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[bookmark: _Toc859815222]Introduction

Institution to Institution Mentoring is an initiative of the Irish Universities Training Unit, a sub-committee of the IUA HR Directors Standing Group.  It currently involves the University of Galway, University of Limerick, Maynooth University, Queen's University Belfast and University College Cork.  
[bookmark: _Toc101723888]Scope 
It is aimed at senior academic, research, technical and administrative leaders e.g. Head of School/Department, Senior Administration, Chief Technical Officer, Principal Investigator with at least one year remaining on their contract of employment.  It is available to part-time and full-time staff on permanent and temporary contracts in one of the five Institutions.
Any senior staff member from one of the participating institutions can, through their local lead, apply to be matched with a senior mentor from one of the other institutions.

Participating Institutions & Local Leads
· Maynooth University (MU) - Lisa Fitzpatrick
· Queen’s University Belfast (QUB) - Paul Monahan
· University of Galway (UoG) - Mark McGuiness
· University of Limerick (UL) - Frances Murphy
· University College Cork (UCC) - Mary Horgan

This detailed guide outlines the process for participation, explains what mentoring is, the context of Institution to Institution mentoring and attempts to answers the questions below.
· What is mentoring? 
· What are the benefits of being part of a mentoring relationship?
· What responsibilities will each party have?

[bookmark: _Toc1435039117]Step by Step Process for Participation
· Interested staff contact their local lead to express an interest in the Institution-to-Institution Mentoring process.
· One may be asked to complete a short University specific Mentee/Expression of Interest Form if one has not already done so. 
· One's local lead will contact participating institutions on one’s behalf to determine whether a suitable mentor is available. Please note that, aside from one's name, the information provided in the mentee form will be shared with relevant institutional leads. 
· Local leads within participating institutions will review and discuss the request in more detail to better understand and clarify one’s needs.
· Local leads will work to make a match as soon as is possible and will keep one updated of progress.
· The mentee’s local lead will confirm the potential mentor, for their agreement.
· Once a match is confirmed, the mentor’s local lead will liaise directly with the mentor to confirm the details with them.
· Once a match is made the mentee’s local lead will introduce mentee and mentor via email.
· As a mentee led initiative, the mentee will liaise directly with their mentor to arrange their first meeting.
· If communication breaks down at any stage, or if one decides not to proceed, please inform one's local lead.
· Mentees should review the relevant guidelines below in advance of their first meeting and ensure they have completed any required training.
· Feedback will be collected locally to evaluate the process and support continuous improvement

[bookmark: _Toc242703052][bookmark: _Toc1497745039]Rationale for Mentoring
Mentoring, through reflection on the part of the mentee and guidance and support from the mentor, allows for a mutual beneficial learning exchange to occur, based on knowledge gained through experience. The focus of mentoring may include; 
· [bookmark: _Toc242703055]Analysis of strengths, challenges and areas of development
· Setting career and short-term goals
· Developing a publications strategy 
· Targeting external funding
· Honing teambuilding and interpersonal skills
· Developing leadership attributes and potential
· Developing collegial networks which are intra- and inter-disciplinary
· Managing workloads 
· Managing and Supporting individuals and Teams

[bookmark: _Toc763421370][bookmark: _Toc231733933][bookmark: _Toc242703053]Mentoring Aims and Objectives 
Mentoring is a learning process in which the mentor, a more skilled or experienced person, acts as a role model to the mentee. Mentoring is a goal-oriented relationship that aims to enhance and nurture professional and personal development. Through reflection on the part of the mentee and guidance and support from the mentor, there is a mutually beneficial learning exchange based on knowledge gained through experience. 

[bookmark: _Toc665338554]Definition 
Mentoring in its broadest sense is the process by which an individual (the Mentor) guides the career and development of another (the Mentee). It can be used as a reflective space where the mentee can take responsibility for and discuss their development. Mentors can help by highlighting issues and by assisting the mentee in planning ways through them. 

Mentoring can be used as a career development tool, to nurture and develop staff through sharing knowledge and information.   For the purposes of this mentoring scheme the mentoring is to support leadership goals. 

[bookmark: _Toc480415476]Mentoring Principles
For a mentoring relationship to succeed, it needs to be underpinned by the following principles:
· Mentee Led: Ownership of the mentoring process rests with the mentee, and they drive the mentoring agenda. 
· Goal oriented: Mentee will have considered what it is they wish to achieve through mentoring 
· Voluntary: Engagement in a mentoring relationship is on a voluntary basis for both the mentor and the mentee
· Confidential: Discussions between the mentor and mentee must not be divulged to a third party unless with the agreement of both parties
· Supportive: Mentoring should aim to help the mentee formulate their own answers and approach with the mentor’s support 
· It is a partnership built upon trust and mutual respect
· Empowering: The mentor empowers the mentee to take responsibility for their own learning and career development 
· The mentor offers a safe environment to the mentee within which they can discuss work related issues and explore solutions
· The relationship places no obligation on either party beyond its developmental intent
· There is no requirement to keep written records
· Bias awareness
· [bookmark: _Toc231733934]Mentors will be selected as per the selection process in each Institution. 

[bookmark: _Toc632826928]Mentoring is not
· for dealing with underperformance issues
· for dealing with personal issues
· for promotion or sponsoring of the individual
· for taking on the problems/work of the mentee
· counselling
· for dealing with specific relationship issues 

[bookmark: _Toc1479791691]Confidentiality 
Confidentiality is essential and a key part of mentoring. There must be a high degree of trust and confidentiality which should be agreed between the mentor and mentee at the first meeting.

[bookmark: _Toc232399855][bookmark: _Toc232401625][bookmark: _Toc233775915][bookmark: _Toc233776025][bookmark: _Toc233782520][bookmark: _Toc238880026][bookmark: _Toc242700606][bookmark: _Toc242703080][bookmark: _Toc1523633257]The Mentoring Process
As with all relationships there is a natural cycle to a mentoring relationship. The first part of the cycle is about building rapport. Once trust has been established the relationship will move towards setting out expectations and ground rules around the mentoring process. From there the initial goals for the mentoring will be agreed and it will then move into its productive phase where both mentor and mentee see the benefits of the relationship.  
As time moves on circumstances for either party may change, and the relationship may start to grow stale or simply that either party has outgrown that particular mentoring partnership.  It is important that both parties are aware of this latter phase of maturation and a decision can be made to move on.  Moving on can mean meeting less frequently, selecting another mentor/mentee, or the mentee becoming a mentor themselves. The length of time it takes for any mentoring pair to go through this process will depend on the nature of the relationship.Diagram 1. The Mentoring Process (Source: David Clutterbuck)
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[bookmark: _Toc1524431299][bookmark: _Toc242703057]How to apply to be mentored
Interested mentees, having discussed with the lead contact of their institution, will fill in their institution’s specific Expression of Interest Form.  From here the institutions will work collectively to identify a suitable match according to the requirements as outlined in the form. 
Who to contact?
· Maynooth University (MU) - Lisa Fitzpatrick
· Queen’s University Belfast (QUB) - Paul Monahan
· University of Galway (UoG) - Mark McGuinness
· University of Limerick (UL) - Frances Murphy
· University College Cork (UCC) - Mary Horgan

[bookmark: _Toc669935341]Roles & Responsibilities 
[bookmark: _Toc242703059]
[bookmark: _Toc36661380][bookmark: _Toc37772803][bookmark: _Toc37772943][bookmark: _Toc49784838][bookmark: _Toc49784961][bookmark: _Toc1309641597]Role of the Mentee
The mentee drives the mentoring agenda. The mentee has a role in ensuring the success of the mentoring partnership which includes:
· A willingness to engage in the mentoring
· A willingness to commit time and energy to learn and develop
· Being open and honest in discussing with the mentor what it is they would like to achieve from the partnership 
· Appreciating and respecting the commitment on the part of the mentor
· Maintaining confidentiality

[bookmark: _Toc242703058][bookmark: _Toc36661381][bookmark: _Toc37772804][bookmark: _Toc37772944][bookmark: _Toc49784839][bookmark: _Toc49784962][bookmark: _Toc616289967]Role of the Mentor
[bookmark: _Hlk43997562]The fundamental criterion to be a mentor is credibility. Therefore, those identified for the role of mentor will have a proven track record in the areas the mentee is requiring support with. 
The role of the mentor will shift according to the needs of the particular mentee. They may be a role model or sounding board at times and at other times challenger, advisor or facilitator. However irrespective of role, the mentor must demonstrate the highest academic and professional standards and demonstrate a range of personal attributes in each of those roles, including:
· An interest in developing themselves and others
· Excellent listening ability 
· Being accessible and available
· Being capable of building trust and maintaining confidentiality 
· Remaining constructive, with the focus on the development of the mentee 
· Sharing knowledge and work/volunteering experiences with the mentee
[bookmark: _Toc238880020][bookmark: _Toc242703078]
[bookmark: _Toc1510063495]General Do’s and Don’ts
Be prepared for the meetings.
Schedule mentoring meetings for the year in advance.
Arrive on time to meetings.
Be a good listener.
Ask questions.
Be open-minded.
Keep the relationship on a professional level.
Be honest with each other.
Do not betray confidentiality - trust is crucial to the relationship
 
[bookmark: _Toc1728733934]Mentoring Meetings
· Meetings can be online or in person
· The mentoring relationship is confidential
· Mentoring is non-directive in its approach 
· It is a relationship built upon trust and mutual respect
· The mentor empowers the mentee to take responsibility for their own learning and career development 
· The relationship places no obligation on either party beyond its developmental intent.

[bookmark: _Toc1236326222]The Initial Meeting

Preparation is key for successful Mentoring, particular for the mentee.  All are encouraged to use this checklist to help structure the first meeting and to complete the Mentoring Agreement. You should refer to it as part of your regular reviews of how the mentoring is working. 

1. Introductions – getting to know each other?    
· Career history – how did you get to this point?     
· Interests outside of work?  e.g. Hobbies, committees  
· What you enjoy/dislike about working in the University? 
· What have your career challenges been?   
· What have been the greatest achievements in your career?     
· What/Where do you want to be in 3-5 years’ time?     
· What does your vision of success look like?

2. What expectations do you have of the Mentoring process? 
· As mentee - what do you expect from your mentor?
· As mentor - what do you expect from your mentee?
· What areas of discussion fall within/outside the Mentoring relationship? 
· Confidentiality 
· How honest do you want the feedback to be?

3. What will make this a rewarding and successful and useful for both parties?

4. Development Goals?
· What outcomes/learning objectives are mentee and mentor aiming for?
· How much can be achieved in a year? Perhaps not all goals will be able to be discussed. 
· What would the mentee like to improve in their current role?      
· In preparation for future roles?      
· Where would the mentee most value guidance/advice/a sounding board?      
· What are the mentee’s current priorities?

5. Logistics 
· How frequently shall we meet? How long should the sessions be?
· Do you both want or need to set an agenda for the next meeting?
· Note taking – recording key outcomes of the conversation
· What is the mentor responsible for?
· What is the mentee responsible for? 
· What are the arrangements for cancellations?
· How do we review progress?
· How will the mentoring end after a successful outcome?



[bookmark: _Toc360218228]Subsequent Meetings 

An effective mentoring meeting would follow this, or a similar sequence;
· The mentor creates a relaxed, yet professional atmosphere, then gets the mentee to discuss progress since their last meeting such as, insights gained, key learning points and follow-up applications back on the job.  
· [bookmark: _Int_uydBIocs]The mentor should also challenge the mentee’s thinking and assumptions to test for underlying rationale particularly where a mentor suspects there may be a resistance to change behaviour.
· The mentor at this stage may be able to use examples from their own experience to reinforce a point or to highlight alternative ways of tackling an issue. 

[bookmark: _Toc1430253796]Duration of mentoring 
[bookmark: _Toc242703066]Mentoring should have an end period whereby the mentee has achieved their initial goal. The mentor has also given of their time, and this allows them a deadline of when this commitment will end. It is recommended that the mentoring relationship lasts no longer than one year with up to six meetings maximum. This number of meetings will vary from pair to pair.   

[bookmark: _Toc1078186865]Impact
It is important to ensure that the mentoring process over the long term is delivering on the original objectives. Therefore, it is recommended that an ongoing review is done on two levels.
1. Within the mentoring relationship itself. 
During the original contracting stage between mentor and mentee it should be agreed that the relationship is reviewed on a regular basis. A quick check at the end of each session will ensure the mentoring is meeting its objectives. 
These reviews would entail taking less than 10 minutes out of one of the sessions and could be guided by a set of questions which might include:
· What has been achieved in the relationship to date?
· Are the original objectives for the mentoring relationship still the same or do they need to be adjusted?
· Does the mentee feel that taking into consideration their circumstances that this is still the optimal mentoring relationship?
· Is there a requirement to either change mentor or supplement the current mentor with another?
· Are the mentor’s circumstances such that they can still offer the same level of commitment to the relationship?
· Does the mentor still think that they have something to offer the mentee?

2. More formal review after six months



The suggested period for a more formal review is after six months (but this can be agreed between the mentoring pair) and a final review on completion after the year. 



[bookmark: _Toc668950408][bookmark: _Toc400409963]No Fault, No Blame 
[bookmark: _Int_Jjd5cye4]In the event that a mentoring match does not work out, the programmes operates under a 'No Fault, No Blame' principle. This means that either party may request to end or change the mentoring relationship without judgment or negative consequences. The focus remains on ensuring a positive and productive experience for all participants, and adjustments are viewed as part of the learning and development process.  If this occurs, and following a discussion between both parties, the mentee should then speak with their lead contact who, at the mentee’s request, will work to identify an alternative mentor from a partner institution.
END
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