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Am I ready to be a mentor/coach?

What do I talk about with a mentee/coach-ee? 
How do I manage this relationship?

What do you find to be scary 
about this kind of relationship?
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What do you find enjoyable 
about this kind of relationship?
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Our plan for the day: Our plan for the day: 
to give you tools to deal with to give you tools to deal with 

these questions/issues! these questions/issues! 
Rotate between “info transfer” and “skill building” 

sessions (the work—play—work—play model)
1. From 10K feet up: developing others to build an 

organization
� What does your organization look like? 
� What should it look like? 
� Strategies to consider

2. Making Mentoring Work
3. The essential skills of Peer Coaching
4. Putting it all together for you & your work

� Creating your personal mentoring map
� Creating your organizational building plan 

The Competency, the SkillsThe Competency, the Skills

Developing Others through 
Teaching and Mentoring, 

MCH Leadership Competencies 3.0

� Recognize and create learning opportunities for oth ers.
� Participate in a mutually beneficial mentoring rela tionship.
� Teach audiences of different sizes, backgrounds, an d settings.
� Incorporate feedback from learners to evaluate teac hing 

effectiveness.
� Give and receive constructive feedback about behavi ors and 

performance.
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Leverage

The Concentric Model of Leveraging 
Leadership Development Impact

Leverage
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What do leaders do?What do leaders do?

�� Ensure execution of direction and strategyEnsure execution of direction and strategy

�� Set direction and strategySet direction and strategy

�� Assure objectives are being metAssure objectives are being met

�� Build the benchBuild the bench

�� Provide resourcesProvide resources

�� Engage employees in the missionEngage employees in the mission

�� Serve as the “face of the organization” to Serve as the “face of the organization” to 
the outside worldthe outside world
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Let’s get started: Let’s get started: 
�� The recipe guide to developing othersThe recipe guide to developing others
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Why do you need to develop Why do you need to develop 
others? others? 

Critical knowledge and skills in the field Critical knowledge and skills in the field 
change, making organizational success a change, making organizational success a 
moving targetmoving target

Skills that define competency change in different Skills that define competency change in different 
jobs  or levels within the organizationjobs  or levels within the organization
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Why do you need to develop Why do you need to develop 
others? others? 

Great leaders develop others so that their team:Great leaders develop others so that their team:
•• can do their assigned tasks can do their assigned tasks 

•• are growing into future leaders for the organizationare growing into future leaders for the organization

•• can grow into new rolescan grow into new roles

Critical knowledge and skills in the field Critical knowledge and skills in the field 
change, making organizational success a change, making organizational success a 
moving targetmoving target

Skills that define competency change in different Skills that define competency change in different 
jobs  or levels within the organizationjobs  or levels within the organization

•• are learning and growing their skills, abilities, a nd are learning and growing their skills, abilities, a nd 
competencies competencies 

Yet there is Yet there is anotheranother reason you reason you 
need to develop others need to develop others 
(particularly employees) (particularly employees) 

In part because you hire people for In part because you hire people for 
their technical skills…their technical skills…

and then what happens?and then what happens?

The whole person shows up for the jobThe whole person shows up for the job

•• It is rare to have a “finished product” at the It is rare to have a “finished product” at the 
workplace or in the volunteer organizationworkplace or in the volunteer organization

Expect that leaders need to develop othersExpect that leaders need to develop others
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Building the Bench Building the Bench 
via hiringvia hiring

Technique to use: the Behavioral Event Interview
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But can’t people change?But can’t people change?
Given a detour and a map, people can 

improve performance
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After you recruit the best candidates, After you recruit the best candidates, 
it’s all about building the benchit’s all about building the bench

Why?Why?

Because single stars Because single stars 
derail you…teams winderail you…teams win

It is all about building the benchIt is all about building the bench

Even Michael Jordan had to Even Michael Jordan had to 
become part of team on his road become part of team on his road 
to becoming the greatest to becoming the greatest 
basketball player of all time. basketball player of all time. 
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What get’s people What get’s people 
engaged?engaged?

How do you “get them on the bus”? 
That is: understanding, being 
connected to and committed to the 
mission and vision of the 
organization. 
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Engaging EmployeesEngaging Employees
Getting on the bus: understanding, being 
connected to and committed to the mission 
and vision of the organization. 

What engages employees:

6. Company reputation6. Company reputation
7. Collaboration with co7. Collaboration with co--

workersworkers
8. Resources to get the job 8. Resources to get the job 

donedone
9. Input into decision making9. Input into decision making

10. Senior management vision10. Senior management vision

1.1. Senior management’s Senior management’s 
interest in the employee’s interest in the employee’s 
well beingwell being

2.  Having challenging work2.  Having challenging work
3.  Decision making authority3.  Decision making authority
4.4. Customer orientationCustomer orientation
5.  Career advancement 5.  Career advancement 

opportunitiesopportunities
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I am 
paid to 
think!
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Tools for developing othersTools for developing others
Assess performance REGULARLYAssess performance REGULARLY

What gets measured gets doneWhat gets measured gets done——so employ so employ 
measures, such as:measures, such as:

Quarterly goals

Stretch goals

Accountability

Action plans to address missed goals

Skills
Knowledge

Attitude/EngagementResources

Individual Development PlanIndividual Development Plan

�� Set 2Set 2--4 goals for development each year with 4 goals for development each year with 
yearly follow up and quarterly checking in yearly follow up and quarterly checking in 

�� Generally in at least 2 different areasGenerally in at least 2 different areas
Personal Leadership

Organizational Leadership

External Leadership (engagement,
impacting the community, etc)

Individual technical skills

Managing or leading teams

Use peers to 
support 

learning and 
development!
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Individual Development PlanIndividual Development Plan
Components of IDP goals:Components of IDP goals:

Measurable Measurable 
Time Limited Time Limited 

Sources of Support Sources of Support 
Indicators of Success Indicators of Success 

Where you want to go Where you want to go 
Where you are now Where you are now 

Steps to facilitate growth (what you’ll do!)Steps to facilitate growth (what you’ll do!)

Crucial steps in developing othersCrucial steps in developing others
Hold team members accountableHold team members accountable

�� Without accountability, your Without accountability, your 
development efforts are haphazard at development efforts are haphazard at 
best, or totally worthlessbest, or totally worthless

• “Calling the Touch” 
promotes improved 
performance

• Upward accountability is as 
critical as downward

• Strong implications for  organizational 
culture and team performance
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The SThe S--TT--RR--EE--TT--CC--H H 
AssignmentAssignment

Presents a challenge slightly above the current 
skills or experience of the employee

Gives them an understanding of organizational 
operations from a more strategic perspective

Creates networking across levels of organization
Promotes internal mentoring/coaching and sharing 
of best practices
Grows future leaders for the team

Make it safeMake it safe

�� Facilitate sharing of best practices or Facilitate sharing of best practices or 
innovationsinnovations

�� No penalties for asking for help or admitting No penalties for asking for help or admitting 
a mistakea mistake

�� Reward the whole group’s learning or Reward the whole group’s learning or 
accomplishmentsaccomplishments

� This is crucial in organizations where 
knowledge constantly changes, where people 
must collaborate, or where decision making is 
critical all along the line (health care, public 
health, academia, knowledge-based companies).
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Time to learn Time to learn isis investing investing 
in the organizationin the organization

�� Time to learn needs to be built into the Time to learn needs to be built into the 
organizationorganization

�� Learning new skills and information requires Learning new skills and information requires 
time and temporarily slows productivitytime and temporarily slows productivity

�� The costs of learning yield a payoff in future The costs of learning yield a payoff in future 
performanceperformance

�� OverOver--emphasizing results/output can emphasizing results/output can 
undermine future success and opportunity   undermine future success and opportunity   
by dampening innovation and creativityby dampening innovation and creativity

What to do:What to do:
Developing others is a Developing others is a 

critical job of leadershipcritical job of leadership
•• Make sharing of best practices and organizational  Make sharing of best practices and organizational  

wisdom a cultural valuewisdom a cultural value

•• Expect all upper level leaders to mentor someone Expect all upper level leaders to mentor someone 
in the organizationin the organization

•• Create peer coaching teams to promote Create peer coaching teams to promote 
organizational learningorganizational learning

•• Bring in a professional coach or trainer to create Bring in a professional coach or trainer to create 
learning events or provide ongoing coachinglearning events or provide ongoing coaching
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Building the BenchBuilding the Bench

Engage Engage 
employeesemployees

Recruit Recruit 
talenttalent

Provide the Provide the 
resourcesresources

Concepts +

Directed Directed 
Development Development 

Build team Build team 
identityidentity

Measures &Measures &
AccountabilityAccountability

= a Strong Organization

Competence +
Connections

Strategies for Mentoring , Strategies for Mentoring , 
Coaching, & Peer CoachingCoaching, & Peer Coaching

Personal Mapping ExercisePersonal Mapping Exercise
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Strategies for Mentoring , Strategies for Mentoring , 
Coaching, & Peer CoachingCoaching, & Peer Coaching

Part II:Part II:
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Time
Expedient

Done 
My 

Way

I’m 
Valuable

Empower
Others

Build the 
Team

THEY’RE 
Valuable!

Mentoring, coaching, and peer Mentoring, coaching, and peer 
coaching are tools to coaching are tools to 

developing defined skill sets in developing defined skill sets in 
others others 
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What is Mentoring?What is Mentoring?

�� A highly personal, usually very A highly personal, usually very 
warm relationshipwarm relationship

�� Founded on sharing of Founded on sharing of 
perspectives, experiences, and perspectives, experiences, and 
skillsskills

�� CareerCareer--facilitatingfacilitating

�� Private and confidential interactions Private and confidential interactions 
that create shared meaning that create shared meaning 
promote mentee’s tool setpromote mentee’s tool set
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Making Mentoring Successful: Making Mentoring Successful: 
the Mentee’s Rolethe Mentee’s Role

�� Set regular meetings, seek “non Set regular meetings, seek “non 
turf” venuesturf” venues

�� Set goals for your work with themSet goals for your work with them

�� Keep mentor apprised of your Keep mentor apprised of your 
other development workother development work

�� Thank themThank them

�� Respect their time, be organizedRespect their time, be organized

�� Respect their confidencesRespect their confidences

Making Mentoring Successful: Making Mentoring Successful: 
the Mentor’s Rolethe Mentor’s Role

�� Honor regular meetingsHonor regular meetings

�� Define a scope & revisit over timeDefine a scope & revisit over time

�� Encourage their development Encourage their development 
through other sources as wellthrough other sources as well

�� Nurture mentee’s career Nurture mentee’s career 
developmentdevelopment

�� Choose your mentee carefullyChoose your mentee carefully

�� Give advice, make connectionsGive advice, make connections
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What is Coaching?What is Coaching?

�� A professional, contractual relationshipA professional, contractual relationship
�� Time limited in scope with structured goals Time limited in scope with structured goals 

and objectivesand objectives
�� Often coach is external to organization; if Often coach is external to organization; if 

internal often teach defined technical skill setinternal often teach defined technical skill set
�� May focus on development of hard May focus on development of hard 

or soft skillsor soft skills

�� Often use tools to Often use tools to 
promote skill setpromote skill set

Professional Executive Coaches Professional Executive Coaches 
typically focus on:typically focus on:

�� Tools for working with and through othersTools for working with and through others

�� Managing conflictManaging conflict

�� Dealing with and leading changeDealing with and leading change
�� Impacting organizational culture Impacting organizational culture 

�� Fostering teamwork Fostering teamwork 
& communication& communication

�� Emotional intelligenceEmotional intelligence

�� How to develop others, lead a team How to develop others, lead a team 

�� Managing stressManaging stress
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MentoringMentoring vs.vs. CoachingCoaching
Usually a highly personal 
relationship

High degree of positive personal 
regard between the two parties

A professional or contractual 
relationship

No clear end date, often a life-long 
relationship

Sharing of confidential personal 
stories or experiences

Advice-based information Instruction-based information

Positive personal regard is 
helpful, but not critical

Defined start and end dates

Confidential psychological or 
leadership assessment possible

Open-ended nature of discussions 
is often characteristic

Defined goals set prior to 
relationship (“engagement”)

Creates opportunities, provides 
introductions, etc.

Asks questions, makes suggestions, 
provides advice & training
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Peer Coaching facilitates teamworkPeer Coaching facilitates teamwork
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Peer Coaching shifts Peer Coaching shifts 
the mindsetthe mindset
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Peer Coaching StructurePeer Coaching Structure

�� Groups of 2Groups of 2--4 support and hold one another 4 support and hold one another 
accountable for growth and learningaccountable for growth and learning

�� Peer coaching teams Peer coaching teams 
support goals, they: support goals, they: 

Share individual development plans

Meet quarterly to discuss progress

Support one another’s growth

Use peers to 
support 

learning and 
development!

Share ideas, contacts & resources

Keep confidences appropriately 

Ask reflective questions
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Peer Coaching SkillsPeer Coaching Skills
�� Teach how to ask questions rather than Teach how to ask questions rather than 

give answers and solve others’ problemsgive answers and solve others’ problems
�� Peer Coaching Training Exercise: 20 min roundsPeer Coaching Training Exercise: 20 min rounds

Get in groups of 3: the coach, the coach-ee, the referee/time 
keeper

The coach asks reflective questions for ~10 min

The referee keeps time and makes sure the “coach” asks 
questions rather than slips into problem solving

The coach-ee has ~5 minutes to describe their situation 
while the others “listen with the intensity usually 
reserved for speaking”

Debrief the experience: 5 minutes, then SWITCH

Questions to ask… Questions to ask… 
�� Tell me more about that.Tell me more about that.

�� What do you mean by that?What do you mean by that?

�� Can you put that into other words?Can you put that into other words?

�� Can you be more specific?Can you be more specific?
�� How so?How so?
�� In what way?In what way?
�� That’s helpful, keep going…That’s helpful, keep going…

�� Hmm, hmmmmHmm, hmmmm
--John Barkai, Univ of Hawaii, The Barkai Chorus

�� What do you mean by ______?What do you mean by ______?

�� How did you (or X) feel in that situation? How did you (or X) feel in that situation? 
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Foretelling the Foretelling the 
future….future….

It is helpful to It is helpful to 
transition the transition the 

discussion towards discussion towards 
future actions...but future actions...but 

resist the temptation resist the temptation 
of of tellingtelling them what them what 

to do! to do! 

FutureFuture--oriented questions to ask…oriented questions to ask…
�� What could X do to help you solve this problem? What could X do to help you solve this problem? 

�� How do you want things to be between How do you want things to be between 
the two of you? the two of you? 

�� What do you think will happen if you can’t What do you think will happen if you can’t 
negotiate a solution? negotiate a solution? 

�� Is what you are talking about now Is what you are talking about now 
helpful in reaching a solution?helpful in reaching a solution?

�� Put yourself in X’s shoes. How do you Put yourself in X’s shoes. How do you 
think s/he feels right now?think s/he feels right now?

�� If X were to do A, what would you be willing If X were to do A, what would you be willing 
to do? to do? 

--John Barkai, Univ of Hawaii, The Barkai Chrous

�� What can you do to help solve this problem? What can you do to help solve this problem? 
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Peer Coaching ExercisePeer Coaching Exercise

Coach

Coach asks reflective questions: ~10 min

Referee keeps time and ensures coach doesn’t stray into 
problem solving

The coach-ee: ~5 minutes to describe situation

Debrief the experience: 5 minutes, then SWITCH

Referee/time 
keeper

Coach-ee

SWITCH roles, start over until all have a turn
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Build it into the OrganizationBuild it into the Organization

CoachingCoaching

Peer Peer 
CoachingCoaching

MentoringMentoring

Make these work for youMake these work for you


