Introduction – BLM-Alaska Mentoring Program 


As part of an on-going effort to enhance recruiting and retention of excellent employees and create a rewarding career, BLM-Alaska has instituted a voluntary Mentoring Program.  While not targeted to promotions, this program is intended to help employees
• better understand the BLM-Alaska culture

• improve professional and people skills

• gain greater insight and awareness of career opportunities

The people of BLM-Alaska are our most important resource.  It makes sense to provide terrific learning opportunities to each member of the BLM work force, especially the future of our organization, our employees.

Working in partnership with a mentor, each participant, or mentee, will have access to a trusted mentor who brings to the table BLM experience and insight.  Our ultimate goal is to make employees feel at home within BLM-Alaska by providing access to information that only an experienced BLM employee can offer.

Mentoring can and does occur informally in our workplace.  The BLM-Alaska Mentoring Program offers early formal mentoring on a large scale for specific numbers of employees each year.  This handbook, along with a one-day training course, provides insights into the mentoring process.  However, this is not intended to suppress the creativity, spontaneity, satisfaction, and downright fun that often evolve from a mentoring relationship.

We are all about promoting the benefits of intentional, effective mentoring by jump-starting the process.  After the one-day training how you set up your mentoring relationship is pretty much up to you and your mentor.  If in the next 12 months you need inspiration, need a question answered, or just want to chat, feel free to contact any Mentoring Program Team member.
Thank you for exploring this exciting way 
of helping and learning from others!
Why Mentoring


What is mentoring?

Mentoring is a dynamic, evolving partnership with people who invest time, know-how, and effort into enhancing another’s growth, knowledge, or skills.  Mentoring responds to critical needs in an individual's life, preparing that person for greater satisfaction, productivity, or achievement in the future.

Mentoring at BLM-Alaska is a voluntary program where self-directed people can work together to meet developmental needs.  Mentoring relationships are established on a one-to-one basis.  This partnership is a constantly evolving, growing process with both members providing insights and feedback over the course of the program.

Why mentoring at BLM-Alaska?

Mentoring has existed throughout history; the benefits of having wise, trusted counsel have always empowered those involved.  At BLM-Alaska, however, our approach takes a departure from the venerated, master-teaching-a-willing-apprentice version.  The BLM-Alaska Mentoring Program is intended to foster helpful, professional relationships for all interested employees based on partnerships that provide information, encouragement, and enhance career direction.

Objectives and benefits for mentees

•  transition more smoothly into BLM-Alaska culture


•  achieve mastery in personal and professional skills


•  develop insights into job and career opportunities


•  gain additional perspective on your own development plans


•  acquire a trusted coach/advisor/supporter for advice, information, and opinions

without fear of repercussion

Objectives and benefits for mentors


•  help the mentee accomplish a smoother transition into BLM-Alaska culture

•  assist the mentee into a smooth transition to BLM-Alaska culture

•  help the mentee assess his/her situation and develop a plan of action to meet the

mentee’s goals

•  achieve greater insight into personal mentoring skills and leadership

•  gain greater understanding of other working levels, functional areas and various

disciplines within BLM-Alaska

•  provide a lasting legacy to BLM
Objectives and benefits for BLM-Alaska
BLM-Alaska gains a team of well-rounded employees.  Both mentors and mentees have an opportunity to expand their leadership, interpersonal, and technical skill through this relationship.  This reduces the chance that employee will be lost within BLM or will experience a career plateau.
Mentoring is also beneficial when recruiting new employees.  This type of program makes the organization more attractive to potential employees because it demonstrates that BLM cares about the well being of its employees.
BLM-Alaska retains qualified employees.  Mentoring helps the mentee relate more closely to BLM.  This reduces the likelihood that employees will leave the organization prematurely.
Mentoring also helps employees see the big picture through the eyes of their mentors who are often in a position of managing change.
Mentoring offers an effective way of integrating employees into the workforce.  Because mentors pass on their values, ethics, and personal and professional standards, this process ensures the future success of BLM-Alaska.
Mentoring is a proactive approach to providing career guidance and role models for employees who assume responsibility for their career direction.

Key Program Elements


Definitions


Mentor—person volunteering to provide guidance and support


Mentee—employee in partnership with a mentor


Supervisor—mentee’s immediate supervisor


Mentoring Program Team (MPT)—a team of diverse employees investing time and

effort in creating an effective Mentoring Program for BLM-Alaska.


Mentorship Program Team (MPT) Lead—person responsible for guiding the MPT

team through all phases of the program


Mentorship Program Team Sponsor—person on MPT responsible for assisting
 
mentor/mentee – each MPT member is assigned one or more pairs.  The sponsor will 
check in with the mentor/mentee pairs occasionally and be available for questions 
and—where appropriate—coaching


Mentorship Program Sponsor and Co-Sponsor—Associate State Director and
 
Associate Deputy Director for Support Services, responsible for providing overall
 
direction and oversight for BLM-Alaska program


Alaska Leadership Team Subcommittee—group of senior managers responsible for

oversight of the Mentoring Program and insuring that the strategic goals are met


Mentoring Plan—a contract developed by mentor and mentee that guide how they

will operate


Action Plan—a unique action plan similar to an individual development plan (see 
Appendix E)

The matching process

A one-hour mentoring orientation will be open to all interested employees at scheduled times in each of the Field Offices and State Office of BLM-Alaska.  This presentation will cover the purpose, process, and objectives of mentoring and allow time for questions and answers following the orientation, eligible candidates are invited to fill out an application including specific people they may wish to participate in the program with as a mentor or mentee.  

Using information from the applications, MPT members will match applicant mentors with volunteer mentees.  

The mandatory one-day training program for mentors and mentees introduces all participants to the BLM-Alaska Mentoring Program, outlines the requirements of a successful mentoring relationship, provides skills training, and provides the opportunity for mentors and mentees to conduct their first meeting.

Shortly after the training, mentors and mentees are encouraged to meet with the mentee’s supervisor to discuss roles, time requirements, confidentiality, and purpose of the program.

Duration

The commitment for the BLM-Alaska Mentoring Program is one year, although partners are free to continue their mentoring relationship as long as they wish. 

Confidentiality

Discussions between the mentor and mentee are considered private and are not shared with others unless mutually agreed.  One exception might occur when both parties have concurred in the sharing of information with others for a specific purpose or when providing feedback to the MPT.  The only other (extremely rare) exception might occur if a significant legal reason existed to do so.
The Productive Mentee

As mentioned earlier, there are a number of benefits for the employee in an effective mentoring relationship.  Smoothing the transition into BLM-Alaska culture is probably the most common.  To gain additional benefits, it's up to the mentee to have specific goals, stay focused on them, and ultimately be responsible for them.  The initiative to seek out a mentoring relationship is a great first step but follow through is critical to achieve the mentee's goals.  It’s important to recognize that the role of the mentee involves planning, discussion and follow through.
Why be a mentee?

BLM-Alaska employees face a steep learning curve.  A mentoring partnership can ease this intense period with communication, understanding, and guidance.  A mentor can also help accelerate understanding of the many parts of BLM-Alaska by sharing knowledge, experiences, or organizational insights.  In many cases, mentors share the outcome of personal trial and error to help the mentee avoid the same pitfalls.

Typically employees can benefit from a mentor by using them as a role model or sounding board.  Seeing what works along with a safe place to vent concerns or frustrations makes a mentor worth their weight in gold!  Mentees also may have developmental needs in the areas of technical or interpersonal skills.  Mentees may just want to know more about what really goes on at the State Office, in the field, or in a different functional area or discipline.

Mentees typically gain confidence more quickly and are encouraged to grow at a faster pace than employees without mentors.  It's a fact that individuals who have had mentors achieve greater job satisfaction and are three to four times more likely to mentor others.

Role of a mentee

•  self-directed learner


•  initiator


•  listener
Skills and attitudes required of an effective mentee

•  willing to speak up


•  follow through on recommendations


•  trustworthiness


•  acceptance of feedback


•  commitment to learning
Responsibilities of a mentee

•  Attend the one-day training program with your mentor


•  Identify how a mentor might be of help


•  Take an active role in contacting, meeting, and working with your mentor


•  Develop an Action Plan (see Appendix E) to help you and your mentor focus your 
efforts


•  Respect the confidentiality of the relationship


•  Initiate communication with your mentor


•  Keep your supervisor in the loop


•  Attend scheduled events sponsored by the MPT 


•  Provide feedback to the MPT
The Supportive Supervisor


Supervisors retain the primary responsibility for the employee’s direction, development, and evaluation.  The mentor’s activities actually supplement the amount of time the supervisor is able to devote to the employee.  Whereas the supervisor often has a number of individuals among whom they divide their time in leading and developing, the mentor is in a position to provide extra time and attention to the mentee.  Additionally the supervisor is often focused (understandably) on the short-range tasks and needs of the employee, while the mentor is often in a position to help with a long-range perspective.

Other than the initial meeting with the mentor to discuss program parameters, the supervisor communicates with the mentee rather than the mentor.  Any direct communication between the supervisor and the mentor should be discussed and agreed-to in advance with the mentee.  Any breach of confidentiality has the potential of diminishing trust within the mentoring relationship.

Responsibilities of the supervisor


•  Develop an awareness of BLM-Alaska Mentoring Program


•  Support the mentoring partnership with resources to attend the one-day training

and the one-year follow up


•  Allow time for mentoring meetings


•  Take an active—but not controlling—role in meeting and working with the

mentoring partnership


•  Communicate with the MPT Lead if necessary
The Effective Mentor

It takes a person with diverse qualities to be an excellent mentor.  On the humanistic side, the mentor must truly care about people.  Effective mentors are interested in helping others and are accessible to their mentees.

On the administrative side, they are often, but not always, at a higher level than the mentee and outside of the direct reporting chain.  To retain effectiveness, they typically have one and almost never more than two mentees over the same time period.

Why Be a Mentor?

Mentors often have a number of years experience with BLM-Alaska and strong desire to help others develop and grow professionally.

Often a mentor is in a good position to accelerate a mentee’s learning curve by sharing knowledge, experiences, or organizational insights.  As mentioned earlier, in many cases mentors are willing to share the outcomes of their own trials and errors to help others avoid the same pitfalls.  In this way, many mentors feel they are passing on a legacy to the next generation of employees.  Many mentors feel pride in knowing helping with their mentee’s growth will allow them to achieve great things for BLM. 

Mentors further benefit by having an opportunity to sharpen their management, leadership, and interpersonal skills.  These skills are honed by challenging their mentees and by offering constructive feedback.  At the same time, they often learn from the mentee, seeing their own work from a new perspective.

Other mentors value the recognition they receive from their peers and the increased interaction with other mentors and mentee contacts.

Role of a mentor 

Mentoring is a constantly evolving process with the mentor playing multiple roles. The more skillful the mentor, the more roles he or she blends together.  These roles include but are not limited to the following:

•  coach/teacher


•  listener/confidant


•  counselor/advisor


•  encourager/challenger


•  role model


•  strategic thinker


•  door opener (as appropriate)

The mentoring process links a person with sizeable BLM experience within the organization (mentor) with an individual with less BLM experience (mentee) to foster career management, development, and professional growth of the mentee.  A mentor's understanding of BLM processes, politics and the general way things are done helps the mentee define realistic career goals, strategies, and options that may extend beyond the current job, career field, or organization.  The mentor provides confidential guidance on how to gain acceptance and recognition in the larger organization.  The mentoring process requires that the mentor and mentee work together to define appropriate and satisfactory career goals, and provide each other with sufficient feedback to enable achievement of those goals.

Skills and attributes of an effective mentor

Perfect mentors do not exist—just as perfect people do not exist; we are all blends of strengths and shortcomings.  At the same time, effective mentors do fulfill certain roles and typically have the following relevant skills and attributes:


•  commitment to development of others

•  listening

•  coaching and counseling 


•  behavior-based feedback

•  flexibility

•  situational mentoring—responding appropriately at different stages in the 

mentoring relationship

•  ability to celebrate others’ accomplishments

•  organizational insight

•  trustworthy

•  accessibility

Responsibilities of a Mentor


•  Complete one-day training for mentors and their mentees.

•  Identify areas where you could help your mentee.

•  Take an active role in contacting, meeting, and working with your mentee.

•  Be flexible, challenging, encouraging and a good sounding board.

•  Respect the confidentiality of the relationship.

•  Provide feedback to the MPT  on request.
Working Together


When do we talk?

Although each relationship will be unique based on personality, location, and needs we offer a few guidelines:

•  The first meeting is held within two weeks of acceptance.


•  The first meeting will probably last an hour or more.


•  Meet at least twice a month initially.


•  The MPT will conduct a thirty-day follow-up; one MPT member (MPT sponsor)

will be assigned to each pair.

The mentoring journey—five essentials

Together, the mentor and mentee share experiences that—over time—can help build an enriching relationship.  The success of this relationship depends upon both partners.  Both must want the relationship to work and invest time and effort into making it work.

Another key to a successful relationship is clear definition.  You need to know if each other’s expectations are being met.  Once you communicate what you expect to each other, you will be able to build a strong framework.

There are several essential ingredients that practically guarantee success:


Respect—usually established when the mentee recognizes knowledge, skill, or 

abilities in the mentor that he/she would like to possess.


Trust—a climate that results from open communication, accessibility, 

predictability, and respecting confidentiality.  Both partners have to know that what 

happens within the mentoring relationship remains unless both partners agree it can 

be shared.  


Partnership building—results from overcoming the natural barriers that all

partnership face such as miscommunication or uncertainty about each other’s

expectations.  Surmounting these barriers can be accomplished with open 
communication, approaching difficult topics openly, discussing progress and meeting 
commitments.  Truth and authenticity make the partnership.  Enthusiasm and 

commitment keep it growing.


Realistic expectations and self-perception—as the old saying goes, “The path to 
truth is through self-knowledge.”  A mentoring relationship can be an invaluable 
source of additional self-knowledge if the right climate of openness, honesty, and 
trust is created.  Willingness to give and receive honest feedback is one of the most 
empowering tools for adult learning.  


Encourage your mentee to have realistic expectations of themselves, the mentoring 
relationship, and their potential growth.  Constructive feedback empowers your 
mentee to accomplish his or her best while avoiding the frustration of unrealistic 

expectations.


Time—Everyone at BLM-Alaska is highly tasked.  To find time to interact, your 
mentoring bond has to be one of your important tasks that needs to be scheduled in 
order not to be overwhelmed by all those urgent—but not always important—tasks 
that consume us each day.  Look out for lop-sided mentoring where one party is 
devoting considerably more time and energy to the process than the other.  In most 

cases, efforts should be about equal. Some ways to make time include:

    ▪
Set meeting times and don’t change these times unless absolutely necessary.

    ▪
Meet or call periodically, at mutually convenient times and at times when you 


know you won’t be interrupted.

    ▪
Look for activities you can participate in together: meetings, brown bag lunches, 




etc.

    ▪
Seek common interests that may provide a setting for meetings off the job such 


as golf or hiking. This is by no means mandatory, but in some cases participants 


find time easier to schedule when they are doing another thing they both like at 




the same time.


    ▪
Frequently check in.  It's a good idea to even schedule these.

Commitment—A successful partnership takes time and effort.  The main reason 
this 
program is voluntary stems from the need for full commitment from both parties.  
The two-way nature of this relationship often results in increased self-esteem and 
satisfaction on the part of both partners.

Situational mentoring

As mentioned earlier, effective mentoring is a dynamic and evolving process.  More specifically, it consists of different stages that respond to the mentee’s learning and growth needs.  The partners should be aware that different stages call for different approaches.  The approaches or roles within a stage are not exclusive to that stage, but indicate when you are most likely to begin performing that role.  Some roles are crosscutting, like the role of sounding board.  The four main stages are the Prescriptive stage, the Influencing/Persuasive stage, the Collaborative stage, and the Confirmative stage.

Prescriptive stage

In this stage of mentoring, the mentee is typically new to the world of work or 
perhaps new to BLM.  The mentee often needs more support and instruction in this 
stage.  The mentor is usually more prescriptive and provides more advice in the roles 
of coach, teacher, and motivator.  This is often a good setting for experience sharing, 
anecdotes, or examples of how the mentor or others handled similar tasks or 
situations and with what consequences. In this stage the mentee often needs praise 
and attention.  You may need to focus on providing detailed information to your 
mentee on many workplace issues and procedures.  In this stage, think of the new 
employee as a sponge—soaking up every new piece of information you provide.


Influencing/Persuasive stage


In this stage of mentoring, the mentee usually has some experience but is looking for 
direction in certain areas.  The mentee sometimes has to be encouraged to take risks.  
The effective mentor is often persuading the mentee to find answers and seek 
challenges on his/her own.  The mentor often serves in the roles of counselor, guide, 
and door opener (if appropriate).  New strategies, questions, and challenges usually 
mark this stage. 


Collaborative stage

In the third stage of mentoring, the mentee has enough experience and ability to work 
together with the mentor to jointly solve problems and participate more on a 
colleague level.  In this stage the mentee actively cooperates with the mentor in his or 
her professional development plans.  The mentee often takes control and works 
independently with little or no guidance.  Meanwhile, the effective mentor is 
typically performing as career advisor and role model.

Confirmative stage


By this stage in the process, the mentee often has a lot of experience and has 
mastered most skill areas.  He or she typically is probing into the mentor’s wisdom 
and professional insights into policies and people.  Empathetic listening—important 
in every stage—is especially important here.  A key role the mentor plays here is that 
of sponsor, encouraging further self-directed learning and perhaps even helping move 
the mentee on to a new level of partnership.

What makes situational mentoring challenging is the fact that human beings don’t walk around with signs announcing what stage they’re currently occupying.  The mentee may enter the mentoring relationship at any stage.  Additionally, the same mentee might be in the prescriptive stage in relation to a new job and in the collaborative stage in terms of technical knowledge.  Over the four stages, the mentee moves from dependence through independence to interdependence.  Keep in mind that your relationship will stagnate if your mentoring style remains in a stage you and your mentee have outgrown.

What is important is that the mentor and mentee take the time to figure out the right blend of advice, encouragement, and challenge to be the most help for that particular area of growth.  Past experience, knowledge, skill, and the amount of guidance requested are often indicators of which stage responses are most appropriate. 

Overall, the mentor is trying to help the mentee progress from the lower—dependent—stages to the higher—independent—stages.  The highest stage is interdependence—leading ultimately to the letting go of the formal relationship and often the beginning of a colleague type of relationship.  Don't forget, in human processes there is such a fine line between each stage that it is difficult to tell when one stage ends and another begins.  The effective mentor and mentee are continually evaluating the evolving mentoring relationship with candor and honest feedback.

Mentoring Skills


Each role assumed by a mentor or mentee requires special skills.  This part of the workbook will assist you in improving various aspects of your mentoring skills.

Good listening habits


Passive listening—our usual style, occurs when a listener tries to understand the 
speaker's remarks without actively providing verbal responses.  The listener may 
deliberately, or unintentionally, send non-verbal feedback through eye contact, 
gestures, smiles, nods, etc.  The passive listener fills in the meaning based on his/her 
own experience.  However, there is no verbal response to indicate how the message 
is being received and interpreted.


One-way listening—at times is appropriate.  If your mentee wants to "pick a bone," 
vent frustration, or express an opinion, you may want to practice one-way listening.  
Your mentee may not want or need a verbal response; they may only want you to 
serve as a sounding board.  One-way listening is also appropriate when you want to 
ease back mentally. 


Active listening—involves listening for the content (intent) and the meaning of the 
message.  Much of the time in the work setting we focus on the content (words) and 
assume the meaning (feeling) based on what we would mean if we made the same 
statement.  Therefore verification of our interpretation is critical for clear 
communication. As Stephen Covey says, “Seek first to understand, then to be 
understood.”  As an active listener there are several ways you can ensure you really 
understand your partner’s message.


Questioning:  The questioning response is one type of verbal feedback.  By 



asking a question about what your mentee said, you get your mentee to elaborate 

on information already given.  The additional information may clarify or confirm 

your understanding.


Paraphrasing:  The paraphrasing response is a second type of verbal feedback.  


You demonstrate understanding by rephrasing your mentee's ideas in your own 


words.  Doing this helps you avoid selective listening, which is responding only 


to the parts of a conversation that interest you.  You can summarize your 



mentee's points by saying, "Let me make sure I'm with you so far..." or "I believe 

I heard you say that . . .”


While active listening requires much more work and may feel unnecessary at times, 
the rewards of complete understanding and communicating that the person is heard 
are well worth the effort.  Strengthen your listening skills by



Holding back judgments:  Learn not to be too reactive regarding a mentee's 



comments until you're sure you understand them.  Do not immediately draw 



conclusions about whether the meaning is good or bad.



Listening for the main points:  Focus on your mentee's most important ideas and 


make a mental outline of the main points.  Relate other ideas to the main points.



Resisting distractions:  Try to ignore outside noises or people.  Control as many 


distractions as possible.  For example, do not take phone calls during your 



meetings.  Focus on your mentee's facial expressions and body language.



Allowing adequate thinking time:  On an average, people speak 125 words a 


minute; you think at almost four times that speed!  Try to not let your mind stray 

while you're waiting for the person's next words.  Instead, use the time to listen 


between the lines.  Do this by observing and interpreting your mentee's non-



verbal messages, and mentally comparing them with the main points.


Listening for the whole meaning—Listen for feeling as well as fact.  Pay attention to 
emphasis on certain words, phrases, or ideas.  Note the use of emotional words that 
may reveal meaning.  How a mentee was affected by an event may be more important 
than the event itself.  Be careful not to let personal prejudices or emotional words 
detract from your understanding of what the mentee is saying.

Coaching

In the early phases of your partnership, especially with novice mentees, you may need to perform the role of coach to help a mentee learn specific job tasks or to overcome performance difficulties.  When coaching, remember to do the following things:

Establish rapport—Set the stage; establish an open communication climate.


Explore the problem or situation thoroughly—What does the mentee want to 
accomplish?  What is working well?  What are the reasons things are working well?  
What could be working better or what would you like to be able to do differently?  
What are the benefits of doing things differently?  What are the factors at work?  
Employ active listening—attending, probing, reflecting, and summarizing: “What 
seems to be the problem?” and “Can you tell me more about it?”  Ask, “What, when, 
where, who, how much, how often?”

Consider other factors (internal and external)



Inside:  Working conditions or layout, equipment or supplies, system or 



procedure, other employees, load or pace of work, various supervisory actions, 


mentee him- or herself, information flow, training



Outside:  Regulations, location, anything else

Define the underlying or real issue—Don’t settle for the first symptom. Dig down as 
far as you can go to get at the root issue. Agree on the issue and its causes. Get 
confirmation.

Establish what needs to happen—Who owns the issue?  What would the desired 
outcome/change look like?

Discuss alternatives and impacts—Be creative.  Don’t settle for the solution that was 
used last time.  Problems can’t typically be solved by the same order of thinking that 
created them. Think out of the box first—evaluate the obstacles only after all the 
alternatives have been surfaced.  What are the long and short-range impacts of each 
alternative?

Select best alternative—Depending on the situation be prescriptive, persuasive, 
collaborative, or confirmative.  The best solutions are ones that people develop 
themselves; plus, they are much more likely to implement those solutions.  
Remember, the easy way out usually leads back in.

Develop a mutual plan of action—Who needs to do what, when, and with what 
resources?  Is there anything you can help with? What obstacles have prevented the 
issue from being solved in the past?  Provide feedback.  Gain commitment.  Affirm 
your belief in the potential for improvement.

Feedback

Coaching primarily involves feedback on performance.  Needless to say, you should have your reasons for providing feedback clearly in mind.  In particular, never give feedback when you are angry or emotional.  Mentors need to give two kinds of feedback:  positive feedback to reinforce correct behavior and constructive feedback to change inappropriate behavior.  Both types of feedback are critical to your mentee's professional growth.  If you know how to provide feedback to your mentee, you can perform the role of coach more easily.  Feedback should be


Frequent—You need to give frequent constructive feedback so your mentee will have 
a clear understanding of his or her progress.


Economical—Concise quality feedback will be better understood and appreciated.


Specific—You should focus the feedback on what, how and when.


Direct—Tell your mentee what you have directly observed, not what you have heard 
from others.

When giving constructive feedback:


•  Don't use judgmental labels, especially negative ones such as immature or 
unprofessional.


•  Don't exaggerate.


•  Phrase the issue as a statement, not a question.

When giving feedback to your mentee, concentrate on the behavior that you would like your mentee to do more of, do less of, or continue performing.  It is important that you do not give feedback when


•  you don't know much about the circumstances of the behavior


•  the time, place, or circumstances are inappropriate (for example, in the presence of 
others)

It's good practice to set up a regular schedule for providing feedback.  The schedule should be based on individual needs and development activities of the mentee.

Teaching


Focus on learning—To teach is not necessarily to lecture.  As a teacher, you want 
your mentee to develop knowledge, skills, and abilities necessary to successfully 
perform the requirements of a targeted position.  Focus not on the teaching, but on 
the learning goals—on what the mentee must "be able to do" in the desired 
job/position/ profession.  This may be found in position descriptions, performance 
standards, career field manuals, or the profession's competency framework. 


To identify which skills the mentee already has and which ones will require further 
development, the mentee's supervisor may be helpful.  Usually discussion with the 
mentee will reveal these needs.  Other assessment devices/tools may be used—self-
assessment inventories or tests.  Make a point of explaining clearly what you expect 
your mentee to learn or be able to do and why it is important.  Keep in mind that you 
are neither required to be the expert on everything nor to just hand out answers.  A 
good mentor knows when to direct the mentee to a knowledgeable source.  Sources 
can be people, materials (e.g., handbook, diagram, chart, computer, policy 
documents, reports), or events (seminars, conferences, night classes).


If you are helping your mentee develop basic job skills, provide examples or 
samples, when possible, for the mentee to follow.  Be sure that the mentee learns the 
principles behind the samples, however, and does not learn to simply copy samples 
without understanding.  An important part of the mentor's role is allowing a mentee 
 
mentee may be hesitant to ask an immediate supervisor or classroom instructor.


Adult learning needs—If you find yourself required to conduct formal lessons, 
perhaps for a group of students or mentees, you may want to consult with training 
specialists on lesson planning and adult learning techniques in order to be most 
effective.  The following are a few general principles to remember:



•  Adults learn best if they understand the relevance of what is being taught to 


their personal needs.



•  Adults learn best by doing, rather than by lecture.  Active projects that involve 

research and reporting are one way of accomplishing this.



•  Adults learn best in an informal setting and they need a variety of teaching 


methods.



•  Adults want guidance, not grades.  They want to learn what works more than to 

be graded on what they did wrong.


Learning from experience—As a mentor-teacher, share the wisdom of your past 
experiences and insights as a seasoned professional.  Make a point to relate learning 
experiences, special anecdotes, and trials whenever appropriate.  A mentee cannot 
only learn from your errors, but also can realize that no one is perfect.  It is this 
sharing of information that strengthens a mentor-mentee relationship.  A mentee 
needs to learn that often there is more than one way to get things done.


With more sophisticated mentees, your teaching role may be to assure that the 
mentee learns as much as possible from developmental assignments.  Learning from 
experience is not automatic.  Mentees are likely to assess developmental assignments 
in terms of how well or easily they accomplished a project, rather than assess it in 
terms of what lessons were learned.  To help your mentee learn from experiences, try 
discussing the experience with the mentee this way:



•  Have the mentee give a concrete, detailed description of the experience.  Probe 

for specifics on what was done and how problems were handled rather than 



generalizations on how it went; e.g., “What are some of your ideas on what 



happened?” 



•  Ask the mentee to describe feelings about particular aspects of the experience; 


e.g., ”How did that impact you personally?” or “What else might have been a 


contributing factor?”  This approach is known as reflective observation.



•  Have the mentee explain what lessons were learned in the process; e.g., “How 


does that relate to the culture of your division?” or “What might happen if…?” 


This line of questioning leads to generalizations about technique, politics, 



interpersonal relations, working with the rules, organizational culture, 




management styles, functional interrelationships, and so forth.



•  Based on the insights expressed in the above steps get the mentee to discuss 


possible strategies for future behavior in similar situations; e.g., “How would 


you handle that next time?”

Counseling

During the course of the mentoring relationship, you may be counseling your mentee on problems that can stem from conditions outside work or from conflicts at work.  You may also counsel your mentee on how to make certain decisions.  The role of counselor requires you to establish a trusting and open relationship.  To create such a relationship, you need to stress confidentiality and show respect for the mentee.  You can promote trust by not disclosing personal information that the mentee shares with you.  Show respect by listening carefully and attentively to the mentee and by not interrupting while your mentee is talking.

As a mentor, you should be familiar with the non-directive approach to counseling.  Taken in conjunction with situational mentoring, the focus of this approach is to let your mentee discover problems and work out solutions that best fit his or her value system.  This type of approach avoids the need for making a diagnosis.  You don't want to assume the role of a psychoanalyst.  Don't try to diagnose a mentee's problem.  A non-directive counseling approach requires you to use active listening skills.  While listening to your mentee, refrain from passing judgment.  You should accept the different values and opinions of your mentee without imposing your own values and opinions.

Make your mentee feel comfortable and at ease.  Show a genuine interest in your mentee's welfare. Attempt to get your mentee to open up with phrases such as "I see, would you like to tell me about it?", "Would you help me to better understand your feelings?", "What makes you feel that way?", and "OK ... what happened?".

Reflection—As part of the non-directive approach, you should learn how to reflect 
upon what has been said by your mentee.  A non-directive approach does NOT mean 
that you are passive throughout the discussion.  Any discussion, if it is to be 
productive, requires a give-and-take style.  You should reflect on your mentee's 
statements by restating the key points(s).  Make sure you really understand what your 
mentee is trying to tell you.


Silence—It is not unusual for a person to stop talking during a conversation to 
organize thoughts, focus opinions, interpret feelings, or simply catch his or her 
breath. You may feel great pressure to break the silence by saying something.  Don't 
try to anticipate your mentee's feelings or thoughts.  This can lead the conversation 
off in the wrong direction.  It is better to let your mentee restart the conversation 
when ready and continue it at his/her own pace.  This eliminates putting too much of 
your feeling and biases into the conversation.  Let your mentee voice his or her own 
feelings and thoughts. Allow the silence.


Emotion—If your mentee becomes emotional during your discussion, let him or her 
work through the feelings.  After an emotional release, it is not unusual for a person 
to feel shame or guilt.  If your mentee wants to discuss this, you should allow him or 
her to talk freely about it.


Advice—It is better to let your mentee arrive at his/her own solutions (This helps 
your mentee sharpen problem-solving abilities).  Of course you can give advice to 
your mentee, but you need to emphasize that this advice comes from your own 
perspective or experience.  If you are 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 advice is from your perspective.  It is the mentee's choice and responsibility to 
decide whether or not to apply it.  Effective counseling—particularly later in the 
partnership phases—should stimulate your mentee's ability to independently solve 
problems or make decisions.


Personal problems—Remember the more serious and personal your mentee's 
problem, the more cautious you should be about giving advice.  Confidences should 
be maintained.  You should use considerable discretion in handling sensitive 
information. Realize that your mentee may feel anxiety, apprehension, or fear about 
disclosing personal information to you.  Your mentee may wonder how this 
information is going to be interpreted or acted upon (this is where trust really is a 
factor).  You will know when you are getting over your head.  You can refer your 
mentee to the Employee Assistance Program (EAP) if you feel that the problem is 
too serious or personal.

Guiding
 As a guide, you help navigate through the inner workings of the organization and decipher the unwritten office rules for your mentee.  This information is usually the kernels of knowledge that one only acquires over a period of time.  The inner workings of the organization are simply the behind the scenes dynamics, or office politics, that are not always apparent, but are crucial to know.  The unwritten rules can include the special procedures your discipline follows, the guidelines that are not always documented, and policies under consideration.

As a mentor, it is important that you help your mentee to understand the inner workings and unwritten rules. Brief your mentee on who does what, the critical responsibilities that each performs, and the personal/job styles involved.

Another approach to this role is to instruct your mentee to review key policy handbooks.  Then begin a question/answer session with the mentee about the rules, regulations, and policies contained in the handbook.  This session can lead into a discussion about the inner workings and unwritten rules of BLM-Alaska.

You may also help the mentee navigate in the "white waters" of change.  How to deal with turmoil, downsizing, rapidly changing missions, and organization structures are issues that may be of great concern to your mentee.

Door Opening 

The role of door opener primarily involves helping the mentee establish a network of contacts within BLM, as well as outside.  A mentee needs a chance to meet other people to spur professional, as well as social, development.  As a door opener, you can introduce your mentee to many of your own contacts to help build the mentee's own network structure.

Stress to your mentee that networking is directly related to the number of people from whom you can seek assistance or obtain advice.  To increase your mentee's awareness of personal contacts, ask your mentee to consider the number of people whom he/she knows within BLM.  Your mentee may want to consider the following:


With whom do I talk frequently?


With whom do I take lunch breaks?


With whom do I discuss my problems or concerns?

As a door opener, you also open doors of information for your mentee by steering him or her to appropriate resources.

Role Modeling

As a role model, you are a living example of the values, ethics, and professional practices of BLM.  Most mentees, in time, imitate their mentors; as the proverb states, "Imitation is the sincerest form of flattery."  Setting an example may be your most effective teaching tool.  Your mentee will learn a lot about you while observing how you handle situations or interact with others.  For this reason, you need to be careful of how you come across to your mentee.  You must strive for high standards of professionalism, solid work ethics, and a positive attitude.  You should give your mentee an opportunity to learn the positive qualities of an experienced professional.

You should stop and think about what your own position and career field require in terms of self-development.  Show your mentee what you have done and/or are doing to fulfill those requirements.  Even if you are in a different position than the one to which your mentee aspires, your personal example is important.

In teaching a mentee how to think and learn and develop professionally, attitude and style are often the subtle subjects you will be developing in the mentee.  You may want to assure that your mentee observes you demonstrating flexibility and variety in approaches to tasks or situations, so the mentee can see different ways of getting things done.  Whenever possible, take your mentee to various meetings or work-groups so that the mentee can observe you in different settings or situations, and discuss why you did certain things.  This is sometimes referred to as shadowing.  Remember that your mentee doesn't have to be just like you.  You don't have to be the only role model that the mentee imitates.  Recommend several other role models for your mentee to observe.  Then help your mentee create his or her own unique professional identity.

Motivating

Most mentees are highly motivated individuals with a thirst for success.  You usually perform the motivator role when your mentee has a very difficult assignment and is afraid of failing.  Through encouragement, support, and incentives, you can motivate your mentee to succeed.


Encouragement—One of the most effective ways to encourage your mentee is to 
frequently provide positive feedback during an assignment or while the mentee 
strives toward a goal.  Positive feedback is a great morale booster that removes 
doubt, builds self-esteem, and gives your mentee a sense of accomplishment.  
Concentrate on what the mentee is doing well and relate these successes to your 
mentee.


Support—You can also motivate your mentee by showing your support.  Do this by 
making yourself available to your mentee, especially during stressful periods.  A 
mentee who knows you are always available will not be intimidated away from 
asking questions and seeking guidance.  Helping the mentee to see an overwhelming 
task as manageable smaller tasks may be all the support needed.


Incentives—Different things motivate different people.  Find out what motivates 
your mentee.  Is it public praise, the chance for individual research, monetary 
rewards, or interesting assignments?  Is it a chance to do something out of the 
ordinary or a chance to do something familiar?  Try to create incentives by working a 
motivating aspect or reward into interesting assignments.  The key is to show gains 
(in relation to the mentee's personal needs or values) by completing a task or 
developing a skill.

Fear of success—A mentee's peers may be jealous of the mentor relationship, a mentee's special assignments, or the mentee's success.  On the other hand, mentees may feel they are working harder than their peers with no immediate rewards or guarantees.  These outcomes of success may make a mentee fear success.  Recognizing fear of success is the first step in overcoming it.  Then use your counseling, listening, and role modeling skills.
The First Meeting



Every relationship is unique and every meeting will be unique.  Before the first meeting, it is often helpful to agree to exchange some information about background and interests.  We will provide time to conduct—or at least initiate—the first meeting during the training.

Because initial meetings are often the most awkward, we have provided some suggestions and possible discussion topics.

Location

Is the mentee more comfortable in your office or at some other place? 

This could relate to a variety of issues such as confidentiality, formality of setting, travel time, etc.  Consider also the following:


Appropriate space—Consider how space can relate to power and create an 
intimidating atmosphere.  A large desk may be seen as a barrier between you and 
your mentee. However, most people feel their personal space is invaded if you are 
positioned too near to them while speaking. Try to strike a balance. Positioning 
chairs near each other may bridge the distance. Proper physical distance may be 
achieved by using a side table setting.


Lack of distractions—Try to eliminate interruptions such as phone calls, other 
visitors, visible reading/work materials, etc. Provide "quality" meeting time, giving 
full attention. You may have to get out of your office to do this.

Mannerisms
The following mannerisms also contribute to create a comfortable atmosphere:

Eye contact—Use appropriate eye contact. Be sensitive to cultural differences in 
what is considered appropriate eye contact. For example, in some cultures, direct eye 
contact is considered appropriate during listening and speaking. Whereas in other 
cultures, dropping or averting the eyes during listening shows respect, and direct eye 
contact during speaking is appropriate.


Gestures—Supplement your speech with facial and hand gestures.  You can show 
enthusiasm by nodding approval, smiling, or shaking the other person's hand. 
However, don’t be artificial and don’t fidget or play with papers.


Open body posture—Keep an open body posture.  Rest your arms casually at your 
side or on a surface, rather than folding them.  Try leaning forward to show your 
interest in what is being said.

Interpersonal Style

The way you interact with your mentee will be affected by your natural preferred behavioral style, despite your best efforts to follow all the tips in this handbook. For example, one of you may prefer to intersperse business conversation with humor, while the other may not. One may prefer to talk about the big picture before discussing details, while the other may prefer to get the facts lined up before dealing with a large issue. One may focus on logic while the other focuses on feeling. 

Being aware of your personal style and your mentee's interpersonal style may be a critical factor in the comfort level of your meetings. You may discover differences in style gradually or you may compare notes from a behavioral style questionnaire or assessment tool. Either way, a mentor should be conscious of style differences and be flexible in style practices in order to contribute to positive and comfortable communication with the mentee. If you are open about this attempt on your part, you may also teach the mentee to recognize the importance of flexible style in his/her interactions with you and with others.

Possible discussion topics


Getting acquainted



Review backgrounds



Discuss goals for the Mentoring Program



Examine expectations



Agree on tentative schedule parameters



Discuss the confidentiality parameters—what constitutes confidentiality and 



how to handle information



Jointly discuss and agree upon the goals for the mentoring pilot 


Personal and career growth 



Ask the mentee about personal and career goals (1, 2,5 years?)



Collaboratively develop realistic goals for the mentee and the relationship



Discuss areas where mentee would like to grow and develop



Discuss skill or knowledge gaps and help develop an action plan (see 





Appendix E)


Identify training and other opportunities for development (see Appendix E)

Understanding BLM


Compare experiences



Discuss BLM-Alaska vision and how it impacts the mentee’s as well as the 




mentor’s jobs



Review unfamiliar parts of the organization



Review organizational trends and culture



Discuss unique challenges of public service


General advice and support



Discuss benefits of balancing personal and occupational goals



Discuss stress—its causes and management



Discuss tips for managing time and transition



Explore new options and alternative goals as appropriate



Discuss style preferences and how to capitalize on your strengths


Wrap up



How do we feel about the meeting?



What did we accomplish/agree to?



When will we talk/meet next?
Informal Mentoring
To maximize the benefits of mentoring to employees and to BLM-Alaska, all employees need access to mentors.  In addition to the formal mentoring program, BLM-Alaska encourages informal mentoring in the workplace.  Informal mentoring is less structured than formal, but it can be effective as well.  Not all employees interested in mentoring or being mentored can commit the time necessary for a formal program.  There are times, too, when an employee needs mentoring for a short period of time or for a specific short-term goal.
Who participates
Access to training and high-quality, committed mentors is available to all BLM-Alaska employees through informal mentoring.  Unlike the formal mentoring program, there is no organized matching process; you find your own mentor and set up a productive mentoring partnership.
Training
The Get One, Be One video and online training courses help you clarify your mentoring objectives and then establish your own search criteria for finding a suitable mentor.  You are encouraged to examine your reasons for wanting a mentor through a series of exercises and are then provided details to set up a productive mentoring partnership.  Essential components of a successful informal mentoring partnership are covered along with a variety of communication techniques.  In order to protect your investment and your mentor’s in developing a trusting partnership, a variety of “speed bumps” are discussed.

Roles and responsibilities
The informal mentoring partnership is designed to develop a variety of skills.  Mentees are responsible for finding appropriate mentors and initiating the mentoring partnership.  They determine mentoring objectives, schedule meetings, and complete any assignments from their mentors.  In addition, mentees have the responsibility for their own development, getting educated on mentoring, and asking for specific help.  Mentees set the priorities for the partnership in a dialog with the mentoring partner and determine how the mentor’s knowledge and time can best benefit them.  It is important for mentees to communicate with their supervisors as they begin their mentor search, at the initiation of a mentoring partnership, and during the mentoring process.

Mentors are responsible for assisting mentees in meeting their objectives, honoring meeting commitments, and developing trust in the partnership through integrity.

Supervisors have an excellent opportunity to champion and support their employees in finding a mentor.  Once a mentor is found, the supervisor is in an excellent position to help ensure the success of the partnership by supporting mentoring partner meetings during working hours.  Supervisors are kept current with their employee’s progress and are committed to maintain confidentiality at all times.
Informal mentoring partners may access all online support tools available on the BLM-Alaska Mentoring Program website as well as the training courses offered online by DOIU.  They are also encouraged to contact the Mentoring Program Team with questions and concerns.  The full range of formal support is available to any employee who creates a mentoring partnership.

Appendix A
Mentoring Etiquette Do’s and Don’ts

Adapted from The Etiquette of Mentoring:  Do’s and Don’ts for Mentees and Mentors, 1993, by Linda Phillip-Jones

Etiquette: any special code of behavior or courtesy

An unspoken etiquette exists in mentoring relationships.  Unfortunately, since it is unspoken, it is often unlearned and participants end up, quite unknowingly and unintentionally, doing the wrong thing.  This information is an attempt to make the ground rules or guidelines more explicit.

As with all etiquette, the over-riding rule is to make the other person feel at ease (knowledgeable about what to do) and valued.  In general, this means showing kindness, flexibility, appreciation, and using a combination of good business and social manners.  
There are several do’s and don’ts that are usually followed in successful mentoring partnerships.

Suggestions for Mentees

	Do
	Don’t

	Ask for advice or specific help as you are attempting to acquire a mentor.
	Assume that your mentor has unlimited time for you.

	Be considerate of your mentor’s time. Return phone calls promptly, be on time. Let your mentor suggest extra minutes or activities.
	Tune out when the topic seems irrelevant to your immediate needs.

	Listen attentively to all (or nearly all) your mentor has to say. Store what seems irrelevant for some future use.
	Ramble on, ignoring clues that you are talking too long,

	Be complete yet succinct in your comments and explanations. Ask directly if you are talking too much.
	Say, “Yes, but…”

	Seriously consider all advice you receive.
	Forget to share the outcome of the help your mentor gave.

	Show evidence that you have utilized the help. If you choose a different alternative, show how you used the help to make your choice.
	Take your mentor for granted or assume that he/she does not need positive reinforcement.

	Show appreciation for every form of assistance your mentor gives you. Say “thanks” and praise him or her in front of others.
	Immediately defend or explain yourself, or worse, criticize your mentor.

	Make it easy for your mentor to give you constructive feedback. Ask for it early.
	Talk negatively about your mentor behind his or her back.

	Make only positive or neutral comments about your mentor to others. If you disagree with your mentor’s behavior or values, share you perceptions with him or her. If the situation continues, accept it or move on.
	Hang onto your mentor indefinitely.

	Be prepared to move out of the relationship (at least the mentor-mentee aspect) once it has served its purpose.
	Move on without checking back with past mentors.

	Keep in touch once you part company. Send a note or call from time to time to provide progress reports and say thanks.
	


Mentors also have some guidelines to keep in mind.  Although they are properly the leaders in the relationships, they also can take steps to show respect and to put their mentees at ease.
Suggestions for Mentors

	Do
	Don’t

	Take the initiative in the relationship. Invite your mentee to meet, suggest topics to discuss, ask if you can offer advice, etc.
	Wait, at least initially, for your mentee to suggest activities.

	Respect your mentee’s time as much as your own.
	Assume, particularly if he/she is younger and more junior, that your schedule always has top priority.

	Be explicit about your own needs and limits (e.g., time constraints, style of interacting).
	Make your mentee have to guess or learn by trial and error.

	Always ask if you can make a suggestion or offer constructive feedback.
	Automatically give advice or criticism.

	Tell your mentee that you do not expect him or her to follow all of your suggestions.
	Assume your advice will always be followed.

	Express appreciation to your mentee for help given you or other steps taken.
	Take your mentee for granted or assume he/she does not need reinforcement.

	Recognize and work through conflicts in caring ways. Invite discussion of differences with your mentee. Ask a third party to assist when necessary.
	Avoid discussion of touchy subjects or force solutions in conflicts.

	Make only positive or neutral comments about your mentee to others. If you disagree with your mentee’s behavior or values, share your perceptions with him or her and get help if necessary. If the situation does not change, take steps to end the relationship and try to find him or her a different mentor.
	Talk negatively about your mentee behind his/her back.

	Be prepared to end the relationship (at least the mentor-mentee aspect) once it has served its purposes.
	Hang onto your mentee indefinitely.

	Keep the doors open for your mentee to return in the future.
	End the relationship on bad terms.


Final suggestions for mentees and mentors
Being involved in a mentoring relationship is a privilege for both participants, so you should go out of your way to be gracious and thoughtful to each other.  When you are unclear about what to do or how to act, ask an expert or, better yet, ask your partner.  The gesture of asking conveys respect for what the two of you are working to accomplish.

For some employees, recruiting a mentor is less challenging than knowing what to do with one once you have found him or her.  Some tips for topics to discuss include:

DO DISCUSS:


Career opportunities


Examples of successful careers


Personal career experiences


BLM policies and procedures


Training recommendations


BLM culture


Technical/managerial/leadership resources


Technical/leadership trends


Developmental activities:



•  The mentee’s professional goals in relationship to personal goals



•  The history of your own careers; identify specific developmental activities that 

were successful for you



•  Alternative approaches to specific situations and problems



•  New ways of behaving on the job (as appropriate); focus on behaviors critical 


to the mentee’s and BLM’s success (e.g., how to influence change in process, 


how to motivate others toward a shared goal or vision, and how to effectively 


sell an idea)



•  Technical or professional associations related to his/her area of development



•  Special projects or challenging and stretch work assignments that may require 


new learning and risk-taking, and that may increases visibility



•  After-hours training and activities that will strengthen critical competencies
Along with the guidelines for discussion topics, there are also topics to avoid.

DO NOT:


Discuss disciplinary problems—Employees choosing to enter into a mentor-mentee 
relationship should be performing satisfactorily on the job. If the employee is 
performing below standard, advice can sometimes complicate the situation. If a 
disciplinary problem arises, refer the mentee back to the supervisor for resolution.

Discuss personal problems—Mentors can act as supporters; however they are not 
therapists. If personal problems become a focus of the discussion, refer the employee 
to the Employee Assistance Program (EAP). Getting involved too deeply in one’s 
personal life can create a conflict of interest for the organization and the mentor.

Make decisions for the mentee—The most effective mentors are those who ask 
questions versus tell the mentee what to do. Making decisions for others creates 
dependency and minimizes the mentee’s abilities to solve problems.  Act as a coach 
and leave room for the mentee to learn for himself or herself.
If all else fails
The relationship between a mentor and mentee is purely voluntary.  It can be concluded before the end of the program at the request of either party.  While it should not be discontinued without every effort having been made to make it work, by the same token it should not be artificially sustained with people just going through the motions.

The MPT feel strongly that discontinuing the mentoring bond should not involve major trauma.  Therefore, either partner can simply say at any point, “I think we’ve gone as far as we can.”  A rationale will neither be provided nor asked for.  The mentee simply needs to let the MPT Sponsor know.  The mentee can opt to seek a new partnership if a mentor is available. 
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Appendix C
Other Resources

BLM Strategic Plan:  http://www.blm.gov/nhp/info/stratplan/strat0105.pdf

Lays out future strategies to serve current and future publics, restore and maintain the 
health of the land, and improve organizational effectiveness. 

BLM-Alaska Strategic Plan:  http://web.akso.ak.blm.gov/02akstrategicplan.doc

Lays out future strategies and quantitative goals for BLM-ALASKA customers, 
programs, people and operations. 

MentorNet:  http://www.mentornet.net/

The national electronic industrial mentoring network for women in engineering 
and 
science  

The National Mentoring Partnership:  http://www.mentoring.org/
BLM-Alaska Statewide Administrative Team:http://web.ak.blm.gov/swat/indexswat.html
USGS

Appendix D
Organizational Values and Initiatives

Mentoring Program Value Statement
The Bureau of Land Management (BLM) has a diverse history with origins that date back to the1700’s.  BLM now administers over 264 million surface acres of public land—about one-eighth of the land in the United States—and approximately 700 million acres of federal subsurface mineral estate, of which about 165 million acres have been withdrawn from mineral entry, leasing, and sale.  BLM is charged with the stewardship responsibilities for all public lands and mineral under its administration.  These public lands shall be managed in a manner that will protect the quality of scientific, scenic, historical, ecological, environmental, water resources, and archeological values; that, where appropriate, will preserve and protect certain public lands in their natural condition; that will provide food and habitat for fish and wildlife and domestic animals; and that will provide for outdoor recreation and human occupancy and use.  BLM-Alaska’s Mentoring Program, provides an opportunity to transmit essential and enduring values to employees, equipping them with the necessary set of values to carry BLM-Alaska into the future to meet the complex needs of our nation. 

BLM Vision, Mission, and Values

BLM Vision:  To enhance the quality of life for all citizens through the balanced stewardship of America’s public lands and resources.
BLM Mission:  The Bureau of Land Management sustains the health, diversity, and productivity of the public lands for the use and enjoyment of present and future generations.

BLM Values:  To serve with honesty, integrity, accountability, respect, courage, and commitment to make a difference.

BLM-Alaska Vision:  We are BLM-Alaska, a richly diverse team of innovative professionals. We are dedicated to providing quality customer service and safeguarding the health of all lands and resources entrusted to our care.


BLM-Alaska Mission:  We strive to continually improve customer service and business practices while accomplishing our mission of

•  collaboratively managing lands and uses to ensure healthy and productive 
ecosystems for present and future generations,

•  conveying lands to the state of Alaska, Native corporations, and individuals, and

•  providing a secure, accessible storehouse for public land and resource records. 

Appendix E
Action Plan

For many people, a mentor provides a potentially valuable source of advice to help plan and implement a meaningful individual action plan.  This appendix provides a workplace to plan how you approach your self-development.  This is a workbook for you and your mentor to use if you find it helpful and is intended to supplement, not replace, any individual developmental plan (IDP) you have with your supervisor.

People who have a realistic picture of their own strengths, seek advice from insightful colleagues, and who set goals to capitalize on this knowledge are much more successful than those who don't write out and pursue goals for themselves. 

At the present time there are many obstacles to your self-development.  Habit and time are major barriers, but perhaps the greatest is self-objectivity.  A clear picture of your strengths and weaknesses is key to your self-development.  An important point to remember is that behavior that isn't acknowledged can't be changed. 

The best way to overcome these barriers is with acceptance and planning.  The steps to a worthwhile action plan are simple and clear but must be followed if you want to accomplish meaningful change.  If you keep doing what you've always done, you'll continue getting what you always got.  To break the cycle takes commitment and a plan with clearly defined, skill-based developmental objectives.

Another key to success involves the integration of activities, interviews, training, and perhaps even developmental assignments into these developmental objectives.  Be realistic in terms of your constraints:  time, cost, on-going job responsibilities, and personal responsibilities.  Be honest with yourself!  This handbook is intended for your own use.  This approach consists of several key steps:

•  Identifying your strengths 


•  Identifying your developmental needs


•  Selecting one or two priority developmental objectives


•  Creating a tailored action plan that will work for you and you mentor


•  Getting feedback and implementing your action plan

I.  Identifying your strengths

A.  List your strengths in your present job:

____________________________________________________________________

____________________________________________________________________


____________________________________________________________________


____________________________________________________________________


____________________________________________________________________


____________________________________________________________________


B.  Check your perceptions with others (supervisor, mentor, and colleagues).  Do 
they agree?

____________________________________________________________________


____________________________________________________________________


____________________________________________________________________
II.  Identifying your developmental needs

A.  List your needs for growth in your present job:


____________________________________________________________________


____________________________________________________________________


____________________________________________________________________


____________________________________________________________________


____________________________________________________________________


____________________________________________________________________


____________________________________________________________________ 

       B.  Which is the most serious weakness or greatest need for growth in your 


present job?  Which presents the greatest skill gap?  Enter your most important 
developmental need below:

____________________________________________________________________


____________________________________________________________________


____________________________________________________________________


____________________________________________________________________                                                                                                                              

       C.  Check your perceptions.  How do others (supervisor, mentor, and colleagues) see 
your developmental needs?                                                                                                                              


____________________________________________________________________


____________________________________________________________________


____________________________________________________________________                                                                                                                              

III.  Identifying your individual development objectives

A.  Aligning perceptions—If you had significant discrepancy between how you see 
yourself and how others see you, invest some additional time in gathering 
information to ensure you are headed in the right direction.  Low defensiveness when 
you are talking with others creates the greatest benefit from this helpful information.  
Think through your objectives for these conferences and how to structure the meeting 
to accomplish your objectives.  Plan how you will avoid defensiveness and focus on 
constructive feedback.


B.  Prepare your first developmental objective.  Use the Action Plan worksheet on 
the next to last page of this appendix (see the sample on the last page).  Base your 
objective on your self-knowledge about strengths and needs. Whatever skill or 
knowledge you choose, ensure that you create a meaningful developmental objective.


Write your priority objective in the block entitled Developmental Objective.  
Remember that the objective should meet the following criteria:


•  specific (not "be a better employee," rather "provide more effective feedback 


to peers.")  The more specific your objective, the easier it will be to write your 


action plan.



•  measurable (if not units of measure, at least in some tangible way).



•  attainable (entail only moderate risk).



•  realistic within your power to change, impact or accomplish.



•  time bounded.



•  compatible with your goal.



•  not an activity (an action, place, course, etc.).  Activities belong in your action 


plan to accomplish your objective. 



•  satisfying to you personally.

IV.  Designing your action plans to accomplish your individual development objectives

A.  Now plan which Developmental Activities or actions will lead you to your 
objective.  In other words, an objective is something you want to accomplish while 
an activity is something you do (reading books, taking courses, and new assignments 
are activities not objectives).

Develop a sequence of developmental actions or activities that will yield your desired 
skill improvement.  In other words, create a flow of what you will do first (often the 
easiest action) through what you will do last (often the toughest or “final exam” for 
that developmental objective).  A comprehensive, sequential action plan often 
includes:


•  Data gathering



•  Read relevant background material 



•  Informal training (from a mentor or colleague)



•  Interviews with relevant individuals



•  Low-risk practice (off-the-job) 



•  Developmental assignment



•  Formal training 



•  Shadowing



•  Self-development activities 



•  Practice application (in a higher-risk setting, on-the-job)



•  Feedback, feedback, feedback—to let you know how you're doing and to 



encourage further progress


B.  Think through and write in the Obstacles what you will face in accomplishing 
each activity—time, motivation, resistance from others, money, workload, etc.  In 
other words, what has prevented you from working on this area in the past?

C.  Now list the Resources or support you will need to overcome the obstacles you 
listed in B. above.  Your supervisor, mentor, peers and subordinates are all important 
sources of help and feedback on your progress.  Others who can help you overcome 
obstacles include your friends and acquaintances—in fact anyone whose judgment 
you respect and who cares about helping you with feedback or other assistance.

D.  Schedule your start and completion dates for the activities.  How will you know 
you're making the planned increments of skill development?  Define your measures 
of progress.  Setting a timetable will also greatly increase the likelihood of your 
accomplishing your activity.

E.  When each action step is completed, record your Results or Remarks.


Now write the remainder of your developmental objectives and complete the 
planning worksheet for these objectives.


There is no magic number of developmental objectives.  The number will vary 
depending on your situation and your goals.  It is better to focus your energy on one 
or two key objectives rather than defuse your energy over many objectives.

V.  Fleshing out your action plan

Discuss your objectives with and get concurrence from your mentor.  This may be a 
reiterative task in terms of talking with your mentor and supervisor.  While you may 
not be able to interview all of them in your initial action plan design stage, they all 
probably have important input and observations.


•  Take the initiative. You have the primary responsibility for your personal and 


professional development.



•  Schedule a specific time and place with your mentor to discuss your action 


plan.  Choose the right time—avoid Monday mornings and Friday afternoons.



•  If possible, provide your mentor with a copy of your existing IDP prior to the 


meeting.



•  Be prepared for your meeting.  Value your mentor’s time.  Mentally rehearse.



•  Restate the purpose at the beginning of the meeting.



•  Focus the discussion on your action plan.  Discuss work problems/issues 



another time unless they relate directly to your action plan.



•  Share background information and thoughts that will help your mentor or 



supervisor understand how you have decided on your goals and action steps.  


Convince him or her that the short-term losses experienced as a result of your 


absence for developmental assignments, shadows, training, etc. will be worth the 

long-term gain to you and the agency.



•  Get feedback and use it to revise your plan.



•  Be proactive!  Concentrate on meeting the needs of your division as well as 


your own personal and professional needs.  Look for things that need to be done 


in your division and work unit.



•  Demonstrate your commitment to developing personally and professionally by 

including action steps that involve use of your personal time as well as on the 


job time.
VI.  Implementation


A.  Remember, a good plan has a clear goal and clearly defined, skill-based 
developmental objectives.  It considers obstacles and draws on resources to ensure 
successful completion.  An effective plan is sequenced for success and contains 
completion dates to keep you on track.


B.  Start working on some activities today!  The sooner you start, the more likely you 
are to make this action plan a viable tool rather than just another drill.  Use it as a 
road map to your continued success.  And, of course, your plan is not set in concrete; 
keep it a living, growing worksheet.  Make a notation in your planner to review and 
update your action plan at least monthly.  This is how successful people stay on 
track.


C.  Overcome what may be your first impulse to concentrate only on developing 
technical skills—you are most likely already strong in those.  Focus also on your 
interpersonal, leadership or managerial skills.  While you're strengthening your 
weaker areas, don't overlook building on your strengths and get lots of feedback. 

Do all these things and you’ll be off to a great start.  Good luck!

Action Plan Worksheet
OVERALL GOAL:  __________________________________________________________________________________________
____________________________________________________________________________________________________________
DEVELOPMENTAL OBJECTIVE (specific skill or knowledge): _____________________________________________________
____________________________________________________________________________________________________________
	ACTIVITY
	RESOURCE/OBSTACLE
	DUE
	RESULTS/REMARKS

	 1
	
	
	

	
	
	
	

	 2
	
	
	

	
	
	
	

	 3
	
	
	

	
	
	
	

	 4
	
	
	

	
	
	
	

	 5
	
	
	

	
	
	
	

	 6
	
	
	

	
	
	
	

	 7
	
	
	

	
	
	
	

	 8
	
	
	

	
	
	
	

	 9
	
	
	

	
	
	
	

	10
	
	
	

	
	
	
	


ACTION PLAN WORKSHEET (SAMPLE)

TARGET JOB OR GOAL:  More effective contributor to my team.  [One of my skill gaps is in the area of public speaking. Team members have to give persuasive presentations to consumer and technical groups.  I currently have difficulty addressing more than one or two people in a confident manner.] 
DEVELOPMENTAL OBJECTIVE:  To improve my ability to deliver confident, persuasive oral presentations to small or medium-sized audiences by first quarter of next fiscal year as measured by audience feedback. 

	ACTIVITY
	RESOURCE/OBSTACLE
	BY WHEN

	1.  Check with supervisor to verify need for improvement in this area
	Supervisor saw my presentation at last month’s staff meeting. /Supervisor goes on vacation at the beginning of February
	Beginning of next week.

	2.  Read “Speak Like a Pro”
	Pimmit Hills Library
	End of next week

	3.  Observe presentation of Survey Budget
	Get OK from Department Head
	February 15

	4.  Participate in Stress Management course
	I’m not comfortable discussing my problem in front of a group/check with instructor
	March 5

	6.  Give a presentation to TJ High School on BLM  mission for Career Day.
	Get feedback from spouse on delivery mannerisms, pace, conviction, eye contact, and demeanor.
	March 20

	7.  Interview Harvey Repoman [our best division spokesperson]
	Hard to catch in town—make arrangements ASAP.

Formulate questions to discover how he prepares for and handles stress.
	early April

	8.  Deliver two presentations for my supervisor
	LPA is currently understaffed—Negotiate a meaningful role involving speaking to small and medium-sized audiences (8-25)
	April-May

	9.  Address the Division Staff Meeting with a report of my technical area (150+ is typical audience).
	Distribute feedback sheets.  Collect and process. Evaluate with Mentor whether developmental objective was achieved.
	June 10


Appendix F
Mentoring Learning Agreement

Date _________________________________
Name of Mentee __________________________________________________________
Name of Mentor __________________________________________________________
Mentee Goals (What you strive to accomplish)
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
Mentor Goals (What you strive to accomplish)
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
Mentee Expectations (What I expect from my partner)
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
Mentor Expectations (What I expect from my partner)
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
Schedule for meetings (preferred time, location, and method)
________________________________________________________________________
Confidentiality parameter (What we will agree to keep confidential, what can be shared) ________________________________________________________________________
________________________________________________________________________

________________________________________________________________________[image: image1.png]
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