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Is the increasingly popular
strategy of group mentoring ( \
nght for your organization?

T . . SR g, Beth N.Cervin

Group mentoring in a corporate setting may not have the sam
help from on high, but it is becoming an increasingly populc

strategy for augmenting the traditional learning and develop
opportunities of one-to-one mentoring.

In many cases, the embrace of group mentoring is more a matter
of practicality than a deliberate shift or expansion in mentoring
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\ of Issues and ideas, and it creates addlllonal learning
es through group projects and activities.
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of the group should work individually and
as a team with the mentor(s) on their
learning objectives. The last few meetings
can be used for presentations and a
closing celebration.

7| Online mentoring groups can have
a beginning and end, or the group
itself can continue indefinitely with
membership changing throughout
the life of the mentoring program.

Technology support

One of the ways to support this process is
to use online mentoring platforms or other
collaborative technology to expedite
group formation, provide a central point
of communication, and enable easy
monitoring by program administrators.

Newer mentoring support programs, for
example, offer features such as self-service
setup of mentoring groups by employees

or program administrators as well as tags
and other tools enabling users to quickly
locate groups of interest. Once a group

is formed, some of these programs offer a
separate workspace for each mentoring
group with areas to post group projects,
event notices, resources, and questions that
can be answered by group mentors or fellow
members. It's an efficient way to help groups
coalesce, communicate, and stay on course.



Obstacles to overcome

The obvious challenge in using group
mentoring for learning and talent
development relates to the personality

and behavior characteristics of individual
participants. The "mouse” may need help
with coming out of the corner to fully
engage in the mentoring experience.
Conversely, the "loud mouth” may need to
be quieted to allow everyone to participate
equally in the group. Facilitators can help in
both cases.

The less obvious challenge involves group
dynamics. If this isn't managed, it can

get in the way of an otherwise successful
mentoring group. Bruce Tuckman's 1965
stages of group development—forming,
storming, norming, and performing—aptly
defined the problem. Tuckman's analysis
again illustrates why facilitators are critical
in bringing focus and leadership into a
group mentoring environment.

During the forming stage, according to
Tuckman, members have a high degree of
dependence on the leader(s) for guidance
and direction. Group members are focused
on meeting each other and learning about
the group's goals and objectives. Once
group members settle in, however, they
may move into the difficult storming period
where cliques form, leaders are tested, and

power struggles ensue. Strong facilitator
leadership is needed at this time to enforce
rules and keep the group focused on goals.

The norming stage occurs when agreement
is reached. Responsibilities are clear.
Participants learn to appreciate each
other's skills and experience regardless

of any previous struggles. Mentors and
mentees listen and support each other. They
are able to disagree without conflict. The
group becomes cohesive and effective.
This leads to the performing stage, when
the group has a shared vision and is ready
to dedicate energy to the tasks required to
meet those shared goals and objectives.

Understanding these dynamics can help
facilitators and program administrators
compress the timeframe required to reach
the performing stage and ensure that group
mentoring delivers on its promise.
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Done right, group mentoring ccn provice
profound and long-lasting effects for both

the porticipants and the organizcation. A
comprehensive 2002 anclysis of a woemen's group
mentoring progream at c university in Australia
documented importaont outcomes including

8 increased confidence
B sharpened skllls
L expanded understanding of the organization

L expanded networking opportunities that
extend beyond the life of the program

Lo perfected solutions to specific problems
and challenges

o increased commitment and connectedness
to the organization.

Clearly, offering a group mentoring option as an
addition to the traditional one-to-one mentoring
scenario represents a promising opportunity

for employee skill enhancement, ccoreer
development, cnd knowledge transfer. With
proper planning and guidance, orgcnizations
caon implement a successful group mentering
program thct will nurture participants, cenefit
the enterprise s a whole, anc cddress the
reclities of limited mentor pools anc constrained
resources. Back on Mcunt Clympus, Athenc cnd
her fellow ceities would be proud.



