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EXECUTIVE SUMMARY

· The overall aim of this project was to assess the effectiveness of the SLF Mentoring Service in developing public service leaders.  Specific objectives were:
· To assess the impact on individual and organisational performance of the mentoring experience
· To explore the extent to which involvement in mentoring contributes to more effective leadership
· To learn about current thinking on the nature of effectiveness of public service leadership
· Data was collected through desk research and telephone interviews with Mentees from 2003, 2004 and 2005, their Mentors and Line Managers.  A total of 45 respondents participated.

· The research highlighted that it is difficult to make a direct connection between a development intervention like mentoring, and specific outcomes such as increased effectiveness in leadership, because there can be so many intervening variables.  However mentoring was rated highly by all respondents as a means of improving leadership effectiveness.

· The view of the SLF Mentoring Service as highly effective, was consistently expressed - particularly by Mentees.  Many Line Managers were unable to confirm this however, as they often had no knowledge of the learning goals set for the mentoring process, the areas of focus for Mentees’ attention, or learning outcomes.  There was also a sensitivity and uncertainty amongst these managers about the extent to which they should explore these issues with the individual involved.

· Three models of the mentoring arrangement emerged from this work.  Category One was primarily about personal development where the initiative rested with the Mentee, and no Mentor costs were involved.  Category Two was where there was clear organisational involvement from the outset – perhaps in initiation of the mentoring, identifying areas for attention, and suggesting goals and outcomes.  Sometimes a fee for mentoring was involved.  Category Three was much less clear, with lack of communication and clarity between individual and their Line Manager about whether mentoring was to be personally or organisationally focused.  Line Managers were confused about their role and uncomfortable when it was restricted to ratifying fees if payment was appropriate.  This confusion is undesirable.  Individuals embarking on mentoring should be encouraged to clarify which of the categories they see as being appropriate to them – particularly when fees are involved.  Overall greater clarity should be encouraged about roles and responsibilities for Line Managers as well as Mentees and Mentors.
· Almost all Mentees said they had engaged in behaviour change at work as a result of mentoring discussions, and had a positive impact on their team, department or organisation.  Key areas of behaviour change were:
· enhanced self awareness and self confidence
· experimenting with varied leadership styles and approaches such as directive versus consultative styles; adopting a more strategic approach; being more reflective in style
· clearer communication particularly improved influencing and assertive skills; more effective management of people through clearer expectations; networking externally; and improved listening
· proactive career management. 
· Mentors considered that they themselves had achieved learning and behaviour change through their participation in mentoring.  More effective communication skills especially influencing, and changes towards more effective team management were mentioned.
· Critical incidents of behaviour change have been developed as part of this study, and should be used to communicate and promote this important type of outcome to mentoring.  They could also be a resource for Mentor development events.

· The view was expressed that mentoring was considered as a remedial strategy by some senior managers in the public sector.  SLF should consider strategies to educate and influence senior managers about the positive role mentoring can play in ensuring highly effective leaders.
· There is evidence that there is a close link between many of the recognised key requirements for effective leadership highlighted in the current literature, and the outcomes from mentoring found in this research.  This could be an important focus for further promoting the SLF Mentoring Service. 
· Some Mentees and Mentors found the initial stage of the mentoring process to be challenging, and some documentation from SLF addressing this, would be useful.

· Mentors valued the training and tools provided by SLF.  They requested more contact, particularly opportunities for Supervision and peer group learning.  Consultation about the precise nature of how they would like this to work should be considered, and resource implications assessed.

· SLF should build on its success to date with mentoring, and continue to develop the Mentoring Service as a crucial element in developing leadership effectiveness in Scotland.

1. INTRODUCTION

This is the report of an independent evaluation of the Scottish Leadership Foundation (SLF) Mentoring Service which has been part of the portfolio of activities of SLF since its launch in 2001.  The study explored the impact on performance of learning from mentoring, the extent to which mentoring contributes to more effective leadership, and current thinking on the nature of effectiveness of public sector leadership.  This report presents findings from desk research and also interviews with Mentees, Mentors and Line Managers.  It draws conclusions and presents recommendations about the role of this development intervention in improving leadership effectiveness, and its provision in Scotland by SLF.

2.  BACKGROUND

Since its launch in 2001, the development of a Mentoring Service by SLF has been a key element in its portfolio of activities.  
It is now an appropriate time to evaluate the effectiveness of this intervention in developing leaders in public service in Scotland.  This reflects good practice in human resource development, can inform future SLF strategic thinking, and will provide an informed basis from which to promote SLF mentoring and its contribution to public service.

It is understood that SLF has two types of mentoring opportunity.  One is in-house where an organisation requests and hosts a mentoring initiative provided by SLF.  The other is general, where individuals from various organisations approach SLF. The remit of this work was to focus on the latter.  

After submitting to SLF a career resume and a note of why they believe a mentor would be useful at their stage of career, Mentees meet with the SLF mentoring organiser to discuss the process.  They then receive details of three possible mentors who match some or all of their criteria, for the Mentee to make a choice.  Then the SLF send the chosen potential Mentor that person’s details.  There is an initial meeting to enable Mentee and their first choice Mentor to consider each other, and the Mentee decides whether to enter into a mentoring contract.  SLF gives guidance about the frequency and duration of meetings, and encourages the two parties to work out their own suitable arrangements.

A key element in this type of service is the facility to resource it with a pool of Mentors.  SLF has a mix of Mentors available – some who are working full time in public service and who offer themselves without charge, and others who are consultants and who charge a fee for their time.  

3.  METHODOLOGY

3.1  Aim and Objectives

The overall aim of this evaluation was to assess the effectiveness of the SLF Mentoring Service in developing public service leaders.  Specific objectives were:

· To assess the impact on individual and organisational performance of the mentoring experience

· To explore the extent to which involvement in mentoring contributes to more effective leadership

· To learn about current thinking on the nature of effectiveness of public service leadership.  

3.2  Methods

One of the challenges of making an accurate evaluation of leadership or management development, is taking into account that improvements in leadership effectiveness  may take some time to become apparent at work.  It was decided therefore, that since the SLF Mentoring Service had been fully operational since 2003, the project should include the views of participants across the years 2003, 2004, and 2005.  A qualitative approach was used, so that an in-depth exploration of issues and outcomes could be achieved.  To achieve the research aim and objectives, three perspectives were considered to be important, and this trio included the Mentee, their Mentor, and their Line Manager.  Each Mentee respondent was invited to agree to the inclusion of  her/his  Mentor and Line Manager, who in turn were approached to seek their involvement.   A total of 15 trios was involved in the study, making a respondent sample of 45.  Respondents included a mixture of roles, genders, and organisations. There was an almost equal number of Mentors who were paid and unpaid for their involvement.

Given the constraints of time on the project, it was decided that telephone interviews should be conducted, and Mentee respondents were chosen at random from the SLF register. Semi structured interviews were carried out, and all respondents were given an assurance of confidentiality.  To provide some texture to the Findings which follow in section 4, quotes are presented anonymously in italics.  Also provided are critical incidents of behaviour change which were highlighted by respondents, and they are given in boxes.

In addition to the primary data collection, desk research was carried out on current thinking on the nature of effectiveness of public service leadership.  It was decided at the outset of the project that some of the data collection – specifically the desk research and some telephone interviews – would be carried out by Julia Parker from SLF.

3.3 Evaluation Model

The Kirkpatrick Model of Training Evaluation
, which identifies four levels at which data should be collected, was used as a framework for this evaluation.  The four levels are:  

· Reactions ie what participants like or dislike about a programme

· Learning ie what they have learned from the intervention or experience

· Transfer ie the extent to which the learning is transferred in to the workplace, usually indicated by a change in on-the-job behaviour

· Results ie impact on the organisation or bottom line.

4.  FINDINGS

4.1  Current Thinking on Effectiveness in Public Service Leadership

The desk research which was carried out on this topic is presented in section 4.1.1. as  recent definitions of leadership, and then issues in its changing nature.  Included at 4.1.2 are the findings from interviews when respondents were asked their views.

4.1.1 Desk Research

Recent definitions of Leadership
These stress various aspects of leadership.  The Audit Commission in 2003
 highlights the complexity of leadership as “a set of processes of dynamics occurring among and between individuals, groups and organisations……concerned with motivating and influencing people and shaping and achieving outcomes”. 

This is echoed by Hawkins & Chesterman
 whose recent research findings emphasise that systems are now often complex and adaptive, and that this means effective leadership  should be viewed as being located in relationships; being distributed throughout the system, requiring a range of styles both within the one individual and for different situational contexts; needing both decisive action styles and receptive and reflective styles working in relation to each other; and requiring the ability to influence without control and enable effective partnership working.  

The dynamic nature of leadership is again stressed in some recent work such as that of the Leadership Development Commission in 2004
 when leadership was described  as “making happen which wouldn’t otherwise happen……and above all is getting new things done or improvements made”.  In comparison, Hawkins
 stresses the responsibility inherent in the leadership role as “leadership is when you stop blaming others for things going wrong and take responsibility”.  That leadership involves partnership is stressed by Chesterman & Horne
 who highlight that collaborative endeavour is a key element. 

As to effective leaders specifically, they are “visionaries, capable of developing a shared vision, share decision making, delegating, empowering, having high regard for the well being of organisation and community”
.  Effectiveness in leadership is also described as challenging the status quo both by insisting that the current system cannot remain, and by offering clear ideas about superior alternatives
.

Issues in the Changing Nature of Leadership
Findings from recent research 
 indicate that there is a growing belief that the definition of effective leadership has been changing over the last five years, and this is due to a number of factors namely:

· challenges becoming more complex with problems taking longer to solve

· an increasing requirement on leaders to have an external focus 

· the need for more collaborative and partnership working which means working across boundaries and being responsive to varying cultures and systems, as well as having enhanced networks and relationships.

Rather than viewing leadership as a position, there has been more of an emphasis recently on leadership as a process throughout the organisation involving a more collective approach and interdependent decision making.   Thus flexibility, collaboration and working across boundaries are currently important.  

There is also an increasing emphasis on community leadership.  Some writers suggest that now simply consulting with a community is not enough and that leaders are having to find ways to build consensus “through many different lived experiences and perceptions, to draw on the richness of this experience to build new solutions”
. 

It may be therefore, that leadership in the future will incorporate these elements, and instead of having a focus on boundaries, will emphasise more collaboration, relationships being central, the importance of working via networks and groups, being responsive to emergent strategies, and recognising the success of all involved.  

Where the challenges of organisations continue to evolve, it is possible that the tried and tested solutions to problem solving will not serve leaders well in the future, and so new models of leadership which emphasise new behaviours, will emerge.  Hawkins and Chesterman
 propose that such models will require to be responsive to various conditions such as:

· the need to address interconnected problems in a public policy context of shared power where information given to communities or to staff groupings for example, may mean that leaders have to pay more attention to policy coherence

· the challenge of making the public sector a competitive employer and for this effective leadership will be key

· a knowledge intensive economy which calls perhaps for a new type of leadership that inspires others to create and share knowledge

· the issue of the need for public sector organisations to adapt, which requires leadership, not just among senior managers, but amongst all public officials, elected and appointed.

That change is a constant feature of the landscape is often said to be a key feature currently in public service as is striving for continuous improvement. Such continuous change is likely to require transformational leadership, defined as “when one or more persons engage in such a way that leaders and followers raise one another to higher levels of motivation and morality…….and leaders and followers as well as the social system in which they function are transformed” 
.  Such leadership involves setting out a vision, enabling a sharing of values and beliefs, inspiring staff to realise that vision, empowering people and bringing them together as a team to mobilise all the energy, knowledge and skills of everyone
.

As was mentioned earlier, many writers emphasise the importance of relationships – particularly with staff – as “no one can be a leader without followers”
.  The nature of the relationship with followers is key, and this requires trust and commitment to support the process of transformation.  Thus it has been suggested
, the importance of ethics is central to leadership because of the nature of the process of influence, the need to engage followers to accomplish mutual goals, and the impact leaders have on establishing the organisation’s values.  There appears to be a growing interest in leadership ethics perhaps because of the increase in reporting on the conduct of people in public life, together with the increase in public cynicism and suspicion.  It can be argued that if leaders are to succeed, then the nurturing of trust and display of integrity, should be integral to their approach.  There is currently considerable emphasis on values based leadership, where the values demonstrated by leaders is central.  It has been suggested
 that these need to be closely aligned to the values of their staff, partners and community in order to gain respect, motivate and influence.  Thus some might argue that a central element in successful leadership is the reflection of qualities associated with integrity, honesty, and compassion.

To develop the relationships required, interpersonal skills or emotional intelligence in leaders of the future is indicated as important as “the processes of talking, listening, thinking, working and acting together demand a very different sort of leadership”
. As has been mentioned, this will be important with staff, and also with those outwith the organisation.  Community leadership requires leaders to reconstruct relationships so that the role of diverse members of the community are recognised and valued; and where dialogue rather than one-way communication is the order of the day.
Establishing a culture of challenge, which emphasises learning and sharing and which is supported by robust management systems is likely to be important if those involved in collaborative endeavours, are to think differently about challenges, make connections, and create solutions which could not have been thought of or taken seriously with more traditional and hierarchical leadership models.  Creative leaders themselves are likely to be full of ideas, engage actively in problem solving, and seek continuous improvement.  They also require to meet the considerable challenges of leadership in public service where they have to “create and maintain sufficient capacity, manage the change agenda while delivering the present, keep a focus on what really matters, concentrate on what matters to local people, make partnerships work, and manage with less”
  

A passion for customer or client focus is increasingly acknowledged as a characteristic of public service leadership, particularly the ability to see the service or organisation through the eyes of the user.

Finally on desk research, there is a wide range of characteristics which are key currently to effective leadership.  It has been the focus historically of many writers, to present these as lists of behaviours and qualities.  An update of these is presented in Appendix 1.

4.1.2 Respondent Views

Respondents were asked to give their view of the key elements of effective leadership in the public sector, and to say whether this had changed over the last 5 years.

The vast majority considered that the challenges of leadership in public service in Scotland have changed substantially in the last 5 years.  This was generally viewed as being the result of Devolution which was seen to have increased the demands and responsibilities in the sector, and to have led to greater scrutiny of activities there.  Also there is greater public accountability for leaders now and “ nowhere to hide”.  The finite resources of the sector were highlighted as providing considerable challenges to leadership, given that there have been increases in public expectations of the quality and nature of delivery of services.  This was said to have created a more competitive world with many competing pressures which in turn has resulted in more stressful working environments.  A key challenge was achieving a balance between the political goals of the relevant minister, and their implications for individuals.    

As to the nature of effectiveness of leadership, respondents echoed many of the issues which had emerged in the desk research.  Taking a strategic perspective was regularly mentioned, particularly knowing the difference between strategy and tactics.  Effective relationships were also considered important by the majority of respondents as it “is all about this at the end of the day”.  With an emphasis on delivery it was highlighted that as this occurs through people, being able to motivate and draw out the best from various teams and individuals, is key.  Also highlighted was having and communicating a compelling vision together with the capability to manage change effectively. Respondents considered that honesty and integrity are central requirements of an effective leader today, particularly being committed to the values of the organisation and demonstrating this on a day to day basis.   Other personal characteristics mentioned were credibility, visibility within and outwith the organisation and having an appetite for risk taking.  An effective leader was said to need self awareness and also to be “confident but not arrogant.”  Finally talent management was mentioned as important, so that the next generation of leaders is nurtured and developed.

4.2  Reactions to the SLF Mentoring Programme

4.2.1 Mentees

Mentees were overwhelmingly positive in their reactions to mentoring through SLF.  They said it was an interesting, helpful and positive experience – “the best investment I have made in self development”.  A recurring theme was that it “took a little while to get into it”, and some Mentees found it “quite daunting”  at the outset, until the process and structure had been agreed with their Mentor.  That this way of learning is very different from many other more passive methods of development was indicated by some as “there was a lot of onus on me to think about things in advance and during the discussions”, and in addition “at times (I) was quite vulnerable because (there was) a lot of self exposure”.   However Mentees particularly liked having supportive, sometimes challenging, confidential discussions, with someone outside of their world as it was an “opportunity to say things (you) can’t say internally” and was a great way of bouncing off ideas.  They especially liked the focus on their issues and that the Mentor was totally detached and non judgemental.  

When asked what they had disliked about mentoring very few negatives were mentioned.  A minority of respondents identified that the process itself can be difficult as “sometimes challenge is uncomfortable”, but this comment was often made by some of the strongest enthusiasts of the mentoring process.  Perhaps not unexpectedly, time pressure which could constrain options for meetings, was mentioned as a problem for some.   In one case the communication had been mainly by email and while this means of communicating had worked well, it probably hinged on the Mentor replying very quickly which had been the norm in this case. There had been one initially unsuccessful match, which was quickly changed by SLF when the problem was highlighted and with satisfactory results.  In one case in this study, mentoring had been unsuccessful and was “a waste of time - like long chats”. 

4.2.2 Mentors

The majority of Mentors said they liked that they had “learned a huge amount” through their involvement, and particularly valued the training and online tools they had received from SLF.  They enjoyed the challenge that this process presented to them and for one this was described as “being taken out of my own comfort zone”.    

A minority of Mentors mentioned commercial issues. One consultant Mentor indicated that she liked the provision of the Mentee contact through SLF, as this was “an easier way to obtain a client and build credibility.” Another in this category said that she had not liked the compulsory and unpaid nature of the Mentor training, given that her rate for mentoring through SLF was discounted compared to her usual charge.  A third said he had not liked “being asked to pay money by SLF annual renewal, when working for so very little” as his charge for this work was discounted from his normal fee.

A minority of Mentors mentioned that they felt there had been a lack of involvement with SLF once the initial contact had been made and there was a need for further connection.

4.2.3 Line Manager

In most cases Line Managers were “delighted” that their staff member was involved in mentoring and said they were “very happy to support it” as it was perceived as contributing to professional development.  

One line manager did not like that his role was restricted to having “to justify spending the money”.  Another did not like that he was “unclear about what (we were) going to get out of it”.

4.3  Learning from Mentoring

4.3.1 Mentees

Of the 15 Mentees interviewed, all but 2 had learning goals for their mentoring, and in most cases, these had been clarified between themselves and their Mentor at the outset.   There was a mixture of goals – some were more formalised in terms of being written down, being highly structured and detailed; while others were more general, informal, and organic.  In one case they became established “one third of the way through”; while in another “we talked about it but didn’t do it”.  

In two thirds of cases, the Mentees’ Line Managers were not aware of the learning goals for this mentoring, and as they were not aware of them, they could not say whether or not they had been achieved.  For some, this lack of information was because they had not been in post at the outset of the mentoring and for them the mentoring arrangement was therefore “a done deal”. The majority of Line Managers said they would like to have known their staff’s learning goals from mentoring.
Almost all of Line Managers who knew the learning goals had been involved actively in facilitating this process and sometimes had been the instigator of the Mentee’s involvement.  Often the goals had been developed as part of the personal learning plans within performance management and so in these cases there was clear agreement on what was to be the focus of learning.
The most often mentioned area of learning for Mentees was that they had gained greater Self Awareness and understanding about Management and Leadership Styles through their mentoring experience.  Insights included issues about what can reasonably be expected from self, communication and  leadership styles, and people management.  Also important was improved self confidence as “it confirmed my ideas as being well founded”.  Other important areas of learning were insights about influencing and networking, and career management.  Areas of personal importance were also mentioned, so that for one Mentee this was “a very very personal journey” while for another, this was “the greatest learning experience”

4.3.2 Line Managers’ Interest in Learning from Mentoring

For many Mentees, their mentoring involvement had been at the Line Manager’s suggestion.  However it seems that often, after this initial stage of encouragement, the detail about the learning achieved was unexplored. Over half of Mentees said that their Line Manager had not shown any interest in their learning from the mentoring experience. There seemed to be a reticence amongst both Mentees and Line Managers, about exploring this learning with each other.   One Mentee said she “thought of it as a private enterprise” and therefore outwith the scope of the Line Manager. Another said her Line Manager “makes discreet enquiries”; while yet a third commented that she told her manager that she was engaged in mentoring, but not the details.   One Line Manager’s involvement was described as being limited to saying “you are doing it and finding it useful – jolly good’ and a brief discussion at annual appraisal”.

One Mentee said she would have liked an enquiry about the whole mentoring process (or some interest) after individual meetings.  She “wouldn’t expect to discuss details but maybe what I’d learned and where I’d benefited…”

In  one case, the Mentor had met with the Line Manager, and in addition had observed the Mentee in an important meeting.  This was partly undertaken as there had seemed to be a lack of clarity on the Mentee’s part on why his boss had encouraged mentoring for him.  As a result of attending these meetings, the Mentor felt he was able to add greater value to the mentoring discussions.

4.3.3 Mentors

Many Mentors said they wished to develop their people and “nurturing skills” through their involvement in this process. 

All of the Mentors in an unpaid capacity said they had set learning goals for themselves which they wished to achieve through mentoring.  The most often mentioned theme was that of improving their communication skills, particularly influencing, and also recognising the different approaches to effective communication which are possible. One commented that she had learned that “by listening and ….summarising, (you) can clarify things”,  while for another, the learning was in developing skills to “challenge deeply held assumptions”.  A second theme for Mentors’ learning was about unfamiliar aspects of public service itself, and increasing their insights about this world and its ways of working.
4.4  Transfer of Learning from Mentoring to Work

As was mentioned earlier, transfer is the extent to which the learning is imported in to the workplace, usually indicated by a change in on-the-job behaviour.  

4.4.1 Mentees

In this study, almost all Mentees said they had decided actively to change things about their behaviour at work because of the mentoring discussions.  In two thirds of cases, Mentees said the focus for the change of behaviour was with their team; and in about one third of cases, their peers and their boss were given equally as the focus of behaviour change.  In two instances, changes in behaviour had been focused on other targets, specifically council members in a local authority, and family members regarding work life balance issues.

A minority of Mentees did not claim any change in their behaviour at work.  One was a Mentee who was generally negative about her experience of being mentored; while another was because mentoring had been experienced by the Mentee as being “more about ideas relating to work issues and topics” rather than behaviour change.  

Many respondents highlighted that there were challenges in identifying what changes in behaviour could be attributed to mentoring.  In many cases, Mentees had also been undergoing other development initiatives, and so they themselves often had problems with this area.  There is also the difficulty of recognising changes in oneself, for as one Mentor commented  “quite often (the Mentee) would tell me about a situation and not recognise her change of behaviour until I pointed it out”.  It is within this context that the following findings are presented.

The areas where on-the-job behaviour change were cited can be clustered as shown in Figure 1:

Figure 1
Key Areas of Transfer of Learning


[image: image1]
Improved Self Awareness and Self Confidence

Enhanced self confidence was mentioned regularly by respondents as a key outcome of the mentoring process, which affected many areas of the individual’s professional life.  It included having the confidence to undertake tasks which previously had been perceived as challenging or difficult eg addressing underperformance; making the effort to engage externally in networking with senior people in other relevant organisations; being more objective in outlook and therefore not taking things so personally.  For one Mentee, prior to this confidence building, there had been a sense that “others must know more than I did, or have a magic trick.  (I realise now) my chance of getting it right is as good as theirs”.

For many, greater self awareness was a key element underpinning their improved self confidence.  The recognition, through discussions with Mentors, of individuals’ strengths was an important aspect, and a minority of Mentors had used diagnostic tools to contribute to this process.  The acknowledgement of weaknesses also played a part here for Mentees in terms of accepting honestly and holistically, what they can and cannot easily offer their organisations.  An example is given in Figure 2.

Figure 2

Managing upwards

A key issue for me was making the new management role my own.  I had just been promoted and my line manager who had previously done this job, retained a strong interest in it.  I wanted to build up my confidence and assertive skills and over a period of 3 months, these got better.   I gained a greater understanding of my strengths and weaknesses and was able to accept these. We talked in the mentoring process about how to do things my way and be able to deal with things as I saw fit, yet retain my line manager’s support.  I gained confidence in the job through acknowledging what I was good at, and where I have to work harder because of weaknesses.  With my line manager in particular I became more confident and was better at challenging in a way that kept the relationship going. I managed to clarify with her that there were boundaries over which she should not stray and now we work very well together.

Varied Leadership Styles and Approaches
A change of behaviour through experimenting with different leadership styles and approaches was mentioned by several Mentees, although what was meant by this varied considerably between individuals.  
For some this meant moving away from their natural style of leadership and experimenting with another, for example a naturally directive leader being more consultative and vice versa.  Examples are given in Figures 3 and 4.
Figure 3

A More Consultative Approach
I tend to be good at thinking up new ideas.  In the past I might spend quite a bit of time on this in advance of a meeting and then basically tell my team the outcome of my deliberations.  However the feedback from my team was that they were just presented with my suggestion and that was that.  They didn’t know that time had been spent on thinking things through and so it seemed that we were just going with the one option I had chosen apparently without much thought.  For an issue we needed to resolve, I adopted a different style.  We had a group meeting and a real discussion about options, and came to a view together about what should happen.  It was the same outcome as I would have chosen, but when I asked them what they thought, they said they were all very happy this time - and there weren’t the same mumps about having it landed on them.  We all worked better as a result.

Figure 4

Being More Directive

I was fairly new to the organisation and my natural style is to be consultative and consensual.  At the time we were facing big and difficult issues, and it seemed that this was not working well.  My senior team seemed to need me to be far less democratic than I wanted.  I was pushing them hard and decided to do less consulting, but to be very clear about exactly what I needed them to do.  For many of them it seemed to be a relief in some ways which was the opposite of what I actually expected.  They liked this better in these difficult and uncertain circumstances, and there was a good outcome in terms both of work output and my relationships with them.  

A more strategic approach was mentioned as having been developed and this was particularly apparent among Mentees who were already at a senior management level.  One Line Manager acknowledged “demonstrable change in his dealings with his colleagues” by one Mentee, such that he was operating now at a much more strategic level, and had become more comfortable about delegating key tasks to the team rather than himself becoming involved in details.  In another case, the Mentor was described as having had very good strategic management experience and so often “was asking questions from the perspective of senior management”.  As a result the Line Manager said a more strategic focus was developed in the Mentee, and this led to a “massive change” in her perspective.  Where this focus on  “the big picture” had taken place, it had been noticed and valued by the Line Managers.  An example is given in Figure 5

Figure 5

The Art of Delegation

In my role as Mentor, one Mentee had a key goal about letting go of some of the detail of managing and motivating the people in her grouping.  We looked at how she could get the strong people in the team to be more involved in the day to day, so that the Mentee could be more strategic.  There was some tension for the Mentee in considering this, as she did not want to be perceived as abdicating an important part of her role.  However when she tried delegating more, the opposite was the case.  She managed successfully to delegate, and in fact many staff actually became more motivated as a result.  This is still ongoing, but there was some progress.

Also mentioned was using a more reflective style which involved taking time to think things through rather than just reacting to an issue, and being better prepared and more thoughtful regarding difficult issues.  An example is given in Figure 6.
Figure 6
A More Reflective Approach
I had a difficult member of staff working for me, and in the past our discussions had often descended into arguments.  Through conversations with my Mentor, I developed the ability to pause and not just to react to what was coming at me.  I was able to recognise anger inducing behaviours in the member of my team.  In a particular instance of conflict, I reflected on previous interactions and anticipated how things might go.  I thought through the messages I wanted to get across, and used a more reflective, and less confrontational approach. We managed to resolve the problem reasonably amicably, and I felt really good about the outcome.  There was no argument, the issue was resolved, and the relationship was improved.

Changes in style were also highlighted in terms of being more proactive as a leader, and thus “not just letting things happen to me, (but rather) consider what I could do about things”.

Clearer Communication

One of the key components of any successful communication is good listening skills, and improvements in this regard were claimed by many of the respondents particularly in meetings.

A recurring theme here was improved influencing skills, particularly in terms of thinking of things from the perspective of the other party.  There is an example in Figure 7.

Figure 7

More Head than Heart

In one area of work, I substantially changed my approach.  I was on a committee with a very powerful Chairman.   Previously I had been inclined to go blundering in to the discussions.  I began to think very carefully about how to influence him and the group, and adopted a more considered, strategic approach which I thought through in advance.  It involved thinking about how my suggestion would affect everyone there and this influenced how I presented things.  It involved an approach I’d describe as more head than heart…..and it achieved the outcome I wanted.

Being more assertive was mentioned by both male and female Mentees as an important area of behaviour change, and this related to members of their team, their peers, and their boss.  Figures 8 and 9 provide two examples.

Figure 8

Being more assertive…………..with the boss

I was feeling really frustrated with my line manager because we didn’t meet on a regular basis.  He tended just to drop in when it suited him, and on these occasions the conversations would go all over the place, and the things I thought were important didn’t necessarily get covered.  My Mentor suggested taking the initiative and being more assertive, and we talked through what this might involve.  I decided to set up a proper meeting and do an agenda which I sent in advance.  At the end of the meeting I didn’t let him go until we had another meeting agreed.   This has helped me focus on key issues and keep the meetings on track.  It works really well as I can be more productive now and the line manager is fine about it.
Figure 9

Being more assertive………….with the team

I have various teams reporting to me, and one team in particular seemed very unclear about priorities.  As a result the work output was not satisfactory.  Due to having more personal confidence I thought there was a different way of doing things that would be better and improve the information people had. I thought we could be more professional and productive.  I changed things so that we had monthly management meetings; introduced a different type of agenda which brought in different topics and put more of a focus on delivery.  Through this there has been more clarity.  There has been some improvement and though it is not 100% successful yet, good progress has been made.

Having and communicating clearer expectations of staff was important in several cases, and an example is in Figure 10.

Figure 10

Clarifying requirements of the team
In one part of my job, I don’t personally have detailed expertise about certain issues.  However getting things right in this part of the work is important.  I realised that I needed more support from my team, and as a result asked them to spend more time on such details.  I made clear exactly what was required and that precision was important.  I was much clearer about time scales and how I need material to be presented.  Initially I was concerned about how this would be received.  I needn’t have worried as they were fine, and I think now on reflection, had perhaps been looking for this direction.

 Proactive Career Management

For a substantial minority of Mentees, they had engaged with mentoring as a means of thinking through some of the issues in their career management.  In one case, the individual had been encouraged in this way by their Line Manager as he did not believe the fit was appropriate between the particular Mentee and the job. For several Mentees there was greater clarity about future plans as a result of discussions with the Mentor, and one had changed the career direction she might have gone in as a result of assessing strengths and dislikes about the work.

4.4.2 Mentors

A minority of Mentors said they had changed their behaviour at work as a result of their mentoring experience.  After discussions about team effectiveness, one said she questioned herself about her own team in this regard, and “as a result had a session with my team to find out how we could improve our team meetings”.   Another had realised the strength of power of reflective time, and as a direct result “try to set aside some time now every day (for this)”.

4.5  Results
It can be extremely difficult to make a connection between a development intervention and results which represent its impact on an organisation, as there can be so many intervening variables.

In this study, almost half of Mentees said they believed there had been an impact on their organisation as a result of their involvement in mentoring.  Being able to take a more strategic view facilitated a different kind of contribution for some, so that they were able to make more self assured, informed and frequent comments in meetings with senior management.  Also important was leading an improved team with open communication, and in some instances this was linked to increased outputs and better quality of work which had been remarked upon in other parts of the organisation.  For some, the impact on the organisation was described as “indirect”, involving promoting leadership development for their team including, though not restricted to, mentoring for their staff.  Many Mentees were unsure rather than negative about the extent of an impact on their organisation.

As to the views of Line Managers on this, about a quarter believed there had been an impact on the organisation through the individual’s improved capacity to deal with change, and take responsibility.   The remainder however were unsure, because of the lack of communication about the focus of mentoring.

4.6 Mentoring and Leadership Effectiveness

All respondents were asked how they would rate mentoring as a means of improving leadership effectiveness.

The overwhelming majority of Mentees, Mentors and Line Managers said they rated it highly, considering it to be effective, helpful and useful in this regard.  It was “an exceptionally powerful way of accelerating the effectiveness of leaders”.  Many highlighted that the process hinged on achieving the right match between Mentee and Mentor although in the experience of those in this study, this had worked very well.  It was also viewed consistently as “part of a toolkit” for development, at its best when it is complementing other approaches rather than simply a stand alone initiative.  For one Mentee its strength was that “it forces you to work.  You can’t put things off with one to ones, and so it’s a good way of keeping up the momentum”.  As a strategy for leadership effectiveness, it was suggested by one Mentee that this was particularly helpful when an individual is commencing a new management role, and/or moving into senior management.  One Mentor respondent was concerned that mentoring  would not become “too introverted in its delivery…..focusing on the soft skills of the HR agenda”, and so it would be important that this process should focus on the range of organisational dilemmas.  Finally it was emphasised that as many in local and national government organisations may still view this as a remedial intervention, it is important that positive messages about the nature and purpose of mentoring continue to be promoted. 

In this study, Mentee and Line Manager respondents were also asked whether they thought the Mentee’s leadership effectiveness specifically had been affected by their learning from mentoring.  Almost all Mentees answered positively and a range of areas was highlighted.  These were similar to the points presented when asked about impact on the job and organisation, and included improved output delivered by the individual and her/his staff, enhanced team relationships and team morale which in turn influenced delivery; and more effective strategies for dealing with key issues and senior management as a result of a more self confident approach.  Some individuals had evidence that their leadership effectiveness had improved through feedback from staff and line management, and in one case “(I was) commended by the most senior management”. For one Mentee, the process of mentoring had played an important role in her relationships with her staff so that “every time I was taking decisions with staff I was considering: how is this affecting the leadership of this person and the organisation”.  
Again, their Line Managers were less clear about this issue.  While a minority considered that leadership effectiveness had been improved through mentoring, most quite simply, were unsure.  This may be linked to the finding reported earlier, about Line Managers’ lack of knowledge of goals for this process by their staff. 

4.7  SLF Processes for Mentoring

The majority of respondents were very positive indeed about the SLF mentoring programme, and how it is organised and delivered.  They said that SLF had done a great deal to professionalise mentoring in Scotland, and that it was impressive, and effective in delivery.  It was a very good service and for one Mentee “was a gift from heaven”.

When asked what improvements they could suggest, many contributed none, as they were content with the current approach and felt it was very well run.  For those who did comment, a number of themes were common.  

Many Line Managers said they wanted to be more involved, for example through a “closer dialogue ……at the beginning”.  This was suggested with the pragmatic purpose of having more information about what mentoring is trying to achieve, and ensuring that objectives set are realistic.  For another respondent it was important that these objectives should be stretching, and so a third party – either Line Manager or SLF might look at them.  For one respondent, there was an implication on outputs as payment for mentoring was being made, and so it was important to “be clear about what we are getting” for the money involved.  There was a sense of this development intervention being rather a mystery to many Line Managers, and it was suggested there could be a mechanism to keep them up to date eg through a three way discussion (with Mentee, Mentor, and Line Manager).  

For some Mentors there was a need for greater involvement with SLF as they said “the degree of contact was minimal”.  One would have liked reassurance that what they were doing was acceptable and appropriate.  Another felt that a personal contact, rather than documentation to complete, would have been desirable.  Some Mentors requested Supervision, and for one this would be “a person to talk to about the mentoring relationship and how it’s gone”. Also suggested was an opportunity for peer group learning eg once per year, to discuss issues and reflect on challenges and practices in the mentoring experience.  A further point made by one Mentor related to the desirability of all parties having realistic expectations, and that therefore there was a role for more information at the outset to ensure “more preparedness about what might happen in mentoring”.

It  was suggested by some respondents that it would be useful to have an update from SLF on “where they are” regarding mentoring, and “how (I could) do a bit more and contribute to creating more work”.  One Mentee felt that she could be an ambassador for SLF as she had been so positive about the mentoring experience.  She suggested that Mentees might be willing to do marketing for SLF, for example contributing at events on the theme of ‘Why Mentoring?’  The current work on evaluation was considered to be desirable and important, given a context of maintaining high standards.  Some respondents also raised the question of resourcing the mentoring initiative within SLF, wondering if this area of work could continute appropriately to “sit with one person”, particularly if increased demand is anticipated and high standards are key.  

5.  CONCLUSIONS AND RECOMMENDATIONS

As a result of the primary and secondary research carried out for this project to meet the aim and objectives established at the outset of the work, conclusions are now drawn and recommendations made.

5.1  Individual and Organisational Impact of Mentoring

5.1.1  Categories of Mentoring

Conclusion

To optimise the impact of any learning at work, the ideal is for Line Manager and staff member to identify clear needs at the outset of any learning situation, translate these into learning goals, and then discuss together how best to implement this learning after the development intervention.  However this assumes that the intervention is instigated and supported by the organisation.  

A key issue which has emerged in this project, is that of where ownership lies for the mentoring experience through SLF, and various categories have emerged.  

In Category One, the initiative was taken by the individual, and Mentors did not charge a fee to the individual’s organisation.  This therefore could quite legitimately be perceived as a personal development journey for which organisational impact is of secondary concern.  In Category Two, there was clear organisational involvement from the outset, and here Line Managers were often the source of the idea for mentoring.  In many of these, payment was made for the Mentor’s services.  Here there was an expectation on the part of the Line Manager, that behaviour would change as a result of this experience.  

It is understood that it has been a deliberate strategy of SLF, that both of these approaches should be provided and this is laudable as it enables individuals to pursue their development regardless of organisational support as an essential requirement.  However in addition to these two categories, a third has emerged in this work, which is much less clear cut.  Here there was lack of communication and clarity between individual and their Line Manager about which category the mentoring experience fell into.  As a result individuals felt they were on a personal development journey, while their Line Managers had different expectations and yet were uninvolved.  They were excluded from contributing to establishing learning goals or sharing insights about learning achieved, but often were expected to fund the financial costs involved in mentor fees, or provide other support.  A consistent theme throughout the study, was many Line Managers’ mystery and confusion about exactly how mentoring fitted into other developments – and this was even the case for some Line Managers in Category Two.

While it is quite legitimate – and indeed desirable - for SLF to offer these different approaches to organising mentoring, it would be unfortunate if the Line Managers who feel excluded and confused, prevent others from being involved through having inappropriate and ultimately disappointed expectations.  In the longer term, this would be undesirable and not in the interests of improving public service leadership or indeed, SLF itself.

Recommendation

It is suggested that individuals embarking on mentoring, are asked to consider at the outset, which category they see as being appropriate to them, and, where relevant to clarify this at work – particularly where fees are involved.  Where they are in Category Two ie the organisationally focused approach, it could be highlighted by SLF to individuals, that involving Line Managers in agreeing learning goals and focusing on areas for behaviour change, could be helpful to them both in ensuring organisational support, and perhaps even for their career development in the longer term.  It is important that greater clarity about roles and responsibilities in mentoring for Line Managers as well as Mentees and Mentors, should be encouraged.

5.1.2 Outcomes from Mentoring

Conclusion

Almost all Mentees said they had engaged in behaviour change at work as a result of mentoring discussions.  The majority said the focus of this was on their team, although changes with their peers and boss were also highlighted.  Key areas of learning and behaviour change were in the areas of:

· enhanced self awareness and self confidence
· experimenting with varied leadership styles and approaches such as directive versus consultative styles; and including adopting a more strategic approach; and being more reflective in style
· clearer communication particularly improved influencing and assertive skills, more effective management of people through clearer expectations; networking externally; and improved listening
· proactive career management.  
Critical incidents as examples of these have been developed for this report.
Although it can be difficult to make a direct link between a development intervention and organisational impact, in this study almost half of Mentees thought there had been such an impact as a result of their involvement in mentoring.  This was both direct (eg improved contribution through adopting a more strategic perspective, greater team effectiveness through improved communication), and indirect (eg promoting leadership development and/or mentoring for their team).  Line Managers were mainly unsure on this issue of impact on the organisation, and this was largely because they did not know the focus of the mentoring discussions and thus agreed outcomes.

Mentors also considered they themselves had achieved learning and behaviour change through mentoring.  More effective communication skills especially influencing, and changes in team management were highlighted.

Recommendation

The critical incidents of behaviour change which have now been developed as part of this project, should be used to communicate and promote this important type of outcome to mentoring, with potential Mentees and their Line Managers.  They could also be a resource which could contribute to Mentor development events. 

5.2 Mentoring and Leadership Effectiveness
Conclusion

The overwhelming majority of respondents said they rated mentoring highly as a means of improving leadership effectiveness.  A key issue was the matching process and this was said to work very well in SLF.  Mentoring was considered to be at its best as a development intervention when complementing other approaches rather than a stand alone initiative.  A possible constraint was the view said to be held in some public service organisations, of mentoring as a remedial activity.  If this is the case this is unfortunate and potentially disadvantageous to future SLF work in this field.  It may be that education on this matter for senior managers in public service in Scotland is indicated.

Almost all Mentees said their leadership effectiveness had been enhanced by mentoring and some could cite evidence of this in the form of improved output delivery, enhanced team relationships and positive feedback from more senior management.  Line Managers were mainly unsure probably because of their lack of information about the focus of mentoring discussions.

Recommendation

SLF should consider strategies to influence senior managers in the public service to view mentoring as a positive and successful learning intervention for highly effective leaders, rather than having a purpose which is remedial in nature.

5.3 Current Thinking about Leadership

Conclusion

Leaders in 2006 and beyond, are facing a myriad of demands and complexities in their public service leadership roles.  These include numerous elements such as building successful relationships within and outwith the organisation; delivering effective services with limited resources; attending to customer reaction and satisfaction issues; creating cultures of challenge and creativity; undertaking transformational change; demonstrating personal integrity and honesty; and creating effective partnerships internally and externally.  These are particularly important in Scotland with the recent change in Government and the consequent increased demands from the Scottish Parliament.  Current thinking emphasises effective leadership as involving a range of leadership styles and approaches, utilising highly competent influencing skills, taking a strategic perspective, engaging in collaborative endeavour, involving community leadership and placing an emphasis on learning and the sharing of ideas.  It seems clear that the nature of leadership in the public service arena is dynamic and complex.  There seems every likelihood also, that continuous change and substantial demands will continue to be a constant factor.  It is indeed a challenging scenario.  

Recommendation

SLF should highlight to potential users, providers and supporters of the Mentoring Service, that the evidence of this study indicates that there is a close link between many of the currently recognised key requirements for effective leadership, and the outcomes achieved as a result of SLF Mentoring.

5.4 Overall Effectiveness of SLF Mentoring

Conclusion

The overall aim of this work was to assess the effectiveness of the SLF Mentoring Service in developing public service leaders.  The data produced from this study identifies that the SLF Mentoring is indeed effective in developing public service leaders, and that Mentees in particular are positive and enthusiastic about this approach to learning and how it is offered by SLF.  There were very few suggestions for improvements, suggesting a high degree of satisfaction amongst those involved.  

Some Mentees highlighted a degree of discomfort at the outset of their involvement, because of being unsure about how mentoring would work in reality. It may be possible to offset this by providing those in new relationships with information which would highlight that this development intervention is different from other more passive approaches, and acknowledge that some uncertainty at the initial stage can be a normal part of this process.  

Mentors said they valued the training provided by SLF and the online tools made available.  A few Mentors requested greater involvement with SLF in terms of reassurance and conversation about progress, rather than simply documentation to complete.  Supervision was also requested as a means of discussing issues and challenges in being an effective Mentor, as was peer group learning.  It was suggested that those currently involved in mentoring could act as ambassadors for SLF in promoting this facet of the Foundation’s work.  While a few Mentors commented on the commercial drawbacks of their involvement in mentoring at discounted rates, this is only likely to be a problem for SLF if there is a shortage of Mentors in the future.

Recommendation

SLF should consider providing information to those in new mentoring relationships which highlights that this development intervention is different from other more passive approaches, and which acknowledges that some uncertainty at the initial stage can be a normal part of this process.  

Also for consideration should be Mentors’ requests for further communication and supervision.  It may be that further consultation with Mentors as to the precise nature of how this should work most effectively, could be integrated into the development events which are planned for that grouping.  

Contributions to SLF promotion and marketing of mentoring from enthusiastic Mentees should be assessed as to whether this would add value in promoting the service.

5.5 Summary

Conclusion

As a result of the complexity of leadership roles in public service currently - and perhaps more than ever before - the provision of opportunities for leadership development in encouraging and supporting those in leadership roles is of crucial importance.  All of the findings of this report emphasise that mentoring has an important role to play in improving public service leadership effectiveness, and it seems likely that demand for this type of intervention will continue in the future, and possibly increase.  In its key overarching role in public service in Scotland, SLF is extremely well placed to meet this demand, and continue its high quality provision in the important arena of facilitating further leadership effectiveness.

Recommendation

SLF should build on its success to date with mentoring, and continue to develop the Mentoring Service as a crucial element in developing leadership effectiveness in Scotland.

Appendix 1

Effective Leadership:  Skills and Abilities

According the Leadership Questionnaire
, the main components of effective leadership are:

· Genuine concern for others

· Shows political sensitivity and skills

· Decisive displays, determined, self confident

· Shows integrity and is trustworthy, honest and open

· Empowers, develops potential

· Inspirational networker and promoter

· Accessible, approachable

· Clarifies boundaries, involves others in decisions

· Encourages critical and strategic thinking

Abilities of good or excellent leaders are:

· Effective delegators

· Connected at higher levels

· Give feedback, particularly on positive performance

· Reading situations and making the right contribution

· Unlocking talent and innovative potential

· Ability to adopt a range of styles

· Outward facing

· Influencing, brokering, negotiating

· Adaptive thinking

· Skills of dialogue

· Achievement orientation

· Humanistic approach

· Positive thinking

Improved Self Awareness and Self Confidence





Varied Leadership Styles and Approaches 





Eg


More consultative/directive


More strategic


More reflective








Clearer Communication





Eg


Enhanced influencing skills


Effective assertive skills


Clarified expectations of team


Networking externally


Improved listening





Proactive Career Management


Eg


Career direction


Progress in current job
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