SMART Guidelines for Mentoring & Sponsorship 
Mentoring differs from sponsorship. A mentor is a person with experience who gives you support and advice on how to succeed in your job. Mentors may spend a lot of time with their mentees and come to know them on a personal as well as professional level. A sponsor not only provides professional guidance and advice, but also advocates on your behalf to help you advance within the organization. To move up through the ranks of an organization, it is important to have both a mentor and sponsor—a mentor to help you grow and develop the skills necessary to succeed and a sponsor to promote your work to the people in charge. 
What Can Mentoring Do? 
Mentoring can help the organization, the mentor, and the mentee. 
For the organization, mentoring can:
· [bookmark: _GoBack]improve communication within the organization; 
· create a collaborative work environment; 
· increase job satisfaction and commitment; 
· transfer knowledge and history to a new generation of leaders; 
· reduce turnover; 
· help an organization identify barriers that women and people of color face to advancement, including organizational policies and practices; 
· develop new leaders who can serve the organization in a variety of ways; and 
· diversify the leadership. 
For the mentees, mentoring can: 
· • facilitate skills development; 
· improve job performance; 
· enhance knowledge about the union and its history; 
· increase job satisfaction as well as their investment in and commitment to the organization; 
· identify barriers to success and strategies for overcoming them; 
· avoid political pitfalls; 
· promote advancement; and 
· enable personal growth in a professional context. 
· Mentors may: 
gain a sense of satisfaction from helping future leaders; 
learn about different aspects of the organization from their mentees; 
identify the obstacles they have faced; 
reflect on the keys to their own success; 
develop their own communication skills; 
learn to effectively give and receive feedback; 
share their workload with new leaders; and 
increase awareness of issues within the organization, including issues of gender and race. 


Identify the Mentees’ Needs
Identifying the needs of mentees is essential to providing effective mentoring relationships and programs. At the outset of the mentoring process, it is important to talk about potential areas of growth for the mentee. The mentors can identify skills the mentees need to develop, and the mentee can also self-identify his or her needs. The mentees can consider: 
Where am I now in my comfort level with my job and position in the union, and where would I like to be at the end of the mentoring process? 
More formalized mentoring programs often include a survey with questions about the mentee’s needs and goals (see Appendix I for a sample mentee survey). 
Possible survey questions include: 
· What are several strengths in the mentee’s performance? 
· What are two or three areas for future development? 
· What are some possible “stretch” assignments that could help the mentee develop and grow? 
· What expectations does the mentee have for the mentoring relationship? 

Mentors are responsible for: 
· encouraging their mentees to try new tasks or “stretch” assignments; 
· supporting their mentees as they work toward their goals; 
· making themselves available; 
· giving and receiving feedback in an appropriate and respectful way; 
· creating a spirit of openness and trust; 
· brainstorming strategies to address obstacles that mentees face in their development; 
· sharing information about their own experiences where appropriate; 
· serving as an advocate for the mentee when possible; and 
· identifying political pitfalls. Mentees are responsible for: 
· thinking through their goals for the mentoring relationship; 
· communicating with the mentor about the areas in which they want to develop and grow; 
· taking on stretch assignments, such as public speaking, running a meeting, or taking on other leadership roles; 
· remaining open to learning from the mentor by responding promptly to his or her e-mails or phone calls, following the suggestions the mentor gives, and listening to the information the mentor shares about his or her own background and experiences; 
· following the mentoring plan by keeping scheduled appointments and completing assignments on time; and 
· openly evaluating progress and setbacks. 

Making Time for Mentoring
“Mentoring is less about telling and more about asking . . . it’s about encouraging the mentee to think through different option.”


For mentors: 
· Engage the mentee in problem-solving and self-reflection. One leader said that mentoring is partly about learning “how to approach those teachable moments.” It’s not about telling mentees what they did wrong or should have done. Instead, mentors must learn to ask a question (e.g., “Do you think the outcome would have been better if we had done this differently?”) and collaborate with the mentee in finding a solution. Mentoring also involves helping mentees see their strengths: What do they do well and how might these strengths compensate for their weaknesses? 
· Participate in any training offered for mentors. Taking part in training sessions on how to mentor can give mentors a clearer sense of their role as a mentor and greater confidence in their ability to mentor effectively. Training for mentors can teach valuable skills such as how to be effective listeners, provide constructive feedback, and understand the mentoring role.
· Encourage mentees to move beyond their comfort zone. Taking on challenging or “stretch” assignments lies at the very core of mentoring. By going beyond their comfort zones, mentees develop and strengthen their professional skills. One of the mentor’s responsibilities is to make sure that the mentee has stretch assignments and the support needed to successfully complete them. 
· Keep the conversation focused and stay on task. Mentoring is most productive when the conversation stays focused on the main task at hand: helping mentees work toward their career goals. To ensure the mentoring sessions are productive, it may help to plan the session structure in advance.

· Share information about your own history and experiences. When appropriate, sharing information about your own experiences may help mentees respond to challenges they confront and to identify effective strategies for growth and change. Since mentors may have been in the same career place as their mentees, they can think about what helped them the most at that time and what allowed them to move to the next level. 
· Be open to learning and developing your own skills. Mentors may find that the mentoring relationship helps them reflect on and improve how they develop their own teams and staff. As they spend time with their mentees, they may become more aware of how they relate to those they supervise and what it takes to support someone else’s personal and professional development. 
For mentees: 
· Remain open to the mentoring process; do not shut the mentor out. For the mentee, part of the challenge is to remain open to the mentoring process and willing to hear what the mentor has to say. While the mentor and mentee may have different perspectives, the mentee should keep in mind that the mentor’s feedback is worth considering even if at first it may seem difficult to hear. 
· Take time to prepare for each mentoring session. Before meeting with your mentor, spend a few minutes reflecting on what you have tried since the last session, the outcomes you have noticed, and what you would like to get out of the next session with your mentor. What challenges do you want to address? What questions do you have for the mentor? What would you like the mentor to do? Be sure to write your thoughts down so you can easily keep track and address them efficiently in the meeting (see Appendix VI for a sample preparation form). 
· Try the stretch assignments that the mentor proposes. Since stretch assignments provide important opportunities to develop your skills and work toward your goals, it is important to remain willing to try out the assignments your mentor suggests. 
· If possible, learn from more than one mentor. Mentees can bene t from the guidance of more than one mentor. Group mentoring offers one way to learn from the expertise of several mentors or peers who face similar challenges. 
· Have fun with the mentoring relationship. Mentoring offers a chance to learn from a more seasoned peer and acquire the skills necessary to move forward in your career. Take the mentoring seriously, but don’t forget to take time to enjoy all that you try and learn! 
· Share information about your own history and experiences. When appropriate, sharing information about your own experiences may help mentees respond to challenges they confront and to identify effective strategies for growth and change. Since mentors may have been in the same career place as their mentees, they can think about what helped them the most at that time and what allowed them to move to the next level. 
· Be open to learning and developing your own skills. Mentors may and that the mentoring relationship helps them reflect on and improve how they develop their own teams and staff. As they spend time with their mentees, they may become more aware of how they relate to those they supervise and what it takes to support someone else’s personal and professional development. 
Keeping Track of Your Progress 
How can unions track the success of their mentoring programs? Union leaders who were interviewed suggested several different approaches.
 
1. Assess how many leaders within the union are mentoring someone and/or being mentored themselves. Is mentoring happening, and to what extent? 
2. Talk informally with mentors and mentees at the end of the mentoring program or relationship about what worked and what did not. What have they learned from the process? What good did the mentoring do? In what ways could it have been improved? These conversations can take place between mentor and mentee as well as between program participants and administrators. 
3. Develop formal surveys or interviews in which the mentee and mentor specify what worked and what did not in their mentoring relationships as well as in the program as a whole. 
These surveys may ask questions such as: 
· What is your general assessment of the program? 
· What worked well during your mentoring relationship? What did not work as well? 
· Would you recommend the mentoring program to others? Why or why not? 
· What did you learn or otherwise gain from the program? 
· What suggestions do you have for improvements to the mentoring program? 




Appendix I
Mentee Survey For distribution prior to program participation 
 
General Information Name: ____ Phone: ____ E-mail address: 
Personal Information 
Gender: Female ______ Male ______ Non-binary: ___________
Date of Birth: ________ Race/Ethnicity: _____ Languages Spoken (Other than English): _____________________ Local Union: _____
Role in the Union: 
What expectations do you have for the mentoring program? What are your goals and objectives? ________________________________________________________________________________________________________________ ________________________________________________________________________________________________________________ ________________________________________________________________________________________________________________ ________________________________________________________________________________________________________________ 
· Have you already been working toward these goals? If so, how? ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ 
· What are two or three of your strengths as a worker or staff member? ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________
 
· What are your short- and long-term professional goals? ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________

 
· What do you hope to learn from your mentor? What resources would you like your mentor to provide? ________________________________________________________________________________________________________________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________
 
· Additional comments: ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ ____________________________________________________________________________________________________________ 


















Appendix II
Mentor Survey (For distribution prior to program participation)
General Information 
Name: ___________ Phone:______________ 
E-mail address: _______
Personal Information 
Gender:_______ Date of Birth:______________ Race/Ethnicity:____________ Languages Spoken (Other than English): Local Union:_________________ Role in the Union: 
Briefly describe your current position and responsibilities. ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ 

Describe your prior career path and experiences. ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ 
Have you ever been a mentor? If so, where and for how long? ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ 
What knowledge and skills do you bring to the mentoring relationship? ________________________________________________________________________________________________________________________________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ 
What kinds of support and assistance would be most helpful to you as a mentor? ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ 
Additional comments: ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________



Appendix III
Sample Agenda for Orientation Session (2 hours) 
Goals and Objectives of the Orientation Session:1) To understand the basic structure, goals, and procedures of the mentoring program 2) To allow mentors and mentees to get to know each other on a professional and personal level 3) To create a mentoring agreement that involves a work plan and timeline 
Agenda: Introductions (10 minutes) Participants state in turn: 
· their local union; 
· their role in the union; and 
· why they are interested in the mentoring program. Overview of the mentoring program (20 minutes) 
· How long does the program last? 
· What does it involve? 
· Why do mentoring? What are its potential benefits? (If possible, have past program participants speak about their experiences and how mentoring has helped them.) 
· What are the roles and responsibilities of mentors and mentees? 
· What time commitment is required of mentors and mentees? 
Getting acquainted (50 minutes) Mentors and mentees meet individually to discuss their completed mentor and mentee survey forms. Topics to discuss include: 
· current positions and responsibilities; 
· career paths and experiences; 
· expectations for the mentoring program; 
· goals to explore during the mentoring relationship; and 
· resources that may be useful in achieving these goals. Completing work plan and timeline (30 minutes): 
· Mentor and mentee exchange contact information (name, e-mail, phone). 
· Schedule next session date, time, and length. 
· Determine frequency and length of meetings. 
· If meeting by phone, decide who will place the call. 
· If meeting in person, determine the location. 
· Discuss any other logistical issues. 
· Fill out a work plan or set-the-stage template (see Appendix IV). 
· Talk about format of mentoring sessions (may want to use Session Structure for Mentor and Session Preparation Guide for Mentee, see Appendix V and Appendix VI). Wrap up (10 minutes) 






Appendix IV
Worksheet for Planning the Mentoring Relationship 
When entering into a mentoring partnership both parties commit to a shared effort. This form is designed to document decisions you make together about the work ahead. As conditions change and your relationship matures, refer to this sheet to be reminded of agreements you made early on. Before your first meeting, think about the themes below. When you meet, use the form as the basis for conversation and decision-making. 
1. Clarify roles. The role of a mentor is to share expertise, advise, advocate, coach, and support. The role of the mentee is to seek advice and take steps toward professional growth. Write comments or clarifications you wish to make about your roles. ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ 
2. Establish purpose. Mentoring for its own sake is not your purpose! Record your specific purposes for entering this mentoring partnership (for example, to learn from one another or to develop new skills, such as running meetings or negotiating contracts). ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ 
3. Document initial goals. What do you wish to accomplish by working together in the mentoring relationship? Record several short-term work goals and long-term goals discussed during the orientation session. You will continue setting goals as you meet in the weeks ahead. ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________

 Establish mentoring timeframe. How long should your mentoring relationship last? Having a clear end- point can make you more productive in your time together. Consider a target date six to twelve months ahead. Let major milestones guide your choice, such as a performance review or a product release. Plan a mid-point check halfway to your goal to reflect on progress. Describe your timeframe here. Set your mid-point check-in meeting now. ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ 
5. Plan your work together (regular meetings). Record when, where, and how frequently you will meet. Agree to maintain momentum by keeping to your meeting schedule but discuss what you will do if one of you needs to postpone a meeting. Record your regular meeting plan and contingency plan. ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ 
6. Plan your work together (informal interactions). Mentoring works best when the participants can interact in an “open door” environment but set some ground rules. Are impromptu drop-in meetings acceptable? What kind of turnaround can each of you expect when the other leaves a message by phone or e-mail? Briefly note your preferences and expectations. ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________ ____________________________________________________________________________________________________________________
 Discuss constructive feedback. In a healthy partnership, both parties are able to give and take constructive feedback. A mentor may give critical input to help a mentee learn a new skill, change methods, or build awareness. In turn, a mentee may counter a recommendation or ask for a different kind of support from the mentor. Discuss how you prefer to give and receive critical feedback. And how will you agree to disagree? ________________________________________________________________________________________________________________________________________________________________________________________________________________________________________ __________________________________________________________
8. Determine your next meeting date and time. 
9. Record contact information for each of you. 
Name: 
Phone(s): 
E-mail: 
Appendix V
Session Structure for Mentor Instructions: Mentor, use the following session structure to help guide your session. 
1. Update: What has happened since the last time we met? What actions did you take and what new learning did you have? What has become more or less clear? 
2. Check in on any agreements from the last session: Did each of you take the action you agreed to? What is the status? 
3. Focus for session: What does the mentee want to focus on today? 
4. Requests and offers: What requests do you have of each other? What offers does the mentor want to make? 
5. Action and agreements: What action do you each agree to take between now and the next session? 
6. Logistics for next session: Date and time for next session? Who is calling whom? 









Appendix VI
Session Preparation for Mentee 
Instructions: Mentee, prior to each session, please prepare for the session by giving advance thought to the following questions. Consider e-mailing an update to your mentor prior to your meeting. This will help focus the mentoring session. 
1. What have I tried (new action or practice) since our last session? What impact or insight did I have about it? 
2. What do I want to get out of the session today? 
· What challenges or concerns do I want to address? 
· What goal area do I want to focus on? 
· What questions do I have for my mentor? 
· What requests do I have for my mentor? 3. What action do I hope to take following our session? 4. What follow-up do I want/need from my mentor following our session? 








Appendix VII
Mentoring Feedback Form 
Instructions: Mentor and mentee, during your initial session together, please take some time to evaluate what worked well and what you would change in the future. Please also assess what is next for your relationship and for the mentee’s movement toward the goals you have worked with during the relationship. 
Assess the mentoring relationship and progress toward goals. 
What worked well during the mentoring relationship? 
What did I learn/gain? 
What did not work as well? 
Feedback for my mentor: 
I felt you were most effective when... 
I feel you could be even more effective if... 
Feedback for my mentee: 
Here’s what I saw in terms of your growth and movement toward your goals... 
Here are my hopes/wishes for you as you go forward ... 
What’s next: 
Spend some time discussing what each of you would like to see in the next phase of your partnership. Possibilities include: 
1. Continue in formal partnership2. Transition to informal/situational meeting 3. Celebrate and complete your relationship 4. Other 

Appendix VIII
Mentees’ Program Evaluation FormYour confidential feedback will be used to help improve the mentoring program for future participants. 
1. How helpful did you and the mentoring program? 
__1 __2 __3 __4 __5(1=extremely helpful and 5=not helpful at all) 
2. Which aspects of the program did you and most useful? Which aspects did you and least useful? 
3. Would you recommend the mentoring program to others? __ No __ Maybe __ Yes 
4. Do you feel that the program has:__ Helped you learn new skills?__ Connected you to important professional networks? __Helped you feel more con dent in your professional roles? __Increased your interest in taking on new leadership positions? __Improved your job performance overall? 
5. What suggestions do you have for improving the program? 









Appendix IX
Mentors’ Program Evaluation Form Your confidential feedback will be used to help improve the mentoring program for future participants. 
1. How helpful do you think the mentoring program is for developing future union leaders? __1 __2 __3 __4 __5(1=extremely helpful and 5=not helpful at all) 
2. What forms of support did the program provide that were especially useful to you as a mentor? Are there additional supports for mentors that you believe should be offered? 
3. Would you recommend the mentoring program to others? __ No __ Maybe __ Yes 
4. Do you feel that the program has: __ Helped to create a more collaborative work environment? __Developed new leaders who can serve the union in various ways? __Helped to diversify the leadership? __ Facilitated your own personal growth as a mentor or supervisor? 
5. Would you be interested in serving as a mentor again? __ No __ Maybe __ Yes 
6. What suggestions do you have for improving the program? 




