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TRAINING & DEVELOPMENT
“Our souls are not hungry for fame, comfort, wealth, or power. Our souls are hungry for meaning, for the sense that we have figured out how to live so that our lives matter, so that the world will be at least a little bit different for our having passed through it.”
-Rabbi Harold Kushner

Introduction
Over one-third of the current work force will be eligible to retire in the next five years.  The City of San José has a pool of employees who have a rich understanding of the organization’s history and culture. In order to maximize current alignment and continuous improvement efforts, it is important to provide innovative training and development opportunities to our employees. The development and implementation of a Citywide Employee Mentoring Program is a tool to fulfill this need. 

A mentoring program is a need for the overall health and growth of the City organization and is about fully utilizing the City’s most valuable asset, its human potential.  It is an employee development, retention, and leadership development tool and an opportunity to enable diversity within an organization. 

The City of San Jose is a dynamic organization that is committed to six employee driven values.  The values are:  Integrity, Innovation, Excellence, Collaboration, Respect, and Celebration.   The mentoring program aligns with these organizational values.  

Mentoring is a learning partnership between a mentor and mentee for the purpose of sharing knowledge and organizational information and providing the mentee with an opportunity for professional growth and development.   The mentor/mentee relationship is built on trust, respect and commitment. 

Purpose Statement

The purpose of the Employee Mentoring Program is to train and develop a diverse and highly talented employee group ready to take on higher levels of responsibility and leadership within the City organization.  It provides leadership opportunities for staff and opportunities to make a difference. A mentoring program also enhances job satisfaction, organizational development and provides a structured process to help fulfill a variety of needs for the organization & employees.   
Key Values

The foundation of the Employee Mentoring Program is built on four key values:

· Mentoring is a partnership and trusting relationship

· Mentoring benefits the mentee, mentor, and the organization

· Mentoring provides growth for the mentor as well as the mentee

· Trust, Respect, Integrity and Commitment are key to having effective mentoring partnerships

The Outcomes of the Program

· Align management and leadership practices to City’s vision, mission and values

· Enhance communication with organizational values, expectations, culture, traditions and decisions

· Build an organized effort to retain and optimize internal talent

· Prepare the next generation of leaders and build leadership capacity by providing training and resources 

· Enable diversity within City staff

· Increase employee job satisfaction 

· Create successful learning experiences for individuals and the organization

· Create a formal network structure to support and recognize participation

· Promote the benefits of initiating Mentor/Mentee relationships within the organization
Advantages of Mentorship
Advantages for the Mentor
· Helps to renew, inspire, and motivate Mentee
· Provides opportunities to reflect on skills and practices

· Helps clarify a mentor’s own learning needs

· Allows an opportunity to make a difference

· Provides opportunity for a learning experience

· Enhances self-esteem 

· Provides a stimulating, rewarding, and enjoyable experience

· Helps create new meaning and purpose for the employee

· Provides opportunity to network with other mentors and learn new skills

· Opportunity to learn new motivational coaching tools

· Allows for growth 

Advantages for the Mentee
· Provides career advice/direction through greater self knowledge

· Increases job satisfaction

· Increases self esteem and motivation

· Provides accessible role models

· Feeling valued as an employee

· Enhances knowledge on city policies and structures

· Grows and develops competences in dealing with challenges

· Enhances communication and risk-taking skills

· Allows a safe place for advice, coaching, and training

Advantages for the Organization
· Decreases costly turnover 
· Provides support during change and challenging times
· Contributes to effective succession planning efforts
· Provides extended and diverse opportunities for leadership
· Align management and leadership practices to the City’s vision, mission and values

· Build an organized effort to retain and optimize internal talent

· Provides a retention, employee and leadership development tool
· Create a pool of internal candidates for management career opportunities
Program Scope
The Mentoring Program is a formal organizational program that seeks to provide participation and opportunities to employees.  The following outlines the scope of the program:

· The Program is open to all classifications of regular employees (mgmt, non-mgmt). 

· There is no defined distinction of levels; mentors may be below or above the grade of the mentee.

· The Program is voluntary and participants shall submit an interest form to participate.

· All mentoring pairs must attend an orientation/training, a training in April and a celebration/completion event in June to participate in the program.  You are required to attend the sessions with your mentoring partner and will get paid.  We will also have additional (optional) skill development trainings throughout the program.  You must have approval from your supervisor to participate in the mentoring program.  

· The Mentoring Coordinator will check in periodically with mentors and mentees to find out what is working and what challenges are occurring to enhance the program and the relationships.

· The Mentoring Coordinator will be available for coaching if a mentor or mentee needs assistance on further tools to empower the mentor/mentee relationship. 

· All mentoring pairs will mutually create and agree upon an action/goal setting.

· The mentoring relationship is built upon trust and confidentiality.  The discussion in the sessions will not be mentioned to anyone unless mutually agreed upon by both the mentor and mentee.  However, if there is mention of any sexual or physical abuse, criminal activity, or hostile work environment, the appropriate reporting actions need to be taken immediately. 

· Participants will take a program feedback survey to determine the satisfaction/effectiveness of the Employee Mentoring Program. 

A Formal Mentoring Program
The City of San Jose has had informal mentor/mentee relationships for many years.  Many of these relationships have made a huge difference for both the mentor and mentee.  The purpose of a structured mentoring program is:

· To provide support for participation

· To encourage additional mentor/mentee relationships to thrive

· To provide resources, coaching tools, and trainings to support the mentor and mentee 

· To provide structure and guidelines to enhance the benefits of the mentor/mentee relationship

· To measure the success of mentoring relationships
While the program is considered formal, once the relationships are established participants have the flexibility to create their own development plan.  Pairs are responsible for establishing time frames and determining their mentoring activities.  Part of the process is to establish effective two-way communication and learning whereas partners discuss and agree upon goals and relationship parameters. This type of program encourages the development of relationships and provides the necessary resources to support the mentor and mentee. 

THE MENTORING COMMITTEE

The Mentoring Committee consists of Mentoring Program Liaisons from the participating departments. A wide variety of expertise and commitment will help enhance the program. 

The committee will have the following responsibilities:

· Providing guidance and advice on the program scope and design

· Help match pairs originating from their department

· Provide acknowledgement and recognition of mentor/mentee relationships

· Occasionally participate in the program through serving as instructors/trainers

· Serve as a link between their department and the Human Resources Mentoring Coordinator

· Attend two Mentoring Liaison meetings

The active participation and support of this committee demonstrates the credibility and significance of the program.  The Mentoring Program Committee can also serve as available mentors to those participating in the program.  

MENTOR CHARACTERISTICS
· Role Model 

· Deep knowledge and experience in the organization

· Ability to help mentee establish ambitious and realistic goals 

· Challenges mentee to grow

· Honesty and generosity in sharing wisdom; 

· Trustworthy and respected by peers 

· Positive attitude and recognizes success

· Encouraging, patient, empathetic and non-judgmental

· Reliable and committed to the relationship

· Consistent 

· Active listener

· Ask questions to mentees and encourage them to problem solve

· Ability to provide constructive feedback.
· Desire to teach, train, and coach
· Appreciates and encourages diversity
MENTOR RESPONSIBILITIES

· Set aside time for the mentoring process and keep appointments

· Do an intake survey with mentees interests, strengths, etc.  
· Develop a contract and goals with mentee detailing role of each member

· Meet two times per month with the mentee to discuss development progress and goals

· Serve as a confidant/advisor to facilitate the development of a mentee through teaching, coaching, counseling and championing
· Attend the two required mentoring program trainings and completion event 

· Maintain confidentiality

· Communicate honestly with mentee if they have any concerns. 

· Be able to distinguish between the role of the mentor and their immediate supervisor

· Ask for coaching from Mentoring Program Coordinator if additional tools or support is needed for the success of the mentoring partnership

A mentor DOES NOT criticize, solve the mentee’s problems, complain about their own problems, undermine the mentee’s supervisor, or take on the responsibility for the mentee’s goals.  IMPORTANT: A mentor does not discipline or document performance issues.

MENTEE CHARACTERISTICS

· Be open to coaching for their personal/professional growth
· Have a desire to learn and to improve 
· Risk taker and exhibits proactive behavior
· Open and honest
· Committed to the mentoring partnership
· Believe in the process
· Self starter/self aware

MENTEE RESPONSIBILITIES

· Set aside time for the mentoring process and keep appointments

· Works with mentor to development a contract with five-month goal plan 
· Schedule and initiates bi-weekly meetings with mentor to discuss development progress and goals

· Bring mentoring program meeting objective form and development plan to each meeting

· Be proactive vs. reactive to help resolve one’s problems or concerns

· Complete agreed upon action item commitments that support their goals
· Attend the two required mentoring program trainings and completion event. 

· Maintain confidentiality  

· Communicate honestly to mentor if they have any requests or concerns

· Ask mentor for coaching when needed

· Ask Mentoring Coordinator for coaching if additional tools or support is needed for the success of the mentoring partnership

A mentee does not rely on their mentor to give or seek answers to all of their questions/requests, complain about other people in an unprofessional manner, or commit to obligations that they can’t keep.   

ROLE OF DEPARTMENT SENIOR STAFF

· Recognize need for mentors and motivate staff to participate

· Support time commitment and trainings

· Support mentors and mentees in their efforts to participate in this training and development opportunity

· Give department recognition for mentors and mentees

· Lead by example and take on mentor positions

· Determine Department Mentoring Program Liaison  (Liaisons will assist Human Resources in finding mentors, matching people and act as “eyes and ears” in the department)
· Allow participants to attend two, one hour mentoring meetings (city time) per month along with the required trainings. 

MENTORING PROGRAM COORDINATOR

The Mentoring Program Coordinator will be responsible for the following: 

· Develops, implements and administers program

· Creates program manual and mentoring forms

· Helps match mentors/mentees

· Plans and implements training/coaching for mentors and mentees 

· Serves as a lead trainer for mentoring program trainings

· Interfaces with Mentor Committee to maximize effectiveness

· Evaluates and analyzes evaluation results and reports to upper management

· Supports and coaches mentors/mentees throughout program

· Promotes and markets program

Criteria For Mentor and Mentee Participation
Mentor/mentee relationships are successful when rapport between the two individuals is established after careful thought and consideration.  Thus, the Mentoring Program encourages that employees first initiate a mentor/mentee relationship.  This will make employees responsible for seeking out mentors or mentees that best match their own leadership characteristics.  If an employee is new or unable to identify a mentor or mentee, Human Resources will have a list of potential mentors/mentees.  They will help choose the mentor or mentee based on the matching information in the application. 

Mentoring Program Orientation Training
The initial orientation training will cover the purpose of the program, roles and expectations, pitfalls to watch out for, program scope, and suggested activities/coaching tools. This training will provide the guidelines and structure for the mentoring partnership and give the necessary tools and forms for the program 
Initial Meeting with Mentor and Mentee
At the first mentor/mentee meeting, the pair will be responsible for creating a development plan that sets forth the parameters and commitments of the partnership.  The development plan will identify the purpose of the relationship, participant goals, the frequency of meetings between the partners, the specific activities of each participant, etc.   The Development Plan is one of the most important first steps of the mentoring partnership.  Creating this plan provides a framework for the relationship and helps with clarity and meaning.  The plan is created through dialogue between the mentor and mentee and must be mutually agreeable.  The plan is used by the pair to facilitate the relationship and potential activities.  The Mentoring Program Coordinator is there to support the mentoring relationship as needed.  

The mentee should come prepared to the meeting by having a list of meeting objectives written out before the start of the meeting. There is a meeting objective form in the mentoring program binder.  Discuss objectives with your mentor to see if they can be met and change if needed. It is highly recommended that the mentee also bring the mentoring development plan to each meeting. The meeting objectives will be easier to prepare for with the mentees goals as a reminder. Both of these forms will provide an important structure and information to help achieve agreed upon goals.  

Changes to Relationships
There are sometimes emergencies or other situations that come up that would not allow the mentoring partnership to continue. If this occurs, the mentor or mentee need to inform each other first and then contact Cathy Morrey by email or phone at (408) 975-1449.

No-fault rule: At anytime during the program, either party has the option of discontinuing the relationship, and he or she will discuss this decision with the Mentoring Program Manager before terminating the relationship. There is a feedback survey to fill out by both the mentor and mentee at the close of the mentoring partnership. The feedback is ONLY used to enhance the mentoring program and not to judge a mentor or mentee’s progress or put any fault on the relationship completing. 
Program Feedback Forms
At the end of the five month program, the mentors and mentees will fill out a feedback form to determine the level of change or satisfaction.  This feedback will be used for the overall program to determine effectiveness and process improvement.   

Confidentiality
The conversation between the mentor and mentee is kept confidential.  If there are questions or support needed, they may contact the Mentoring Program Coordinator. Both the mentor and mentee must agree upon any information that will be discussed outside the mentoring partnership. Exceptions made are with the Mandatory Reporting Rules.
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