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REPLY TO ATTENTION OF:
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8 November 2000
MEMORANDUM FOR:
Commander, 104th Division, 989 McClelland Road, Vancouver, WA 98661-3826

SUBJECT:
Mentoring Program

1. PURPOSE:  Description of the Mentoring Program of the 104th Division (Institutional Training).

2. HISTORY:  Mentoring has been a part of the Army and the Army Reserve since their inception.  The education and the advancement of the soldier is enhanced by the mentoring relationship.

a. Mentoring has been a natural outgrowth of professional development.  Personnel who voluntarily share experience, skills and information benefit other soldiers and advance the professional development of both the mentor and the mentee.

b. Studies confirm that mentoring programs increase the productivity, performance, and career satisfaction of both soldiers in the mentoring partnership.

c. Organizations with mentorship programs benefit by the development of the solder and increased retention of personnel.

3. DEFINITION:

a. Mentor:
Someone, usually senior, willing to share expertise, knowledge, organizational insight, professional advice, or other information with another (the mentee).

b. Mentee:
Someone, usually junior, who wishes to enhance his or her professional development using the advice and council of another (the mentor).

c. Mentoring Partnership:
A voluntary professional association between a mentor and mentee.  It may be of long or shore duration and conducted in person by any form of communication.

4. CONSIDERATIONS:

a. Supervisors are encouraged to allow sufficient time to allow for mentoring interactions.  

1) The amount of time will vary from person to person and situation to situation.

2) The Mentoring relationship is not always senior to subordinate, the U.S. Army and the USAR has a rich history of Senior NCOs mentoring Junior and Senior Officers.

3) The Mentoring relationship is not a substitute for the Chain of Command.

b. Targeted audience:

1) Members of the 104th Division (IT).

2) Enlisted, Officer or Civilian

3) All personnel in any class offered by the Division.

c. What to look for as a mentor / mentee.

1) ANNEX A

d. How to be effective as a mentee / mentor.

1) ANNEX B

e. Types of mentoring relationships

1) ANNEX C

f. Successful mentoring relationships

1) ANNEX D

g. Communication / Counseling

1) ANNEX E

h. Questions

1) ANNEX F

5. Mentoring is a valuable tool to the shaping of the U.S. Army Reserve.  The continuing of the institutional knowledge through the soldier will ensure that the U.S. Army and the U.S. Army Reserve remain a most valuable resource to the United States of America.


CHARLES V. ROBLES


SGM, USAR


Sergeant Major


ROBERT W. SAUM


COL, AN, USAR


Deputy Chief of Staff

ANNEX A

What to look for in a Mentor / Mentee

1. MENTORS

a. Do you have sufficient time available for phone or in-person meetings with your mentee?

b. Do you have a skill or information of use to other individuals?

c. Are you able to motivate soldiers with positive reinforcement?

1) Chain of Command is not of consideration here.  Motivation comes from encouragement of the soldier.  Orders or threats will not advance the mentoring relationship.

d. Do you enjoy learning from others, regardless of rank or position?

e. Are you patient with people?

f. Are you able to help others without receiving thanks?

g. Do you recognize potential in individuals?

h. Will you be able to maintain confidentiality?

i. Are you able to provide correction and feedback without negative impacts on the other person?

2. MENTEES

a. Do you have goals that you wish to work on?

b. Do you have sufficient time available for phone or in-person meetings with your mentor?

c. Are you able to express what you would like to receive from a mentoring relationship?

d. Are you comfortable with thanking persons for their assistance?

e. Can you receive feedback without becoming defensive?

f. Will you be able to maintain confidentiality?

3. What to look for in a Mentor:  The best mentoring connections are those in which mentees select their mentors.  In an organization, such as the 104th Division and Region G, which includes most of the Western United States and the Pacific, it is difficult to find someone with the characteristics you need.  Research reveals that e-mail connections are a viable source of contact that is helpful over extended distances.

a. The most important consideration, for your mentor, is someone you can respect and trust to discuss sensitive career issues.

b. If your goal is to advance, seek someone about two ranks or grades above yourself.  If you seek a mentor who is much more senior, promotion opportunities and requirements may have changed since they were promoted.

c. Look for someone with patience and time to work with you on your career goals.  Who will support your needs, and encourage your to accept challenges and overcome difficulties.  The person should motivate you to reach your full potential.

d. Look for someone how is genuinely interested in people, desires to help, knows how to communicate effectively, and is able to resolve conflict and give appropriate feedback.

e. The mentor should be self-confident and appreciates a developing the mentee without seeing them as a threat.

f. Seek someone who takes pride in his or her organization and self.  He/she should relish challenges and understand the mission, vision, and values of the organization.

ANNEX B

How to be Effective as a Mentee / Mentor

1. Mentee

a. The mentee has to want to be a partner in the mentoring connection.  To that end, they prepare and do the appropriate “homework” for meetings with their mentor.  They work to gain the skills, knowledge, and abilities to grow.  They work to gain the skills, knowledge and abilities to grow.  They’re flexible, listen to their mentor, and consider new options.  They take initiative, seeking the mentor’s advice when needed.  And they focus on the goal, not getting lost in the process.

b. The mentee has to know and be able to discuss their needs and objectives with their mentor.  This means that he or she has to look inside him or herself to identify areas that may need work and share them with the mentor.

c. The mentee must take responsibility for his or her career and goals.  Although they have the benefit of the mentor’s guidance, they are responsible for their own path.  The mentor may guide the mentee on the path, but it is the mentee that must walk the path.

d. The mentee needs to be able to receive feedback and look at the situation from the mentor’s perspective to gain a more objective viewpoint; sometimes when it is our own situation we are looking at, we cannot see the forest for the trees.

e. The mentee has to be willing to try new things, to consider different ways “getting there from here.”

f. The mentee has to periodically assess the progress of the relationship, letting the mentor know when priorities must be reset.

2. Mentor:  A mentor should take pride in their organization, relish new challenges, and understand and support the mission, vision and values of the organization.

a. Qualities

1) Supportive

2) Patient

3) Respected

4) People oriented

5) Good Motivator

6) Respect of others

7) Effective teacher

8) Self confident

b. A mentor can expect his or her mentee to be competent, credible, ambitious, eager to learn, loyal and candid; have a positive attitude; and be able to listen, work as a partner, keep confidences, and accept responsibilities.

c. Stages:

1) Laying the foundation:

a) In this first phase, the foundation is established.  As the two partners get to know each other, boundaries are set as to what each expects of the connection.  As they begin to know more about each other and become comfortable, trust is established.  The reach a point where they can discuss things openly and honestly.

2) Clarifying where they’re going:

a) In this phase, the mentor helps the mentee look at realistic possibilities and options.  Together they develop a plan to help the mentee reach his or her goals and aspirations.  The mentor’s roles in this phase are primarily as a coach, motivator, and teacher.  He or she devotes more time to this phase than any other, focusing on providing detailed information on many workplace issues and procedures and sharing the benefits and insights of his or her experiences.  It helps to give examples of good and bad experiences, share what did and did not work along the career path, and suggest pitfalls to avoid.  During this time, the mentor gives a lot of praise and builds the mentee’s self-confidence.

3) Helping the mentee grow:

a) In this stage, the mentor serves most as a counselor, guide, and door opener.  The mentor persuades the mentee to find answers on his or her own.  The mentor also prods the mentee to take risks, try new strategies, ask questions, and make discoveries.  Some of the activities a mentor might recommend to his or her mentee during this period are:

(1) Formal training that could help the mentee become well rounded and aid in advancement

(2) Reading books, articles, journals, and other publications to enhance knowledge

(3) Trying new projects or special assignments

(4) Volunteering to cover for someone who is on vacation of official travel

(5) Giving presentations

(6) Involvement in projects, working groups, or special events.

(7) Temporary details to other positions

(8) Assuming lead person responsibilities

(9) Representing the supervisor at meetings

(10) Switching jobs with a coworker for a short period of time

(11) Joining a professional society, subscribing to a professional journal, and participating in a society

(12) Attending conferences and symposiums

(13) Writing an article for a newsletter, magazine, or professional publication

(14) Teaching a course

(15) Mentoring a junior soldier

(16) Shadowing a senior person for a day

(17) Participating on selection panels or boards

(18) Involvement in community service

4) How long should the mentoring relationship last?  The mentoring connection may last for only a short or long time if the mentee’s need is to reach a specific goal.  For example:

a) A soldier who has failed an exam and would like a mentor to assist him or her before trying again

b) A soldier who is thinking of making a transition to another career field and wants to learn all about that field before making a decision.

c) A soldier involved in an educational program to a desired end.  This relationship may extend for the duration of a single course or semester to the end of the entire course of study.

d) There are many examples of connections that lasted into retirement based on the friendships that developed.

ANNEX C

Types of Mentoring Relationships

1. There are four types of mentoring relationships:

a.  Supervisory

b. Situational

c. Formal

d. Informal

2. Supervisory Mentoring:  

a. All good supervisors mentor their subordinates to a degree, but usually only in regard to their current job.  Due to time constraints, it is increasingly difficult for supervisors to devote the time needed to mentor all their subordinates, and if they can’t spend equal time and dedication with each subordinate, perceptions of favoritism can occur and morale can deteriorate.  Also, supervisors are not often subject matter experts (SME) in the career field of all their subordinates.  Another consideration – it can be difficult or awkward for people to talk openly and honestly with their boss or another person in their chain of command if the issue is difficulty on the job or the desire to explore job changes.  The most important thing to remember is that all good supervisors do mentor their subordinates … to a degree.  We recommend that as leaders, supervisors encourage outside mentoring partnerships and allow soldiers the time to work on them.

3. Situational Mentoring:  

a. The right help at the right time provided by someone when a mentee needs guidance and advice.  It is usually short term, addressing an immediate situation but can transition to a more long-term connection.

4. Formal Mentoring:

a. Characteristics

1) It has a beginning and end.

2) It has a method for no-fault termination.

3) It has some type of formal matching process.

4) It has one or more checkpoints, such as a meeting, where the partners can discuss how the connection is going and reset goals or terminate.

5. Informal Mentoring:

a. This partnership occurs when one person seeks another for career advice or to be their career guide.  It can occur when a person reaches out to someone they know could benefit from their experience.  These relationships tend to grow over a long period of time and are very effective and rewarding.

ANNEX D

Successful Mentoring Relationships

1. Successful Mentoring Relationships:  All successful mentoring relationships, the mentor and the mentee must both want the relationship to work and be willing to commit time and energy to the process.  Five elements are essential.

2. Respect:

a. This is established when the mentee recognizes the knowledge, skills, and abilities of the mentor and when the mentor appreciates the success of the mentee has reached to date and the mentee’s desire to develop to their full potential.

3. Trust:

a. Mentors and mentees should build trust through communicating and being available to each other, reliable, and loyal.

4. Partnership Building

a. The mentor and mentee are professional partners.  Barriers that partnerships face may include miscommunication, and uncertainty of each other’s expectations, and perceptions of other people.  In order to overcome these barriers, they should work together to maintain communication, address and fix obvious problems as they occur, examine how decisions might affect goals, and have frequent discussions on progress.

5. Realistic Expectations and Self Perception:

a. A mentor encourages the mentee to have realistic expectations of the mentee’s capabilities, the amount of time and energy the mentor can commit to the relationship, and what the mentee must to earn their support for his/her career development.  The mentor gives honest feedback when discussing the mentee’s traits, abilities, talents, beliefs, and roles.

6. Time:

a. Set aside the time to meet, even by e-mail or telephone.  Don’t change times unless absolutely necessary.  Control interruptions. Frequently “check-in” with each other via informal telephone calls or e-mails.

ANNEX E

Counseling / Communication

1. Counseling:

a. Counseling is helping someone look at a situation from all sides, consider all options, and decide for themselves which option is the best for them.  In other words, a counselor does not tell someone what to do.  During the course of the mentoring relationship, you may be required to counsel your mentee on problems that can stem from conditions or conflicts at work.  You may also counsel your mentee on how to make certain decisions.  Helping your mentee make the decision that is right for them is your goal when you perform the role of “counselor.”

b. As a mentor in the counseling role you must know the limitations of a counselor.  One role you don’t want to assume is that of a mental health professional.  At the first meeting confidentiality should be discussed so that there is no misunderstanding about what will be kept between the partners.  This is essential to developing the trust and rapport necessary to a productive relationship.  Sometimes as a relationship grows and an atmosphere of trust develops, a mentee may disclose some problem in their life that is beyond the mentor’s role.  It is a good idea to keep a referral list handy with telephone numbers that a mentee may need.  If your mentee comes to you with a problem that is more personal than professional, be supportive but refer.  Encouraging the mentee to use professional resources is part of the “referral agent” role of the mentor.

c. As a mentor, you should be familiar with the “non-directive approach” to counseling.  This means letting your mentee discover problems and work out solutions that best fit their value system.  A non-directive approach requires you to use active listening skills.  While listening to your mentee, refrain from passing judgment.  Be aware of the different values and opinions of your mentee and accept them without imposing your own values and opinions.

d. Make your mentee feel comfortable and at ease and show a genuine interest in their welfare.  Attempt to get them to “open up” with phrases such as:

1) “I see, would you like to tell me about it?”

2) “Would you help me to better understand your feelings about that?”

3) “Why do you feel that way?”

4) “Okay … what happened?”

e. A non-directive approach does not mean that you are passive throughout the discussion.  You should reflect on your mentee’s statements by restating the key points.  Make sure you really understand what your mentee is trying to tell you.

f. It is best to let your mentee arrive at his or her solution.  This helps sharpen problem solving abilities and builds confidence in the mentee.  If you’re asked for advice, preface your statements with, “From my experience,” or “The way I view the situation,” or “If I were in your situation, I would consider …” These statements help your mentee understand that this is from your perspective.  Make it clear that it is the mentee’s choice and responsibility to decide among all their options.  Counseling can effectively stimulate your mentee’s problem solving ability.

g. It is not unusual for a person to stop talking during a conversation to organize thoughts, focus opinions, interpret feelings, or simply catch their breath.  You may feel great pressure to break the silence by saying something.  However, it is better to let your mentee restart and continue the conversation.  If your mentee becomes emotional during your discussion, let him or her work through his or her feelings.  After an emotional release, the mentee may feel embarrassed.  If the mentee wants to discuss it, let him or her talk freely.

h. Use discretion in handling sensitive or confidential information.  Realize that your mentee may be feeling anxiety, apprehension, or fear about disclosing this information to you.  This is where trust really is a factor.  Remember, the more serious and personal your mentee’s problem, the more cautious you should be about giving advice and remember to refer if the problem is too serious or too personal.

2. Communication:

a. The lack of effective communication is the greatest barrier to healthy relationships with friends, family, coworkers, and others.  The mentor and mentee must both effectively listen and give meaningful feedback.

b. Listening

1) There are two types of listening, passive and active.  Passive listening occurs when a listener may deliberately or unintentionally send non-verbal messages through eye contact, smiles, yawns or nods.  However, there is no verbal response to indicate how the message is received.

2) Sometimes passive listening is appropriate.  If your mentee wants to air a gripe, vent frustration, or express an opinion, you may want to listen passively.  Your mentee may not want or need a verbal response; rather he or she may want a sounding board.  Passive listening is also appropriate when you want to ease back mentally and be entertained.  It would be a mistake to interrupt your mentee as he or she relates a good joke or story.

3) Active listening involves verbal feedback.  One type of feedback involves questioning.  You ask for additional information to clarify the mentee’s message.  For instance, you might ask, “What do you mean?” By asking this type of question, you want your mentee to elaborate on information already given.

4) Another type of feedback is paraphrasing (e.g., “Let me make sure I’m with you so far,” or “What I hear you saying is …”).  Then you rephrase your mentee’s ideas in your own words.  With this type of feedback, you demonstrate that you have understood your mentee’s concerns.

5) You can strengthen your listening skills and improve your concentration with:

a) Hold your fire:  Learn not to get too excited or angry about the individual’s point until you are sure you understand it.  Do not immediately draw any conclusions either good or bad.  Reduce your emotional reactions.

b) Listen for the main points:  When listening to your mentee, focus on the main ideas.  Make a mental outline of his or her most important points.

c) Resist distractions:  While listening to your mentee, try to ignore your surroundings, e.g., outside noises or other people.  Try to concentrate on your mentee’s facial expressions and his or her emphasis on certain words.

d) Capitalize on thought speed:  On average, a person speaks 125 words per minute.  But people process what they hear at almost four times that speed.  Don’t let your mind stray while you are waiting for the person’s next point.  Instead, try to “listen between the lines.”  You can do this by concentrating on your mentee’s non-verbal messages.

e) Listen for the whole meaning:  Listen for feelings as well as fact.  In other words, try to get inside the other person’s head.

f) Checkpoints for Active Listening

(1) Stop talking

(2) Empathize with the other person

(3) Ask questions

(4) Be patient

(5) Concentrate

(6) Show the other person that you want to listen

(7) Put the talker at ease

(8) Be aware of your emotions and prejudices

(9) Control your anger

(10) Get rid of distractions

(11) Get the main points

(12) React to ideas, not the person

(13) Don’t argue mentally 

(14) Listen for what is not said

(15) Listen to how something is said

(16) Don’t antagonize the speaker

(17) Avoid classifying the speaker prematurely

(18) Avoid jumping to conclusions

g) Effective listening is a skill that comes from practice and a desire to understand the other person.

c. Feedback:  You never stop communicating with the world.  You give feedback to others just by being alive sometimes it is unintentional.  This occurs when someone interprets your behavior and reacts to it based on possibly inaccurate perceptions.  This can lead to conflict and misunderstanding that can negatively affect relationships.  You can break the cycle by giving feedback to the right person.

1) Feedback gives you information about behavior, its impact on others, and whether it is consistent with your intentions.

2) Effective feedback must be:

a) Specific

b) Non-judgmental

c) Timely

d) Direct

e) Asked for

f) Motivated by a desire to help

3) When you give feedback, describe the behavior and its impact on you.  For example: “When you yell at me (the behavior), it shuts be down, and I withdraw (the impact).”  Be direct, clear and caring in your delivery.

4) Other types of feedback:

a) Nonverbal feedback:  Communicating through your facial expressions, physical gestures, or body language.  Your physical reaction to what is taking place.

b) Indirect feedback:  Communicating your message in a roundabout, unclear way.  It is the “read my mind” approach.  For example: “Those cigarettes have a strange smell” may mean, “I don’t like your smoking.”

c) Inappropriate feedback:  Communicating your message in an aggressive or damaging way.  It often results from waiting too long so that hurt or angry feelings build up and are then expressed in a passive aggressive manner.  It can also be motivated by a desire to hurt someone.

5) Feedback nourishes and challenges you and provides an opportunity for growth.  Mentoring partners should discuss feedback at the outset, setting the stage for honest and direct communication.

ANNEX F

Questions?

1. What is mentoring?  Mentoring links soldiers with experienced professional for professional development.  It can be very simple and natural or very sophisticated.

2. What does a mentor do?  A mentor oversees the career and development of another, usually junior, person.  Her or she helps the mentee clarify career goals and carry out a plan to reach those goals by sharing the insights and knowledge they have gained through their experiences.  The roles of the mentor include coach, teacher, motivator, counselor, guide, door opener, advisor, role model, and sponsor.  A mentor:

a. Coaches the mentee in enhancing skills and intellectual development

b. Passes along organizational information (structure, politics, personalities)

c. Provides candid feedback to the mentee about perceived strengths and developmental needs

d. Points out opportunities for the mentee to develop and demonstrate capabilities 

e. Points out potential pitfalls

f. Advises the mentee on how to deal with real or perceived roadblocks

g. Serves as a sounding board

h. Encourages and motivates the mentee

i. Builds the mentee’s self-confidence and sense of self

j. Links the mentee with others who can enhance the mentee’s learning

3. What is a mentee?  There are two types of mentees.

a. The novice who is new to the organization and has a need for a more experienced person to pass on the organizational knowledge, culture, politics, and personality of the unit.  Not only does this knowledge help the mentee to succeed, but also helps the person feel included in the organization.

b. The other mentee is a more seasoned individual who is seeking the professional guidance to reach one or more career goals.

4. How does someone find a mentor?  A person should spend a lot of time thinking about their needs before looking for a mentor.  Look for someone who:

a. You respect

b. Has been where you want to be

c. Has the time to assist you

d. Is outside your chain of command (this does not preclude a mentor within your chain of command)

e. Look for someone about two ranks or grades above you.  If the mentor is too senior, the “rules” may have changed since they were at the mentee’s level.  If the mentee is seeking guidance about changing careers, it does not matter as much about rank or grade.

5. What do mentees want from their mentors?  Encouragement, support, honesty, candid information and advice, a “big picture” view, guidance, suggestions, an honest appraisal of their abilities, help with their “vision”, assistance in making good choices, information on opportunities available, help in defining and reaching goals, the benefit of the mentor’s experiences, availability without interruptions, non-attribution, honest discussions about tough issues, assistance in formulating a cohesive plan, help developing a network, introduction to key players, idea stimulation, and insight to career paths.

6. How does a mentor benefit from a mentoring relationship?  

a. Career advancement – assigning mentees to special projects can build the mentor’s reputation for getting things does; developing others to follow your example can help a mentor advance.

b. Information gathering – mentors receive a great deal of information about the organization, feedback, and fresh ideas from their mentees.  Because senior people can be isolated, mentees can offer insight about how personnel at different levels perceive the organization.

c. Personal satisfaction – mentors report a sense of pride at helping a junior person succeed.  They also often state they feel they are “giving back” some of what the USAR or Army has given them.

d. Sharpened leadership interpersonal skills – mentors sharpen their own skills as they challenge and coach their mentees.  Mentoring is a core competency for a good leader.

e. Source of recognition – good mentors are well respected at all levels in the organization.

f. Expanded professional contacts – mentors develop professional contacts by interacting with other mentors and with contacts they make while seeking referrals for their mentee.

7. What is the time commitment?  The amount of time varies depending on the needs, expectations, and desires of the mentee and the mentor.  Both parties must discuss their expectations at the beginning; one of the most important factors is time.  How often and for how long will they meet?  Does one have a commitment at certain times that would make them unavailable?  When is it okay to call?  The greatest time commitment will generally be at the beginning, as the focus is on getting to know each other and on building the relationship.

8. How long does the mentoring relationship last?  It depends.  It depends on the mentee’s needs, remembering that successful connections are mentee driven.  Mentoring relationships may end when the mentee has outgrown the need for his or her mentor’s guidance.  Sometimes, the relationship evolves into a strong friendship in which the two see each other as peers.  

9. Can someone have more than one mentor?  Yes, especially when a mentee has needs in more than one area.  For instance, a civilian contracting specialist new to working for a military agency could benefit from connections with both a military member to learn the rank structure and military culture and a senior civilian to provide career specific guidance.  Forming relationships with several respected individuals that you can turn to for advice is wise.  It can be difficult to find the time and energy for multiple mentoring connections, so it is recommended that mentees develop one mentoring relationship before seeking additional mentors.

10. How many people can one person mentor?  There is not rule as to how many one can mentor, as each mentor must decide how much time they can commit to mentoring.  Because of the time and energy needed to mentor effectively, it is suggested that the mentor develop one mentoring relationship before deciding to take on another.

11. Do supervisors mentor their subordinates?  Most supervisors do mentor their subordinates somewhat.  Research shows that the most effective mentor is not the first or second level supervisor.  The mentor should be about two grades above the mentee.  The mentee’s supervisor may be able to share some of the knowledge and skills that need to be developed, but sometimes supervisors have time constraints or are otherwise unable to provide the guidance needed.  There are also drawbacks to the supervisor mentoring his or her subordinate.  One is a perception of favoritism, based on the time that can be required in mentoring.  Also, mentees are often reluctant to being open about their developmental needs and weaknesses.  So supervisors do mentor subordinates, but it is recommended that the mentee seek mentors outside the chain of command.

12. Are mentoring relationships confidential?  In order to foster open and honest communication, the mentee must be able to trust the mentor not to disclose their discussions with others.  However, if both agree that communication with the mentee’s supervisor would be beneficial, the mentor and supervisor may talk.  The intent to harm oneself or another or break a law can never be kept confidential.

13. What if I find myself in over my head as a mentor?  One of the roles of a mentor is that of “referral agent.”  A mentee’s career issues may require more information than you have, so it’s best to learn about other available resources.  If your mentee comes to you with a problem more personal than professional, be supportive but refer.  In other words, know your limitations.  You are providing professional guidance.  Never try to professionally counsel someone having personal problems.  It is a good idea to keep a referral list handy with telephone numbers that a mentee may need.

14. Can military personnel mentor civilians?  Can civilians mentor military personnel?  Yes, remembering that the best connections are made based on the mentee’s needs.  The most important criteria are for the potential mentor to have the experience and knowledge that the mentee needs to develop professionally.  Because military personnel have often had varied experiences and assignments, they can share this perspective with civilians.  On the other hand, civilians can provide information on the culture of a specific workplace that can help new military personnel settle in quickly and feel a part of their new workplace.

15. Can officers and enlisted personnel mentor each other?  Remember that the best mentoring relationships are “mentee driven,” so connections depend on the mentee’s needs.  For example, if an enlisted person’s goal is to go to Officer Candidate School (OCS), an officer who has been through OCS to learn all they can about the process.  On the other hand, many officers site, with gratitude, a sergeant in their career history who mentored them when they were new to the Army.

16. Do mentoring connections between people in different locations work?  Many mentoring connections have been made between people who have never had a chance to meet.  They communicate by e-mail and telephone.  Naturally, because it can be harder this way, these matches can be more difficult to maintain.  However, many people are located in places with few other people, so there may not be a good, local, mentoring candidate available.  Some mentees have found e-mail connections to work as they can take their time to express themselves, and some find it easier to open up about their concerns by writing them down.  The ideal mentoring connection would occur where a mentor and mentee could meet on a regular basis to discuss an individual’s leadership development plan and discuss progress over a cup of coffee, but ideal is not always possible.  There have been many reports of satisfied mentees who have mentors far away.

17. What is the difference between a “formal” mentoring program and a “natural” mentoring relationship?  Formal mentoring programs are usually initiated in order to officially “pair” a mentee with a mentor.  Some agencies target a specific group to be mentored when they believe that the group is not advancing in the organization at the same rate as other groups.  Some agencies have formal mentoring programs for a limited number of personnel who they believe have the potential to reach senior levels; they pair those individuals with senior executives to assist them along a “fast track” to reach the top.  Other formal mentoring programs offer a way for personnel who may not easily find a mentor on their own to be paired with a mentor.  Based on research showing that people who select their own mentor have more productive and successful relationships, a formal network is considered to be less effective than natural mentoring connections.
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