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Welcome to Manchester Gold Staff

Welcome to the Manchester Gold Staff and thank you for agreeing to act as a mentor.  Mentoring is recognised as an excellent way to support career development, improve knowledge of occupational roles, and network. 

What is mentoring?

Mentoring is a powerful way for people to learn a variety of personal and professional skills and is thought to be one of the oldest forms of experienced influence.  The term ‘mentor’ first appeared in The Odyssey by Homer, and since then, it has been used to describe a trusted adviser, friend and counsellor.  In modern times, many people have benefited from mentors, including those who have achieved greatness in the fields of arts, politics and sport.  Mentoring is increasingly recognised by HR professionals as one of the most effective ways to help staff to develop their potential in the workplace.

G.F.Shea in the book ‘Mentoring: A guide to the basics’, states that ‘Mentors are people who, through their action and work, help others to achieve their potential’.

Mentoring is a development activity, which is firmly rooted in self management enabling the mentee to:
· Foster self-reliance, self confidence and a belief in their own potential;

· Identify their own development needs and goals;

· Write their own development plans;

· Solve problems by analysing, reflecting and enhancing their self awareness.

Consequently, the mentor acts as a conduit of self discovery and reflection and gives the mentee space and time to make their own decisions. This may mean taking the role of:

· Facilitator-helping to set and achieve goals and identify opportunities to develop;

· Sounding board-offering the opportunity to try out new ideas in safety;

· Listener-giving time and space and helping to problem solve;

· Coach-giving encouragement and feedback;

· Networker-helping to develop connections;

· Role model-examples to learn from;

· Critical friend-telling the truth, even if it hurts;

· Change agent-challenging the status quo;

· Visionary-being inspirational.

Mentoring on Manchester Gold

Manchester Gold provides your mentee with the opportunity to discuss professional and career related issues with you.  The process can help them to:

· Assess their career situation;
· Get support in either continuing along their current career path, or exploring other options;
· Develop relevant career management skills such as negotiation and interview techniques;
· Develop new networks; 

· Improve their confidence.
Mentoring is distinct from other developmental processes because it is one-on-one and confidential, allowing more in-depth discussions of the following areas:

· Culture and Politics - mentors and mentees may discuss the unwritten aspects of an organisation, and how best to operate within this framework. 

· Personal and Career Development - the mentee may explore ways to perform more effectively in the work place, either by addressing skill gaps or by changing working styles.  Mentoring allows specific problems to be discussed openly in a risk free environment.  You could help the mentee to explore a potential future career path, looking at the various options open to them.  

· Occupational Knowledge - your mentee may wish to gain an insight into key current and future trends within the occupational sector they wish to pursue.  Such core information will allow them to make informed choices when planning the next step in their career path.

· Networking - this is a key aspect of the mentoring process that can aid career and professional development.  You may be able to assist your mentee in making further contacts by introducing them to colleagues and other managers.  As a result of discussions with your mentee, you should be able to identify what knowledge you can bring to the relationship and what experience may be sourced from elsewhere. 

Benefits of mentoring…
…for the mentee  

· Developing a greater understanding of the university, how it functions and career paths within it

· Developing skills and reflecting on working styles 

· Improving self-confidence

· Feeling they are supported in key decisions

…for the mentor

· Improving job satisfaction

· Developing coaching skills

· Reflecting on personal working practices whilst assisting the mentee

· Helping a colleague to develop or progress

…for the organisation

· Mentoring can encourage staff retention

· Increased motivation amongst the workforce

· Staff who understand better the work of colleagues and the functioning of the organisation 

· Developing a supportive culture 

· Confirm its commitment to organisational learning and continuing professional development 

Conduct of meetings

Both the mentor and the mentee need to be comfortable with the location, content, style and length of meetings in order for the partnership to develop.  It can be a good idea to discuss these things up front, and the optional agreement in your induction pack provides a platform to do this.

Location
Mentors and mentees arrange the location which is suitably convenient for both parties.  It is often better if the location is neutral, so try to avoid each other’s offices.  If you meet in a coffee shop, do consider noise levels and whether you will worry about being overheard.  
Frequency and length

There is no absolute prescription as to the frequency and length of meetings, however we normally recommend a minimum of four meetings lasting between 60 and 90 minutes.

Content

As this programme is related to career development, discussions would relate to careers and professional development. However, the detail of these discussions will depend entirely on the individual needs of the mentee and the skills and experience of the mentor.  The beauty of mentoring is that it is not prescriptive, but tailored to each individual’s needs. 
First Meeting
At the first meeting it is important that you clarify mutual expectations of the mentoring relationship. You may wish to agree a ‘contract’ or ‘agreement’ between you. The following issues may be considered during this meeting:

· Agreeing ground-rules on what you will discuss at meetings, level of confidentiality, contact between meetings and any boundaries;

· The level of commitment which is expected in terms of number, length and venue of meetings;

· How the meetings will be structured, e.g. will an agenda be agreed in advance, or will the approach be more flexible;

· Will meetings and actions be recorded;

· How will the mentoring process be reviewed;

· Re-visit your current skills, knowledge and experience and those of your mentee;

· Explore any development activities your mentee is currently undertaking;

· Discuss the career successes of your mentee;

· Explore the career goals/expectations of your mentee. What knowledge, skills, experience, motivation and commitment will be needed to achieve these;

· How can mentoring help your mentee to achieve their aspirations;

· Any concerns you might have regarding the mentoring relationship and how these might be addressed.

This list is not exhaustive and you may wish to discuss other issues at the first meeting.

Subsequent meetings   
· Are you expecting an agenda from your mentee before the meeting;

· Have you reviewed the previous meeting and are there any actions/outcomes to discuss;

· Identify what information you will need in order to get the best out of the meeting;

· Check whether you need to bring any information to the meeting;

· It might be helpful to spend the first few minutes of the meeting reminding yourselves of what was covered the last time you met and if you have actions/outcomes to discuss;

· Is your mentee clear on their objectives for the meeting;

· Has your mentee reviewed what has happened since the last meeting;

· Has your mentee’s objectives changed. 

Further Help and Information

If you require further help and information at any stage please contact:

Denise Fieldhouse

Staff Learning and Development Partner
Staff Learning and Development 

University of Manchester

denise.c.fieldhouse@manchester.ac.uk

Tel: 0161 275 2550
Useful Further Reading  

Clutterbuck (1991). Everyone Needs a Mentor: Fostering Talent at Work. IDP. London

Conway (1988). Strategies for Mentoring: A Blueprint for Successful Organizational Development. Wiley. London

Hay (1993). Working it Out at Work: Understanding Attitudes and Building Relationships. Sherwood. London.

Honey and Mumford (1996). The Manual of Learning Styles. Peter Honey. London 

Myers-Briggs (1980). Gifts Differing. Consulting Psychologists Press Inc. New York

Parsloe and Wray (1988). Coaching and Mentoring. Kogan Page. London  

Appendix 1: Mentors - Frequently Asked Questions 

What commitment is involved?

Manchester Gold Staff will take up approximately 15 hours over a nine month period.  This includes attendance at all events, attendance at workshops, preparing for meetings and the face-to-face meetings themselves.  

What if I can’t deliver what my mentee expects of me? 

You will have been matched with your mentee based on their requirements corresponding with your experience and skills as detailed on your application form, so in most cases you will be able to help.  The programme induction will equip you with some basic tools to help you carry out your role and will set your mentee’s expectations – in other words, your mentee shouldn’t expect you to guarantee them a promotion!  You will find an optional agreement in your induction pack that can help form the basis of a discussion around expectations.

You may find that you cannot help them on every objective and you may want to concentrate on key areas. It may also be that you signpost your mentee to other contacts if you feel you are not the best person to help them in certain areas. Remember that mentoring is a subtle art – often it is the small things that count like offering an impartial ear, understanding a predicament and providing encouragement.  

However, if the match was wrong and things really aren’t working, be open with your mentee and let them know how you feel.  If you decide it is best not to continue, please let the Manchester Gold team know.  

Who will I be matched with? 

You will have been matched with a mentee on the basis of your application form.  When you registered you were asked about the skills and experience you have to offer, along with the option of specifying the kind of a person you are looking to mentor.  When a mentee registers, they specify what areas they are seeking support in and what skills and experience they are looking for in a mentor.  Your mentee will have been chosen on the basis of these forms and the conversations between the Manchester Gold team and both yourself and your mentee prior to the induction.
Do I have enough experience to be a mentor?

The level of experience needed really depends on what the mentee is looking for.  Mentees register with very different needs such as; help in adjusting to a new job and faculty, taking on more responsibility, managing staff, gaining an understanding of the university and how it works, knowledge of job hunting, improving confidence or it may be something more specific - so you will be matched according to what the mentee is looking for. 

Mentors have tended to come from across the university including project managers, lecturers, senior research fellows, technicians and supervisors.  We welcome applications from all members of staff. 

How do I bring closure to the mentoring relationship? 

Manchester Gold Staff has a specific timeline and closes in December with an event.  This is an ideal time to bring closure to the relationship, although many mentors and mentees do agree to stay in touch informally beyond this.
I have not heard from my mentee in a while and I am concerned that the relationship is not progressing.

The mentee should drive the relationship: we ask them to arrange the meetings and set objectives.  At the first meeting you should discuss preferred methods of communication, work schedules and availability and even set up rough dates for the meetings. This should avoid problems of this kind.  However, some mentees may need more support than others - they may be nervous about making contact, or may be struggling to prioritise time when they will concentrate on their personal development due to a heavy workload.  You could try to make contact with them, and if you are still experiencing problems, contact a member of the Manchester Gold team 

Our meetings seem to be running out of steam.

Although the mentee should drive the relationship and set objectives, the mentor should spend time thinking about how to meet those objectives, and perhaps planning activities for the mentee.  Signposting mentees to other contacts, externally and internally, is very useful and will help the mentee build contacts, as well as providing further points for discussion.  Staff Learning and Development can also provide you with tools and advice - please contact Denise Fieldhouse for further information. 

Where should the meetings take place? 

Mutually convenient places which suit both parties are best. Some mentors have the meetings in their offices, others in cafes, training rooms etc.  It is often best to meet somewhere neutral, confidential and to consider noise levels.  
What if I decide I don’t want to continue with the programme? 

Please contact the Manchester Gold team and your mentee ASAP. 

Do you have any tips and advice about how to get the most from the programme? 

· Be organised and committed

· Take notes

· Prepare for meetings 

· Set and agree objectives

· Be open and assertive

· Be punctual and re-schedule with plenty of warning 

· Give the relationship time to gel 

· Attend the workshops and events 

 Appendix 2: Feedback
The following information has been provided for those mentors who would like to know more about giving and receiving feedback.
Giving feedback

The aim of constructive feedback is to improve the performance of the recipient. However, it can have the opposite effect when it is given badly. The following guidelines are intended to help ensure that feedback is given in a constructive not destructive way.

· Focus on the BEHAVIOUR rather than judgements about the person.

Example: ‘When you raised your voice at the meeting did you see the impact it had on your colleagues?’ not ‘You were obviously angry in the meeting did you see the impact on your colleagues?’

If you focus on behaviour it is less likely that the recipient will react defensively.

· Use ‘I’ statements to accept RESPONSIBILITY for your own perceptions.

Example: ‘I heard you say’ ‘I understand what happened was’

Feedback is only your opinion after all and may be challenged.

· Be SPECIFIC not general or vague.

Example; ‘The report you produced for me was clear and concise and helped me to gain extra funding for the project’ not ‘That report you produced was excellent’.

· Focus on behaviour that the recipient can CHANGE.

Feedback is about performance improvement so it is pointless to give feedback on something which cannot be changed. Try to separate personality style (which is stable) from characteristics that can be changed.

· Consider the NEEDS of the person receiving the feedback.

It is helpful to give feedback as close to the event as possible however, how ready is the person to receive the feedback? Are they upset or angry? Is anything else going on for the person which might affect their ability to take the feedback? How much feedback can the person handle?

· Ask your mentee how they thought it went before offering your view. Give feedback when REQUESTED or ask permission. Do not impose it.

· Offer positive feedback before negative and try to balance positive with negative.

· Don’t give feedback if you are ANGRY or UPSET, take time to reflect.

· Focus feedback on the sharing of INFORMATION rather than the giving of advice.

Avoid ‘shoulds’ and ‘oughts’ and ‘If I were you’.

· Give SPACE to the person as they may react defensively.

The person may react with justification, they may withdraw or attack. Give them time and space, but stay focussed on the message.

· Make sure that the person has UNDERSTOOD the feedback. Ask them to summarise the main parts as they heard them.

· If appropriate work TOGETHER on a way forward.

You could suggest to your mentee that you think about the possible ways that the issue could be tackled and then decide which is feasible.

Receiving Feedback

· Listen-you cannot make any judgements on the validity if you have a closed mind.

· Suspend judgement-try not to react defensively.

· Let them finish-do not jump in, wait until you have the full picture.

· Paraphrase-clarify your understanding of what has been said.

· Ask Questions-if you need more information.

· Prompt Specifics-Not all feedback will be given well. Ask for examples.

· Avoid arguing, denying, justifying or minimising-feedback is the point of view of another person, decide what you want to do with the information.

· Gather information-go to other sources to gather additional information to check whether the feedback is similar.

· Decide what to do next-how can you use the feedback, consider the outcome if you ignore the feedback. 

Appendix 3: Active Listening

The following information has been provided for those mentors who would like to know more about active listening.

Active Listening

Active listening can seem a very passive activity, though it actually involves a lot of hard work, because it involves not only hearing the words but also accepting, understanding, checking and clarifying them.

Show that you are listening:

· Focus on the speaker;

· Maintain appropriate eye contact;

· Look relaxed but not to the extent that you seem disinterested;

· Be attentive to body language as well as what is spoken;

· Listen to ‘how’ words are spoken;

· Acknowledge and encourage the speaker through verbal and non-verbal gestures and nods;

· Keep an open mind;

· Don’t interrupt;

There are several techniques which can help in exploration and good listening:

· Paraphrasing-restating what the speaker said but in your own words;

· Clarifying-checking out your understanding;  

· Echoing-picking up a key word and repeating it back with a slight questioning tone;

· Asking for examples;

· Summarising-show you understand by drawing together what you think you have heard;

· Silence-giving space and time to the speaker.
Appendix 4: Questioning Skills

The following information has been provided for those mentors who would like to know more about asking effective questions.

Questioning Skills

Asking questions in an open, positive, thought-provoking and non-threatening manner is an essential mentoring skill. Questions can have a variety of functions such as:

· Gaining information;

· Assessing issues;
· Highlighting important points;
· Deepening understanding;
· Directing the dialogue and moving it forward;
· Raising awareness;
· Reframing;
· Clarifying;
· Expressing an interest in the subject matter.
Asking too many questions can result in the mentee feeling as though they are being interrogated, so be clear on the purpose and impact of your questions.

Open questions can put people at ease, they show that you are interested in them and positively encourage people to talk. These questions begin with, how, why and what. Other useful questions which can encourage the mentee to elaborate and explore issues are:

· ‘Can you say a little more about that?’

· ‘In what way?’

· ‘What are you thinking of, specifically?’

· ‘Can you give me an example?’

· ‘What impact did that have on you?’

· ‘How do you feel about that?’ 

· ‘How would you implement that?’

· ‘What are the costs and benefits to that approach?’

· ‘Describe how you might deal with this challenge?’

· ‘Can you explain the thinking behind the idea?’ 

You may need to ask a closed question if you are checking out specific information such as:

· ‘Did you get the research grant you applied for?’

· ‘Do you find your role difficult?’ however this could be rephrased to

· ‘How do you find your role?’.

Avoid multiple and leading questions such as:

· ‘How did you feel about that, what did you do about it and what happened as a result?

· ‘Do you think you did that because you were upset?’ 
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