However, we intend in this book to concentrate on planned and systematic programmes.


Mentoring programmes, or programmes with a mentoring component, are very much like any other management process:
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This external loop looks at the whole process from the point of view of the organization.


Purposes or goals


As with any other project, the purposes of the programme need to be defined. Not only do they need to be stated, but they need to be agreed and communicated.


Within the totality of the programme (which will relate to the goals of the organization), there needs to be a statement of the purpose of the mentoring component of the programme. If there is a lack of clarity here, there is a possibility of conflict between the mentoring relationship (the needs of the individual) and the greater goals of the project (the needs of the organization). This will be dealt with in more detail in further sections.
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Plans


Again, the outcomes and achievements from the programme need specifying and relating to a time frame. The principles are the same as those for any other project.


Resourcing


Resourcing in this context refers specifically to the selection and training of the mentors. This training needs to cover both the nature of the programme itself and the skills of mentoring.


Mentoring


This is the internal loop that defines the nature of the mentoring relationship itself:
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The process has two major aspects:



1  developmental/learning



2  interpersonal/relationship.


These form two of the four bases of mentoring that are covered later in the week.








	Summary







	So what have we learned about mentoring on our first day? Well, we know a little more about the origins of the term and that it has been around a lot longer than many people realize. While mentoring is being increasingly used by organizations, it has long been commonplace in areas of human activity that have nothing to do with the world of work.









	We have also seen that structured mentoring programmes can be used in various situations – induction training, career progression, and so on – to aid the personal development of the learner. What's more, there are specific benefits for the mentor and the organization.









	Perhaps the most important point to remember from this chapter is that a mentoring programme, to be fully effective, must be treated like any other management process. Time and thought must be devoted to planning, scheduling and resourcing. The desired outcomes must be defined, agreed and communicated. There should be regular reviews to assess the progress made towards meeting these objectives. This is why we say that a good manager is a good mentor, and a good mentor is a good manager.
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