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Shared Leadership Learning Overview
A Mentoring Experience

Background

At the request of the City Manager, a mentoring design proposal was developed and approved in FY08.  A Steering Team, made up of Deputy KBE volunteers and ODL staff members, began meeting weekly in August, 2008. The Team focused on the development work for implementing the pilot program, which ran January - August, 2009.
Purpose

The purpose of Shared Leadership Learning is to provide valuable support and enhance the development of employees by pairing them with members of leadership outside their work area. This experience will contribute to meeting our strategic objectives of recruiting and retaining a skilled, diverse workforce as well as promoting learning and growth. 

Employees will have an opportunity to receive personal attention from someone at a higher level in the organization who is willing to share their experience in a one-to-one relationship. This shared experience will help:

1) employees develop their professional and personal skills based on individual needs

2) employees feel more closely integrated into the organization 

3) retain and develop future leaders

4) provide an opportunity to develop community within the organization as people from cross KBU areas work together during this process

5) leaders feel valued for their experience resulting in renewed energy and motivation in their work

6) increase learning engagement for all participants
Description

Shared Leadership Learning is a formal mentoring experience for employees who have demonstrated the commitment to learn and grow. This process will pair Senior Leaders (CM, ACMs, KBEs, Deputy KBEs, Division Managers) with employees at various levels in the organization in a formal one-to-one relationship for a period of 9 months. In addition to one-to-one meetings, monthly group meetings will be a part of the process to support both mentees and mentors participating in this learning experience. The City of Charlotte’s Leadership expectations and competencies will serve as a foundational framework for the process.
Audience

This experience is open to up-and-coming leaders of the organization who wish to develop their professional and personal skills.  Any city employee at this level may nominate themselves for Shared Leadership Learning based on meeting the selection criteria.
Selection

Participation in Shared Leadership Learning is voluntary for both Mentors and Mentees.

Mentee Criteria 

Candidates for Shared Leadership Learning must meet the following criteria:

· Is able to clearly define his/her strengths and weaknesses

· Has assumed responsibility for his/her own development by making the commitment to learn and grow.  Has planned for the future, set realistic goals for himself/herself, shared these goals with the organization and demonstrated the ability to meet them. 

· Is a proactive learner. Recognizes and grasps learning opportunities. Is willing to take learning risks.

· Is open to feedback and willing to do the difficult self-analysis required to change based on the learning relationship.

· Has shown a tendency to assume leadership positions at their current level.  May have led a project team, a citywide committee, a workgroup committee or held a leadership position in a civic or church group.

· Does not have any performance or disciplinary issues
· Is willing to actively participate in the evaluation of this pilot session through their constructive feedback
Mentor Criteria

A successful mentor will be someone who:

· Is interested in being a mentor and is enthusiastic about the experience

· Is regarded as successful in the organization

· Is interested in sharing their experiences

· Willing to commit their time

· Listens actively and effectively 

· Gives constructive and positive feedback

· Appreciates the impact that race, gender, age, ethnicity, sexual orientation, physical abilities or religious beliefs have in the Workplace 

· Repects the mentor/mentee discussions as confidential

Nomination Process
Employees will nominate themselves by completing a statement of interest including:

· their top 3 strengths

· their top 3 weaknesses

· their skill development needs

· their career expectations and goals

· their interest in this process

· a statement of support from their manager or other senior level person (internal or external) who can speak to how well they match the mentee criteria 

Mentors will submit a statement of interest to be used during the matching process.
Matching Criteria
· Mentor should be someone who has more experience and is at a higher level in the organization than the mentee

· Mentor should understand mentee’s area of work but not be directly involved in it 

· Consideration will be given to mentees’ preferences as indicated in their self-assessments

· Consideration will be given to cross KBU, cross gender and cross racial pairing  

Selection Committee

· Made up of members of the Steering Team

· Reviews participant application for closest match with mentor profile

· Follows matching criteria established above
Changing Mentors

· At the end of six weeks, mentoring pairs will be asked to evaluate the process and progress to this point, including a question asking if they are interested in continuing to work with each other. If at this stage the mentee wishes to change mentors, they may request this without being required to give a reason. Likewise, the mentor may request to change mentees without being required to give a reason. Every effort will be made to accommodate these requests. If an alternative mentoring match can not be made, the mentee will be withdrawn from the pilot and eligible for the next session.  
Content/Program Features

Assessment 

Mentors and Mentees will complete a self-assessment identifying their preferred work styles. In addition, Mentees will complete a brief survey indicating the style preferences they are looking for in a mentor. This information will be used by the selection committee to match mentors and mentees.  
Orientation / Training session for Mentors and Mentees
Mentors and mentees  will be required to attend an Orientation / Training  session. The purpose of this session is to:

· present an overview of the program and emphasize the importance of their role in the success of this learning experience

· discuss the assessment questions they completed and how this information was used in the matching process 

· information on the City’s Leadership Expectations and competencies and how these apply to 
this process
· training on the essentials of mentoring and how to prepare for their specific roles (mentor or mentee)
· training on how to prepare an effective Intentional Learning Agreement.

· expectations for a successful mentoring experience

· their mentor/mentee assignments

Group Sessions
Once the kick-off session is completed, the remaining group sessions will focus on needs identified by the group. Sessions will include networking with other participants in smaller mentoring groups, hearing from various mentors on selected leadership issues and experiences, and other topics as the need arises. Mentor attendance at group sessions will be optional. 
Program Evaluation

· Pre/post assessments will be conducted to measure what growth mentees/ mentors  

        experienced as they went through the process.

· On-line evaluations will be completed by mentees and mentors

· Mentees and mentors will complete a comprehensive end-of-experience evaluation.
Role Definitions

· Sponsor (City Manager):

· Serves as a visible and vocal champion of the Shared Leadership Learning experience

· Leads the kick off meeting

· Commits to attend all group meetings

· Takes a lead role in group sessions as called upon

· Helps secure necessary funding

· Participates as a mentor

· Support Coordinator (ODL staff):

· Identifies resources needed for the program

· Works collaboratively with Steering Team to ensure successful program 

· Serves as staff resource for Steering Team in development and implementation phases 

· Serves as subject matter experts

· Shared Leadership Learning Steering Team (Emerging Executives):

· Provides feedback and guidance on potential models, assessment instruments, content and other items as needed

· Serves as selection committee for participants

· Helps assess, evaluate and modify program as needed

· Helps develop future programs

· Members of this team may also be serving as mentors 

(ODL staff and Steering Team serve as Co-owners of the process)
· Mentor:

· Is familiar with City’s Leadership Expectations and Competencies

· Participates in training sessions in order to better understand and support program goals and processes

· In addition to honoring group meeting commitments, makes time to meet one-on-one with mentee 

· Initiates first mentoring meeting to ensure common understanding of roles, relationships and process

· Looks for opportunities to expose Mentee to people and experiences outside of 

Mentee’s own work areas

· Shares formal and informal knowledge of the systems and relationships within the City, including the cultural norms

· Respects the confidentiality of the Mentor/Mentee relationship
NOTE:  Mentor will not be part of any career decision or performance appraisal that comes about during the course of this experience.

· Mentee:

· Assumes responsibility for own development

· Makes the commitment to learn and grow

· Is open to feedback and willing to do the difficult self analysis required to change

· Is a proactive learner. Recognizes and takes advantage of learning opportunities

· Honors all time commitments

· Takes the initiative to contact Mentor in between scheduled meetings as agreed upon

· Makes the time commitment for 100% attendance in “Shared Leadership Learning” group sessions

· Follows up promptly on all program communication

· Mentee’s Direct Supervisor:

· Is an active advocate for employee’s development

· Is interested in employee’s learning and growth; shares personal learnings as appropriate

· Commits the necessary resources and time for employee to participate in Shared 

Leadership Learning

· Provides employee with ongoing honest, constructive feedback in development area as appropriate
Critical Success Factors

The following are some critical success factors to ensure the program will be successful.

Overall Program
· corporate support with a clear linkage to strategic objectives and the Balanced Score Card

· clearly defined program objectives

· focus on critical competencies needed for transformation or skill growth to support personal and organizational  success

· program viewed as a real development opportunity 

· built-in accountability—reporting outcomes in terms of both personal growth and business results

· organizational readiness

· effective strategies for matching mentors and mentees

· a proactive and ongoing communication plan with a focus on reciprocal benefits for mentors and mentees

Mentor or Mentee

· clearly defined roles and responsibilities of the mentors, mentees, and the organization with expectations clearly stated

· designated mentors

· training for mentees to help them create objectives and learn to implement the learning cycle, including journaling, self-assessment, and reflection

· appropriate training and support for mentor
· clearly defined, measurable learning objectives 

· progress tracking

· environment in which a trusting relationship can be developed (for example, mentee is not a direct report of the mentor)
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