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1. Mentoring program

1.1. Mentor training and mentoring

The aim and goal of mentoring training is two-fold. On one hand, the aim is to create a permanent network of mentors for the Amiedu enterprise incubator and start the mentoring process during the fall of 2004. Through the training, people in the network are trained to be mentors. The training strengthens the mentor’s ability to provide peer and expert support for entrepreneurs starting their own business. On the other hand, mentor training under the Fementre project offers the possibility of developing a model for mentor training at the Amiedu enterprise incubator. The planning and implementation of this training produced this guide for mentors. The guide helps in arranging future training for mentors. 

The pilot phase of mentor training is interactive, and includes the aims and meaning of mentoring as well as pondering and planning for the future mentoring relationship and process.

1.2. What is mentoring in Amiedu 


The mentoring network at the Amiedu enterprise incubator is characterized by the following facts:

· The members of the Amiedu educator and consultant network typically concentrate on their own core competencies

· The head trainer of the Amiedu enterprise incubator acts as the head mentor for the centre’s entrepreneurs

· Enterprise incubators and their entrepreneurs in the Uusimaa region need expert guidance and sparring partners

Thus we came to the conclusion that in the Amiedu enterprise incubator, mentoring consists of peer support and expert services in the mentor’s own field of expertise. A mentor can mentor several mentees or mentoree entrepreneurs at once. Traditionally, mentoring is supporting the entrepreneur in the early phases of the enterprise in all issues related to entrepreneurship. 

The aim of mentoring is to guide, support and strengthen the entrepreneur in getting information and using it in the enterprise and in personal development as an entrepreneur. 

1.3. Mentee, the enterprise being mentored 

The entrepreneur works in the Amiedu enterprise incubator, which has 28 places for entrepreneurs in different phases, from the newly started companies to companies that have operated a few years. Mentoring is focused on entrepreneurs who have just started their enterprise and thus have the greatest need for peer support and expert services. In the enterprise incubator, students can also plan the start-up of a company in a pre-incubator training, which is arranged together with financers (employment and economic development centres) when necessary.

Mentoring is targeted for entrepreneurs whose incubator contract includes mentoring. The contract includes mentoring for maximum of 4 hours per month in previously defined subjects. Mentoring need lasts for up to two years, i.e. the maximum time an enterprise can stay in an incubator.

1.4. Coordinating mentoring

The head trainer of the Amiedu enterprise incubator acts as the head mentor. He/she coordinates the matching of mentors and mentees, based on their initial information and need analysis and guides the parties in the beginning. For this coordination process, a portfolio of forms is created for both parties. The forms include i.a. the requirement analysis for the mentee, mentor’s CV and feedback form for both parties on the mentoring process. Amiedu maintains a mentor register and mentoring and follow-up reports, which include the main features of the mentoring process.

Before choosing a mentor for the mentee, the Amiedu enterprise incubator will analyse both parties’ needs and reasons for mentoring. 

The mentor is asked:

• What is what is your core expertise? 

• What kind of entrepreneurs you want to mentor?

The mentee or the entrepreneur is asked:

• What kind of mentoring and mentor does the entrepreneur need?

Both parties will agree to follow the mentoring programme of the Amiedu enterprise incubator.

2. Concepts and goals of mentoring                                                                           

Mentoring is guidance and support offered by an experienced, esteemed senior expert to a younger colleague who is willing and able to develop their skills.  It is a goal-oriented mutual interaction characterized by openness, trust and commitment from both parties. 


2.1. Main goal of mentoring

The main goal of mentoring is to promote and support the mentee’s career management and speed up the career development.  This is done through developing the mentee’s professional skills and abilities in a versatile way as well as improving the mentee’s self-confidence.  The mentee is offered a unique, fast route to acquiring the branch values, attitudes, norms as well as operation methods and ways.

The mentor is an experienced professional working in Amiedu as a trainer or consultant, who wants to share his/her knowledge and support the mentee in his/her professional and personal development. 

2.2. The tasks and role of the mentor

The mentor has two main tasks: a career-related task of professional development and an educational task.  

The mentor should coach and support the mentee, be available for him/her. The mentor should encourage and support the mentee to take on more challenging tasks to utilize and improve the competences of the mentee.  

As an educator, the mentor is a role model, offers acceptance and strengthens the mentee’s feeling of success.  When necessary, the mentor should also be critical in a constructive, guiding way. In his/her actions, the mentor adds to the mentee’s skills and supports the mentee’s self-confidence.

Often, the mentors feel quite natural in the roles of an expert and trainer.  But the role of an educator often raises questions with future mentors as well as creates discussion on the issue.

A successful mentor has been described as follows:

(Nakari, Liisa: Mentorointi, Ekonomia Oy, 1996).

· Is interested in and likes people, and likes to see them grow and develop.

· Has maintained up-to-date professional skills.

· Is a good listener, asks the right questions. Has good interactive skills.

· Can talk about and address difficult issues as well.

· Takes the responsibility for mentoring. Wants to help and share his/her own knowledge Guides, supports, encourages and motivates. 

· Creates confidentiality by openly telling about his/her successes as well as failures.  

· Is a balanced person with whom it is easy to cooperate.

· Is a proficient expert. Knows how to delegate tasks and take responsibility.  Has clear goals and knows how to communicate them to others.  Perceives the big picture as well as details and connections between things.

· Is a suitable role model and does not see the mentee as a competitor.

· Has suitable experience.  Knows both the official and unofficial decision processes.

· Has a large contact network.

· Is in a mentoring relationship because knows he/she can be motivated by the development of the mentee and can share his/her experience with new entrepreneurs in the field. Usually acts without compensation, money is not a motivator, but “inner compensation” is enough.

2.3. The mentee

The mentee is a younger person with some experience, has proved him/herself and clearly has the development potential.  He/she is strongly motivated in learning and possesses the necessary skills and abilities to exchange experiences and views with a more experienced colleague.  In Amiedu, the mentees are entrepreneurs starting their business in the Amiedu business incubator. 

2.4. What do the mentors expect from the mentees

The mentee is actively looking for new challenges and responsibilities to improve his/her abilities, knowledge and skills. The mentors expect the mentees to take the mentoring process seriously: to show up prepared at mentoring meetings and to be ready to change attitudes and operating methods to deepen their understanding of connections between different things.  The mentee has to be ready to accept feedback and coaching. In order to develop, a mentee should not downplay any possible problems or development needs, because the problems have to be brought up in order to tackle them.  The mentees should be ready to commit to the mentoring relationship for a longer time period, since building a mutual trust for the basis of discussions is a prerequisite for development.  

2.5. Tasks and methods for mentoring

Mentoring is disseminating and transferring practical experiences, views and know-how from one person to another.  The mentoring process is personal, in-depth, confidential, extensive, goal-oriented and process-like.

It is important for the mentor and mentee to be well suited in order for the mentoring process to fulfil the expectations.  The goal of mentoring is transferring and disseminating know-how, experience and views in a speeded-up, versatile process.  The key working method is confidential mutual discussions.  

3. Starting the mentoring process 

The organizing and processing of mentoring requires planning and preparation, process management and follow-up of results and effectiveness.  Mentoring processes tie up resources of money and time and require genuine interest of the mentor toward the mentee. 


3.1. Tasks of mentoring coordinator 

It is good if the mentors have the chance to arrange get-togethers where they can share their experiences of the mentoring processes and its development.  The head trainer of the Amiedu enterprise incubator acts as the head mentor.   Through the head mentor, it is possible to arrange expert guidance and support for the practical organizing of all phases of the process. preparations, starting up, implementation management, follow-up and development. 

The tasks of the mentoring coordinator or the head mentor include the following responsibilities:

· to find and select mentees

· to find, assess, propose and train suitable mentors

· to help facilitate the creation of suitable mentee-mentor relation- ships

· to help plan for the mentoring programmes

· to help in negotiations between parties and drawing up the mentoring contracts as one part of the process 

· arranges necessary training both separately and together for mentees and mentors

· to stay in touch with all parties and to follow the progress of the mentoring process

· to ensure the results of mentoring and their utilisation

· to collect feedback from all parties on the success of the mentoring processes and to utilise the feedback in developing the mentoring process and training     

3.2. Orientation to mentor-mentee relationship

Before choosing the mentor for the mentee, the Amiedu Entrepreneurship centre will analyse the needs and reasons for mentoring for both parties. 

To help orient the mentors, they were asked to think about the future mentoring process through the following questions:

What do we expect from each other?

What responsibilities are there in a mentoring process, and where do we draw the line?

Where and how often do we meet?  How long will the mentoring relationship last, and how long do we reserve for each individual meeting?

When and how will we assess that the relationship is satisfactory for both parties?

Are there issues either party does not want to discuss?  

How do we ensure that our relationship is based on openness and confidentiality?

Are we both willing to give honest, timely feedback?

What are the issues we can reveal to others?

How formal or informal do we want our meetings to be?

How do we measure our progress?

How do we manage the transition phases in our relationship, especially the end of the mentoring relationship?

To what extent are we willing to expose our own networks for the use of others?

Through the above-mentioned questions, the mentors create a description of themselves, including the definitions to the following issues:

1) What is your core expertise as a mentor? What areas of your expertise do you as a mentor want to share with the mentee?

2) How do you see yourself acting as a mentor? (mentor’s role, methods, time and place?)

3) What kind of hopes do you have for your mentee?  Does age, gender, education etc have any significance in building the mentoring relationship?

4) What kind of entrepreneurs you want to mentor?

The mentees were asked to think about the following questions for their orientation: 

1) What kind of mentoring and mentor do you feel you need?

2) What kind of development needs do you have as a beginner entrepreneur?

3) What kind of mentoring process are you willing to commit to timewise?

4) What kind of goals and expectations do you have for the mentoring process? 

Based on these descriptions, the head mentor matches suitable mentors and mentees.

The basis of the mentor-mentee relationship is a mutual feeling of suitability and commitment to implement the process with the agreed methods, striving for good results.  

Both parties will agree to follow the mentoring programme of the Amiedu Enterprise incubator.

Before the mentoring plan and contract are drawn up, both the mentor and mentee have to be oriented to the mentoring process.  In the orientation phase, the mentor has to familiarize him/herself to the career development and career plans of the mentee as well as the mentee’s situation in life.  Discussions are important for the mentor, as the mentor can plan their own approach to their role on the basis of the discussions.  

3.3. The requirements of successful mentoring 

The mentor’s emotional presence and genuine interest toward the mentee as well as goal-oriented guidance are pre-requisites for a successful mentoring process. If the mentor is only interested in the mentee’s actions, the mentee can experience the relationship as distant and feel very much alone with the advice the mentor has given. Emotional presence and clear goals are very important in mentoring. 

Mentoring meetings that proceed without goals can be very nice and comfortable moments, but they do not promote the realization of mentoring goals related to professional education and development. The most frustrating situation for a mentee is if the mentor is not interested in the goals or the persona of the mentee. This leaves the mentee very much alone. 

A good mentoring relationship is interactive and requires active participation from both parties. The mentor may feel the process is a waste of time if the mentee is not prepared for the meetings and is not committed to professional development.

The discussions help the mentee to orient him/herself to the personal development process. The mentee has also the chance to examine his/her motivation, expectations and goals.  Clear, concrete goals help in drawing up the mentoring plan and contract.  A joint training and guidance session can be organized for the mentees.

3.4. Drawing up the mentoring plan and contract, starting the mentoring meetings

Before the actual mentoring meetings start, in the orientation phase, the mentor and mentee agree upon the rules of the mentoring relationship and the key goals of mentoring which will be re-evaluated throughout the mentoring process.

After the thorough orientation phase, a clear and concrete mentoring plan and contract are drawn up, and the actual mentoring process with mentoring meetings can commence.

3.5. Evaluating and developing mentoring

The most important part of the mentoring process are the mentoring meetings. Since mentoring is a goal-oriented development process, the results and effects of mentoring should be evaluated and measured.  The head mentor follows the progress of the mentoring process and reports on it.

Developing the mentoring process into increasingly efficient method requires feedback from all parties of mentoring. Both the successful and less successful experiences are important in developing the process further.

The mentoring contract is for a fixed period, and after the mentoring is over, the mentoring relationship should be declared ended. Of course, the parties can agree to stay in touch in the future. 

3.6. Why be a mentor 

A mentor gains more information by getting to know new people and ideas.  Through mentoring, the mentor has a good reason to examine his/her own actions and to see things in a new light. The mentor has to question his/her own thoughts and viewpoints. The mentor has a chance to develop his/her management skills to a more coaching, encouraging direction. The mentor gains successful experiences as he/she follows the learning and development of the mentee.  The mentor learns to see things from an individual point of view.    

4. What mentoring is and what it isn’t

Mentoring has best practice rules based on good sparring partnership, and both the mentor and mentee should remember and be aware of the rules. 

Mentoring is

· Offering peer support and expert services

· Sharing and disseminating from your own experiences and knowledge

· Learning and developing together – both parties give and receive

What mentoring isn’t

• Making decisions for the other one

• Teaching and training

• Highlighting your own experience and superiority

• Diminishing the beginner entrepreneur and enterprise 

• Hasty, hurried performances

• Business
Being an entrepreneur means taking risks and responsibility for your own business – real entrepreneurship. No one can run the business, take the responsibility or make the decisions for the entrepreneur.
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