Avnet Executive Development – Proposed Mentoring Program


******************************************************************************


Program Vision:

To provide a formal and structured approach to developing a diverse senior management team in support of organizational goals and positioning key employees to achieve personal and professional growth while recognizing their individual potential.  

    Program Objectives:

1. To support succession management by filling senior management positions with

 qualified candidates.

2. To increase diversity within the senior levels of the organization.

3. To attract qualified senior management candidates.

4. To develop high potential employees.

Program Overview:

The Global OD/HR Team will administer this one-on-one mentoring program.  It will include a selection process linking junior, high potential individuals including minorities and women with key senior managers.  The program will be of a specified length and require accountability by both mentor and mentee.  Formal meetings and evaluations will play a pivotal role in the success and further implementation of the program.

The elements of the mentoring program include the following:

1. Identification and matching of mentors with mentees (or protégés)

2. Training for mentors, mentees, managers of mentees and administration staff

3. Monitoring and accountability process development

4. Measurement and evaluation of results and re-engineering as appropriate.

A limited pilot program will be used to identify any areas for improvement prior to being made available to the targeted populations.

Eligibility and Target Populations:

Individuals eligible for Avnet Executive Development including participation in the GOLD Program comprise the primary population. Individuals not currently part of the Executive Development programs but identified through Succession Plans are eligible with Operating Group approval.

Identification and matching of Mentors with Mentees:

1. Participation is voluntary for both Mentors and Mentees.

2. Participants (Mentors or Mentees) are able to withdraw from the program at any time without negative consequences.  Notification must be made directly to Global OD/HR.

3. Mentors are invited to participate by Global OD/HR and the AEB based on motivation, interest, competence, position/level, time in area of expertise, understanding of Avnet culture and organization as well as skills in developing others.  Self-Awareness instrument will include self-awareness of the following characteristics: Commitment to others, confidentiality, excellent listening skills, impartiality, motivational skills, and overall self-awareness.

4. This process assumes both Mentors and Mentees have completed an EQ (Emotional

Intelligence) assessment as well as completed a self-assessment addressing: strengths, areas for improvement, perceived skill gaps, interests, hobbies, and goals. 

5. Global OD/HR reviews and offers the choice of one of three mentors to the Mentee.

6. Mentee interviews and selects the Mentor.

7. Mentors are paired with only one Mentee at a time.

8. Mentors and Mentee cannot have a direct or indirect reporting relationship and should be from different departments and at least a level difference. Cross-functional matching is encouraged.

9.  Mentor/Mentee pairing will not be announced or publicized to the corporation.  Individuals participating, the AEB, and Global OD/HR will have knowledge of those  enrolled in the program. 

Training

Training occurs for Mentors, Mentees, Managers of Mentees and Global OD/HR Team members.  Training courses will be brief and online resources will also be made available.  

Training (continued)

     Mentor Training:

A ½ day course designed to launch the program and provide skills practice is required for all those participating as Mentors.  The focus will be on interpersonal skills that will lead to a successful mentoring relationship.  The course will utilize written journals, resource guides, videotaping and skills practice.

Outline of Mentor Training will include:

1. What is a Mentor and what it is not; understanding the program’s vision and objectives.

2. The Mentor Role– being honest with the Mentee, as an empathetic listener, questioner, advisor, organizational navigator and interpreter as well as a facilitator…recognizing that the Mentor cannot solve the Mentee’s problem but provide the climate for the Mentee to come to their own conclusions – even if it is not the way the Mentor will have solved the issue.

3. The Mentor Responsibilities (as identified through CLC research) – 

a. Acting as a source of information and encouragement

b. Assisting the Mentee through difficult professional situations

c. Building Mentee self-confidence, honestly

d. Compensating for Mentee’s lack of experience and skills

e. Establishing clear, open, fair, two-way communication

f. Helping mentee develop innovative and independent thinking

g. Providing career guidance

h. Facilitates knowledge transfer

4. The Commitment in time, energy, and accessibility

5. Gender and Cultural Differences

6. Giving and receiving feedback

7. Coaching and facilitation skills

8. Stages and expectations of the mentoring relationship

     Mentee Training:

A ½ day course designed to launch the program and provide skills practice is required for all those participating as Mentees. The focus will be on interpersonal skills that will lead to a successful mentoring relationship.  The course will utilize written journals, resource guides, videotaping and skills practice.

Outline of Mentor Training will include:

1. What is a Mentee and what it’s not; understanding the program’s vision and objectives.

2. Individual assessment and outline of career goals

3. The Mentee Role – as listener, accepting of honest feedback, honest communicator

4. Definitions of Mentors, including Role and Responsibility and what to expect from a Mentor.

5. Commitment in time, energy, and in fulfilling assignments as identified.

     Mentee Training (continued):

6. Potential challenges to a mentoring relationship     

7. Stages and expectations of mentoring relationships

8. What Mentoring is not – replacement for formal training, no guaranteed promotion or compensation, an employee assistance program providing counseling on personal problems.

      Manager of Mentee (MoM) Training:


A 2-hour overview of the Mentoring process and the role it plays in Executive Development is important for the Mentee’s manager.  The Mentee’s Manager requires an understanding of the process in order to provide the appropriate level of support.  Since the mentoring is confidential, it is the Mentee who can determine what to share with their management team.  However, the Manager needs to continue to keep the employee focused on performance management, CPFs, and the employee’s development plan.  In addition, the Manager will be asked to provide time for the Mentee to meet with their Mentor and may be asked to provide time for the Mentee to seek a specific development opportunity. An outline of what will be included in the executive briefing for the Manager of a Mentee includes:

1. What is mentoring and what it’s not

2. Avnet Senior Management Commitment 

3. The role of the Mentor and Mentee

4. Stages and expectations of mentoring relationships

5. The role of the Manager of a Program Participant

a. Keeping the Mentee focused on the job

b. Providing support opportunities, i.e. time, development strategies

c. Managing expectations concerning participation in the program

d. Respecting the mentoring relationship

6. Questions and Answers

      Global OD/HR – Administration Training

              Those Avnet professionals affiliated with the program will spend 1 day learning about “Mentoring the Avnet Way”.  An understanding of how the program works as well as the delivery of the assessments will be addressed.  A review of all three trainings will be included so that those responsible for the program will have an understanding of what is being communicated.  In addition, this training will include strategies to employ for addressing potential problems such as, lack of mentor/mentee fit, unmet expectations, solutions regarding roles and responsibilities, and conflict between boss and mentor expectations.

Duration/Length of the Program & Frequency of Meetings

Given the objectives of Avnet’s program, the duration will be 9 months.  At the end of this period, an in-depth analysis/evaluation will be done to determine how effective this process was. In addition, this limited and published timeframe allows an ‘easy exit’ if desired.  It also will be considered as less threatening and forces some milestones since it won’t continue indefinitely.

The frequency and method of meeting will be left to the participants to design.   Once training is complete, at their first face-to-face meeting, the Mentee will document the parameters and meeting options in a Mentoring Letter of Understanding (LOU).  All mentoring teams will be asked to meet a minimum of once a month.  Whether subsequent meetings are by phone, online, or weekly emails, that will be left to the participants and documented in their LOU.  The LOUs will be forwarded to Global OD/HR team.

Monitoring and Evaluation

Bi-monthly follow-up throughout the duration of the program will occur. The follow-up tools will include: 1-on-1 interviews, online surveys and questionnaires.  In all cases, the program will be assessed against its program and business objectives versus the expectations (LOUs).  Mentors, Mentees, and Managers of Mentees will be included in the follow-up. 


Quantitative Metrics include:

· Retention rates (voluntary turnover-measured pre and post program)

· Promotion rates

· Over time, number of mentees reaching the executive level (level 1 & 2)

· Actual quantifiable financial gains resulting from opportunities made available through the mentoring partnership

Qualitative Metrics include:

· Testimonials

· Written evaluations of all three stakeholder groups at the conclusion of the

9-month period and then again 6 months later (refer to appendix for sample)

· Surveys done pre and during (the bi-monthly survey) 

· Reports on the 1-on-1 interviews of Mentors and Mentees done by an outside

Consultant done pre-during-post to demonstrate observed changes in a participant’s behavior or skill set

Information gathered will include how well the program performed against it’s objectives but also in terms of  mentoring achievements, recommendations from participants, strengths and weaknesses of the program, support of the Mentor, the value derived from the experience, how it will be applied going forward, and feedback from the Manager of the Mentee.

Program Resources

In addition to the training/workshops, an internal web site will be implemented which includes links to resource information and tools.  

Included will be:

· An annotated bibliography for references on mentoring relationships. Examples include:  

· The Mentor Connection: Strategic Alliances in Corporate Life

By,  Michael G. Zey  (1991, 228 pages)

· Odysseus’ legacy to management development: Mentoring

European Management Journal,  By Ariane B. Antal 

(1993, pages 448-454)

· Assessment instruments, which may help the participants, further define their goals along with various styles of communicating, decision-making, etc.

· Links to other tools and resources regarding development and mentoring.

· Templates for LOUs and progress reviews

· Program contacts and administration information

· FAQ on mentoring

· Millennium Leadership Capsule 3 :”Leader as Mentor” Video series with study guide

· Self-study guides, specifically SkillSoft courses highlighting the following:

· COMM0003 – Communication Skills for the Workplace

· COMM0150 – SIMULATION on Effective Listening

· COMM0522 – Coping with Criticism and Feedback

· COMM0525 – Giving Feedback: A Manager’s Guide

· COMM0602 – Around the World in 80 Cultures

· TEAM0101  – Establishing a Shared Purpose

Implementation

Program implementation will first begin with a pilot group in Europe.  Executive Management will announce via email to individuals who will be offered the opportunity to request participation.  Administration will be done by Global OD/HR teams of Regional OD/HR representatives and Avnet Executive Development.  Costs associated with this program, primarily materials costs, will be funded by European Operating Groups based on allocation.

Evaluation of the pilot group will provide the basis for modifications prior to release throughout the European community.

Additional Mentoring Program Opportunities

Consideration for using mentoring in other Executive Development activities include;

· OnBoarding Mentoring for Senior Executives recommended for approximately a 90 period in order to acclimate and assimilate senior hires into the culture and fabric of Avnet..

· Reverse Mentoring whereby more junior employees with a specific functional

Focus, can be paired to Executives for a confidential, knowledge transfer of information.
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