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1.  CAWT Connect Mentor Programme Goals
1.1
Rationale for the CAWT Connect Mentor Programme

Ongoing change and transformation characterise the organisations delivering health and social care services in both jurisdictions in Ireland. Service managers and lead clinicians have the role of implementing change and increasing performance.

 In so doing they may experience challenges in implementing change and the impact on people, working practices and culture. It is important that they are provided with support and guidance in dealing with these issues and developing their leadership effectiveness. 
Leading change requires a range of “hard-soft” skills: understanding the bigger picture, how to work with and through others, seeing different perspectives and exercising wise judgment. These can take years to acquire.  The CAWT Connect Mentor Programme seeks to accelerate this process through providing mentors who can foster the growth of others. 
Mentoring has been used since ancient times to develop and foster the growth of others. The word ‘mentor’ represents a wise and responsible tutor – an experienced person who advises, guides, teaches, inspires, challenges and corrects, and serves as a role model. Mentoring is now a widely used and effective tool for personal and organisational development.

Mentoring is a relationship in which the mentor (who is usually someone more experienced and more senior) helps the mentee to discover more about themselves, their potential and their capability.

1.2
CAWT Connect Mentoring Programme Objectives
The CAWT Connect Mentoring Project is intended to put in place a cross border mentoring network to support service managers and lead clinicians leading organisational change.  The project objectives are to: 
a) Develop a cross border mentoring network to support service managers and clinicians who are dealing with organisational change. It is envisaged that the individual receiving mentoring will be based in an opposite jurisdiction or organisation to their mentor to ensure shared learning.

b) To enhance the skills and knowledge of senior managers and professionals who mentor staff by updating them on leading edge thinking about mentoring, introducing them to best practice relating to mentoring, providing a framework/model for planning, holding and evaluating mentor sessions

c) Develop mechanisms to support continuous professional development for mentors. 

d) Enhance management capability to improve service provision.

e) Develop internal capacity and resources to support the CAWT Connect Mentoring project objectives.

f) Develop a sustained learning network of mentors.

1.3
Goals for the Mentor Programme

The hoped for benefits of the CAWT Mentoring programme are set out in eh table below. This shows that the programme plans to provide benefits for mentors, mentees and the sponsoring organisations.

	For Mentors
	For Mentees
	For the Organisation



	a) Personal Development and learning from others through the mentoring development programme and  network meetings
	a) Understanding of organisational dynamics, strategic influencing, systemic change, culture change, corporate awareness, health and social care context, commissioning and policy development
	a) Succession Planning – development of future leaders, increased numbers presenting for leadership roles, increased quality of leadership

	b) Affirmation and influence
	b) Increased leadership potential
	b) Promotion of performance management culture

	c) Profile and visibility
	c) Support, confidence building, thinking space, encouragement
	c) Increased leadership capacity to take forward change and transformation

	d) Network development
	d) Access to additional source of guidance and support beyond line management
	d) Improved internal communication


1.4
Who is the CAWT Connect Mentoring Programme for?
Mentors are likely to be Directors/Assistant Directors/Heads of Service. They will have had experience of working at a strategic level and a track record of leading change and performance improvement.

Mentees are drawn from Bands 7/8, clinicians in management and general management.  They may be individuals who are moving from a professional leadership to an organisational leadership role and are facing more strategic and complex issues in increasing their service performance, quality and safety.

1.5
Evaluation
This is the first internal mentoring programme of its type across the CAWT partner organisations.  It will be evaluated in the first 2 years to identify:

a) the benefits being achieved

b) the best way to organise the process, and

c) the organisational issues arising from the mentoring that would support leadership development.

1.6
Mentor Network Development

Twenty five mentors are being trained in the first cohort across the six CAWT partner organisations.  To facilitate peer support and ongoing mentor development; the mentor network will meet bi-annually to review experiences and identify organisational issues related to leadership development. 

2.  Operational Arrangements 
2.1
Flow Chart

The flow chart below shows the main steps in the Mentor Programme.
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2.2
Description of Steps

2.2.1
Mentor Register

The names and details of all trained mentors will be maintained on a CAWT Mentor Register which is maintained on the CAWT Connect database.  Each CAWT partner organisation is responsible for ensuring that mentor information is correct and up to date.

The Register will also record the individuals whom the mentors have mentored. It will indicate the mentors’ availability for new mentees.

Mentees will have access to the Mentor Register to view mentor profiles and select the most appropriate mentor for them.
Each mentor will provide an up to date profile (Template 1) detailing their experience and interests. 

2.2.2
Mentor Request

Mentees will submit a Mentor Request to their designated Connect Programme Lead (Template 2).  This information will be used by the designated Connect Programme Lead to match mentors with mentees.

The matching may be intra or inter the CAWT organisations.

Mentees will also complete an online self-assessment prior to allocation of the mentor.  This is repeated following the mentoring and is part of the evaluation of the programme. 

2.2.3
Screening and Matching
The screening process will ensure that the Mentor Request is eligible and fits the criteria for targeting mentoring support within the CAWT organisation, i.e. they are from the target group.  The list will work on a “first come, first serve” basis in regard to mentor allocation and availability. 
The criteria for matching mentees with mentors may include:

· Relevant experience of the mentor

· Specific requests by mentees which can be provided by a particular mentor

· Style and approach

· Avoidance of any conflict of interest
The mentor should be sent the Mentee request before the final matching decision is made so that they have a chance to decide if they think they would be the best mentor for that individual before an introductory meeting is arranged.

2.2.4
Mentor – Mentee Introductory meeting

The initial meeting is for the mentor and mentee to meet and discuss what the mentee is hoping to achieve from the mentoring process.  The mentee should initiate and set up this meeting.
Agenda items include clarifying goals, roles, responsibilities, expectations, information sharing protocols and confidentiality.

Ownership of the mentoring process is with the mentee.  They should use this session to share with the mentor:

· Their goals for mentoring

· What specifically they need assistance with

· What kind of style of mentoring would work best for them

· Expectations about frequency, duration, location

· Any relevant information, e.g. 360’, MBTI Profile, areas of interest and/or achievement

Both parties should discuss if this match would work for them and check if there any reasons which would mean ethically or professionally they should not proceed.  All discussions would be strictly confidential unless the mentee indicates that they are willing for content to be shared with a third party, e.g. their line manager.

If the mentor and mentee agree to work together, then the outcome of the meeting is a written Mentor Agreement (which the mentee is responsible for drafting and the mentor for signing off Template 3).

2.2.5
No Match

If the mentee and mentor decide not to proceed, this should be recorded as a No Match on the database and the reasons captured.  This is to inform the review of the matching process in the future by the analysis of No Match reasons.

2.2.6
Mentor / Mentee Meetings

The mentor and mentee meetings are conducted with no formal recording of the mentoring meeting content. The aim is to avoid over bureaucratising the process.  The only information to be collected is frequency and duration.

The guidelines for the meetings are:

· 1-2 hour duration
· Every 2 -3 months frequency
· Agreed review points to assess the benefits of the mentoring relationship 

The mentee and mentor should keep note of the frequency of meetings as this information as this information is required for the final review.

2.2.7
Mentoring Completion
Reviewing progress is an integral part of a healthy mentoring relationship.  Mentors need to guard against creating dependency or ‘cosiness’.

It may be that the mentoring agreement identified an end point, e.g. a fixed number of sessions, a point in time or at the achievement of a particular event.

When the mentor and mentee decide to end the mentoring arrangement they jointly review the relationship and the benefits.  These are recorded on Template 4, Mentor/Mentee Review which is submitted to the designated Connect Programme Lead.

The mentee carries out a second online self-assessment as a way of measuring the impact of the mentoring. 

The Mentor Register and Activity Log information is updated by designated Connect Programme Lead when they receive the Mentee / Mentor Review. This ensures that information about the mentor’s capacity for taking on new mentees is kept uptodate and accurate.

2.2.8
Mentor Network Meetings

The mentor network meets twice a year (either internal to the organisation or across CAWT members).

The purpose of these meetings is to:

· Provide continuing professional development for mentors and identify development areas

· Reflect on mentoring experiences and lessons learned through peer supervision

· Integrate new mentors into the network
· Extract any organisational development issues which are of strategic relevance to be reported to Executive Directors of HR. 
2.2.9
Mentor Development
The materials from the two day mentor development programme will be provided as induction material to any new mentors who are identified as the CAWT partners expand mentoring provision in response to demand if required. 

Occasional mentor skills development programmes could be provided in response to issues arising from the network meetings. 

It is recommended that a mentor “buddy” system is put in place to provide each mentor with a peer partner who they can use as a sounding board if there are issues arising from the mentoring which they would like to discuss confidentially.
3
Code of Conduct and Confidentiality
3.1
Code of Conduct


In view of the tremendous growth experienced over the past decade in the coaching and mentoring industry, professional bodies have increasingly recognized the need to lay the ground rules, establish markers of good practice, and move to self-regulate.
The International Coach Federation (ICF) and the European Mentoring and Coaching Council (EMCC) have joined forces to spearhead this initiative, and have agreed upon a common Code of Conduct for coach and mentor practitioners, and for their representative industry bodies.
 
The Code establishes a set of guidelines which is a benchmark for ethics and good practice in coaching and mentoring. It forms the basis for the development of self-regulation for the coaching and mentoring profession. It is drafted with regard to European law such as to be registered on the dedicated European Union database which lists self-regulation initiatives in Europe. 
The Code of Conduct for Coaching and Mentoring is set out in Appendix One and covers issues including confidentiality. 

3.2  Confidentiality for CAWT mentors:

The mentor recognises that anything the mentee shares with them is regarded as confidential.  The mentor will not disclose or use mentee information unless failure to disclose will be a breach of organisational policy or lead to / support a criminal act.

Appendix One: CODE OF CONDUCT FOR COACHING AND MENTORING
CODE OF CONDUCT FOR COACHING AND MENTORING
Contents
Part 1: Goals, status and main definitions
Part 2: Professional Conduct

Part 1 
Goals, status and general definitions



1. 
Goals
This Code of Conduct establishes a set of guidelines whose main goal is to establish a benchmark for ethics and good practice in coaching and mentoring, aiming to ensure that practising coaches and mentors conduct their practice in a professional and ethical manner. It also gives guidance to professional coaching and mentoring bodies as regards the acceptance by their members of an appropriate Code of Ethics, and as regards their role in Monitoring this Code and applying Sanctions in case of breach.
This Code is also meant to inform clients of coaching and mentoring, and to promote public confidence in coaching and mentoring as a process for professional and personal development. The Code lies firmly within the mission of professional bodies to promote and ensure good practice in coaching and mentoring.
The Code is the basis for the development of self-regulation for the coaching and
mentoring profession. It is a public document and is drafted with regard to European law such as to be registered on the publicly accessible European Union database, co-managed by the European Commission and the European Economic and Social Committee, which lists self-regulation initiatives in Europe at www.eesc.europa.eu/?i=portal.en.self-and-coregulation

2. 
Status
This Code, unless and until adopted by a regulatory authority, does not have the force of law. Nonetheless, the fact that this Code has been adopted by the respective approving professional bodies is viewed as establishing a benchmark standard of ethical and professional practice.

In the process of making decisions regarding their professional and ethical behaviour, coaches and mentors must consider this Code of Conduct in addition to applicable national laws and regulations. If this Code establishes a higher standard of conduct than is required by law, coaches and mentors belonging to any professional body which has adopted this Code must meet the higher standard.

3. 
General definitions
Various definitions exist of coaching and mentoring and of their aims, and the following high-level descriptions are for the purposes of this Code and are not intended as definitive statements.

Coaching and mentoring are activities within the area of professional and personal development with focus on individuals and teams and relying on the client's own resources to help them to see and test alternative ways for improvement of competence, decision making and enhancement of quality of life.
Thus, a professional coach/mentor can be described as an expert in establishing a relationship with people in a series of conversations with the purpose of serving the clients to improve their performance or enhance their personal development or both, choosing their own goals and ways of doing it.


3.1 
Coaching
One of the definitions of coaching is: "coaching is facilitating the client's learning process by using professional methods and techniques to help the client to improve what is obstructive and nurture what is effective, in order to reach the client's goals". Coaching can also be described as: "Coaching is partnering with clients in a thought-provoking and creative process that inspires them to maximize their personal and professional potential."
Within organisational contexts coaching may include ‘one-to-one' or ‘one-to-several' interactions.


3.2
Mentoring
Mentoring can be described as a developmental process which may involve a transfer of skill or knowledge from a more experienced to a less experienced person through learning dialogue and role modelling, and may also be a learning partnership between peers.

Part 2
Professional Conduct


1. 
Boundaries of competence

Coaches and mentors shall provide their services to populations and in areas only within the boundaries of their competence, based on their professional education and training, study, and professional experience. In other cases, where appropriate, they shall cooperate with other professionals by making appropriate referrals in order to serve clients effectively.
Coach and mentor specific competencies shall be measured against a Competency Framework which is broadly recognised by professional bodies at a European level (two examples of such Competency Frameworks are listed as Appendix 1 and 2 to this Code of Conduct).
If in doubt, coaches and mentors shall take reasonable steps to ensure the competence of their work and to protect clients and others from harm.

For the avoidance of doubt, coaching and mentoring knowledge and practice fall outside the scope of mental health services. Therefore, should coaches/mentors be asked to provide mental health services to individuals, such individuals should be advised that coaches/mentors do not provide such services and they should seek such services from a qualified mental health service provider.

2. Training
It is recognised that there is a corpus of research-based scientific and professional knowledge in the disciplines of coaching and mentoring and that coaches' and mentors' practice is founded on this established knowledge. Practitioners shall therefore have or obtain relevant coach-specific or mentor-specific training which will include both theoretical and practical competence in the exercise of their profession. The final test of competency is in the ability to coach or mentor rather than in the theoretical knowledge.


3. 
Continuous Professional Development
Coaches and mentors shall undertake ongoing efforts to develop and maintain their competence through relevant education and training. Coaches and mentors are encouraged to maintain ready access to a more senior and/or more experienced coach or mentor, whom they should consult on a regular basis whilst
active on coaching or mentoring programmes. These consultations may focus on areas such as supporting and clarifying issues arising from coaching/mentoring practice with clients, and helping to ensure ethical and professional conduct and continuous professional development.

4. 
Commitment to a Code of Ethics

4.1 
Coaches and mentors shall explicitly abide by a Code of Ethics which at a minimum shall include the need for coaches / mentors to:
a) Operate at all times within the limits of their own professional competence
b) Seek to create the right environment for the coaching / mentoring to take place
c) Make and honour clear agreements with clients and where appropriate with the sponsor organisation. Such agreements shall cover:
- Context and agreed aims for the programme
- Role of the coach/mentor
- Ethical Code provisions
- Programme details: duration, number of sessions, location etc.
- Fees and payment conditions, where applicable
- Right of the client to Terminate
d) Maintain strict levels of confidentiality with all client information, unless required by law to disclose certain information.
e) Not make untrue or misleading statements (for example, concerning qualifications, competence levels, outcomes from the coaching or mentoring process, etc.)
f) Not take credit for the work of others
g) Not take advantage of clients in any manner (e.g. financial, sexual, etc)
h) Avoid any conflicts of interest
i) Maintain, store, and dispose of any records created during their activity in a manner that promotes confidentiality, security, and privacy, and complies with any applicable laws and agreements
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� Mike Munro Turner, 2004, Coach the Coach, Fenman Ltd





� This common Code of Conduct is not meant to replace the ICF Code of Ethics that all ICF members and ICF Credentialed coaches agree to follow, but rather be used in conjunction with the ICF Code of Ethics. 
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