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I. INTRODUCTION
The U.S. Department of Health and Human Services has a talented and committed group of individuals who are willing to go the extra mile to demonstrate that we are a Department of compassion.  In response to the President's Management Agenda, the Department has developed a recruitment and retention strategy identifying a framework for actions required to meet the Department's short and long-term workforce needs.  The HHS workforce is aging, like other large Government agencies, and much-needed expertise is dissipating. In addition, qualified replacements are difficult to recruit and retain. The HHS Career Mentoring Program is an effort to increase staff productivity and improve employee retention.  The purpose of the HHS Career Mentoring Program is to address the rapidly changing work environment and develop new employees so that HHS can continue to fulfill its mission to the American people.

Permanent HHS employees, both civilian and Commissioned Corps, who have up to 5 years work experience in HHS will be eligible to participate as mentees in the HHS Career Mentoring Program if selected by the OPDIVs.  Mentees will be responsible for identifying the mentor at the GS-13 level and above with whom they will work during the program.  

The HHS Career Mentoring Program will allow mentees to identify and solicit as their mentors employees who are experienced, trusted and knowledgeable.  These mentors will teach, coach, advise and guide employees on how to make the most of opportunities and plan career strategies.  The program will provide opportunities for experienced individuals to share their knowledge and expertise with other employees as they plan and realize their career goals, acquire a better understanding of the Department and its mission and develop the potential of employees for effective service within HHS and the government.  The HHS Career Mentoring Program seeks to make explicit the informal mentoring that already occurs in the workplace.  The program is not designed to facilitate promotion or career change, but it is an opportunity for pairs to meet and plan strategies to enhance the mentee's development.

This guide is designed to assist HHS organizations in implementing an effective and cost efficient formal mentoring program which assists the mentee in defining career goals, identifying continuing education and skill development needs and completing a career development plan.  

In addition to outlining the development of the HHS Career Mentoring Program, this guide suggests the development of a Department-wide mentoring recognition program following the conclusion of the Career Mentoring Program's first year.  The recognition program will demonstrate the Department's commitment to the many ways in which HHS employees mentor each other on a daily basis as well as the mentoring which occurs in formal ways such as through this mentoring program.  

II. PROGRAM  OVERVIEW 

The word "mentoring" is from the Greek word meaning "enduring".  The original "Mentor" was a wise teacher who taught the son of Odysseus-a Greek king who fought in the Trojan War. Like the original "Mentor", anyone who serves another as a counselor, guide, tutor or coach is a modern-day mentor. 

The long-term goal of mentoring is to help a mentee develop an internal capacity for pursuing personal and professional development opportunities over the course of a lifetime.  In the short-term, the goal of a mentoring relationship is the pairing of a more skilled and/or experienced person with a lesser skilled/experienced person to enhance professional growth and development. A good mentor provides insight and perspective that the mentee has not yet developed as well as facilitating access to people and learning opportunities that the mentee might not otherwise encounter.

Mentoring occurs in a variety of different ways within organizations.  Supervisory mentoring occurs on a daily basis between an employee and his or her supervisor as the employee goes about learning and performing a specific job function.  Informal mentoring occurs when individuals seek assistance on their own, from a particular role model as professional developmental needs arise. Formal mentoring, on the other hand, is organizationally sponsored and consists of the pairing of individuals in order to enhance career development within an organization.   

The HHS Career Mentoring Program is a formal mentoring program and is intended to be available to HHS employees (GS-5 – GS-12) as part of the Department's commitment to developing and retaining a quality workforce. While many leadership development programs have mentoring as a component, the HHS Career Mentoring Program serves as a stand-alone program and participation in the program is not limited to those selected for leadership development programs.  The mentoring arrangement will last for one year. Each OPDIV is expected to participate.  A timeline for implementing the program is provided in Appendix A.

III. PROGRAM OBJECTIVES

The HHS Career Mentoring Program seeks to meet the following objectives: 

· To afford HHS employees who have up to 5 years experience in HHS the opportunity to participate in a mentoring relationship which stresses personal and professional growth and development; 

· To provide mentees the opportunity to gain broader perspectives about government in general and HHS specifically, its values, norms, expectations and behaviors, thereby enhancing their ability to make productive career decisions; 

· To empower mentees to be more proactive in planning and achieving their career goals, and to have them assume responsibility for their professional growth and development; 

· To afford more employees at the GS-13 level and above the opportunity to participate in the development of employees through the sharing of their expertise and knowledge; 

· To assist in the recruitment and retention of a high-quality workforce and ensure that HHS is an employer of choice for current and future employees. 

IV. ROLES, RESPONSIBLITIES AND EXPECTATIONS

Program Participants and Program Staff

I     Program Participants

The Department’s commitment to a successful mentoring program is reflected in the expectations set forth for mentors and mentees.  Full participation in program activities is critical to the development of meaningful mentoring relationships.  In addition, participation for both the mentor and mentee requires skills and personal attributes particular to each role. 
The Mentor

Roles and Expectations of the Mentor

Successful mentors are supportive and patient and are deemed by others to be good motivators, effective teachers and chronic achievers.  Within the context of HHS, effective mentors also value HHS, understand its mission and are able to help mentees navigate the organization while also providing opportunities for visibility when possible.  The role of the mentor is to support the success of the agency by taking an active interest in their mentee's personal and professional development and achievement.  

Employees who serve as mentors must have been rated by their supervisors as performing at or above the “fully satisfactory” or “pass” levels in order to participate.  Acknowledgement of this minimum qualification can be found on the Supervisor Acknowledgement Form, Mentor Version (Appendix B).

A mentor may not be in his/her mentee's direct chain of command and supervisors should not be allowed to mentor a direct report.  While a mentor should be fully supportive of a mentee’s professional development and should provide encouragement and guidance to this end, it is not the role of a mentor to advocate on behalf of a mentee in terms of promotion, special assignments, or job changes.

Mentors should expect to benefit from the relationship as well, in terms of gaining satisfaction from helping another person reach their potential as well as an opportunity to pass along organizational history, values, culture and knowledge.  

Responsibilities of the Mentor

The mentor's primary responsibilities fall into the following categories: communication, strategic planning and teaching as outlined below.

Communication

Mentors are expected to contact their mentees a minimum of twice per month.  Making and keeping these commitments will communicate that the interests and success of the mentee are a top priority.  Honesty, confidentiality and openness are essential to developing a trusting relationship between mentors and mentees.

In terms of communication, mentors are responsible for:

· Working with the mentee to establish a schedule of regular meetings with sufficient time to discuss issues and concerns;

· Establishing with the mentee a Mentoring Agreement (Appendix C) which outlines the terms of the relationship;

· Working with the mentee to create a Career Development Plan (CDP, Appendix D) which clarifies the mentee’s career goals and objectives;

· Listening actively, seeking to understand the mentee's perspective,

· Communicating clearly by asking questions and summarizing what was said;

· Helping to uncover assumptions and correct misperceptions;

· Conveying an interest in the employee - on and off the job, and a willingness to share personal experiences;

· Helping the mentee understand how their actions may be perceived by others;

· Making no promises regarding assignments or promotional opportunities.

Career Development Planning
Mentors are expected to assist their mentees in creating a career development plan.  Specifically, mentors are responsible for:

· Helping the employee develop a basic career development strategy which will ensure useful work experiences, personal contacts, and exposure to a variety of agency activities;

· Helping to identify options and strategies on next steps; and

· Working with the mentee to develop a time line that includes periodic evaluations.

Teaching
Mentors are expected to be successful, experienced individuals who can share insights and information regarding HHS' history, culture and values, as well as helpful information on getting things accomplished in the organization.  Mentors help preserve this knowledge within the agency by teaching it to others.

As a teacher, a mentor is expected to:

· Attend training sessions to learn strategies for effective mentoring;

· Help the mentee understand HHS, its mission and programs;

· Provide advice, coaching or feedback when requested; and

· Maintain confidentiality within the relationship.

The Mentee

Roles and Expectations of the Mentee

Mentees will represent a wide range of individuals in terms of diversity and work experience.  The most successful mentees are those employees who are motivated to learn; willing to take the initiative and responsibility for their own development; willing to take full advantage of career development opportunities and are dedicated to furthering the mission of the organization.  

As part of the effort to emphasize initiative and self-empowerment on the part of mentees, the following personal and professional characteristics will be emphasized and encouraged:

An eagerness to learn:  A mentee has a strong desire to learn new skills and abilities, or a desire to develop existing skills and abilities.  A mentee seeks educational and/or training opportunities whenever possible to broaden his or her capabilities.  A mentee strives to elevate his or her level of technical skills and professional expertise to gain an even greater mastery of the job.
Patience:  A mentee must be willing to put time and effort into the mentoring relationship.  A mentee must persevere through the difficulties that arise during the learning process.  A mentee should be realistic enough to know that career development doesn't happen overnight.
The ability to work as a team player: A mentee typically interacts with many others as a part of his or her position.  Therefore, it is important that the mentee learn how to effectively cooperate and communicate with many different individuals.

A positive attitude:  A bright and hopeful attitude will help a mentee succeed.  An optimistic mentee is able to tackle difficulties, learn from them and stay on course despite them.
The ability to take risks: A mentee must be willing to travel beyond their "comfort zone" and seek opportunities to accept new responsibilities.  This means that a mentee must be able to move beyond tasks that he or she has mastered and accept new and more challenging experiences.
The ability to achieve:  A mentee is an achiever who accomplishes an assignment with perseverance and by developing a plan of action for achieving goals and improving job skills.

Responsibilities of the Mentee 

The HHS Career Mentoring Program will emphasize the importance of a proactive approach on the part of mentees.  Mentees will be encouraged to exhibit initiative and self-empowerment throughout the program.  Specifically, mentees will be expected to:  

· Meet with his/her mentor a minimum of twice per month, i.e. face to face meetings, telephone and e-mail consultations can take place as needed;

· Initiate and communicate expectations with mentor and sign a Mentoring Agreement;

· Create a Career Development Plan with the assistance of mentor;

· Take responsibility for his/her own learning and professional development;

· Keep supervisor apprised of  participation in the mentoring program via regular contact and the Supervisor Acknowledgement Form, (Appendix B);

· Be open to accepting feedback; 

· Take the initiative to ask for help or advice; and

· Maintain confidentiality within the relationship.

II 
Program Staff 
The following section outlines the necessary staffing resources (and their respective roles and responsibilities) for the proposed HHS Career Mentoring Program.    These staffing resources are not intended to be full-time positions.

A.   HHS Career Mentoring Program Manager
The Mentoring Program Manager is responsible for all policy and programmatic aspects of the HHS Career Mentoring Program.  The Program Manager is responsible for ensuring that all components of the program are implemented appropriately.  Specifically, the HHS Career Mentoring Program Manager has the following responsibilities:

· Establishing top-level support for the program within the Department;

· Developing a program guide outlining all components of the Mentoring Program;

· Serving as the HHS central point of contact for program policy;

· Communicating Departmental expectations and/or requirements of the program to program staff;

· Maintaining regular communication with all program staff to ensure program components are designed and implemented in a manner consistent with overall program goals and objectives; and

· Oversees the implementation of an overall program evaluation to ensure that the program is accomplishing its stated objectives.

In addition, the Program Manager is responsible for coordinating the day-to-day activities of the HHS Career Mentoring Program and will work with the appropriate individuals/organizations within the Department to accomplish the work of the Mentoring Program, including:

· Establishing marketing strategies for the Mentoring Program;

· Coordinating the design, delivery and evaluation of the program orientation, training, and workshop sessions;

· Maintaining regular and frequent communication with mentors, mentees, and supervisors for the purpose of keeping everyone apprised of issues that may impact program participants;

· Maintaining regular and frequent communication with OPDIV program staff to ensure timely and effective implementation of all program components;

· Coordinating recognition efforts; 

· Maintaining the HHS Career Mentoring Program website.

B.  HHS OPDIV/STAFFDIV Coordinators

A representative will be appointed by each OPDIV to serve as the Mentoring Coordinator. These OPDIV/STAFFDIV Coordinators will be responsible for implementing the HHS Career Mentoring Program within their assigned organization under the direction of the HHS Program Manager.

Specifically, OPDIV/STAFFDIV Coordinators are responsible for:

· Serving as the OPDIV/STAFFDIV point of contact for questions and communication about the HHS Career Mentoring Program;

· Coordinating preparation and delivery of the 2.5 day orientation/training to Mentors and Mentees based on the “train the trainer” week long training session;

· Marketing the program within their assigned organization;

· Assisting mentees to identify and select mentors as needed;

· Notifying mentees and their respective supervisors about employee selections  into the mentoring program;

· Ensuring that supervisors of participants understand the mentoring process and the requirements/expectations of participants;

· Coordinating communication between the Program Manager and mentoring pairs throughout the program;

· Tracking and submitting quarterly reports to the Program Manager on the progress of the mentoring pairs in his/her respective organization;

· Planning and implementing a close-out activity for their mentoring pairs;

· Working with the Program Manager to implement the agreed-upon program evaluation;

· Keeping the HHS Program Manager apprised of any issues.

V.  PROGRAM COMPONENTS

The following section outlines the major activities which comprise the HHS Career Mentoring Program.  These activities will be primarily coordinated at the OPDIV level.

STEP 1-Selection of Mentees

(Estimated time frame: 1 month)

The HHS Career Mentoring Program will target permanent civilian and Commissioned Corps employees at the GS-5 – GS-12 level and below with up to 5 years experience to be mentees.  This will provide HHS employees with access to leadership and resources in their HHS careers and will support the retention of valuable employees.  Mentees will select employees in grades GS-13 and above to serve as mentors.

Each OPDIV will determine the number of mentoring pairs to participate in the mentoring program. 

The Mentoring Program will be advertised at the Department and OPDIV levels using methods described in Section VI, Marketing.  A Supervisor Acknowledgement Form (Appendix B) will be required for mentee and mentor employee participation in the program.  

STEP 2-Mentee Selection of Mentor

(Estimated time frame: 1 month)

A good "fit" is the foundation for a highly successful mentoring relationship. Research has demonstrated that mentee choice is a key component to a successful relationship.  

The HHS Career Mentoring Program will provide for mentee choice in the selection of a mentor by having mentees recruit their own mentors.

Upon selection into the Career Mentoring Program, the mentee will be instructed to identify an employee (GS13 or above) who is an experienced, trusted, and knowledgeable individual whose skills and qualifications will help him/her realize their career goals and potential for effective service within HHS and the government. Mentees will ask this employee to serve as their mentor for the duration of the HHS Career Mentoring Program. If the selected employee is not able to serve as a mentor, the mentee will need to identify a second choice.

Mentees at the GS12 level should choose mentors who are at least two grade levels above them. Mentees will be expected to notify the OPDIV/STAFFDIV Program Coordinators of mentor selections at least 4 weeks prior to the program orientation. Selected mentors must be willing and able to fully participate in all aspects of the program, including the orientation and training sessions, as well as the quarterly conferences.  Mentees should be clear about this expectation when asking an employee to serve as his/her mentor.  

After the selected employee has agreed to participate in the Program as a mentor, both the mentee and mentor must complete a Mentor and Mentee Agreement Form and Supervisor 

Acknowledgement Form for signature to their supervisors. The completed forms will be forwarded to the OPDIV Coordinator.  

Some mentees may find it helpful to have a list of possible mentors provided to them by OPDIV Coordinators.  Additionally, some employees may step forward and want to serve as mentors without having been approached by a mentee.  OPDIV Coordinators may choose to generate a list of possible mentors which can be provided to mentees upon request, however, this is not required.
STEP 3-Provide Mentoring Orientation and Initial Training to Participants

(Estimated timeframe: 1 half-day orientation for mentees and mentors together, 1 day of training for mentees and 1 day of training for mentors (2 1/2 days of training). 

The orientation training session provided to program participants will meet the following objectives:

· Outline the program's structure, roles and responsibilities for mentees and mentors as well as program staff, and clearly delineate the expectation and limitations of the program.

· Identify additional resources available to the mentee/mentor pairs, including career counseling services, and quarterly conferences designed to encourage and assist the mentoring pairs.

· Provide activities and a structured environment in which the mentees and their mentors can begin to develop their mentoring relationship.  

The mentee training session would include the following topics:

· Review of program expectations and activities;

· Identifying personal mentee goals;

· Tools for building a relationship with mentor; and

· How to be a proactive mentee.

The mentor training session would include the following topics:

· Review of program expectations and activities;

· Basic mentoring skills;

· How to be an effective mentor;

· Tools for building a relationship with mentee; and

· Suggestions and ideas for future meeting topics.

***The orientation and training sessions will be conducted in-house.

STEP 4-Develop the Partnership between Mentors and Mentees 

(Estimated timeframe: 12 months)

A mentoring program is only as good as the relationships that develop between the mentees and their mentors.  This step is the heart of any solid mentoring program and has as its goal the development of a mutually satisfying relationship between the mentor and the mentee. 

While personality and "chemistry" between a mentor and mentee can account for a great deal of the quality of the relationship within the pair, a mentoring program can also greatly influence the quality of the relationship by providing formal opportunities for mutual development.  The HHS Career Mentoring Program would provide relationship-building opportunities via the following activities:

· Use of a signed Mentoring Agreement to help clearly delineate expectations and establish terms for the mentoring relationship;

· Combined kick-off session for both mentors and mentees;

· Use of email list-serve to encourage virtual communication and collaboration;

· Series of Quarterly Workshop sessions (half or full day) for both mentors and mentees to attend together.  Possible topics include giving and receiving feedback, developing an CDP, exploring generational differences, etc.

· The development of a Career Development Plan (CDP) by the mentee and mentor that will outline career and professional development guidance for the mentee. 

***The quarterly conferences will be designed and conducted in-house.

STEP 5- Track the Progress of the Partnerships

(Estimated timeframe: duration of program)

To assist in the development of positive mentor/mentee relationships, effective mentoring programs engage in some level of tracking with regard to the progress of the partnerships.  Albeit a largely administrative task, tracking is an important and primary responsibility of a formal mentoring program that aims to help mentoring pairs develop as dynamic a relationship as possible.  The goal of this step is to ensure that the relationship is a mutually -satisfying one and to troubleshoot as early as possible any potential problems in the pairing.   

The mentoring pair will be required to submit regular updates on their progress, including a summary of their meetings, the goals they have established and a brief status report on 

what has been done to accomplish those goals.  OPDIV coordinators will collect these updates and submit quarterly reports to the Program Coordinator.

We recognize that some mentoring relationships may not meet the expectations of the mentor/mentee and in some instances a mismatch may occur.  Either party has the option of terminating the relationship for any reason.

STEP 6-Evaluate the Effectiveness of the Program

(Estimated timeframe: duration of program)

An overall evaluation of the HHS Career Mentoring Program should be conducted to ascertain the degree to which the program met its stated objectives.  The program should be evaluated both quantitatively (regarding the number of pairs served in relation to the number desired) as well as qualitatively (with regard to reported satisfaction by both mentors and mentees). 

As part of the overall evaluation, OPDIV Coordinators will be responsible for completing a quarterly questionnaire about the status of the mentoring program in their organization.  This will allow for any necessary mid-course corrections during the program.  In addition, time will be allocated during each training session/quarterly conference for a facilitated open discussion with participants about any and all program issues.  Mentors and mentees will also participate in a mutual evaluation discussion designed to close-out the relationship and allow them to share feedback with each other on how they perceived the other performed in their role as mentor or mentee.   

A final evaluation should be conducted at the close of the program and the results shared with participants and used to revise the program for the next group of participants (Appendix D).  

In addition to the overall program evaluation, evaluations will be completed of each aspect of the program, including the matching process, the orientation and training as well as the individual workshops offered throughout the program. 

 

VI. MARKETING

The HHS Career Mentoring Program’s marketing efforts will center around the theme “Mentoring Makes a Difference” and in highlighting the various ways and settings in which this is true.  Additional slogans will include: 1) “Who Mentored You?” accompanied by stories from senior executives about the mentors who have made a difference in their lives and 2)  “Who Have You Mentored Today?” to generate thoughtfulness about how each and every employee can provide support, guidance, encouragement and feedback to their fellow employees.

The following methods will be used to promote the HHS Career Mentoring Program:

Posters, Brochures, etc.—These would be developed to announce the program and solicit participation from employees who would like to be mentees.  Printed materials will be customized for each OPDIV to include the appropriate contact information.  Possible poster themes include:
· “Who Have You Mentored Today?” and “Who Mentored You?”
· “Who Have You Mentored Today?” Solicit names of mentors from work group and colleagues.  Place pictures of mentors on posters with a brief profile of the mentoring they have offered.
Emails from OPDIV directors—Brief emails announcing the program will be sent to employees in each OPDIV.  The emails will address the objectives and parameters of the program as well as provide contact information.

Website—During the course of the program’s first year, a website will be developed.  This website will provide a place for interested employees to get information as well as allow for recognition of participants following the conclusion of the program’s first year.  Examples of the kinds of information that will be placed on the website are:

· Details of the HHS Career Mentoring Program (requirements and program structure);

· HHS Career Mentoring Program Supervisor Acknowledgement Form and other pertinent forms;

· Profiles of executives within the Department and highlights of the mentoring they have received (i.e. “Who Mentored You?”); and  

· Contact information

Support from Senior Management—Top-level support of the program is necessary in order for the program to truly succeed and become part of the culture here at HHS. This can be accomplished by:

· Presentation of program by Rosemary Taylor at Executive Officer’s Meeting to senior managers, 

· Support for the program at all levels of management.

Closing Activities— After the successful completion of the Mentoring Program, an activity to bring closure to the mentoring partnerships will be organized by each OPDIV coordinator. Past mentors chosen from the nominations on the OPDIV web sites will be recognized during the planned activity. Each OPDIV will be expected to hold an event at the end of the partnerships. This will allow the participants to reflect on the growth and development that has occurred as a result of their mentoring partnerships. It will also show appreciation for past mentors that contributed to the professional development of others. The number of past mentors recognized will be determined by the OPDIVs. These activities may include the following:

· Presentation of a certificate or plague (formal or informal) to participants; and 

· Planned recreational activity for participants i.e. bowling, golf, baseball, etc. 

Informal Mentor Recognition—Several recognition activities would provide closure for the program’s first year and generate enthusiasm for future participants.  These efforts encourage HHS employees to recognize the colleagues, managers and supervisors who have made, and continue to make, a positive contribution to their professional development by serving as informal mentors (with the premise that ALL HHS employees have the capacity to mentor).  It would also serve to get the organization talking about mentoring and generate enthusiasm for the formal HHS Career Mentoring Program.  The recognition program would be run primarily via the website, and would include:

· Definitions of “mentor” and explanations of informal and formal mentoring; 

· Space to display anecdotes and stories submitted by employees across the Department concerning mentors that have contributed to their success;

· An on-line nomination form that employees would complete to nominate an informal mentor that would be submitted to the servicing HR Department;

· A list of the names of nominated mentors in alphabetical order; and

· A new set of mentors highlighted with pictures, stories, interviews, etc. each quarter.

VII. EVALUATION

The HHS Career Mentoring Program will be reviewed and evaluated on an on-going basis to ensure its success.  The program success should be measurable in quantitative and qualitative terms.

Quantitatively, the program should measure the number of candidates expressing an interest in being mentored, the number that were successfully paired with a mentor, the number of employees volunteering to become mentors and the number who actually accepted and started a mentoring relationship. Over time, on an annual basis, goals should be set to increase all the above measures by a predetermined percent and plans should be executed to reach those goals.

On an on-going basis, the effectiveness of the mentoring program will be measured through quarterly facilitated open discussions with participants on program progress. In addition, participants will be requested to evaluate the classroom training at the conclusion of each workshop and training. The areas measured should include levels of satisfaction with the program as perceived by the mentor and the mentee as well as improvements or suggestions.  The Program Coordinator will also survey the OPDIV/STAFFDIV coordinators on a quarterly basis regarding program status in their organizations. Additionally, evaluations will also be conducted of each phase of the program, i.e. selection of mentors/mentees, orientation and training, etc. Findings of the surveys should be evaluated to fine-tune the program continuously.  Lastly, mentors and mentees will also participate in a mutual evaluation discussion designed to close-out the relationship and allow them to share feedback with each other on how they perceived the other performed in their role as mentor or mentee.   
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