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           MENTORING PROGRAM

_____________________________________________________________________

Forward

Greeting Capitol Guardians! As the Army undergoes transformation, we the District of Columbia Army National Guard (DCARNG) will simultaneously undergo a leadership and esprit d’ corps transformation of its own.  The first step in this process is to implement a formal mentoring program. 

The DCARNG Formal Mentoring Program is an initiative developed for its military personnel, administered by its senior leaders and managed by the designated Program Management Team.  

In this 21st century, the Army National Guard’s senior leadership recognizes the explosion of technology and the socio-cultural changes that accompany it.  These changes require the Directorate to develop future leaders based on their capabilities, not demography.  One method of developing potential leaders is through the Mentoring Program.

The DCARNG is a learning organization where the sharing and exchange of knowledge is vital to its success.  Mentoring is a supplemental, yet imperative, means of bringing our organization to a higher state of readiness.

Individual units and commands are encouraged to tailor this program to best fit your specific needs. This pamphlet is designed to serve as a reference and provide information for establishing unit specific mentoring programs. 

Essentially, mentoring is the organization’s ability to see the future, an effort to prepare tomorrow’s leaders today in a concerted, deliberate manner.  The major focus for mentors is not solely to educate protégés from your knowledge and experiences, rather, to help the organization by developing the full potential of someone who may eventually follow in your footsteps in the organization.  Encouraging mentors help in your organization is critical to the central process concept.

The concept of mentoring was developed long ago in ancient Greece, and has continued to this day.  Mentorship has evolved addressing current ideas and skills that require a directional tool for a successful partnership.  It is a popular subject in discussions concerning leadership and professional development.

Mentors should not enter into partnerships lightly.  They should accept the honorable responsibility and recognize the importance of empowering the DCARNG’s most valuable resource: PEOPLE!

This pamphlet will guide you through the mentoring process. The DCARNG will enjoy a lasting return on investment by developing tomorrow’s leaders today!  “Carpe Diem”!!!!
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1.  THE ORIGIN OF MENTORING

In approximately 800 BC the Greek poet, Homer, wrote the epic poem “The Odyssey.”  Odysseus was the king of Ithaca and was preparing for war with the Trojans.  War was a slow and tedious process in those times.  This war was no different.  Odysseus led his army to war.  This separated him from his young son, Telemachus, not only to grow to prosperous adulthood, but also to be the future leader and king of Ithaca.

Odysseus relied on his advisor and trusted friend, “Mentor”, to raise his son in his absence.  Mentor took on the portrayal not only as a teacher, but also as a role model, a guide, and a friend.  Mentor was tasked with teaching Telemachus everything he would need to be a productive member of society.  This included a sense to morality, justice, and leadership thus enabling him to become a capable and competent leader of Ithaca.  Mentor had the responsibility of guiding, inspiring, and empowering young Telemachus to learn from his life.

Mentor also had a significant source of assistance in his role.  Athena the goddess of wisdom frequently took Mentor’s form and provided her guidance and wisdom in ensuring Telemachus had the proper education and awareness fitting for a future monarch.

The Odyssey illustrates three very important points about human nature.  First, we learn by observing behavior.  Mentor led by example, by being an appropriate role model for the future king.  Mentor passed along the wisdom and experience of his own life to Telemachus.  Mentor facilitated Telemachus’s learning, encouraged him to grow, and ensured he was ready to fulfill his destined role.

Think of how quickly a young child may observe then copy habits of an older sibling.  Sometimes these include habits that may be considered less than desirable.  Humans emulate the behavior of people they admire, particularly if that behavior is rewarding (positive enforcement).  Everyone wants to be successful.  One way we learn to be successful is by watching successful people and imitating the observed behavior.  

The old cliché, imitation is the sincerest form of flattery, clearly summarizes the point that people learn from observation, imitation, and experience.  Great leaders want to ensure that their organization will have continued success as a result of their efforts.  Great leaders strive to leave behind their legacy.  An organization wants to retain the lessons learned by the experienced professional and continue to adapt those lessons to improve the organization.  Mentoring is the key to preserving institutional knowledge and growing our people.
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DISTRICT OF COLUMBIA ARMY NATIONAL GUARD

           MENTORING PROGRAM

_____________________________________________________________________

2.    PURPOSE

The purpose of the District of Columbia Army National Guard (DCARNG) Mentoring Program is designed to focus primarily on the relationship established between a mentor and a mentoree and to provide guidance for the professional development of all DCARNG members.

3.  VISION

Groom leaders (Officers and NCO’s) for current and future leadership positions.  Ensure the sustained continuity of leadership for the  DCARNG. 

4. INTENT 

Provide competent and qualified leadership for the DCARNG.

5. GOALS

Institute a Formal Program with informal oversight that complements current leadership programs.  Identification and development of high potential soldiers.  Establishment of a methodology for kluging leadership, succession planning and diversity.

6. OBJECTIVES

A. Designate Program Managers.

B. Identify and approve mentors.

C. Provide formal training for those mentors.

D. Provide formal quality control and surveys and milestones.

E. Tie into established Succession Plans, Promotion Boards and Unit Sponsorship programs.

F. Establish baseline capabilities/qualities for command, staff and speciality assignments.

G. Provide quarterly IPRs at the Senior Leaders Calls.
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7.  DEFINITIONS

The following definitions are unique to this document;

8

· Mentoring:  A formal relationship between an experienced member (mentor) and a less experienced member (associate) with an agreed-upon goal of enhancing a skill, or develop specific competencies.

· Mentor:  A trusted counselor.  Guides a Mentoree in their career and personal development by sharing learned experiences and providing opportunities to develop skills and knowledge.  A mentor is a volunteer who has a sincere desire to enhance the success of others by acting as a counselor, coach, champion, and a role model.
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· Mentoree:  A Mentoree is a Guard Member with the capability and desire to excel and voluntarily seeks the assistance of mentor for assistance.

· Program Proponent:  Appointed by the DCG, DCARNG to serve as the office of primary responsibility for the Mentoring Program.
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PROGRAM SUMMARY

A.  SCOPE:

· Formal Program to groom senior leaders for current and future leadership positions.

· Oversight and by DCG, DCARNG.

· Program managers (Designated CDR & CSM, CCWO) provide management, plan templates, identification of mentors and IPRs.

· DCARNG, G3 provides training.

· DCNG, IG Chaplain provides quality control & surveys.

· Feeds into and complements the DCARNG’s succession plan, Promotion Boards and Unit Sponsorship program.

· Provides baseline capabilities/qualities for command, staff and specialty assignments.

· Senior Mentors will manage mentor assignments.

· Assignment of more than one mentors is on an exception basis.

B.  COMMISSIONED OFFICER MENTORSHIP PATH:

· Formal Program to groom commissioned officers for current and future leadership positions.

· Direct Oversight by DCARNG’S mentorship program manager.

· Program manager (Designated Unit Cdr) provide management, plan templates, identification of mentors and IPRs.
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C.  BASELINE CAPABILITIES/QUALITIES:

· All must have platoon leader or appropriate Battalion or higher staff assignments for the command track.

· Must have completed the basic and advanced courses for consideration to Battalion and higher staff assignments.

· Must have completed ILE for consideration to Battalion or higher Command assignments.

· Branch qualifications are not required for Staff assignments.

· A Baccalaureate Degree is a required for both command and staff tracks.

· Certain AGR (T10 or T32) assignments will serve as staff or command equivalents.

· Must have a minimum of 4 years before MRD to be eligible for the mentorship program.

· Must not have any pending disciplinary actions against them.

D.  WARRANT OFFICER PATH

· Formal Program to identify and recruit potential warrant officers
· Groom newly appointed and existing Warrant Officers for current and future leadership positions.

· Direct Oversight by CCWO, DCARNG.

· Program manager (CCWO) provide management, plan templates, identification of mentors and IPRs.
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E. BASELINE CAPABILITIES/QUALITIES:

· Meet eligibility requirements to become a Warrant Officer (WO).

· Must complete the Selection/Appointment process to become a Warrant Officer Candidate (WOC).

· Mandatory completion of the Warrant Officer Basic Course (WOBC) within 24 Months. 

· Must  understand and support the Leader Development Support System (LDSS)

· Must meet the appropriate level of education requirements for promotion (WOBC, WOAC, WOSC, and WOSSC).
· Utilize the Warrant Officer Career Development Model (DA PAM 600-11) to identify Institutional Training, Operational Assignments and Self-Development to manage the WO career. 

· Newly appointed Warrant Officers (WO1’s) must complete 2 years in a technical assignment at unit level before being assigned to the staff or command track.

· Must have a minimum of 4 years before MRD to be eligible for the mentorship program.

· Must not have any pending disciplinary actions against them.

F.  NON-COMMISSIONED OFFICER PATH:
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· Formal Program to groom senior NCO’s for current and future leadership positions.

· Direct Oversight by CSM, DCARNG.

· Program managers (CSM) will provide management, plan templates, identification of mentors and IPRs.
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G.  BASELINE CAPABILITIES/QUALITIES:

· To be recommended for promotion to an E-6 position solider must serve successfully a minimum of 1 year at the team leader level responsible for  a minimum of 3 to 5 soldiers

· Before being recommend to the E-7 level must have served successfully as a squad leader, Responsible for not less than 5 soldiers for not less than 18 months.

· Before being recommended to the E8 level must have served as a platoon sergeant, or  Battalion staff equivalent level section position for a minimum of 24 months and have recruited at least 2 soldiers as while serving in the grade of E-5, E-6 or E-7

· Before being recommended to serve as a Command Sergeant Major, must have served as a First Sergeant successfully.

· All mentors must have successfully completed the required NCOES school

· The subordinates of each mentor must have a 55% success rate for APFT and weapons qualification of the soldiers they are responsible for

· All mentors must meet the basic administrative requirements:

· Passing APFT

· Qualify with assign weapons

· Meet height and weight requirements IAW AR 600-9
9.  SELECTION CRITERIA FOR MENTOR & SENIOR MENTOR

· Must be a minimum one grade above the Mentoree.

· Prefer Senior Mentors be two grades above the Mentors.

· Senior Mentors are chosen by the DCG, DCNG.
· Mentors are chosen by the Senior Mentors and Program Managers.
· Mentors are assigned by the Senior Mentors with input by the Unit Commanders.
· Both the Senior Mentors and the Mentors must complete the initial and the biennial refresher training.
· Completion of the approved mentorship training session will consist of a minimum of these subject areas.

· Use of the chain of command structure

· Interpersonal communication skills

· Listening skills

· Goals and objectives of the Mentoring Program

· Mentoring Program requirements and expectations

· Unit Vision, Mission, Values, and command structure

· Mentor and Mentoree responsibilities (Confidentiality)
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· All Mentors are formally appointed by the DCG, DCARNG for an indefinite period of time upon selection, all Mentors and Senior Mentors will be formally appointed by the DCG, DCARNG (See Appendix C).  This appointment will be part of their support form.
10.  ROLES AND RESPONSIBILITIES

A.  The Mentor’s Roles and Responsibilities includes:

· Offer constructive advise to the associate and observe confidentiality rules

· Act as a role model and follow the chain of command

· Participation as an equal partner in the mentoring relationship

· Break down barriers and open lines of communication

B.  The Mentoree’s Roles and Responsibilities includes:

· Acceptance of constructive criticism

· Participation as an equal partner in the mentoring relationship

· An investment in time and energy to ensure the success of the relationship

C.  The Program Manager’s Roles and Responsibilities includes:

· Is the OPR for the Mentoring Program

· Maintains the Mentor availability list

· Maintains all Mentorship files ICW the DCARNG’s IG office

· Coordinates all Mentorship training

· Assists with the matching of Mentor and Mentoree

D.  The Commanders and Senior Mentor’s Roles and Responsibilities includes:

· Assist in the identification and selection of effective Mentors

· Help in the removal of barriers

· Support the mentoring program

· Lead by example

11.  SUPPORTING PROGRAMS LINKAGES

· Promotion boards will take into account the mentorship program’s career management plans.

· Career Management Plans will feed into the DCNG’s succession planning.

· The mentorship program will complement any Unit/Command mentorship, sponsorship and normal OER/NCOER counseling efforts.
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12.  THE MENTORING PROGRAM PROCEDURE

A.  General Program Description:  to ensure the success of the mentoring program, the process shall be formalized and specific elements of the relationship documented and evaluated.  The relationship shall not involve any possibility for reprisals and shall be used only as a management tool to assist the mentoree to achieve their greatest potential .

B.  The mentoring process consists of four main phases:  (1) the Initiation Phase; (2) the Contract Phase; (3) the Separation and Redefinition Phase, and (4) the Closure Phase.



 


(1)  The Initiation Phase:

During this phase the following activities occur:

· The Mentor is selected using the criteria enumerated in section 4 above.

· The Mentor candidate’s Supervisor is contacted for his/her evaluation of the candidate’s suitability to function as a mentor.

· The Mentoree is provided a list of available mentors to choose from and the selection is provided to the Program Manager.

· The Mentoree is then advised by the Program Manager to contact the selected Mentor.

· Both the Mentor and the Associate is allowed two Unit Training Assembly (UTA) to probe each other to exchange information about each other and form a relationship.

· If both parties are comfortable with the relationship, they move to the next phase (Contract Phase).
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(2)  The Contract and Implementation Phase:

The Contract and Implementation Phase consists of the following activities:

· Both the Mentor and Mentoree define and annotate their roles in the mentorship contract and submitted to the Program Manager.

· Both parties must agree that the contract is re-negotiated at any time by either party.

· At 3-month intervals the Program Proponent sends a short survey to each Mentoree to assess the effectiveness of the program.

· The program participants shall complete the survey and return it to the Mentorship website and/or survey box located in the DCNG’s IG office.

· The Program Proponent will analyze the survey data and prepare a report for the DCG, ARNG.

(3)  The Separation and Redefinition Phase:

The Separation and Redefinition Phase is characterized as follows:

· Separation as a result of: (1) The need being met; (2) One party to the contract wising to dissolve the contract; (3) or an inability to satisfy the need.

· A request to redefine the relationship because of a change in need or purpose.

(4)  The Closure Phase:

This phase is characterized by the following:

· Ending of the relationship and contract.

· Program assessment and evaluation

· Negotiations leading to the initiation and execution of a new agreement. 
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13.  THE MENTORING CONTRACT
The mentoring contract is a very important ingredient of the mentoring process (See example at Appendix A).  This document provides all the necessary information about the relationship, The information contained in a typical contract include;

· The reason for the relationship

· The length of the relationship 

· The roles each party will have in the contract

· Agreement that the contract is re-negotiable at any time by either party

14.  PROGRAM EFFECTIVENESS ASSESSMENTS 

Throughout the life of the mentoring program assessments are conducted to ensure that the effectiveness of the program is maintained.  Assessments are in the form of program participant surveys conducted during the program phases.

During the Contract and implementation Phase, the mentoree completes the program effectiveness survey  every three months and return it to the Program Proponent for review and management action as appropriate (See Sample at Appendix B.)


APPENDIX A

(UNIT/ORGANIZATION) MENTORING CONTRACT
MENTOREE:  ______________________________________

MENTOR:  ________________________________________

We agree to enter this mentoring partnership, which we expect to benefit the DCARNG, the Unit as well as both of us.  We will strive to make this a rewarding experience by spending our time in constructive ways.

EXPECTED DURATION OF THE PARTNERSHIP: 
__________________________

EXPECTED FREQUENCY OF OUR MEETINGS: 
__________________________

Approximate amount of time to be invested by each of us (weekly/monthly):

The following information describes the goals and major milestone in our partnership.  

1. Jointly complete the Career Management Template (See Appendix C).  Get the Commander/Senior Rater to approved this template prior to signing the contract.

2. __________________________________________________________________

__________________________________________________________________

3.
__________________________________________________________________


__________________________________________________________________

4.
__________________________________________________________________


__________________________________________________________________

5.
__________________________________________________________________


__________________________________________________________________


We acknowledge that we have discussed this mentoring experience and understand it to be an important development opportunity for both of us.  We agree to respect the process and procedures as outlined in the DCARNG Mentorship Pamphlet.

We agree to maintain confidentiality during the partnership.  If necessary, we further agree to a no-fault conclusion of this partnership if, for any reason, it seems appropriate.

____________________________________________

(Mentoree Signature and Date)




_____________________________________________



(Mentor Signature and Date)

_____________________________________________

(Senior Mentor Signature and Date)





APPENDIX B



Career Management Plan (Part B)

LT XXXXXX

Commander/Senior Rater:   _______________________________________________







(date/signature)

Mentor:   ______________________________________________________________






(date/signature)

Senior Mentor:   ________________________________________________________






(date/signature)

Mentoree:   ____________________________________________________________






(date/signature)

Planned Start Date:   ____________________________________________________


APPENDIX C

MENTOR/SENIOR MENTOR APPOINTMENT MEMORANDUM

      APPENDIX D




        MENTORSHIP ASSESSMENT SURVEY
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MAJ

Nov 15, 00

Jun 07



Battalion Command

Oct 04



Branch Chief

Collective Training

FORSCOM/NGB



Active Federal Service 

M-Day

Legend:

Feb –Aug 01

 APM DTTP Program Office 

Nov 95

Dec 96

APMS

GA Tech

Oct 98

M-Day Asst S-3

Masters Degree

NJIT

Nov-Current

 Team Chief ART-C

Oct 02

 CGSC-Phase I/II

Oct 04



Product Manager 

July 89 - Feb 93

PLT LDR, 101st Abn Division

Executive Officer

Division Training Officer

BN Adjutant

04 

OCCL

Fellow



Anticipated/Desired Events



Retired
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Career Management Plan(Part B)

LT XXXXXX



Commander/Senior Rater:      (date/signature)                                        





Mentor:      (date/signature)                                                                     





Senior Mentor:      (date/signature)                                                          





Soldier:      (date/signature)                                        





Planned start date:                 
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