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Part I:  Protégé


            Preparation





Introduction to Mentoring





Air Force Mentoring defined:  “A relationship in which a person with greater experience and wisdom guides another to a higher level of personal and professional excellence.”








Introduction to Development





Through the study of thousands of successful leaders, managers, and associates, the Gallup Organization has distilled a set of principles which promote success.  These are important foundations to reflect upon in designing development initiatives.





(  Development is what happens to the person—not what the leader or trainer does to 


     him/her.


	Unlike training efforts, which seek to convey information or teach a person to perform a 


	set of behaviors, development efforts are only successful if the individual person grows.





(  Every person has talent, and his/her opportunity for growth and success lies in those 


     talents—not the person’s limitations.


	As such, the focus of developmental efforts should be centered on strengths and talents, 


	not weaknesses or limitations.





(  People do not grow in isolation—the best development occurs within the context of a 


     relationship with another person or persons.


	


(  People are uniquely different and require different levels of support, teaching methods, 


     opportunities, and supporting partners to grow.


	No one system will be perfect for each individual, so any desirable system must have the 


	flexibility to accommodate a range of interests, talents, limitations, and levels of


	development.  





(  Educational training programs can have positive effects on a person.  But for lasting 


     change and the greatest impact, a person needs continuity and consistency in the 


     development efforts and a means to assess his/her forward progress.  





(  Measurement improves performance.  What cannot be measured cannot be managed, so 


     most developmental efforts must be related to outcomes—not the process.





“There’s nothing wrong with a checkup from the neckup”  ...Zig Ziglar
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Introduction to Development (continued)





(  The capacity to monitor success and the deliberate celebration of it leads to greater 


     clarity, feelings of self-confidence and self-worth, and a willingness to take on additional 


     challenges.


	As such, a development effort requires the attention of the organization to formally and at 


times informally acknowledge accomplishments and successes.





(  People’s limits are most apparent when they must undertake tasks without the benefit of 


     support from others, e.g., operating in isolation from the group.


	To maximize success, people must learn to ask for the help they need most from those


	who have the greatest capacity to give/contribute.  A development plan must therefore 


	facilitate the support from others if it is to guide a person in managing his/her limits.  





(  Mentors and protégés are never finished—no one is completely developed.


	So, the best developmental programs are those which guide people in continuing to 


	develop themselves, not in isolation but in mentorships or partnerships with others.





(  Performance is a requisite for development.


	Everyone is entitled to mentoring, and everyone should be mentored.  However, if a protégé’s performance doesn’t meet organizational expectations or acceptable standards, the mentoring provided must first focus on correcting the deficiency.  Thereafter, the mentoring focus can return to general (career-minded) developmental support.  


















































“Success is 90% attitude, only 10% aptitude”  ...Zig Ziglar
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The Basics of Professional Growth and Development





This plan is intended to support your ongoing professional growth.  The use of this plan can help you create momentum, maintain control over your results, and have a substantial and measurable impact on your success and career.  There are just a few “Basics” which will guide you—the rest is up to you.





(  You “own” your own development.  You are the only person who is accountable for your 


     success and you life.


	There will be other partners to support you and strategies to assist you, but the final 


	determining factor in your success is you.  Don’t surrender the control of your personal 


and professional growth—take charge of it.





(  You cannot be successful alone—development requires the support of others.


	One of the most important steps you will ever take is in accepting the support and 


	assistance of a mentor to assist you in your professional (at times personal) development.  


	It’s up to you to help your mentor know what you expect from him/her.  





(  You are successful because of who you are—not who you aren’t.


	Move from your strengths, develop your goals around what you can do—not what you 


	find difficult.  The most outstanding leaders, managers, and individuals lead from their 


	individual strengths and partner with others around their individual talents.





(  Because every person is different and you are in charge of your own development, look 


     at this plan as a “choose to do,” not a “should do.”  


	Use this mentoring opportunity to sustain your growth—please do not just passively	complete this workbook.  It is what you achieve in terms of your goals and objectives that


	count—not the finished workbook itself.  





(  And finally, remember:





	(  Discuss your plan often with your mentor—and be sure to consider it your plan.


	(  Concentrate on your strengths in setting your goals and objectives.


	(  Account for the potential weaknesses.


	(  Develop specific strategies to compensate or manage.


	(  Ask your partners and colleagues for help.
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Getting Started:  Focus on the Person





	Two of the most important aspects of effective, developmental partnerships are relationships and expectations.





	While you and your mentor may know and even like one another, you are undertaking a new, more significant relationship with definite responsibilities, roles, and expectations.  Mutual understanding is critical.





	To get the best results from this mentorship, it is essential that you not only understand your mentor’s talents and experience, but together with him/her define clear expectations for your partnership.


	


	This interview guide is designed to help you break the ice and begin creating those clear expectations for your mentorship.  Your mentor has a guide as well.





	After you have “interviewed” each other, spend some time thinking about your mutual strengths and complementary talents.





	Finally, the proposed mentorship calendar was designed to help you define meeting times and agenda items.  Much will change as you progress, but these initial ground rules and meeting times may prove beneficial.  





Get your mentor’s commitment for a bi-monthly meeting now.





Setting the Stage: (a sample introduction)





�









































“Set out to attain your performance goals—strive to sustain your growth”
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Focus on the Person


Getting Acquainted:  your talent, education, skills, and experience





			ASK						INSIGHTS


��





1.  Tell me about your previous Air Force work experience.


     Start with your 1st assignment and highlight your career.





2.  Of all the work you’ve done, what have you enjoyed 


     the most?





3.  What experience has been most valuable to you?





4.  Did you want the job and position you have?





5.  What is your educational background?





6.  What are your strengths?  Tell me about the things


     you do well.





7.  Please tell me about your weaknesses.





8.  How do you face/confront difficulty?





9.  With what kind of person do you work best?





10.  Do you feel you’ve had a mentor before?





11.  Are you a person who will tell me how you feel


       or will I need to ask?





12.  How often would you like to meet or talk?


       (the proposal for the study was bi-monthly)





13.  Tell me about your career plans.  What do you


       want to be doing in 3 years? ... 5 years?





14.  What are your expectations with respect to this


       mentoring relationship?





15.  What do you expect from me?





16.  What particular skills will you share with me?





17.  Do you prefer to work or plan as we go, or have


       the plan worked out in detail before we begin?
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Focus on the Person (continued)





			ASK						INSIGHTS


��


18.  Would you please elaborate on the following issues 


       throughout this mentorship?





	- Upward mobility











	- Corporate continuity 











	- Internal motivation











	- World wide career status











	- Our promotion system











	- Informal leadership











	- Additional duties











	- The Civilian Personnel Office























19.  Can you think of anything else that I should know about


       you, anything that would make a difference in our 


       partnership?








“Finding one’s Bliss is doing what you love, and loving what you do.”  ...Wayne Dyer
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Proposed Mentorship Calendar





����


    Date/Time		Date/Time			Date/Time		Date/Time


    Discussion/Plan	Discussion/Plan			Discussion/Plan		Discussion/Plan




















�


    Date/Time		Date/Time			Date/Time		Date/Time


    Discussion/Plan	Discussion/Plan			Discussion/Plan		Discussion/Plan

















�


    Date/Time		Date/Time			Date/Time		Date/Time


    Discussion/Plan	Discussion/Plan			Discussion/Plan		Discussion/Plan




















�


    Date/Time		Date/Time			Date/Time		Date/Time


    Discussion/Plan	Discussion/Plan			Discussion/Plan		Discussion/Plan















































“If you fail to plan, you plan to fail.”  Time management 


is our most perishable resource—use it well!
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Talents, Competencies, Strengths, and Successes








Self-Reflection:





	This section is designed to assist you in sorting out the talents, competencies, and successes you have had in the past.  From your perspective, what have been the highlights?





	(





	(





	(





	(





	(





	(








Suggestions:





	(  Fill out this section before you meet with your mentor to better reflect on the 


	    experiences which “worked best” for you in the past.





	(  While the questions imply events which took place last year, it’s not necessary to 


	     restrict yourself if others come to mind.





	(  Your efforts should focus on what has been most meaningful and rewarding to you.  


	     Pay special attention to how you might replicate your successes.





	(  Remember, we build momentum and increase our competency largely by paying 


	    attention to our successes and repeating them as soon as possible. 














“You are never so strong as when you have your successes clearly in mind”





8.


�
									Part III:  Looking Back


								   	              to Look Forward





Thoughts and Stimulators





(  As you think about the past year, what stands out in your mind as the unforgettable moments?

















(  How did you grow in the past year?  What talents did you “rediscover”?














(  What were the challenges?  How did they make you feel?














(  What new professional associations did you build in the past year?  Who are the people you


	discovered or rediscovered?














(  Think about your work, your day-to-day behaviors and performance:


	((  What are the real satisfiers?  What do you want to do more of?











	((  Who could help you do more of this?











(  What are the dissatisfiers?  What do you want to do less of?











	((  Who could help?
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Professional Highlights





Take Time to Savor:  (the following page will help savor the highlights)





	Our successes are the most important development tools we have.  This exercise is designed to help you re-visit some of your personal and professional successes, which made sense from the experience, and incorporate these talents and strategies in future challenges.

















(  First, find the moment in which you felt most proud of your achievement or effort.  What 


    talents, skills, or strategies accounted for your success?

















(  Describe what that moment signified to you.  Describe the roots of your pride.

















(  What have you learned from that moment that you can carry to future efforts?  How will you 


    replicate your satisfaction?














Suggestions: 





(  Identify the highlights before you meet with your mentor.





(  Talk through each of the moments with him/her.





(  Ask your mentor for feedback/suggestions about the future opportunities for your talents or 


    abilities.
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Professional Highlights (continued)





The following represents some of my most significant professional successes as a leader, consultant, manager, or partner to colleagues:





Take Time to Savor


�


     The moment:








     What this signifies to me:








     How I will replicate:








�


     The moment:








     What this signifies to me:








     How I will replicate:











�


    The moment:








     What this signifies to me:








     How I will replicate:











Incidents and Accidents ... Intuitive and Analytical


Glimmers of Excellence and other Hallucinations of Importance
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Statement of Strengths





Your strengths are the foundation of your success and your ability “to claim” them is essential to your development.





(  Begin by listing the dominant talents you possess, i.e., your competitive drive or your sense of


    responsibility.














(  Describe these strengths in your own words.  Define the talent so others can (later) visualize it.














(  Now, identify the people or person who has recognized this strength in you.  Dominant 


    strengths are those others can readily see in your behavior, day-to-day.














(  Finally, describe the impact of this strength on your work, your life, and your relationships


    with others.  Claim the impact of your talent!














Understand the difference between a non-strength and a weakness








(  A non-strength is something you don’t enjoy, don’t do naturally, or don’t do well.








(  A non-strength is only viewed as a weakness when you put yourself in a position which 


     requires you to use it!








“There is nothing so unequal as the equal treatment of unequals”  ...Ken Blanchard
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Establishing a Baseline:





	To gain greater control and momentum from your development plan, it is essential to document your successes and accomplishments to date.  You have already begun this process (professional highlights), but this section is designed to help you further quantify, qualify, and record your achievements.





Measurement Improves Performance:





	The process you will use is the same, regardless of the measurement or type of assessment you have.





(  First, consider all you have achieved.  Describe in detail, both in qualitative (subjective) and 


    quantitative (objective) terms.  

















(  Next, consider what you have learned from these achievements.





	- What are the strengths you possess?  Which strengths do you need to continue to build 


	   upon? (your greatest growth will occur in areas of strength)

















	- What are your limitations?  (weaknesses, like strengths, tend to be repeated).  How can 


	   you avoid this over the next year?

















(  Finally, what are the challenging experiences which will help you grow the most?
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Project Success:





(  Identify the special projects or challenges you took on this past year.





	- What leadership role did you take?











	- What insights do you have from these experiences?











	- How can you apply what you have learned?











Make sense of your experience





(  Are there any similar projects/challenges you would like to take on over the next year?











Performance Evaluations:





(  Include your current and previous year’s performance evaluation in this section.  This


     represents one important measure valued by the Air Force.  





(  After deciding which evaluation to consider for this exercise, discuss with your mentor your


     feeling about the evaluation.





	Where do you agree?





	Where do you disagree?





	What would you like to improve?





	What would you like to do more of? ... less of?





	What actions will you take?
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Organizational Measures:





(  Consider any measurable indicators of your performance currently collected by your unit.


	This data would represent an important baseline for your development.





(  Try to list (below) some of the more important projects underway.  Consider what is objectively measurable (quality, quantity, and timeliness) versus what is only subjectively measurable (example:  an excellent versus outstanding rating).





�


    Project:








    How do you measure success in this project?








    Your role:








    Your insights:











�


    Project:








    How do you measure success in this project?








    Your role:








    Your insights:














Ever ask for feedback—only to be told “you’re doing fine?”  


Consider objective depth versus vague coverage
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Professional Growth





�List your additional duties				List desired additional duties 


��


1.							1.


2.							2.


3.							3.


4.							4.


5.							5.





Questions to consider:  Why are some additional duties more desirable than others?  What would it take for you to have those desired additional duties?  Do certain additional duties carry more weight for promotion and/or recognition than others?





Professional Growth Exercise:





On a scale of 1-5 (where 5 is strongly agree, 3 is agree, and 1 is strongly disagree),


	how satisfied are you with the following items of interest in the past year?





- Personal performance: 				1	2	3	4	5


- Recognition for your achievements: 		1	2	3	4	5


- Management support for your efforts: 		1	2	3	4	5


- Performance feedback (a.k.a. The PFW)		1	2	3	4	5


- Opportunities for leadership				1	2	3	4	5


- Professional growth					1	2	3	4	5


- Leadership success					1	2	3	4	5


- Relationship with colleagues			1	2	3	4	5


- Referrals/opportunities afforded to you: 		1	2	3	4	5


- Prizes and/or awards received: 			1	2	3	4	5


- Letters of appreciation received: 			1	2	3	4	5
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Discover your controllables:  identify your basics





Controllables are the actions you can vary—do more or less of.


Basics are those selected controllables which are critical to the total performance of your job.





In our best management judgment (based on empirical data collected by the Gallup Organization), basics are prerequisites to performance results.





Sample Basics





(  Allocating a block of 5 hours per week to think about and plan for your future and/or the


     future of your organization.





(  Meeting with each of your subordinates individually once per week.





(  Sending five recognition letters of appreciation bi-monthly.





(  Reading a form of professional reading (example: Air Force Association Magazine, civilian-


     based technical references, etc.) a minimum of once per week. 





Notes:  What do all sample basics have in mind?  Each is objective, measurable, specific, 


	 obtainable, and observable.  Obviously, many Air Force basics aren’t so easily measured.





Instructions:





(  Have clearly in mind your goals for this year:  financial, growth, learning, family, 


    development with peers, etc.  Keep in mind that very few people are successful by chance.  


    Planning is crucial.  Consider what you’d have to do to make your goals happen?





(  Identify the 1-6 controllables which are the prerequisites of performance, i.e., if you don’t do 


     them, performance results will suffer.





(  Take some time frame (daily, weekly, etc.) and apply it to your controllable list.





(  Meet with your mentor to discuss your goals and your basics.  Explain how each of your 


    basics contributes to your larger goals.





(  Review your basics with your mentor.  How are you doing?
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Goal Statements





I commit to the following goals for the next year:





	Professional:						Personal:





(							(


(							(





	Quality:





(


(





	Achievement:





(


(





	Customer Satisfaction (if applicable):





(


(





	Team:





(


(





	Growth:





(


(





	Family:





(


(
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Strategy and Support Team





Military leaders have many, many resources:  influence, time, decision making authority, talent, experience, subject-matter experts on their staff, etc.  As you consider your goals and objectives, think about the strategies to maximize your results.





Action Plan:





The purpose of this section is to help you define specific action steps and milestones necessary to monitor your forward progress.  Work from your goal’s section and challenge yourself to identify benchmarks for your performance.  What will be the most significant milestones for you this year?





(  As you develop your actions, remember to think first about your strengths.  You should lead 


     from strength in order to leverage your time to the best advantage.





(  Secondly, consider the obstacles in your path.  What support is available to you?  Remember to partner with your associates/colleagues—use their talents to gain leverage toward mutual goals and objectives.





Celebrations:





Don’t overlook the importance of celebration to help you build momentum from others.  Many organizations claim “excellence” is only realized through recognition.





(  What are the most significant personal milestones in your development?











(  What family goals should have celebration?











(  What will you celebrate with your mentor?











(  How can those who support you be rewarded?
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Developing Consistency





Partnering with others is a key strategy to identify goals and develop strategies.  However, in this section, partnering is mentioned... 





	(  to build momentum for our ideas;


	(  to help you compensate for weaknesses;


	(  to increase teamwork—thus synergy.





Note:  Consider the following about partners/colleagues:


	... giving to them makes us richer...


	... accepting help from them makes us stronger...


	   only partnered together can we truly excel.





The purpose of this section is to help you maximize your impact through others.





Action Plan: 





“Those who influence your life, your decisions, and your career path”





(  Who are your typical day-to-day contacts?








(  Write their initials—those people whose lives have influenced you and whose influence continues to be reflected in your everyday life—around the table provided on the next page.








(  Next to their name, write the word or phrase which best describes why each person is there.





Questions to reflect upon:





	( How many people have a profound impact on you (professionally and personally)?





	( What is their role/relationship to you?





	( Is their a positive way to get greater influence from them?
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Those involved in your daily professional development








ME


�
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Monthly Success Logs





Plan to meet with your mentor bi-monthly to discuss progress toward your goals and development plan.  A sample log is provided on the next page for your review/consideration.  Please consider making copies of the log with a monthly purpose in mind.





Suggestions:





(  Consider completing the success log before meeting with your mentor.  


	


(  Write the actions you took this month, particularly those which are a part of a long-


      term project or a major goal.  Next to the actions, note their significance.





(  Write the list of milestones you have established and review your long-term goals to 


      help you account for interim progress.





(  These logs can help with your future appraisals, possible quarterly/annual award


     submissions, and can also serve as a platform for greater supervisor/subordinate


     feedback.








(  Consider the next month.  In what areas will you particularly need help/assistance?








(  Ask your mentor for his/her reaction to your progress.
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Success Log for the Month of ______________





Actions Taken:

















Success Summary:








	My scores:

















	My discoveries:

















	My milestones achieved:

















	My special partners this month:

















	My emphasis for the month:
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Recognition





Use this section of your plan for recognition—record your successes.





(  Every note, letter of appreciation, and award is a measure of the impact you have as a leader, 


    contributor, and colleague within and outside your organization.











(  Take the time to share these recognitions with your mentor.  Reflect on the talents others see


     in you.  How can you stretch these talents? 











(  At the same time, consider the partners and colleagues who have supported you.  Take the


     time to recognize excellence and teamwork in those with whom you work.





Questions to reflect upon:





(  This week, have you recognized the impact of your spouse/closest supporting friend?  If 


     applicable, have you noted any of your children’s accomplishments?





(  Have you shown appreciation for your mentor’s efforts?  





(  Has someone made a special contribution today?









































There is no excellence without recognition
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Some Essential DOD Civilian Employee Issues





Here’s a final opportunity to record some important information about essential issues.  Perhaps you’ve read about the information suggested below, but you probably haven’t acquired the personalization nor application-sense as only a mentor can provide.  Enjoy the journey of mapping your future success.





Note:  The questions following the issues are intended to promote critical thought.  Be sure to 


           explore all aspects of the issue.  








(  Upward mobility thru education, training, and experience:  Please tell me the importance of professional self-improvement, as you see it.  Are there certain courses, key duties, or a particular expertise I should strive to complete/obtain? 

















(  The value of corporate continuity:  Please provide your views on balancing civilian continuity with military mobility/deployment.  Please relate longevity to expertise, and share some successful ways to settle in with a new military supervisor (especially new commanders). 

















(  The importance of internal motivation:  Some say this is the key ingredient to success for DOD Civilians.  Please provide what “worked best for you” and any cautions you suggest.

















(  World wide career status:  Please explain this dynamic and complex process to me.
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(  Our promotion system:  Would you highlight the automatic and capped steps as they apply to me.  More importantly though, highlight the “promotion within a grade field (updating a position)” process. 




















(  Informally leading personnel:  Please advise me how to best assist and informally lead (mentor) the more-junior civilians with respect to experiences, job knowledge, and our appraisal process.  Also, I’m very interested in your views as to “when” to ask the Civilian Personnel Office to officially intervene. 























(  Other duties (as assigned):  Can you give me some guidance as to which additional duties are meaningful, career broadening, and perhaps promotion worthy.  Also, what duties should I avoid given the option. 




















(  The Civilian Personnel Office:  If not already mentioned, would you tell me when to best call upon them, when to rely upon them, and when to keep issues within the organization. 
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  (protégé speaking)





  “I am interested in learning as much as possible about you so I can better draw on your talents, expectations, and experience.  This interview includes some interesting and straightforward questions that will help me know more about your strengths, what you enjoy most about your work, what motivates you, and your goals and expectations of me and our mentorship.”





  “I’d like you to be candid and open with your feelings, goals, and aspirations.  Please answer each question as best you can, with what is right for you, not what you think I may want to hear.  If you are ready, let’s get started.”











