I.
INTRODUCTION
In 2002, the Associate State Director tasked the Mentoring Program Team with developing and implementing a BLM-Alaska Mentoring Program.  In October 2003, the Alaska Leadership Team (ALT) approved the proposal for the Mentoring Program Team (MPT) to develop and administer a year-long pilot program.
Mentoring offers a systematic, efficient method to ensure institutional knowledge and expertise is intentionally shared with those less experienced.  There are advantages to both informally and formally supported mentoring partnerships depending on career stage and personal preferences.

Mentoring, whether formal or informal, provides individualized development and guidance based on an employee’s specific needs.  Mentoring is a learning and development tool with advantages over traditional classroom training where multiple students share contact time with the teacher.  Mentoring allows individual contact with the expert; even in a mentoring circle with one mentor and several mentees, the mentor to mentee ratio seldom exceeds 1:3.  In addition, the individualized coaching, role modeling, and instruction in a mentoring partnership offers benefits not found in any other training environment.

Mentors indicate partnerships are energizing with exposure to fresh ideas along with the satisfaction of passing along their experience for the benefit of developing the future BLM-Alaska.  The Mentoring Program is an intentional, long-term effort to encourage mentoring at all levels as a cultural expectation.  This strategic plan is directed toward continual program improvement and responsiveness to the changing needs of our work force and alignment with BLM-Alaska strategic and tactical direction.  


A.
Mentoring defined

The Mentoring Program recognizes the importance of the informal mentoring role of BLM-Alaska supervisors.  Situational mentoring for new employees “learning the ropes" is common throughout the BLM-Alaska.  Many supervisors actively encourage development of their team members and offer helpful guidance and advice. The Mentoring Program is designed to supplement those activities with partnerships focused on professional development for individual employees.  In addition to mentoring provided by the supervisor, encouraging supported mentoring partnerships provides a more invested employee with additional professional skills and organizational awareness while sidestepping any issues of individual favoritism.  

The benefits of facilitated mentoring partnerships by the Mentoring Program vary widely and are well documented.  Mentees feel more connected, translating to a strengthened commitment to the BLM-Alaska, an enhanced understanding of our complex organization, a strong sense that they are appreciated and valued, an establishment of new professional contacts and interdisciplinary perspectives, and the opportunity to maximize their career potential.  Mentors gain a new perspective and the stimulation of fresh ideas as well as satisfaction in contributing to the future development of the BLM-Alaska.  The Mentoring Program facilitates mentors and mentees in developing partnerships based on trust with the investment of time, knowledge and effort to enhance growth, learning, and skills.  

B.
Program goals and vision 
The goals of the BLM-Alaska Mentoring Pilot Program are as follows:

· provide potential career growth

· retain knowledge and expertise

· increase employee confidence, diversity, and productivity

· promote collaborative leadership and improve business practices

· improve recruitment and retention by providing mentoring opportunities for employees

· encourage critical skills transfer and professional development

· gain understanding of the organization as a whole
· develop leadership skills at all levels

Our vision is to build and sustain a culture that fosters meaningful partnerships and connections among interested employees in order to increase skills, knowledge, and job satisfaction. The Mentoring Program will enable and support mentoring partnerships by communicating developmental opportunities and providing the tools and resources to ensure their success.  Achieving this vision is measurable by the number of employees who are aware of the benefits of a mentoring partnership. By actively encouraging and supporting mentoring partnerships, managers and supervisors will enable a majority of the BLM-Alaska personnel to become actively engaged in this activity for individual development and organizational benefit.
II.
STRATEGIC OBJECTIVES


A.
Develop a comprehensive communication plan

Frequent, consistent communication is essential to the success of any organizational program. Multiple methods of communication to specific targeted audiences on a regular basis will help institutionalize mentoring at all levels.  Live presentations and discussions with groups and individuals supplemented by e-mail, up-to-date website access, news publications, brochures, and flyers are necessary to ensure that all employees become aware of mentoring as a developmental opportunity.   Minimizing passive e-mails by engaging BLM-Alaska personnel at all levels in interactive communication will allow them to relate at a personal level.  The ultimate communication goal of the mentoring program is to promote and encourage individual and organizational ownership of the mentoring process.  See Appendix A.

B.
Evaluate the pilot program
In order to continually monitor the Mentoring Program’s success at supporting the original objectives, the Mentoring Program Team will continually evaluate by using multiple measurement criteria.  Six-month surveys, end-of-year evaluations, quarterly meetings with the ALT, and quarterly reviews with the mentors and mentees via conference calls will be used to evaluate the pilot program.  Measurement criteria will be directly mapped to program goals whenever possible.  See Appendix B. 
C. 
Generate development opportunities
Mentoring is a developmental opportunity for all employees which should encourage learning and growth in a variety of ways.   Beyond the formal training, the mentoring program should continue to “broker” and encourage a wide variety of learning opportunities including personality preference instruments, shadowing assignments, details, informational interviews, recommended readings, and other resources, all of which are self managed. The responsibility for career and personal growth remains with the individual employee.  Providing information on where to obtain employee development tools is a Mentoring Program benefit.  See Appendix C.
D.
Increase involvement and support of BLM-Alaska managers and supervisors in the mentoring program

Strong champions for mentoring in management and supervisory roles will ensure that the benefits of mentoring are well known and communicated directly to individual employees.  Managers and supervisors committed to the investment of employee development can balance the resources required.  Consistent, regular support and modeling of mentoring partnerships by managers and supervisors involved in formal and informal mentoring will send a clear message to the work force.  See Appendix D.
III.
FORMAL MENTORING PROGRAM MODEL

The BLM-Alaska Mentoring Pilot Program is comprised of two separate, complementary approaches to organizationally support mentoring. The first is a formal facilitated process.  Formal mentoring provides needed structure for employees who many not have established networks to gain a mentor.  The formal mentoring approach is based on two principles—a pool of high-quality, volunteer mentors with varied skill sets and professional backgrounds and carefully defined mentee objectives.

A.
Mechanics



1.
Piloting 
A pilot program will be conducted for a period of one year - April 2004 to April 2005. Multiple face-to-face orientations will be initiated to explain the program and address questions from potential mentors, mentees, and supervisors. The MPT will accept applications and match up to ten pairs for the pilot program.  The matching process for mentor and mentee will encourage self-selection.  Mentoring pairs will attend a mandatory one-day training to learn what to expect and how to get the most out of their mentoring relationship.  Both mentor and mentee will commit to the mentoring relationship for a period of 12 months and are encouraged to meet regularly throughout that period.
Quarterly teleconferences between all the participants and the MPT will be held to discuss issues and aid in program evaluation.  
A midpoint evaluation will be performed after six months and again at the conclusion of the 12-month formal agreement period.  The midpoint evaluation will include at least 12 questions designed to indicate what is working and what needs attention in the Pilot Program and in the relationship itself. This evaluation will catch any problems early on, offering an opportunity for mid-course corrections.  In the six-month evaluation, at least 18 questions prompt participants to indicate their reasons for wanting a mentor, their personal goals in the mentoring relationship, and how well they achieved their goals. Various components of the structured mentoring arrangement are also evaluated.  
2.
Training 

Whether mentoring is formal or informal, the key to a successful mentoring experience involves educating mentoring partners on establishing a goal-oriented, productive partnership and techniques for dealing with the inevitable “speed bumps” common to any interpersonal relationship.  All formal partnerships start with a highly interactive training session in a one-day, large group in which all assigned partners are expected to participate.  Assigned mentoring partners have an opportunity to meet several times throughout the training day in both structured and unstructured interactions.  Participant exercises are designed to increase skills and awareness, address questions, and initiate the partners with clear expectations regarding objectives, mentoring meetings, and program support activities. 

Training effectiveness is measured by course evaluations and feedback to the program leaders during the course of the 12-month mentoring agreement.  Online surveys are required at the beginning of the partnership, at six months, and again at the conclusion of the formal mentoring period.

3.
Recruiting 

Program participants are recruited by the Mentoring Program Team and through outreach strategies. Recommendations of potential mentors and mentees are solicited from leadership and supervisory individuals and other contacts.  The success of organizationally sponsored mentoring is based on passionate individuals who are willing to invest the time and caring necessary to establish trust and focus on the personal and professional needs within the program.

4.
Selection

Mentor and mentee applications are evaluated by the Mentoring Program Team based on content.  Final applicants are selected by a subcommittee of the Alaska Leadership Team. Applicants for the formal Mentoring Program who are not available for the scheduled training and are not selected are asked to become potential mentors for the informal mentoring activities.  “Get One, Be One” videos will be available from the MPT.  

To apply for the program, prospective mentees need initial supervisory approval.  Once an employee receives supervisory approval and applies, an e-mail is sent to mentee applicant supervisors indicating program benefits and the requirements of the program including the one to two hours of mentoring partner meetings each month during work hours.
5.
Matching

Matching mentees with appropriate mentors is a five-step process as follows:

· ALT subcommittee selects ten mentor/mentee pairs for the formal pilot program.

· The MPT will prioritize the top 15 mentee applications and match criteria to the mentor applications.  

· From that match the mentee will receive a copy of 3 mentor applications to prioritize.  The ALT subcommittee weighs mentee preference but makes no guarantees that all mentees will be matched with one of their top three selections. 
· The final applications will then go to the ALT subcommittee with recommendations for selection of the ten mentor/mentee pairs for the pilot program.

· The MPT will then contact the mentee and mentor to acknowledge final selection and provide each with the other’s application.  Each has a day for review, and they will sign a mentoring agreement if the partnership is accepted. 

First, mentee applicants are provided three mentor applicant names chosen by the MPT.  The mentees will then prioritize the mentors selected for them.  Once all mentee preferences are in, the MPT will present their recommendations to the ALT subcommittee for final matching.  They first consider each mentee objective and the background of each mentor applicant.  “Best fit” is accomplished by asking the question, “Does a given mentor's background indicate that they will be able to help the mentee accomplish their stated goals?”  If a suitable mentor is not available for a particular mentee, the individual is contacted and encouraged to take advantage of the informal mentoring activity with instructions about how to do so.  Final mentoring partners are then announced and the details of the one-day training are provided.  All supervisors are courtesy copied on this communication so they are reminded of their initial approval and support required.

Pre-matching for mentoring applicants who indicate names of preferred partners is encouraged. Both mentor and mentee applications provide a place for this.  This feature encourages local mentoring partnerships.

6.
Distance partnerships

Techniques to address the challenges of mentoring over distances are covered in the initial and subsequent formal partner training.  Monthly opportunities to connect are provided via mentoring teleconference.  Additionally, many distantly located mentoring partners are able to meet occasionally in person as many mentors have extensive travel schedules and are able to schedule meetings when in their partner’s location. For some partners, the initial training may be the only opportunity to meet face to face. 

7.
Cross discipline matches

In many instances mentees will request mentors in other disciplines to help them address their objectives.  The MPT reserves the right to match partners from different disciplines if the mentor's background indicates a high probability that they can address the mentee's goals.  Cross-discipline matching has numerous advantages including enhancing the understanding of other disciplines and developing cross-discipline networks.  
8.
Participant support

Beyond the initial formal partner training, all partnerships have access to considerable support during their 12-month formal mentoring agreement.  Partners are encouraged to contact the MPT when needed.  After the initial training, partners are allowed to end the partnership if they determine the partnership is unworkable.  As a cost-saving measure, partners are encouraged to attend  facilitated teleconferences.   An online "toolbox" is also available containing a mentoring handbook, recommended reading, frequently asked questions, and upcoming events.  MPT members will check in with mentoring partners at several points throughout the 12-month period to encourage dialog and to discuss any issues or concerns.  

9.
Supervisor support

Supervisors are critical to the success of all mentoring partnerships; their support is essential throughout the mentoring agreement period.  At the formal partner training mentees are encouraged to meet with their supervisor to discuss goals, objectives, and time needed for meetings and other activities. The MPT members encourage supervisory input throughout the 12-month formal agreement.  At the conclusion of the formal partnership, supervisors will be requested to complete an evaluation about program support. 

B.
The partnership



1.
Resource requirements
Funding for mentoring program activities and personnel comes through the State Director’s Office.  There is no direct charge to cost centers or districts for mentoring training and support for their personnel.  Because the benefits of a mentoring partnership accrue directly to the program, district, and work group of those involved, regional leadership requests that cost programs and districts strongly consider funding travel if necessary to the initial, mandatory partner training.
The primary budgetary expenses in the formal mentoring program include live training sessions in BLM-Alaska approximately every 17 months.   All courses are co-facilitated by the Mentoring Program staff and a mentoring program consultant.   

2. Partnership duration 

Formal partnerships are expected to last a minimum of 12 months. Continuing the partnership beyond that point is up to the mentoring partners.  A formal program celebration is provided to mark the occasion, to honor the mentors, and to recognize the achievements of the mentees.  

3. Roles and responsibilities

Mentees are in charge of their own development.  Mentees are expected to work on any assignments provided by their mentor and come fully prepared to all meetings.  Scheduling all meetings and rescheduling if necessary is also a mentee responsibility.  Mentees are expected to work on nonjob-related mentoring assignments on their own time and in a timely fashion.
4. Evaluation 

Mentoring partners have an opportunity to evaluate their partnership at the beginning of the program, at six months, and at 12 months utilizing the surveys issued by the MPT. The 12-month survey is published for all partners, supervisors, and the ALT subcommittee.  

IV.
INFORMAL MENTORING PROGRAM MODEL
In order to maximize the benefit to the BLM-Alaska, the MPT determined that all BLM-Alaska employees need access to mentors.  Access to training and high-quality, committed mentors is available to all BLM-Alaska employees through informal mentoring activity.  The cornerstone of informal mentoring is educating interested personnel to find their own mentor and set up a productive mentoring partnership.  “Get One, Be One” videos are available and may be checked out through the MPT. The BLM Mentorship website will also have up-to-date tools for informal mentoring.  In addition, the DOI University has an online course in the roles and responsibilities of a mentor and mentee.


A.
Mechanics

1. 
Program inception

The informal mentoring program will run parallel to the formal program.  Applicants for the formal mentoring program who are not available for the scheduled training and are not selected are asked to become potential mentors for the informal mentoring activities. All employees are encouraged to participate in the “Get One, Be One” program.  “Get One, Be One” videos will be available from the MPT.  
2.
Matching
Informal mentoring partners are self matched.  There is no organized matching process.

3.
“Get One, Be One” video and online training

The Get One, Be One (GOBO) video and online training  is designed to encourage participants to clarify their mentoring objectives and then set up their own search criteria for finding suitable mentors.  Participants are also provided details to set up a productive mentoring partnership. Participants are encouraged to examine their reasons for wanting a mentor through clarifying exercises.  Essential components of a successful mentoring partnership are discussed along with a variety of communication techniques.  In order to protect their investment in developing a trusting partnership, a variety of “speed bumps” are discussed.

4.
Supervisor’s role

Supervisors have an 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.  Informal mentoring partners are self selected. The MPT encourages participants to communicate with their supervisors as they begin their mentor search, at the initiation of a mentoring partnership, and during the mentoring process, maintaining confidentiality at all times. 
5.
Participant support
Informal mentoring partners may access all online support tools available on the BLM-Alaska Mentoring Program website.  They are also encouraged to contact the mentoring program staff to address questions.  The full range of formal support is available to any employee who creates a mentoring partnership.

6.
Training evaluation

Feedback throughout the program will be helpful and encouraged by the MPT but is not mandatory. The MPT will initiate an evaluation at the end of the 12-month pilot program. 

B. The partnership
1.
Partner meetings 
The frequency of informal mentoring meetings is determined by mentoring partners subject to supervisory approval.
2.
Roles and responsibilities 
The informal partnership is designed to develop a variety of skills.  Mentees are responsible for finding appropriate mentors and initiating their mentoring partnership.  The mentees should determine their mentoring objectives, schedule partner 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.

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



3.
Evaluation 

Currently informal mentoring partnerships are evaluated at the end of the 12-month pilot program.  
V.
Program oversight and administration

Leadership oversight is provided by the MPT to develop mentoring program policy and provide guidance. The MPT develops program strategy, success criteria, the evaluation process, and implementation of the actual pilot.  The ALT provides the guidance to the MPT and assists in the final selection of the formal program pairs.  As a representative of the senior staff, the ALT also provides support and financial sponsorship for the BLM-AK Mentorship Program. Sharing best practices with industry and with other federal consortiums and associations will continue to provide ideas for improvement. 

VI.
Summary and conclusion
Although mentoring is a low-cost form of employee development, it is highly efficient at providing access to critical information which ultimately allows employees to be more fully invested in their work and become more productive.  Our complex organization can be more easily understood through the eyes of an experienced employee.  These outcomes should reduce or eliminate factors contributing to attrition of early career employees in all disciplines. 

All employees benefit from improving core competencies, increasing professional capabilities, enlarging their personal networks, and growing their interdisciplinary understanding, thus providing greater comprehension of the BLM-Alaska as a complex whole.  With timely career guidance and solid role models, our employees get a clear message of their importance and value to our organization.  Each of these factors helps maximize the potential of all employees, a good business practice.  As mentioned earlier, mentors are not immune from benefits of the mentoring relationship.  Mentors report satisfaction knowing they are contributing sometimes hard-won insights from their years of experience as well as receiving stimulating, fresh ideas from their mentees.

BLM-Alaska attrition via retirement is difficult to predict.  Thirty-eight percent of eligible retirees have remained with the BLM-Alaska as of 1997 due, in part, to financial uncertainties. Regardless of the actual statistics, retirement will cause significant loss of discipline and organizational expertise over the next decade.  The BLM-Alaska will benefit greatly from encouraging knowledge transfer from experienced personnel to those with less experience.  The goal of the Mentoring Program Strategic Plan is to continue to develop an active, intentional mentoring culture in each BLM-Alaska region at all levels.  A long-term commitment by BLM-Alaska leadership to continue making mentoring available for all interested personnel will keep our organization viable in addressing the changing needs of our customers.
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