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What is mentoring?

Mentoring is a relationship typically between two colleagues in which the mentor shares
their professional knowledge and experiences to enable the mentee to achieve their
goals. The mentor will share their key skills, lived experience and personal attributes to
help develop the other individual.

At the University of Reading a mentor is typically a more experienced member of staff,
who is outside the line management chain of the mentee. This means the mentor can
help the individual with their development.

A mentoring relationship will focus on the goals of the mentee and help them to...
¢ Progress toward and/or achieve their professional goals.
¢ Develop the individual’s knowledge, skills and capabilities,
o Facilitate the mentee's development, both professionally and personally

Mentoring isn't about having all the answers, an effective mentor is there to encourage
the individual to think differently and come up with solutions that they may not have yet
discovered. Itis also not to be confused with coaching with is more directive.

What mentoring is What mentoring isn't
e Focused on development. e About the mentee’s performance or PDR.
e Conversations about possibilities. e Aone-way transfer of information.
e Agendabased on mentee’s goals. o Beingdirective or telling the mentee what
e Supporting mentee in growing skills, to do.
leadership, communication, etc. e Coaching.
e Supported by other development tools, 360 e Something limited to leadership roles.
feedback, projects, etc. e Anopportunity to complain and/or gossip.

e Listening being neutral and
nonjudgemental.
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How does mentoring benefit you...

As a mentor

e Provides job satisfaction through your ability to support other development
o Creates opportunities for recognition of your skills and experience

e Professional development beyond your role

o Allows your skills and capabilities to development

e Opportunity for self-reflection

As a mentee

e Helps grow your network which can be especially important to individuals new to
UoR

e Helps build self-confidence and motivation

e Supports you to feel valued

e Provides awider and broader understanding of the University of Reading beyond
your School or directorate

e Helps youto manage your professional development

e Is adedicated and impartial person who can provide advice and support

e Someone who can help you by providing a different perspective

For the University of Reading

e Harness the energy and enthusiasm within our staff

e Helps to promote a positive culture across the University
e Improved communication

e Engaged individuals

e Create alearning culture

e Supports the induction of new talent

When is it right to be or get a mentor?

Progressing or Tackling a specific

Starting a new role )
developing your role challenge or problem

Refreshing your skills Expanding into new
and capabilities skills and knowledge
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How can | get the most from mentoring?

Setting up for success

Get the basics right, do you have a shared expectation as mentor and mentee? Think
about the below and agree on how you will organise your mentoring relationship. This is
often referred to as contracting, which is vital to ensure both mentor and mentee get the
most success from the relationship.

e Agree on what you both expect from each other.

e Discuss the role and responsibilities of the mentor and mentee and agree on this
for your relationship.

e Agree onthe frequency and locations of your meetings. Remember all
arrangements should be organised by the mentee.

e Discuss and agree on how you will communicate, remember there may be
parameters to support both individual workload and other commitments as well
as communication preferences.,

e Share goals and aims you want to achieve during the mentoring relationship.

e Agree on how you will review progress and what evidence or measures will be
shared.

e Discuss any other barriers or individual concerns prior to starting your mentoring
relationship.

Confidentiality

While this is an informal and voluntary relationship, the bounds of confidentiality
should be clearly agreed and articulated at the start of any relationship. Usually,
mentoring conversations are confidential unless there is an issue relating to personal
safety or legality.

Any issues that arise with regards to the above should be communicated to the People
Development team at the earliest opportunity — peopledevelopment@reading.ac.uk.
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Getting the most from your first mentoring meeting

Before your first meeting:

O

Introduce yourself to your mentor, remember you are responsible for driving the
mentoring relationship.

Organise your first meeting, when and where you will meet.

Consider what you want to achieve and start to develop your goals. Remember
to use SMART goals.

Prepare questions to get the most from your first meeting.

Your first meeting

[]

Agree your expectations and set boundaries where applicable. Ensuring that you
have a shared understanding of the roles of mentor and mentee.

Identify your goals together, remembering to ensure they are SMART.

Set the next steps for your next meeting. The mentee is responsible for driving
progress and the coordination of the meetings.

Suggested structure for each meeting.

1.

Check-in - Create some time at the beginning of the session to have an informal
conversation and build a deeper connection.

Decide on the focus - Based on discussion and challenges, decide on what this
meeting will focus on specifically. What do you want this session to help you
with?

Review actions from the last session - What homework was assigned the last
session and was it completed? Note any incomplete action items below.
Explore challenges - Based on the focus of today’s session, explore any
challenges within that topic.

Create a plan - After exploring some of your challenges, what solutions can we
come up with to help solve this?

Reflect on progress - In this section, it’s important to reflect on the progress
that’s been made in this session today. What were some wins, learnings or
feedback to share?

Actions for next session - List action items to complete for the next

session. What are the next steps?

Book next session - Book in your next session!
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The 5Cs mentoring model

This model provides a structured approach for guiding mentoring sessions. It’s
especially useful when mentors need to help mentees explore alternative ways of
handling challenging situations or consider multiple options for resolving an issue.

The model includes several stages, which can be followed in order but don’t need to be
strictly linear. In practice, you may find yourself revisiting stages or moving between
them as the discussion evolves. The mentor’s role is to maintain a flexible yet structured
flow to ensure the conversation stays productive.

At each stage, key questions help guide the mentee forward, facilitating exploration,
reflection, and decision-making.

Challenges

/7~ N\

Conclusions Choices

oy

Creative
Solutions

Consequences

Challenges Discuss the challenges that the mentee is facing.

Choices Explore the possible options to overcome these challenges.
Consequences What are the consequences of... ?

Creative solutions | This is an opportunity for the mentor to share their experience to
help offer solutions

Conclusions The mentee decides what they will do next and commit to the
next steps.
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SMART Goals

Mentoring needs specific goals to work towards to achieve the most success. Setting
goals is a huge part of setting these tangible goals that you will be working towards.

The University of Reading uses SMART goals to plan for success. This technique ensures
that your goals are well structured to support your development. SMART detailed below
ensures goals are clear, and achievable and highlights measures of success from the
out front.

Reviewing your goals will be a key part of your first meeting to ensure they are SMART
and something that can be achieved or supported by the mentoring relationship.

For your goals to be SMART goals they must be clear with achievable objectives that
include the follow five key elements:

Specific

¢ Clear, unambiguous and focused on specific deliverables..

Measurable

¢ Include milestones and markers to measure progress.

Attainable

¢ Realistic but requires a stretch.

Relevant

¢ Aligned with the overarching strategy and goals.

Time based

¢ Includes a timeframe for achieving the goal.
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Keeping track of your outcomes

Everyone is different and will track progress in different ways. However, we know that
progress is often easier to track when you reflect and actively document your steps,
progress, and learning.

Here is a sample ‘Mentoring Learning Log’ structure that we encourage you to complete
as the mentee. This can be used individually to reflect and plan or can be shared with
your mentor during your sessions.

Mentoring Learning Log

The mentoring relationship will provide you with the opportunity both to develop and to
reflect on your strengths and development needs. We would encourage you to keep a
record of the insights that you learn so that you can reflect on them. Some suggestions
for how to capture this are set out below, but you may choose to review themin a
different way.

Agreed SMART goals:

1 O OSSP PP PO UPPRRPPPRPRPRt

2 ettt e e eta e ettt eeta et taa e aeea e eeta e ttaeaat s aee e eeaaanns

C F PP UPRRPPPRPP

OO PP PPPRRUPPPPRRPPPONt

e e e et et e tea e e et e e et e e era e eee e eee e e e ranans
Situation What How did | What did | What will | do

happened? behave/ learn? What differently?
feel/react? insight did | How can | use
gain? this?
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Active listening

Active listening is fully paying attention to understand completely what the other
individual is saying, rather than focusing on what you’d like to reply, you focus your
attention on their thoughts, feelings, and ideas. Active listening aims to focus on the
conversation without distraction, judgment, or interruption, the hardest part often is
removing your intention as the listener to respond immediately and therefore quiet your
thoughts to listen actively.

What skills make an active listener?

e Being fully preset.

e Show interest.

e Be patient.

e Have empathy.

e Asktheright questions.

e Beencouraging.

e Listening for understanding rather than concentrating to respond.

e Summaries to show understanding.

e Draw on your experiences based on the context of the conversation.
e Avoid jumping to advice or judgment.

Remember that body language and non-verbal communication will help you show all
the above and demonstrate your active listening to the other individual.

Active listening is a core skill that supports successful mentoring. Actively listening
helps the mentor to understand the mentee’s perspective, opinions, and points of view.
Actively listening also includes aspects of nonverbal communication which will help
find added context or information on the thoughts, feelings, assumptions, or hidden
meanings of the mentee.
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Questioning skills

Asking the right questions will help get the most from your mentoring interactions.
Questioning is a key skill in the mentoring process. There are many different types of
guestion structure and understanding the differences can help you be more effective in
your questioning.

Types of Definition

questions

Open These are useful in getting another person to speak. They often begin
with the words: who, what, when, where, why, how, tell, explain,
describe

Probing These are used to determine facts. They can be used as a follow-up

question to an open question where you need some specific
information but don’t want a yes or no answer
Closed These are questions that require or lead to a yes or no answer

Reflective They allow you to check understanding. You can use these to reflect
on what you think a speaker has said.

The funnel technique

\ Open /
\ Probe /
Closed to clarify or
commit
Reflective &

Comparitive

The order in which you ask your questions can support the understanding and direct

towards the desired outcome of progress within a conversation. The funnel technique
as show above uses open questions to start the conversation and drills down through
the different type of question to probe, gain clarification or commitment as well as
encouraging reflection and comparisons where appropriate.

10
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What happens...

At the end of the mentoring relationship?

Mentoring relationships at the University of Reading are set as a 3-month period with
the option to extend to a maximum 6-month period. You will be automatically informed
towards the end of the mentoring period and asked for your success and feedback
measures. This period is adequate to achieve significant progress on goals whilst not
committing either party to a long-term arrangement.

If we can’t add value to each other?

Occasionally mentoring relationships will not work for the individuals paired together,
this is no one’s fault. If this is the case please contact the People Development Team
(peopledevelopment@reading.ac.uk) to discuss next steps.

Remember setting the relationship up for success at the start can have a huge impact
and reduce the need to end a mentoring relationship. We suggest part of your first
meeting focuses on the compatibility between you and the goals established can be
supported by the mentoring relationship, this often needs honesty and openness on
what you need from the relationship and how you both see the roles of mentor and
mentee to ensure alignment.

When there are unrealistic expectations?

Sometimes mentees can have unrealistic expectations of what can be achieved
through a mentoring relationship. Mentors cannot be expected to have all the answers
in the moment, if there is a question you cannot answer utilise the support of the UoR
mentoring community on teams.

If you need additional support with anything detailed above in relation to a mentoring
relationship organised through the People Development Team, please contact
peopledevelopment@Reading.ac.uk.
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Mentoring journey at the University of Reading

Matching Active Mentoring Phase Evaluation
i . i i i
Launch | Join Network | Mentor & Mentee ! Mentoring | End of Mentoring
Comms ! |Training | Matched ! Sessions ! Relationship
1 1 1 1
elLearning i Application i FirstMeeting | {Number of meetings to be :
| Process E & Agreement | agreed by mentor and mentes) E
i i i
Mentor: i Mentor: i Mentor: | Mentor: | Mentor:
1 ] 1
*  Signupfor i *  Completes the Vaday i *  Welcome email i *  Attends regular sessions as i * Reflection and
mentoring 1 Successful Mentoring | introducing mentee, | agreed. ] learnings from the
E training delivered by = Attendsfirst ! *  Utilise mentor guidelines, tools . mentoring period.
| PD. | meeting. | and methodologies to support ] *  Recommitmentto
Mentee: | I I i
! *  Complete application ! mentee. ! Mentor new
+  Completes | *  Provides mentor | Mentee: i ' mentee or leave
] - i - 1 1
eLearning. ! prpflle. ) ! ! Mentee: ! programme.
* Appliesfora | *  loins mentoring I+ Matchedwith i |
UoRmentor. ! network. ] mentor. ! *  Mentee responsibleforgoals and | Mentee:
i | +  Organises first : actions. i
! Mentee: ] meeting, [ *  Coordinates regular meeting. ! *  Documentation of
| | *  Responsiblefor 1 | Progress.
i +  Defines draft SMART : mentor agreement. : *  Successstories
! goals forthe ! ! - shared.
! mentoring '
( R ( R ( R ( R
First session -
Identifies need for Mentee to schedule agreement signed Thank you and PD
mentoring an initial session (mentee send the offer
signed agreement)
_ J _ J _ J _ J
( R ( R ( R ( R
Welcome email
elLearning to check introducing to Regular meetings
L .g . . g . g g PD check goals met
ifitis right mentee including as agreed
agreement & toolkit
_ J _ J _ J _ J
( R ( R ( R ( R
. . . End of mentorin
A conversation with Matched with g
. 3 months regular programme
line manager mentor (PD check - .
o period reflection
recommended availability) - .
questionnaire
_ J _ J _ J _ J
( R ( R ( R ( R
Application form - . . . . Extension to 6
PP Waiting period due Email prompting .
with preferences to high demand end of relationship months if needed
and aims for SMART goals
_ J _ J _ J _ J
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Mentor Specific Journey at UoR

e A e A e A s N
First session
Appliestobe a Mentee schedules including goals and
mentor via PD first meeting mentoring Thankyou from PD
agreement signed
. J . J . J _ J
e A e A e A s N
Welcome email
Completes introducing to Regular meetings as
Successful icing k g g PD check goals met
Mentoring training mentee including agreed
agreement & toolkit
. J . J \ J _ J
e A e A e A e A
Matched with End of mentoring
Complete 3 months regular programme
- L mentee (PD check - -
profile/application S period reflection
availability) - .
questionnaire
. J . J \ J _ J
e A e A e A s N
Waits to be Extension to 6

Joins Mentoring
Community

Email prompting

end of relationship months if needed

for SMART goals
. Y, . y, . Y, _ J

matched with a
mentee
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People Development at University of Reading

People Development supports staff learning and development for the University of
Reading. People Development aims to provide a wide range of learning opportunities to
help you and your teams to reach your full potential whilst working at the University.

Throughout this guide you will have seen the impact mentoring can have on your
development, itis time to be proactive and explore the wider range of tools, courses and
learning opportunities available to you.

Visit the People Development pages or why not jump straight into UoRLearn and find

your next course.

g

et il
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