Why Mentoring?

Mentoring is not limited to the traditional manner of passing knowledge and experience from one generation to the next. It is also a means of preparing professionals for practice that encourages practitioners to assume their role as educators and enables every member of a team or a firm to play a vital role.

Mentoring is a well-established concept in many professions, including law, medicine, and engineering. It encourages career development and enhancement; supports ethnic and gender diversity in the profession; strengths inner office communication and collaboration; and increases retention. Mentoring can help people through times of change and transition, easing the adjustment to a new academic or professional environment and ensuring the success of emerging professionals.

Goals for Mentoring Program:

· Demonstrate a commitment to the value of professional education in practice.
· Establish clear avenues for individual development and leadership within the profession.
· Promote an equal and open exchange of knowledge between firm leaders and staff.
· Encourage inclusiveness, sharing, and mutual support on the part of staff members.
Identifying Roles - The Mentor

Mentoring is more about an attitude and a frame of mind than it is about raw talent or skill; everyone has something to share with others.  The role of the mentor is to effectively contribute to the growth of the mentee.  There is no “right” or “wrong” way to do this.  The key is to be as genuine and straightforward as possible with your mentee.
Mentor’s roles

A mentor can take one of several roles in establishing a relationship with those being mentored:

· The role model demonstrates appropriate attitudes, behaviors, and responses and explains why these are appropriate. Such mentors inspire the mentee to meet and possibly exceed his or her chosen goals by supporting and encouraging mentee learning and constructive development on an ongoing basis.

· The career counselor acts as a sounding board as the mentee sorts through and reacts to the dilemmas of a developing career. Mentors acting in this capacity provide access to sources of career information or act as guides to paths the mentee may choose. They provide support when the mentee is experiencing stress and uncertainty.

· The leadership coach counsels the “whole person” about values, integrity, and ethical conduct when appropriate. This type of mentor helps the mentee recognize the results of his or her actions and plans and acts as foil and friend when discussing ethical conduct.

Mentoring styles

Mentors can adapt their mentoring style to the individual they are mentoring and the circumstances in which their relationship develops. 

· The director style is effective when you perceive that your mentee does not have either the experience or the ability to handle a decision or situation unassisted. Mentors using this style give specific advice and direction based on their personal experience or the experience of others in similar situations.

· The coaching style is effective when you perceive that your mentee lacks the experience to make a decision unassisted but will be able to handle the situation if properly instructed. Mentors provide explicit advice about a situation, then review the way the mentee handled it afterward.

· The counseling style is effective when mentees have enough experience to handle situations and decisions but need help evaluating the options open to them. Mentors question mentees about how and why they will handle a situation or decision to ensure they are fully considering available options.

· The observer style is effective when mentees have developed the experience and skills to make decisions and handle situations independently. Mentors and mentees discuss how the mentee handled an issue, review results, and discuss the issue further if anything could or should be done differently in the future.
Success strategies

· Be flexible. Use a flexible style of leadership. Decide when you should intervene, provide career direction, or allow mentees to learn from their mistakes.

· Be conscious of learning style. Discuss your mentee’s preferred learning style with him or her and identify the learning methods and situations the individual finds fun and enjoyable. Use those methods and situations to keep your mentee interested and motivated.

· Offer advice. Be prepared to offer advice and suggestions for coping with a wide range of business and personal situations. Think through your own experience and mine it for both positive and negative examples.

· Make a plan. Work with your mentee to develop a structured learning plan. Identify objectives that are specific, measurable, achievable, and compatible. Also identify the accomplishments, tasks, projects, or competencies that need to be learned or acquired. Develop time frames and evaluation criteria, and put the plan in writing.

· Teach by example. As your mentee works to achieve the goals you have mutually established, counsel, guide, and teach by example. When it is appropriate, arrange for other experts to provide additional advice and counsel.

· Document success. Keep a running record of your mentee’s accomplishments and successes. Use this evidence in feedback sessions with your mentee and to showcase him or her to decision makers.

· Communicate. Do not let conflicts, misunderstandings, or disagreements fester. Talk through issues and do not let them become personal. Communicate honestly.

· Reciprocity. Emphasize the reciprocal nature of this relationship, and expect your mentee to take initiative and be accountable.

· Get to know your mentee. Take time to learn about your mentee. Carve out some quality time to meet with him or her, and set deadlines aside for awhile.

· Learn to teach. Share your knowledge with others. Make it a priority. Young architects are hungry to learn from you.

· Learn to learn. Be willing and interested to learn from others. New staff members, particularly recent graduates, will have tremendous ideas and a desire to be part of a learning culture. Make the office an educational environment, and be a learner yourself.

· Be patient. This is so hard to do sometimes but so important. Be sensitive to how others work, and bear with them as they work through the learning curve. Failing is important. Allow your staff to fail and learn from their failures.

· Be tactful. Be gentle but firm. If you expect the best, you’ll get the best. You won’t accomplish that by browbeating or badgering. Be sensitive and savvy in your communications.

· Take risks. Challenge individuals to reach beyond their comfort level. They will grab for the next bar and pull themselves up if you give them a sense that they can trust you to help them get there.

Mentoring after Licensure

It is a common misconception that after having reached the milestone of licensure you no longer need a mentor. After all, a mentor is not required after IDP has been satisfied, nor is it required for continuing education. However, in the period immediately following licensure many new questions arise; mentoring can be really beneficial at this time. Issues for which a newly licensed architect may need guidance can include:

· Navigating office politics

· Managing projects

· Managing staff

· Maintaining passion for the work

· Getting a promotion

· Balancing work with family life

· Learning to run a practice

· Marketing a firm and getting jobs

· Developing an area of specialization

· Networking

· Teaching at an architecture school

· Getting involved at your alma mater

· Serving on a national AIA or NCARB committee

· Understanding architecture in the context of development.

Identifying Roles - The Mentee 

The role of the Mentee is to take advantage of the opportunities offered to them by their Mentor.  This involves a willingness to explore new ideas or options.  The Mentee is expected to “drive” the mentoring relationship by developing the agenda or discussion points for the mentor to comment on.  It is the Mentee’s responsibility to build rapport with the Mentor and to ask the right questions, seek relevant information and utilize the connections give by the Mentor.

Practical tips for mentees

· Express appreciation for the mentor’s help, and respect his or her time and other commitments.

· Welcome the mentor’s interest and concerns.

· Learn and practice self-empowering behaviors, and take responsibility for your own growth.

· Set realistic expectations with your mentor but seek challenging assignments and responsibilities.

· Initiate reasonably frequent contact with your mentor.

· Follow through on commitments and seek help when necessary.

· Be willing to discuss failures as well as successes with your mentor.

· Recognize that mutual respect, trust, and openness are necessary to achieve mutual commitment to mutual goals.

· Maintain a log. Document the content of meetings, assignments given, and the outcome of your efforts.

Getting Started
While there is no “right” or “wrong” way to do it, it is important to follow some guidelines in establishing and maintaining your mentoring relationship.  Establishing initial goals is crucial to the success of a mentoring relationship.  Checking in periodically is important to keep the mentee on the right road to achieving the established goals.  It would be unrealistic to assume that there might be some unforeseen circumstances throughout the relationship.  While the main goal is to keeping the relationship going there may be challenging times.  
Establishing Goals
The attached meeting checklists in the appendix are provided as guidelines only. The First Introductory Meeting Checklist is intended to establish the Mentee’s objectives/expectations, topics to be discussed, frequency of meetings, and goals.
At follow up meetings, the mentoring team will review, assess, and evaluate the mentee’s experience since the last meeting. Items to review include the following:

· Determine whether the goals and objectives established in earlier meetings are being met.
· Review the intern’s experience, and determine where emphasis should be placed.
· If experience is not being obtained, discuss other steps the intern can take.

· Review examples of the intern’s work.

· Review problems the intern has experienced, and explore possible solutions.

· Discuss career-related issues.

· Document mentoring activities with a diary or other record.

· Schedule the next meeting.
Keep it Going
Maintaining Passion and Energy
“One person with passion is better than forty people merely interested.”

E. M. Forster

Maintaining a mentoring relationship requires effective communication, encouragement, passion and energy.  It has been said that people may be instructed by reason, but they are inspired by passion. It is really passion, following the heart that drives outstanding leaders and mentors. Passion exhibited by an individual ignites a similar response in others. Passionate individuals who are sensitive to ways in which their level of energy and intensity can be transmitted to others will be the most inspirational leaders.
Maintenance tips:

· Set aside time for mentoring and look forward to it (rather than looking at it as a chore).

· Enjoy time spent with the intern/mentee, and reflect on your own career development.

· Be positive and enthusiastic; your attitude can be infectious.

· Keep your work and personal life in balance.

Incentives for Mentees

Mentees can gain much from working with a mentor. In business, it has been proved that those who are mentored reach an executive level two years sooner than those who are not. Other possible benefits include the following:

· Greater pleasure in your work

· A sense of mission because you understand your function better

· A clearer career plan

· An increased knowledge of the technical aspects of your business

· Better understanding of the organizational aspects and informal rules of your place of employment

· Higher visibility in your organization

· Increased productivity

· Higher performance ratings

· Higher pay (because of your increased value to the organization)

· Opportunities for more well-rounded training

· Realistic knowledge about the profession

· A support network for professional growth and future career opportunities.

Incentives for Mentors

Those who make the commitment to mentor an up-and-coming young architect will also take much away from the experience. Possible benefits include these:

· Satisfaction from passing on knowledge and wisdom

· Energy from working with enthusiastic “newbies”

· Improved communication and leadership skills

· A sense of accomplishment from teaching

· Stronger relationships with your associates, including greater trust and improved communication

· Knowledge of the newest trends in technology and information systems.
Expect Challenges

As with any journey of interest and value, the path of mentorship has its pitfalls and dangers. The important thing is not to spend all your time trying to avoid them—you can't—but to know how to react when problems arise. Preparation is the key. We need to arm ourselves, as mentors and mentees, with the right tools to deal with unexpected circumstances.

Taking a Step Back

You know it’s time to step back and evaluate the bigger picture when:

· The mentee constantly relies on the mentor to “fix” problems.

· The mentor offers prescriptive advice.

· Mutual professional respect is neglected by either party.

· You wonder, “Is it still working?” If not, mentor and mentee should discuss the situation and decide together to go their separate ways.  The mentee can request to be reassigned to another mentor at any time during the process.
Common Pitfalls

Those in mentoring relationships will have more success if they try to avoid some common pitfalls:

· Confusion between managing and mentoring

· Excessive reliance on a “program”

· Inability to cultivate a sustained relationship

· Poor communication

· Lapse in focus (when getting the job out interferes with the relationship)

· Loss of passion and energy for work

· Lack of sensitivity in facilitating a mentee’s change in route

· Failure to adjust to a rapidly changing profession.
Code of Ethics for Mentoring
1. Both parties must discuss expectations and come to an agreement on such issues as the length of the relationship; the frequency and types of meetings and other activities; how they will give each other feedback; and the roles of the mentor and the mentee.

2. Confidentiality about both personal and professional issues is an absolute requirement for both mentor and mentee.

3. Mentors and mentees need to respect each other by considering the time each has available and by addressing the mentee’s goals rather than the mentor’s expectations. They need to follow through on commitments, prepare for transitions, and be sensitive to cultural and other differences.

4. While some mentoring relationships last a lifetime, either party may discontinue a relationship at any time. If a mentor ends communication at any point, the mentee must respect and accept this, and vice versa. A mentoring relationship could have several long inactive periods.

5. Both mentor and mentee must notify the other if one wants to end the relationship.
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