Learning by Design

Facilitating Leadership Development through Mentoring

By Dr. Lois |. Zachary

i~ entoring is a
basic leader-
.ship compe-
tency that is now de
rigueur for leaders of
the 21st century.
Effective leaders "enable
others to act”- (Kouzes
& Posner, 2002) by
strengthening them-
sclves and strengthen-
ing others through men-
toring. In its very best
practice, menforing is a
reciprocal and collabo-
rative learning relation-
ship between individu-
als who share mutual
responsibility and
accountability  for
achievement of clear
and mutually defined
learning outcomes.

Invariably, when 1
invite organizational
leaders to reflect on
their most significant
mentoring experiences,
they recall a college
teacher, activity advi-
sor or counselor, who
"really connected with
them” and “shaped
them into the leader
they are today.” Their
mentors helped them
become more comfort-
able, confident, and
competent as a leader.
These leadership sto-
ries are lestimony to
the fact that leadership
lessons learned in col-
lege endure and continue te inform
their practices as leaders to this day.

and

for

The college sctting offers an ideal
"holding environment” for guiding
the formative developmental work
of emerging leaders. It is a learning
laboratory for bridging the gap
between theory and prad;lge and
offers students multiple and diverse
opportunities to build leadership
competence while exercising leader-
ship in a safe and supportive envi-
ronment. The powerful combination
of student readiness to learn and
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increasing  self-direc-
tion, coupled with a
campus culture that
encaurages and sup-
ports mentoring allows
students "to consolidate
each new sense of self
so that [they] can main-
tain meaning and
coherence in the world
and yet remain open to
a lifetime of fresh won-
ders” (Daloz, 1999,
p-185).

The role of the leader-
ship educator is to create
readiness, provide a

variety of multi-level
opportunities and build
in ongoing mentoring
support to nurture lead-
ership development and
competence.

Creating Readiness

Leadership educators
must think strategically
and  proactively =~ plan
their mentoring efforts in
order to create a climate
of readiness for mentor-
ing. This requires that a
clear purpose statement
and itemized list of
intended outcomes for
mentoring be agreed
upon and communicated
to all stakeholders. A sta-
ble infrastructure must
be put in place, one that
ensures sufficient and
ongoing financial, tech-
nological, human and
knowledge resources to anchor
mentoring within multiple layers of
the institution. In addition, it is
essential to have the right people in
place to support, manage and coot-
dinate mentoring efforts and to
develop a succession plan to sustain
momentum over tine,

Multiple Mentoring
Opportunities

A mentoring culture 1s inclusive
and intentional in its reach. It
strengthens and supports mentoring
capacity in whatever forms it




appears, whether infor-
mal, formal, or a blend
of the two. Although
some mentoring activi-
ty goes on in nearly
every organization
{Kaye and Jacobson,
1996), most institutions
need to work at creat-
ing a culture that con-

currently advances and leadershi p
supports multiple
types of mentoring

opportunities.

A college environ-
ment is a unique com-
munity. By nature and
design, it is intrinsical-
ly a "learning commu-
nity." In a coilege envi-
ronment, mentoring
has the advantage of
having access to all of
the expertise, resources
and best practices that
are inherent in a learn-
ing community. The
key to success is to be able to tap into
those human and knowledge
resources.

Many colleges and universities
pair students with a mentor to create
structured opportunities for stu-
dents to have a one-on-one mentor-
ing experience. Others teach stu-
dents how to seek and select men-
tors on their own. However, one-on-
one mentoring is often ideal but not
always practical. A group mentor-
ing design can expand the program's
reach. Several types of group men-
toring are particularly well-suited to
a college environment. Facilitated
mentoring brings small groups of
students together to work with a
mentor who facilitates the learning
around selected leadership topics
over a specific period of time.
Alternatively, peer group mentoring
encourages students to be increas-
ingly self directed. Groups of stu-
dents who have similar leadership
interests meet together and self-
manage their learning, crafting a
learning agenda and schedule to
meet the members’ learning needs.

Support

Whether a program focuses on cne-
on-one or group mentoring, leadership
educators need to provide ongoing
support to ensure that students have a
successful  learning  experience.
Support comnes in many shapes and
sizes and should embrace the mentor-
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ing needs of the student,
faculty, —member or
administrator. For exam-
ple, one form of support
is to prepare students for
the experience. Students
who are prepared and
understand how the peer
mentoring process works
are more likely to achieve
positive learning out-
comes than those who are

educators need not.

Education and train-
ing set the gold standard
for mentoring practice
and help manage expecta-
tions of the experience.
Faculty, students and
administrators can all
benefit from enhancing
their mentoring skills,
learning how to make the
most of their mentoring
relationships, and
exchanging best practices,
Continuous  mentoring
education and training needs to be
strategically integrated into the leader-
ship educator's overall training and
development agenda.

Mentoring coaches are the individ-
uals in an organization who are
charged with supporting individuals
and/or mentoring partners with just-
in-time support fo help them maxi-
mize the learning in their relationship.
Leadership educators often find them-
selves in this role and thus they too
need support to remain current and
knowledgeable about best practices.

When multiple safety nets, proac-
tive and reactive, are in place to
address potential stumbling blocks
and roadblocks, setbacks and nega-
tive consequences are minimized
and mentoring efforts keep moving
forward. Lltimately, safety nets add
to the resiliency of a mentoring pro-
gram by helping individuals and the
institufion deal adeptly with obsta-
cles as they encounter them.

What Leadership Educators
Can Do

A mentoring culture enrich-
es all mentoring that goes on within
an institution. Leadership educators
need to continuously create readi-
ness, provide multiple opportunities
for mentoring and offer support to
enhance mentoring. In a college
environment, support is particularly
critical to  mentoring  success.
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Leadership educators can:

+ Offer guidance, strategies and
coaching for how to find mentor-
ing partners, including specifics
on what to look for in a mentor,
how to approach a potential men-
tor, and how to get started on the
right foot

* Provide ongoing mentoring edu-
cation and training

s Supply specific information about
how informal mentoring works
and what to expect

* Furnish a mentoring tool kit or
resources that include step-by-
step guidelines, tips, and related
articles

» Hold networking forums for
those engaged in mentoring to
share experiences and hear suc-
cess stories

* Build a mentoring "community”
bulietin board or website where
individuals who are seeking
mentors or offering to be men-
tors post their names and infor-
mation about what they are look-
ing for or can provide

* Mentoring provides a powerful
leadership opportunity for stu-
dents. It teaches them to reflect
on their learning, to be con-
sciously aware of their growth
and development in the role of
leader and, as Daloz reminds us,
opens them up to a lifetime of
fresh wonders.
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