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SUMMARY of CHANGE

DA PAM 690-46
Mentoring for Civilian Members of the Force

This new Army pamphlet--
o Provides the background of mentoring for the Army civilians (chap 1).

o Discussesthe roles and characteristics of mentors, associates, commanders,
and others involved in a mentoring relationship (chap 2).

o Discusses the various relationships in mentoring (chaps 1 and 3).

o Discussesthe pitfallstobeavoidedbythoseinvolvedin mentoring (chap4).
o Discusses career goals and development of associates (chap 7).

o Provides alist of references relevant to mentoring (app A).

o Providesinformation to facilitate mentoring (app B through F, and H).

o Provides information on orientation of mentors and associates entering a
mentoring relationship (app G).

o Defines terms used within mentoring (Glossary).
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Chapter 1 structured and will be more valuable to those interested in establish-

General ing formal mentoring programs. It is all designed to be modified to
fit local circumstances. Commanders, managers, mentors, and asso-
1-1. Purpose ciates are encouraged to use the material contained in this pamphlet

This pamphlet is intended to provide information to commanders along with the information in references listed in appendixes and
and managers desiring to implement mentoring as well as to providepgther available materials.
information to those individuals involved in mentoring relationships.

1-5. Background of mentoring

1-2. References o _ a. Traditional mentoring in the corporate world has been used by
Required and related publications and prescribed and referencegnanagement for many years to enhance the potential of subordi-
forms are listed in appendix A. nates. A senior employee developed an interest in the career of a
. . junior or less experienced associate based on potential for higher
1-3. Explanation of abbreviations and terms __level management or executive positions. There may have been no
Abbreviations and special terms used in this pamphlet are EXpla'nechescribed form and the mentoring may have not been formally

in the glossary. structured. Such programs are based in part on the concept that

inexperienced managers more quickly acquire skills and knowledge
a. As an employer committed to equality of opportunity for al that e_nhance thel_r effectiveness and useful_nes_s if they Iear_n from an
experienced, senior member of the organization. By learning from

employees, Department of the Army (DA) is also committed to the senior manager or executive, the associate more quickly masters
ensuring that all employees who have the ability, aptitude, and 9 ' 10r€ q y
Ehe formal and informal structures of the organization, learns the

desire to advance are not inhibited from success because of artificia : . . : . .
barriers which preclude advancement. Of equal importance B ctical uses of authority, and acquires skills that improve their

Army recognizes that employees are valuable human resources. Thgm{)n I&rostpe_cts _forDiJ(_:cebss. d th ise that |
Army is committed to ensuring that those with the ability and - Mentoring In IS based on the premise thal many employ-

interest in advancing to leadership levels are not frustrated by a lackE®S who have the basic abilities and skills to advance to leadership

of practical knowledge of how the formal structured career system,pos"[!c.mS within the _Army aré unaware o_f_ opportunities, or need
or the more informal practices, operate to provide the continuing in_specmc collateral skills, knowledge or abilities which would help

flux of new managers and executives that a dynamic organizationthem advance._ I_:or example, they may not _have clarified their own
requires. goals and ambitions, or they may be insufficiently aware of how the

b. The relation to leadership programs: Mentoring is not a sub- form?I care;ar sg/stetrrrl\s_ and ;nfof;me;_l ne_tV\é)orks fW'th'n thetﬁiovern-
stitute for civilian leadership programs, such as the Army Manage- ment operate. or heir most efiective job performance, theéy may

ment Staff College (AMSC), Personnel Management for ExecutivesreqUire _enhanced skills or abilities, such as in written or oral
(PME), Organizational Leadership for Executives (OLE), Leader- Commllj?llca“ﬁn'f | el ining is th in ¢

ship Education and Development (LEAD), or other civilian leader C'hAt ough formal classroom training 'Sht ek_lrlnaln oLum lor
development initiatives. Mentoring is fully compatible with thiaching new supervisors and managers the skills and knowledge
Army Civilian Training, Education and Development System (AC- ey need to effectively direct the work of others, some of the
TEDS) and the Army’s Civilian Career Management Program. The managerial skills are acquired through interaction with other manag-
mentor can enhance the opportunity for associates to participate in £'S @nd executives. Leadership is less science than art and as an art
variety of training or developmental experiences by providing guid- €@N best be learned by studying the artists—the successful managers

ance on how to access such programs. and executives. ) o
c. The relation to Equal Employment Opportunity (EEO) and d. There are few tasks ‘more important to an organization than
Affirmative Action Program (AAP): The intent of mentoring is to Preparing for the future. It is e\{ldent that one of the most important
enhance opportunities for employees with the requisite interests and@Sks for @ manager or executive is to help prepare subordinates to
potential to become part of the Army leadership structure. Sharing@SSume managerial and executive level responsnbllltles in the future.
in the knowledge and experience acquired by a mentor over manySome of the ways for managers and executives to carry out this task
years supplements the skills, knowledge and abilities already pos2ré as follows:
sessed by associates. The outcome will be that good employees (1) Effective performance management.
become more competitive for advancement. Successful mentoring (2) Use of the individual development plan.
improves equality of access for Army employees and is fully sup- (3) Formal counseling sessions with subordinates.
portive of the goals and objectives of the EEO and AAP. (4) Mentoring.
d. The relation to the Army Civilian Education and Training e. Mentoring is a broad effort that looks to both the career goals
System (ACTEDS): ACTEDS Plans, prepared for most career pro-of the employee and the future needs of the organization.
grams and some career fields, normally include mentoring as one
means of obtaining required skills, knowledge, and abilities. 1-6. Advantages of mentoring N _
e. The objectives of mentoring civilians are to prepare them to be . Studies suggest that mentoring has a positive effect on associ-
the managers and executives required to meet future needs, to préites. Associates rated themselves as having more influence, power
vide opportunities for employees to advance their own careers, and®nd access to important individuals than employees without men-
to help meet affirmative action plans and ensure equality of opportu-tors. They also report having more influence within the organization
nity for every employee. regardless of their gender, race, age or organizational position. Men-
f. This pamphlet provides background information, guidance and tors can assist the associate in mastering additional skills, knowl-
suggestions to support any level of mentoring: informal, semiformal, €dge or abilities in specific areas which enhance their prospects for
or formal in nature. Mentoring takes place across the spectrum fromSUCCESS.
very informal and unstructured to highly structured and formal. b. Although the primary intent of mentoring is to benefit the
Each method has its advantages and disadvantages. The commandagsociate, there are substantial benefits which accrue to the mentor
or manager establishing or encouraging mentoring selects &ewell. Among these are the following:
method which best meets command or organizational needs. (1) Developing greater insights into the associate’s line of work
g. Commanders and managers are encouraged to select from thignd organization.
pamphlet to provide information for those engaged in mentoring. (2) Using the associate as a sounding board for ideas.
The information found in the text is of a general nature and should (3) Obtaining feedback on cross-generational, cross gender, and
prove useful to all. The information found in the appendixes is more cross-functional issues.
(4) Growth in counseling and guidance skills,

1-4. Concept
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higher ratio may sometimes be necessary, the ratio should be kept as
(5) General sense of satisfaction which comes from helping an-low as possible.
other person to grow and develop. b. Characteristics of a mentor. An effective mentor possesses
c. It is also important to note that mentoring is not only an aid to certain characteristics. Although not all prospective mentors will
career advancement and promotion, but is also an excellent mecha?0ssess every characteristic listed, nor possess them to the same
nism for helping an associate to develop other skills, knowledge,degree, these are highly desirable traits for all mentors.
and abilities to enhance performance in their current position. (1) Global vision. The effective mentor has a view of the or-
d. Effective mentoring can provide the opportunity for experi- ganizational broad goals and objectives that transcend day-to-day
enced managers and executives to pass on their practical expertig@utine operations. He or she looks beyond the imperatives of the

and professional knowledge to employees who are committed toMOment to consider where the organization as a whole is now,
advancement and success. where it is headed and more importantly, where it should be going.

e. Mentoring provides an effective means of assisting employeesAn ideal mentor understands that all Army programs are means to

to achieve career goals, and of meeting future needs of fﬁbenq' not merely processes to be followed, and that frequently
organization. ere is a requirement for vision that transcends a demanding in-

. volvement with the task at hand. A person with this kind of vision
f. As we fully implement the Total Army Culture (TAC) concept, . c“shead to the needs of the Department of the Army and their
previous dlstlncthns betvx_/een _mllltary and civilian Ieadt_ershlp are own organization over the next ten years, and considers those needs
Iessenmg. Mentoring relatlonshlps may eF‘C.Qmp?‘SS.?‘ variety of Sty hen setting professional and organizational goals.
ations such as civilians mentoring other civilians; military mentoring (2) External awareness. A good mentor is aware of the world
civilians; and civilians mentoring military. Though each of these )

e . I - outside his or her own environment. As good scientists are aware of
situations may involve differing styles of management, perspectives, jq,e|0nments outside their own particular specialty which may im-
and experiences, both military and civilian members can become

b . by shari heir insigh d diff pact in their field of inquiry, a good mentor maintains an awareness
etter managers or executives by sharing their insights and differ-o¢ qeyelopments in other career programs or career fields, of long-

) a . . f
ences, and each can acquire better insight into the perspectives Qbym occupational need projections, of technological advances, and
the other. of the Army and organizational plans which may impact on the
career of an associate.
(3) Experience in networking. Networking entails the ability to
make, maintain, and benefit from wide contacts with the Army,

Chapter 2 . .. DOD, and other executives and managers, both military and civil-
Roles and Characteristics of the Participants ian, in a variety of career areas, organizations, and levels of man-
agement, over an extended period of time. Networks can help
2-1. The mentor _ ) _provide informational, insightful, problem-solving, and career-en-
Appendix B provides information for prospective mentors to register hancing contacts. An effective mentor not only participates in net-
their interest in mentoring. working, but understands how networking can benefit the associate.
a. Role of the mentor. A mentor ensures that the associate learns the importance of such

(1) The mentor serves as an objective confidant and advisor withnetworks, so that he or she can begin to establish his or her own
whom the associate may discuss work-related and other concerngetworks.
related to career development and planning. The role of a mentor in (4) Positive and enthusiastic attitude. A successful manager may
a formal program is usually transitional; that is, the successful men-not always be a successful mentor. The mentor is competent and
tor works with an associate to a point at which he or she no longereffective, and possesses a positive attitude about the goals and
needs direct mentor support and guidance. A mentor is usually abbjectives of mentoring. He or she believes that the associate can
least two grade levels above that of the associate to assure asubstantially benefit from participation, and enthusiastically shares
adequate experience and maturity level. In some circumstances, ithese beliefs with the associate.
may not be possible to meet the recommended two-grade level (5) Standing in the functional community. Mentors are recog-
suggestion. In such cases, other factors such as relative degree aiized within their own function and career areas as competent,
experience may weigh heavily in selecting an appropriate mentor.resourceful, perceptive, and dedicated. Mentors without the qualifi-
While it is desirable that mentors be managers or executives, seniocations and qualities that such recognition validates risk failing to
specialists with appropriate backgrounds may serve as mentors. accomplish their intent. They may actually hinder the career of an

(2) Itis important to understand that a mentor is not a "molder of associate in making recommendations or taking action on their
clay;” he or she does not attempt to create a clone of themselves, bliehalf.
rather to serve as a role model and source of inspiration, information (6) Professional characteristics. Such characteristics as integrity,
and experience from which the associate can select qualities mosgompassion, courage, competence, commitment and candor are of
likely to help him or her achieve success. Neither is the associate afieightened importance to a mentor. The mentor, in addition to
employee of the mentor. Mentors exercise caution when suggestingPplying these qualities on the job, guides associates by setting a
developmental tasks to ensure that the employee’s immediate supe0sitive example, through encouragement and through open
visor has been consulted and that any projects likely to require timecommunication. . ) )
away from the job have the approval and support of the supervisor. (7) General characteristics. The discussion may have seemed to
Ideally, the mentor provides guidance, support, and encouragementSuggest that only a very few managers have the qualifications to be
and the associate responds positively by learning and applying new?n effective mentor. Far from it, senior specialists, supervisors,

skills and knowledge in ways that optimize success within the Managers, and executives have already demonstrated by their suc-
organization. cess that they possess many, if not all, of those qualities and charac-

(3) The mentor is one who has achieved professional SUCCESSteristics that ensure an effective mentoring relationship with an
ssociate.

acquired self confidence, experienced professional satisfaction, an Mentori
wishes to share his or her experiences with a junior or less experi- ¢. Mentoring process.
(1) The mentor-

enced employee. An effective mentor is supportive and helpful to S fidant | id d advi ¢
the associate without taking over the associate’s career. This impor_as(s%)ciateerves as a confidant, counselor, guide and advisor 1o an

tant function should only be undertaken with a thorough under- (b) Shares an understanding of the organization, its mission, and
standing of the roles of a mentor. . g 9 , ,
the formal and informal operating processes.

o (t4n)1 -l;g rrgtac',moaf'nm2&06?2655'\?5352@2azsgﬁﬁt?o rgrl]aénogﬁugx thhea (c) Shares experiences which contributed to his or her own suc-
pumu : ! ! : Y9N 3cess and sets an example for the associate to follow.
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(d) Serves as a "sounding board" for career development ideas oor executive, normally in a position reporting directly to the com-
for pursuing career opportunities. mander or deputy commander. Although any manager may be asked

(e) Encourages associates to become more efficient and producto assume the role, the program sponsor should be selected based on
tive in their career field through self-development and oth#re mentor characteristics and qualifications described above, as
activities. well as willingness to assume the task.

(f) Suggests appropriate training and developmental opportunities b. Role. The role of the sponsor is critical to the success of a
to further the progress of the associate toward leadership positionsformal mentor program. A sponsor ensures consistency and continu-

(g) Helps the associate to set clear career goals and periodicallyty in the mentoring program. He or she enthusiastically "sells” the
reviews progress, making constructive suggestions on career develProgram, monitors its implementation, and evaluates its success. The
opment. Information for reviewing associate progress can be foundsPonsor can consider the following factors to ensure a viable, suc-

at appendix C. cessful program: _ _
(2) The mentor does not- (1) Identify and obtain commitments from mentors.
(a) Do the work for associates or make decisions for them. (2) Ensure mentors are willing to serve, are enthusiastic about

their obligations, and believe in the mentoring program.

(3) Act as a "clearing house" for information useful to the pro-
gram and its participants.

(4) Contribute to the program by obtaining and distributing litera-
ture, providing an objective evaluator of proposals, and sharing
personal experiences.

(5) Arrange for an orientation for both new mentors and associ-
ates. Orientation information can be found at appendix G.

(6) Conduct an exit interview with associates leaving a formal
mentoring program prior to completion, when appropriate. Sug-
gested exit interview questions can be found at appendix H.

(b) Represent the associate at job interviews.

(c) Set career goals for the associate.

(d) Be overly accessible to the associate for minor problems or
questions.

(e) Be a "free ride" to the top. Success which is only a result of
the mentor’'s efforts on behalf of the associate is self-defeating in
terms of the associate’s career.

(f) Attempt to soften an important, but critical observation about
the associate simply to spare feelings.

2-2. Associate
a. Appendix D provides information for registering interest in  5_c |mmediate supervisor

becoming an associate. The supervisor creates and maintains a positive environment for

b. As a partner in a mentor-associate relationship, the associate’sassociates during their mentoring experience. In formal programs,
role is primarily to learn from the experiences and professional the comments and recommendations of the supervisor are important
attributes of the mentor. However, the associate’s role is not ato the program sponsor and the commander in assessing an appli-
passive one; the associate has a responsibility to actively pursue selfant's commitment and potential for success in mentoring and to
development, be willing to seek out and accept broader responsibili-ensure that any suggestions, recommendations, or developmental
ties and, when necessary, to be mobile: functionally, organizational-p|ans for the associate are according to supervisory plans and or-
ly, or geographically. The associate is not a "sponge” whose mainganizational needs. Even in informal mentoring, the supervisor is a
task is to soak up the wisdom of the mentor, but rather one who hagood source of additional ideas and advice for the associate. In
set professional goals and seeks the guidance of one more experaddition, newly assigned employees should be advised by the super-
enced in achieving these goals. Specifically, the associate: visor of any existing mentoring efforts to include application

(1) Objectively evaluates his or her own motivation and sets processes, if applicable.
realistic professional goals.

(2) Seeks out compatible mentors (It may be that as the associate
advances to different levels and assumes higher level duties within a
career program or field, he or she will have a series of mentors).Chapter 3

(3) Makes a firm commitment to benefit from the relationship Relationship of Mentors and Associates
with the mentor.

(4) Considers carefully the advice and guidance from the mentor,
and takes action for self-improvement.

(5) Accepts assignments requiring functional, organizational, or
geographic mobility as appropriate to acquire the needed depth an
breadth of experience.

(6) In formal programs, works with the mentor and supervisor to
prepare a developmental plan. Information for formal plans can be
found at appendix E.

3-1. Establishing the relationship
Regardless of the circumstances of meeting, mentors and associates
must establish their own professional relationship. The formal men-
ring relationship involves a complex set of circumstances: two
ndividuals, each with their own personalities, agendas, priorities,
and preoccupations, who are expected to interact successfully to
accomplish the shared purpose of furthering the career potential of
one.

3-2. Evaluation of success

2-3. Commander ) Whether a mentor and associate relationship is successful may
Command support is important to successful mentoring, and com-depend on the criteria being measured. For example, on a personal
manders ensure that mentors and associates participate willingly. lfevel the personalities of the mentor and associate may be compati-
a more formal program is to be established, the commander mayhje, but the associate may gain little that is useful to the organiza-

a. Announce the program. tion or the associate’s career goals. Or, at the opposite extreme, the

b. Notify selected mentors and associates. Information for use inmentor may have excellent ideas for the associate’s development,
notifying associates of their acceptance can be found at Appendix Fbut personality problems may interfere with their ability to work as

c. Meet periodically with the mentors and associates. a team. The relationship between mentor and associate must be
d. Be available for interviews (for example, the activity or instal- reviewed at several levels to determine whether the match .is suc-
lation newspaper) to discuss mentoring. cessful. Some questions which should be asked at each phase of the

program are—
2-4. Program sponsor a. Are the goals and objectives of the associate being met?

A program sponsor is appointed for formal mentoring programs. b. Is the associate acquiring new skills and knowledge useful to

Program sponsors can also be appointed for semi-formal programsis or her career and to the organization?

or even informal mentoring to ensure proper support to thec. Are both professionally satisfied with progress? That is, does

participants. the mentor feel that the associate is gaining from mentoring and that
a. Characteristics. The program sponsor may be a senior managethe time of the mentor is therefore being well spent? Does the
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associate feel that he or she is getting the kind of advice, guidancegontinue his or her professional career independently, to seek other

and support that will improve career potential? mentors, and perhaps to begin mentoring others. This may be one of
d. Are both satisfied with the relationship? the more important of the role model examples that the mentor will

give the associate.

3-3. Contacts

Contacts, which may include telephone contacts, between mentor

and associates should occur not less than quarterly. More frequent

contacts are encouraged. The purpose of these contacts is to asseGhapter 4

associate progress, to provide the associate an opportunity to obtaiPotential Pitfalls of Mentoring Relationships

mentor feedback, and to consider other career matters. Information

on recording results of the assessment of progress is contained id—1. Potential pitfalls

Appendix C. As with any relationship, there are potential pitfalls in mentoring.
Most are organizational or administrative and can be resolved
3-4. Mentoring relationship phases through the application of accepted management practices and ordi-

There are several phases to a mentor-associate relationship. Beingary problem-solving techniques. Some arise substantially out of the
aware that these exist may help to ward off potential problems ofrelationship of mentor to associate.
each phase and to enhance the positive. ) o )

a. The introductory phase. 4-2. Typical situations and resolutions

(1) In the initial stage of the mentor/associate relationship, they S0Me typical situations and suggested methods of resolution are

become acquainted, share information concerning their backgroundsdescribed as follows:

professional qualifications, and experiences. The mentor must gain & Résentment or jealousy. Resentment or jealousy by other em-
an understanding of the associate’s career goals and potential. ThBIOYees not selected for mentoring or those who cnose nlot to partic-
associate should be receptive to the direction and guidance of thdP@te. Although difficult to resolve, the key to such problems is in

mentor. The associate must be willing to discuss his or her profes_stressmg the professional nature of the mentoring relationship with

sional goals, strengths, and weaknesses so they can design an effec?/l€agues, supervisors and managers. Mentors and associates alike
tive program must be very careful not to allow their relationship to show or

(2) As in any new relationship, mentors and associates both ini-appear to be showing favoritism. For example, training or develop-

tially wish to please each other. Associates may accept uncriticallymental opportunities must continue to be offered to employees

much of what the mentor says, and mentors may shy away frombase_d on normal c_onsl(_jeratlons such as mission and organizational
requirements and individual development plans.

being critical when the associate does not meet the mentor’s expec- b N tessional rance. Mentoring m reate th ;
tations. However, this is an important beginning to the relationship. - Nonprotessional appearance. vientoring may create the appear-
ance of other than a professional relationship. The relationship be-

(3) Both must establish their professional acceptability to each ; . . e -
other during this time. The associate must convince the mentor thafVeen mentor and associate is a professional one. Maintaining this

2 : ; : rofessional relationship visibly and consistently can reduce, if not
thhee Or;;gteorlstr:lgthttig(re tggvgwttzgtc;gng]éeglstg)oncsi,;g, izngemuS;[Nzﬁ_r:uggtééliminate, perceptions that the relationships have any other purpose.
9 PeMrhis is particularly important when the relationship is cross-gender.

b. The developmental phage. During th|s_ phase, both mentor and1\/Ientors and associates must ensure that their meetings are for clear
associate are busy establishing the following ground rules for they, ces related to mentoring, that there is visible progress by the
professional relatlo_nshlp. associate toward legitimate mentoring goals, and that office relation-

(1) How they will relate to e_ach other. . ships between the mentor and associate remain professional.

(2) When and under what circumstances they will meet, c. Supervisory and mentor/associate conflicts. The supervisor of

(3) How their relationship in other places (social or professional) the associate may resent the influence of the mentor, may not wish
will function. _ _ to approve necessary time away from the job to accomplish mentor-

(4) How advice will be given, and how acted upon. ing goals, or may have priorities which conflict with goals for the

c. The implementation phase. It is during this period that the associate. Mentoring efforts that will impact in the workplace envi-
associate systematically acquires the skills, knowledge, and abilitiesonment must always be developed in cooperation with the associ-
which are the focus of the mentoring experience. During this phase ate’s immediate supervisor so that there is no conflict with the
the associate may participate in a variety of experiences includingsupervisor's work plans for the associate. The mentor must be care-
"shadowing” of the mentor throughout a day or longer period, semi-fy| to communicate regularly with the supervisor and be especially
nars, training and developmental assignments,.discussions with Fh%autious when suggesting tasks that require time away from the
mentor, or other experiences which contribute to professiongkociate’s worksite. The mentor should seek advice and guidance
development. from the supervisor to demonstrate his or her concern that develop-

d. The post-developmental phase. At some point, the mentor andment of the associate be a joint effort.
associate will begin to realize that there is little left for the mentor (. Selecting mentors. It is important to select an associate and
to share with the associate at this stage of the associate’s career, amfentor who can be expected to remain in their current positions for
the process of ending the relationship will begin. This has beena sufficient amount of time for substantive mentoring to take place.
called by some the "disillusionment” phase when the associate beAlthough benefits can accrue from even relatively short associa-
gins to question the mentor's continued usefulness in providing tions, short periods of time are less likely to be useful to an associ-
guidance. The associate begins to show more independence from thgte’s development. This may also cause instability by involving the
mentor and may begin to question the mentor directly concerningassociate in a series of short term mentoring relationships. Mentors
advice or guidance. This is a healthy sign because it means that thand associates should plan for mentoring tasks that can be com-
associate is, much like a student to a teacher, beginning to assert gsleted in a timeframe which is reasonable given a known or antici-
independence from the mentor. pated departure date of the mentor or associate.

e. Termination phase. The final phase in the mentor-associate e. Terminating the relationship. The associate will, at some point,
relationship is ending it. This can result in complete separation, ashave benefitted from a particular mentoring relationship to the ex-
when the associate moves on to another organization and locatioment possible at a given stage of career development. When this
and severs any contacts, or in some form of continued contacts. It i®ccurs, mentors must be able to gracefully remove themselves from
not unusual that after the professional mentor-associate relationshighe relationship. The associate may initiate the termination of the
ends, the two individuals will remain in contact as friends or close relationship. Ideally the mentor should have been alert to the prog-
acquaintances. The important thing is that the professional mentortess of the associate, and should suggest that the associate seek
ing relationship be clearly terminated so that the associate mayanother mentor for a continuing stage of development. Associates

4 DA PAM 690-46 « 31 July 1995



should understand that the contact with the mentor and with those
other managers and executives met through the mentor are an im-
portant pan of the networking essential in any career. They should
also make the effort to retain the mentor as a trusted colleague.

Chapter 5
Career Goals and Development of Associates

5-1. Developmental planning

To ensure that the planning for associate development is appropri-
ate, consideration of career needs in light of the associate’s profes-
sional goals is important. When a formal mentoring program has
been established, the mentor and associate may wish to prepare
formal developmental plans. The purpose of the associate’s develop-
mental plan is to describe the developmental assignment sugges-
tions, self-development activities, and other experiences that the
mentor believes will assist the associate in advancing within the
organization. For the greatest effectiveness, both short- and long-
range goals should be considered. The mentor and associate must be
careful to coordinate closely with the associate’s immediate supervi-
sor on any developmental suggestions or formal training recommen-
dations to ensure that these are in accordance with supervisory plans
for the associate.

5-2. Development of long-term and short-term plans

a. Long-term plans (one year or more).

(1) Long-term plans are concerned with skills, personal charac-
teristics, and behaviors that improve the associate’s broad prospects
for advancement. These may include social skills, written and verbal
communication abilities, effective inter-office relations with subordi-
nates and superiors, knowledge of organizational goals and objec-
tives, and knowledge of decision-making processes within the
organization.

(2) Long-term plans should also include recommendations on ac-
quisition of professional skills to prepare the associate for higher
level supervisory, managerial, or executive level responsibilities.
Such plans may focus on the basic management functions of plan-
ning, programming, budgeting, directing, controlling and evaluating
an organization’s mission and functions, but should be developed at
an appropriate level for the associate’s current level of experience.
This may involve some combination of counseling, training, devel-
opmental assignments (e.g., cross-function or staff experience), con-
ferences with the mentor, recommended correspondence courses, or
other experiences which should result in acquisition of skills or a
desirable change of behavior.

b. Short-term plans (less than one year).

(1) Short-term plans should focus on specific actions such as
completion of a particular training course, seeking out and accepting
tasks or projects not usually part of the job, participation in manage-
ment in specific ways such as researching topics for the mentor to
assist the associate in understanding a management problem or func-
tion, attending conferences, or completing suggested correspondence
courses.

(2) To obtain the maximum benefit from mentoring, associates
must apply themselves to appropriate self-developmental activities
such as:

(a) Attending college courses in the evening programs at a local
college or university.

(b) Completing appropriate correspondence training.

(c) Reading relevant publications on management and supervi-
sion (books, magazine and newspaper articles, professional journals,
etc.),

(d) Becoming involved in local civic activities to improve inter-
personal skills,

(e) And seeking greater responsibilities in their jobs.
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Appendix A e. Current pay plan, series, grade, and job title.

References f. Previous series and job titles or areas in which he or she would
be willing to serve as mentor.

Section | g. Special knowledge, skills, and experience willing to share as
Required Publications mentor.

This section contains no entries. h. Personal characteristics or qualities bringing to the mentor

. relationship.

Section Il i. Identification Coy name and organization) of particular Army
Related Publications civilian, if any, for whom he or she wishes to serve as mentor, if

A related publication is merely a source of additional information. zppjicable.
The user does not have to read it to understand this publication.
B-2. Statement

AR 600-3 The mentor should be asked to sign a statement agreeing to estab-

The Army Personnel Proponent System. lished terms. For example, such a statement might include that the
mentor—

AR 600-100

a. Agrees to serve as mentor.

b. Understands that one or more associates will be assigned.
c. Expects to share experiences and advice.

d. Provides guidance.

e. Understands that a reasonable amount of duty and some non-

Army Leadership.

AR 690-300
Chapter 335 Promotion and Internal Placement.

AR 690-400 duty time also may be required.
Chapter 410 Employee Performance and Utilization, Employee - Agrees to serve in the mentor capacity for at least one year
Development unless changing circumstances create undue hardship, or until the

associate withdraws or is otherwise terminated from the program.

AR 690-400
Chapter 413 Employee Performance and Utilization, Management

Development Appendix C

AR 690-950 Information for Associate Progress Review

Career Management. C-1. Associate Progress Review Coverage

Periodic reviews may be used in connection with semi-formal or
formal programs. The intent of the review is to assist in developing,
implementing, and evaluating a developmental plan for the
associate.

DA Pamphlet 600-32
Leader Development for the Total Army—the Enduring Legacy.

DA Pamphlet 600-80

Executive Leadership. C—2. Associate Progress Review Record

A written record may be kept documenting the results of such
progress reviews. The record may-

a. ldentify the associate, mentor, and period covered.

b. Indicate purpose for meeting.

DA Pamphlet 690-43
A Supervisor's Guide to Career Development and Counseling for
Career Program Employees.

DOD Directive 1400.24 c. Note _a_ctions completed (e.g., completed mentor plan, dis-
Civilian Mobility Program, 20 October 1989. cussed training proposed or completed). _ _
d. Cite proposed training, self-development, or other actions, with
EM 22-101 timeframe for completion.
Leadership Counseling. e. Give evaluation of associate’'s progress.
f. Address problems encountered by associate and resolution.
ACTEDS Plans g. Present associate’s assessment of the mentoring relationship to
Appropriate Career Program Series date.
h. Make other comments.
Section Il i. Show date prepared. (If one is prepared, the record is main-
Prescribed Forms tained by the associate and it is not to be used outside the scope of
This section contains no entries. the mentor relationship.)
Section IV
Referenced Forms )
This section contains no entries. Appendix D o , ,
Information for Registering Interest in Mentoring
D-1. General
Appendix B The minimum recomme_nded registra;ion_information for s_emi-for-
Information for Recording Mentor Interest mal and formal mentoring programs is given below. The informa-
tion may also be used for informal mentoring relationships, if
B—1. Documentation desired. Associate registration material consists of an application for

entry into the program and an agreement to abide by program
guidelines. Additional data on the applicant, for example, a self
assessment, can also be useful.

Prospective mentors can document their interest in mentoring by
providing, at a minimum, the following information:

a. Name.

b. Number of years employed with the Department of the Army. p_> Eormal mentoring programs

c. Organization. In formal mentoring programs, interested individuals submit appli-
d. Work telephone number. cations through the immediate supervisor to the Program Sponsor.
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a. The immediate supervisor reviews the application and makes a i. What experience, training, or education do you have that is not
recommendation before forwarding it to the Program Sponsor. Rec-being used in your present job?

ommendations against participation or for postponement of partici- j |n the past three years, what have you done on your own time
pation in the program should be fully explained. For employees in 4" petter qualify yourself?. (For example, taken a college course,
an established career program, the application is coordinated by th‘ﬁelped in a community activity that gave you some useful experi-
Program Sponsor with the Activity Career Program Managgﬁce, or self-study through correspondence.)

(ACPM). k. Imagine that you are another person meeting yourself for the
b. Selection and notification process for associates may be deter-ﬁrst time. After talking with you for an hour, how to you think the

mined by the Program Sponsor or by the commander. : ”
c. If the applicant does not meet minimum qualifications estab- other person WOUld desgrlbe you:
lished for acceptance for semi-formal or formal programs, he or she |- Add anything you wish to your self-assessment.
should be given guidance on meeting minimum qualifications. Un-
successful applicants may reapply for the program following attain-
ment of minimum qualifications.
Appendix E

D-3. Agreement ) Information for Associate Career Goals and
Use of a signed agreement is strongly recommended for those apDeveIopmentaI Plan

plying to the program. The text of the agreement may address the
participant’s understanding and agreement that:

a. Participation in a mentoring experience is voluntary and he or
she may withdraw from it at any time chosen by submitting a writ-
ten statement to that effect.

b. Participation is not a guarantee of training, assignments, or
promotion; any recommended formal training is subject to applica- E-2. An associate developmental plan, at a minimum, includes the
ble regulations and availability of funds. following:

c. He or she will set realistic and firm goals with the guidance of a. Associate’s and mentor's names and date of preparation of the
the mentor, making a firm commitment to consider carefully and to plan.

suggestions. ) intermediate or final target grade, position, career program entry, or
d. It may become necessary for him or her to complete self- 5iher appropriate goals.

development activities on own time and expense in order to accom-
plish some goals or objectives.

e. The length of his or her commitment to mentoring is initially
one year, but it may be extended by mutual agreement between th
mentor and associate.

f. He or she will meet periodically with assigned mentor and may
be afforded reasonable duty time for this purpose with the concur-
rence of his or her supervisor.

E-1. A written plan may be prepared for semi-formal or formal
programs when the mentor or associate feels that a plan would be of
benefit.

c. Specific training, developmental assignments, and self-devel-
opment activities suggested to accomplish goals. Give specific ob-
L‘ectives (to take a specific training course; to ask supervisor for
added work tasks to broaden experience, or to attend college at
night); planned actions (Submit training request through supervisor;
discuss added responsibilities on job; or enroll in college course.);
timeframe for completion (month/year) (The timeframe is one which
the mentor and associate have mutually agreed is reasonable.)
D-4. Associate registration of interest d. Other planned activities such as independent study assign-
The associate should submit the following data: ments related to goals.

a. Name; career program, if applicable; pay plan, series, grade,
job title; organization; and telephone number.

b. Education (highest grade completed, major areas of study) and
em.plqyment higtory (last three years), to include job title and de- Appendix F
scription of duties. . . __Information for Associate Acceptance

c. Explanation why he or she is a good candidate for mentoring.

d. If desired, identification, by name and organization of the

specific manager or executive he or she requests as mentor. F-1. The associate is notified of acceptance into the mentoring pro-

gram, typically by memorandum from the commander.

D-5. Self-Assessment _ )
A self-assessment by the associate is recommended. It will have nd—2. The text of such a memorandum may include the following:
bearing on selection for the mentoring program. Rather, it will help  a. Congratulatory statement about having been selected as a par-
the mentor decide how to best provide assistance during the mentorticipant in mentoring for civilian members of the force.
ing experience. Sample self-assessment questions may include the , statement that selectees are motivated and valued employees
following: who seek opportunities to become part of the Army leadership team.

a. What are your own career goals for the next three years? You c. Identification of assigned mentor and approximate timeframe
may want to consider job, education, promaotions, locations, or any : 9 . ppro> .

when the mentor will contact him or her for their first meeting. The

other goals related to your career. . L
b. How do you plan to achieve these goals? associate, rather than the mentor, can be asked to make the initial
contact.

c. What do you feel are avenues to your achieving your goals o )
(e.g., additional education, training or developmental assignments)? d. Stated purpose of the first informal meeting, e.g., to become

d. How do you think a mentor could help you achieve your acquainted.

career goals? e. Basic information about the mentor, such as his or her name,
e. What do you consider your work-related strengths? organization, telephone number, and brief resume. This information
f. What work-related points do you think are most in need of could be provided in a letter from the mentor to the associate, which
strengthening? may be attached.
g. What do you most like about your present job? f. Closing statement anticipating that the associate will find the

h. What do you least like about your present job?
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mentoring helpful in the pursuit of career goals and offering addi-
tional assistance, as needed.

Appendix G
Orientation Information for Mentors and Associates

G-1. When a formal mentoring program is established, an orienta-
tion is given as soon as practical after mentors and associates have
been identified. However, an orientation may also be conducted for
prospective mentors and associates. This may assist those expressing
interest in deciding whether to participate. Mentors may be present
at associate orientations to meet prospective or participating associ-
ates.

G-2. Possible orientation topics, appropriate for mentors and asso-
ciates and useful as a guide in informal mentoring relationships,
are—

a. Purposes of mentoring.

b. Role of the mentor (e.g., sharing experiences and organiza-
tional knowledge; reviewing associate progress; listening effective-
ly; and counseling).

c. Knowledge and skills needed by mentors (e.g., knowledge of
relevant organization, structure, mission, and functions; basic
knowledge of relevant civilian and military personnel systems; and
basic knowledge of counseling techniques).

d. Role of the supervisor.

e. Role of the associate (e.g., expectations of management; clar-
fying career goals; goal-setting; evaluating own abilities, interests,
and experiences objectively; making a commitment; importance of
self-development; relation to mentor; and acting on advice and guid-
ance. from mentor).

f. Requirements (e.g., eligibility, mentor/associate contacts, and
reviewing progress).

g. Phases of the mentor-associate relationship, to include entering
and terminating mentor relationships.

Appendix H
Information for Exit Interviews

H-1. When appropriate, an associate exiting a mentoring relation-
ship prior to attaining initial goals, can provide information useful in
evaluating the mentoring experience. The following is a sampling of
pertinent questions. Other questions may be formulated to meet
command evaluation needs or interests.

H-2. The responses obtained may be provided to the Program
Sponsor, if one has been appointed.

a. Name and organization may be optional.

b. Please explain why you decided to withdraw from your men-
toring relationship or program.

c. If the program did not meet your expectations, please explain
briefly.

d. If the mentor selected for you or which you selected did not
meet your expectations, please explain.

e. If changes in your work situation or personal goals are the
cause of your withdrawing from mentoring, please explain.

f. How could your mentoring experience have been improved?

g. Are there other comments that you may wish to make?
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Glossary

Section |
Abbreviations

AAP
Affirmative Action Plan

ACTEDS
Army Civilian Training, Education and De-
velopment System

EEO
Equal Employment Opportunity

organization or program, often through subpublicity, does not have required procedures,
ordinate managers, or who has responsibilitgpecified forms or formats, required accept-
for broad programs affecting large organizaance or evaluation procedures.
tional elements.

Temporary duty
Formal mentoring program Duty performed while in a nonpermanent sta-
A program in which a mentor and an associtus at a location other than the employee’s
ate establish clear career goals, developermnanent station.
specific written plan for achieving these
goals, evaluate progress, and establish a timeetal Army Culture
frame for completion. A formal mentoring Total Army Culture is a program which iden-
program may include such other elements d$fies civilians as an integral part of
appointment of a Program Sponsor, formafmerica’'s Army. Total Army Culture initia-
command announcements, establishmentives communicate shared values, ethics and
entry criteria for associates and mentdesponsibility for readiness between soldier

IDY completion of reports of progress or evaluaand civilian across the operational
Temporary duty tions, and setting of long-range individuaintinuum.
) and organizational goals.

Section I Section 1l
Terms Individual Development Plan Special Abbreviations and Terms

. - . A training and developmental plan estathis section contains no entries.
Army Civilian Training, Education and  jished for a single employee. The IDP in-
Development System (ACTEDS) cludes training objectives, formal and

The DA-wide training and career manageinformal training to be completed, usually es-
ment system that develops technical, profegaplishes a time-frame for completion, and
sional, and leadership knowledge, skills ange|ates to career goals of the individual
abilities (KSA) in individuals as they prog- employee.

ress from entry level to supervisory, manage-

rial and/or executive positions. Informal mentoring
o _ Mentoring in which the mentor and associate
Affirmative Action Plan develop an unstructured, or very loosely de-

A program developed by the Army and othefined mentoring relationship. No formal men-
agencies to help individuals with handicapS[',oring plan is developed, results are not
and those who are members of protectgdally evaluated, and only very general ob-
groups based on race, sex, national origin, @ctives or goals are established. Although
ethnic group, obtain and retain employmenthe participants recognize the mentoring rela-
that fully utilizes their skills and abilities. tionship, the mentoring usually occurs in a
o . very casual manner initially, Meetings may
Artificial barriers take place in either a social setting or within

Any factors not based on ability, educationyne office and may or may not be planned.
training or experience, which limit an em-

ployee’s ability to achieve career goals. Manager

) A manager normally carries out tasks through
Associate ] subordinate supervisors. The manager ordi-
An employee at any grade level in any ocnarily has responsibilities for budget, pro-
cupational series who participates, withg@mming, and manpower which the first-line
more senior or more experlenced mentor, in ﬁJpervisor does not, and establishes |Ong_

mentoring relationship which is intended torange organizational goals and objectives.
enhance the less-experienced employee’s

ability to attain career goals. Mentor
_ A more experienced or senior employee who
Developmental assignments accepts responsibility for assisting an associ-

A formal learning experience designed d@ by guiding the associate’s career, advising
develop a knowledge base for future applicasn career opportunities, and evaluating the
tion. Developmental assignments may dociate’s progress towards goals and objec-
long or short term, TDY or PCS, across catives. Mentors may participate in formal,
reer program paths, in different organizationssemi-formal or informal mentoring relation-
or at different levels of command at differeniships with associates.
installations or activities.

Program sponsor
Equal Employment Opportunity A program sponsor is normally a senior man-
A program designed to implement Federahger, appointed by the commander, to iden-
law and the regulations of the Equal Employtify and obtain commitments from mentors,
ment Opportunity Commission that prohibitand performs other tasks required to estab-
discrimination based on race, color, religionlish, publicize, and coordinate a mentoring
sex, national origin, age, physical or mentabrogram.
handicaps, and/or reprisal.

Semi-formal mentoring program
Executive A mentoring program which, while incorpo-
A senior employee, usually at the GS-13 orating some structure such as registering par-
above, who directs the work of a complexicipants, providing information and
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Index

This index is organized alphabetically by

topic and subtopic within a topic. Topics and

subtopics are identified by a paragraph

number.

Affirmative Action
Plans, para 1-4e
Program, para 1-4c

Equal Employment Opportunity, para 1-
4c

Mentoring
advantages, para 1-6
background, para 1-5
career goals, chapter 5
civilian and military, para 1-6f
formal programs, paras 5-1 and 5-2
objectives, para 1-4
phases, para 3-4
pitfalls in, paras 4-1 and 4-2
principles, para I-4a
references, appendix A
relationships
AAP and EEO, para 1-4c
ACTEDS, para 1-4d
civilian leadership programs, para 1-4b
mentor and associate, para 3-4
Mentor
characteristics of, para 2-1b
orientation of, appendix G

relationship with associates, paras 3-1thru

3-4
process, para 2-1c

Role of
associate, para 2-2a
commander, para 2-3
mentor, para 2-la
program sponsor, para 2-4b
supervisor, para 2-5

Total Army Culture, para 1-6f
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