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FOREWORD

Informal mentoring has always been present at the Privy Council Office (PCO). PCO has run a small, very successful when supported by a Coordinator, formal Mentoring Program since 1999. 

It is believed that PCO needs to increase the number of matches as well as widen the scope of the program. To view possible options, enlarge the scope of the program and to re-launch it under the new wind of Public Service Renewal is the purpose of this document.

Research shows that mentoring as a valued, formalized, and measured program offers the benefits that improve organizational talent management.

The intensifying of executive attention to employee development as indicated by the Clerk needs a strategy that links appreciating the past with the future. Practice has shown that mentoring can provide that link.
Moreover, the application of mentoring at PCO has the potential to reconcile organizational and individual career interests and needs by integrating the value of talent management, leveraging knowledge transfer and flattening hierarchies in learning.

This paper sets out the framework to renew and re-launch the present mentoring program at PCO.

The author of this paper would like to gratefully acknowledge the sharing of past and present Mentoring Programs’ materials by the Department of Justice, the Department of National Defense, Human Resources Social Development Canada and the Canada School of Public Service.

The opinions expressed in this document are those of the author and do not necessarily reflect the opinions or policies of the Department of Privy Council Office.

1.0
Defining Mentoring at PCO
Mentoring is imparting knowledge and skills on someone less experienced to facilitate mastering of personal power in the same field of interest. .

(…) mentoring is a learning and nurturing relationship, that has always existed informally, between an experienced caring person who will share his\her professional expertise, knowledge and insight with another individual who is willing and ready to learn in order to grow, develop skills and confidence in his\her professional journey.
PCO Mentoring Program (from the Government of Canada Privy Council Office)

A Note on Coaching and Mentoring

Mentoring is not designed as a performance management tool nor is it a strategy on how to deal with performance problems. 

Whereas coaches provide skills, mentors provide knowledge and experience that support the growth of personal power and allow Mentoring Partners to develop their career potential. The benefits of fusing both of these learning modes are multiple; however, it would constitute a much wider and more futuristic topic that is beyond the main objective of this paper.

2.0
Background

The PCO leading role brings forward the need of all PCO employees to engage in innovative, sustainable leadership and career developments to indicate internal congruency and support of efficient and effective learning strategies applicable to all. 

The interest of using a Mentoring Program as an internal learning tool was reiterated by several PCO employees in the Innovations Portal created by the Clerk of PCO in February 2010. The need was also indicated in the results of the 2009 Public Service Employee Survey.

It is worth noting that mentoring is the least expensive individualized leadership development program that integrates well with several Human Resources strategies, programs and tools. These include succession planning, knowledge transfer, change management, Knowledge Management and building a learning culture. 
3.0
The Renewed Mentoring Program Objectives
This program’s objectives link personal and professional growth of participating employees with organizational development.  

The Mentoring Program at PCO has the following primary objectives:

· Respond to employees’ concerns and ambitions by creating accessible, sustainable and affordable opportunities for development at PCO;
· Help create a culture of dialoguing in learning (including between the Executive Cadres and all PCO employees);

· Facilitate the ability to exchange knowledge and skills among PCO employees of all levels and groups (including EE and with a special emphasis on the Analysts Community);
· Capitalize on acquired wisdom accumulated at the PCO and serve the needs of new employees;
· Cultivate the growth of Privy Council Office’s faculty and minimize the need for outsourcing;
· Foster leadership skills at all levels; 

· Respond to the need for increased operational efficiency and financial frugality;
· Prepare for future needs (including new reporting).
As part of the Launching Strategy of the Renewed Mentoring Program, it will:
· Be part of management and valuing knowledge transfer strategies at PCO;

· Be integrated with succession planning; 

· Ensure the long term sustainability through cycling (inviting former Mentoring Partners to mentor);
· Integrate program design that relies on building a learning organization culture and form horizontal partnerships;
· Help build a culture of sharing knowledge and embracing intellectual diversity;

· Support the exploration of future external partnership, thus further contributing to the Public Service Renewal Plan.

4.0 Rationale


How we arrived here: past and present as a baseline for change
The following needs represent a variety of pressures that lead to the conceptualization of the proposed renewed Mentoring Program:
· The development of public servants as leaders, managers, professionals and empowered employees is central to a high performance institution. (Kevin Lynch)
· (…) We also need better knowledge transfer and succession planning at all levels of the public service. (Wayne G. Wouters)
· Privy Council Office’s contribution to the Public Service Renewal;

· Building enabling infrastructures for organizational development in a learning organization; 

· Building on a refinement and development of existing structures; 

· Responding to changing needs expressed by employees through surveys, Innovation Portal (February 2010 data), questionnaires provided by employees in the process of needs assessment stage of the Learning Profiles of the Administrative and Analysts communities at PCO as well as  communications with managers and HR;
· Responding to external pressures of financial frugality, innovativeness and sharing sustainable resources;
· Anticipating concerns surrounding succession planning.
By providing the renewed proposed Mentoring Program the PCO would be better positioned to meet its present and future program delivery needs. 

The Mentoring Program at PCO can provide sustainable knowledge transfer strategies by:
· Providing additional tools for the management; 

· Mobilizing all employees to prepare for succession planning; 

· Ensuring long term sustainability through cycling (inviting former Mentoring Partners to mentor);
· Integrating a program design that relies on building a learning organization culture with forming horizontal partnerships;
· Helping to build a culture of sharing knowledge and embracing diversity;

· Exploring possibilities of external partnership in subsequent years, thus further contributing to the Public Service Renewal Plan.

Note:

The Mentoring Program is the only high quality co-leadership program that does not require a significant budget to start producing sustainable results.
5.0
Building Enabling Infrastructure and Integrating Learning Organization Strategies

The Mentoring Program as part of the Employee Development Plan at PCO would focus on links with existing learning plans as well as strengthening performance management for executives in response to the recommendations of the Prime Minister’s Advisory Committee on the Public Service. 
6.0
Managing the Changing Context
The Mentoring Program offers integration with the PCO Change Management Strategy by:

· Joining Career Development of individuals with organizational development and Talent Management at PCO;

· Twinning collective commitment with financial frugality;

· Expanding the Management Accountability Framework (MAF) by facilitating tacit learning and creating sustainable career development and learning strategies;

· Managing performance and using performance indicators to include mentoring;

· Basing Succession Planning on new and progressive models;

· Fostering a continuous learning culture at PCO;

· Leveraging organizational development and career development of individual employees;

· Leveraging other H.R. activities, among others: performance management for Executives that measures and values corporate contribution (if approved).
7.0
 Employee Development in the Context of Public Service Renewal

The development of public servants as leaders, managers, professionals and empowered employees is central to a high performance institution. (Kevin Lynch)

Future performance will depend on the skills, knowledge, commitment and the collective effort of PCO employees. Mentoring offers a model that mobilizes employees, allowing them to grow as leaders and knowledge workers. 

8.0
Concerns

The mobilization of personal commitment is a necessity in this program and may be faced with some change management challenges. 

Issues of work-life balance may be raised by some employees since the Mentoring Program would necessitate additional time commitments on already stretched employees.
Practice shared by other departments that run Mentoring Programs shows that the above listed concerns are offset by multiple gains resulting in higher motivation linked to elevated level of employee satisfaction.
9.0
General Framework: The Mentoring Process at PCO:

The Mentoring Program at PCO consists of nine steps:

1. Program Application and Initial Conversation with the Mentoring Program Coordinator

2. The Matching Process 
3. Orientation to the Mentoring Program Individual Session

4. Starting and Maintaining a Mentoring Relationship

5. Additional Learning Activities as required possibly organized jointly with the Twinning Program.
6. Assessments and Evaluations

7. Closure of the Mentoring Relationship

8. Invitation to Start a New Mentoring Cycle/Relationship
9. Evaluations of: 

· Corporate Contribution of the Executive Cadre

· The Mentoring Program and PCO Corporate Gains

· The Analysts Community Learning, Knowledge Management Exit Process and Life Cycle outcomes
· Public Service Renewal Contributions

10.
Program Scope and Basic Requirements
The Program includes the following stages:
· Stage 1: Pilot Project, open to all employees with a targeted group of Executives as potential Mentors and supporters (summer of  2010-March 2011)

· Stage 2: Establishing a renewed, sustainable Mentoring Program by July 1, 2010
Feasibility study of possible partnerships is to be done by the fall 2010.

· Stage 3: Developing External Partnerships as per Feasibility Study findings
Minimum commitment needed from Mentors:

· One meeting a month

· Orientation session (individually provided in the first stage of the program, online or DVD modules in the second phase of development (2011-2012)
11.0
Summary of the Next Steps:

Should this program be implemented, the following inputs will be required:

	I Plan the Program Design


1. Develop guiding principles—identify and include stakeholders and champions* and areas of interest (needs analysis for the Analysts)

2. Establish program criteria and features as well as an overall program curriculum.

3. Design a pre-assessment questionnaire (Is the Mentoring Program for me?)

4. Define roles and responsibilities of Mentors and Mentoring Partners
5. Develop criteria, processes and guidelines for selection and matching

6. Develop a tracking plan

7. Develop a marketing strategy and a communications strategy

8. Develop a Mentoring program wiki (to be used as part of the communications strategy)

*Proposed Champion: The Clerk of the Privy Council, (suggestion only--obtain feedback-approval)

*Proposed Co-Champions: TBD by the Executive Committee, Daniel Jean (?)
	II Identify Mentors and Mentoring Partners


1. Implement the communication and marketing plans (includes developing PP presentations and developing a Mentoring Program wiki)

2. Screen and select applicants

3. Match mentors/partners
	III Mentor/Partner Orientation


Establish ground rules –meeting frequency, lengths, time, and cancellation policy

Define the goals, objectives and expectations

Establish support from the Partner’s  supervisor (optional, suggested, ad via the Learning Plan, if possible)
Develop a mentoring agreement and guidelines for participation

Develop the Orientation to Mentoring Program online or on DVD
	IV Implementation


Continue to cultivate effective mentoring relationships through organizing Action Learning sessions (part of the upcoming Leadership Program)
	V Assessment 


Design and develop strategies to:

Measure Progress

Mid-point review

End of Pilot program review

ANNEX B
Pledge to Participate in the Mentoring Program at PCO
To be delivered as a post-presentation closing note.
If your actions inspire others to dream more, learn more and become more, you are a PCO Mentor. Please pledge your participation in the PCO mentoring program either as a Mentor or a Mentoring Partner (or both).
What is required:

A commitment of a minimum of one meeting a month and a commitment to learn how to pose powerful questions.
What is gained: an opportunity to leave a mark and hone emotional intelligence.
As per Antoine Saint-Exuper:
If you want to build a ship, don’t drum people together to collect wood and don't assign them tasks and work, but rather teach them to long for the endless immensity of the sea”
By choosing to participate in the Mentoring Program you have already made a commitment to help someone at Privy Council Office long for the endless immensity of learning and developing.
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