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DeCA Manual 50-55.01
mentoring in the defense commissary agency


Originating Component:	Human Resources Directorate

Effective:	March 29, 2019
 
Releasability:	Unlimited.  This manual is approved for public release and is located on DeCA's internet website at www.commissaries.com.

[bookmark: _GoBack]Establishes	DeCA Manual 50-55.01, “Mentoring in the Defense Commissary Agency,” March 29, 2019

Cancels:	Handbook, 50-13, “Mentoring Handbook,” June 2001
 
Approved by:	Cynthia A. Craft, Director, Human Resources


Purpose:	This manual establishes the authority, assigns responsibilities, and provides guidance and procedures for the establishment and management of the Defense Commissary Agency’s (DeCA) mentoring programs in accordance with Department of Defense Instruction (DoDI) 5105.55.  Additionally, it promotes awareness about mentorship and its benefits.  It reinforces and influences an enduring mentoring culture throughout the agency pursuant to Department of Defense Directive (DoDD) 1400.25 and Part 412 of Title 5, Code of Federal Regulations (CFR), which requires agencies to provide for the development of individuals in supervisory positions as well as individuals identified as potential candidates for those positions.  
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[bookmark: _Toc390336705][bookmark: _Toc390340295][bookmark: _Toc519850496]Section 1:  General Issuance Information  
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1.1.  Applicability.  This manual applies to all DeCA activities and all DeCA personnel in accordance with (IAW) DoD Instruction (DoDI) 5025.01 and decad 70-02.  
[bookmark: _Toc390336707][bookmark: _Toc390340297][bookmark: _Toc519850498]

1.2.  Policy.  It is DeCA’s policy that all employees (full-time and part-time), regardless of geographic location will have access to this manual.  It will help ensure the long term success of DeCA by providing:  

	a.  A continuous supply of well-trained and motivated employees who can play a vital role in helping the Agency meet its needs for experienced and competent workers, supervisors, managers, and executives.  

	b.  A process to help ensure human capital and the knowledge base of senior leaders is not lost through attrition or retirement.  

	c.  Pathways interns and recent graduates with occupational experiences in the commissary business, as well as a variety of other career fields that support DeCA’s mission, without regard to their race, color, national origin, gender, age, religion, or disability.  

	d.  Employees, through mentoring by Phased Retirees, are offered the opportunity to learn Agency specific and industry knowledge from seasoned professionals.  
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2.1.  DeCA Director.  

	a.  Oversees the administration of the Agency’s Informal Mentors, Pathways, and Phased Retiree Programs.  

	b.  Supports the use of the mentoring programs for all qualified and interested employees to promote and execute the long term needs of the Agency.  

	c.  Ensures the development, implementation, application, and evaluation of the Agency’s mentoring programs.  

	d.  Promotes and supports the Agency’s mentoring programs.  
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2.2.  HUMAN RESOURCES (CCH) Director. 

	a.  Establishes and oversees the individual mentoring programs.  

	b.  Develops policy governing the implementation, administration, and use of the mentoring programs.  

	c.  Monitors program administration for regulatory compliance.  
[bookmark: _Toc519850502]

2.3.  Mentoring Program Coordinator.  

	a.  Serves as the primary point of contact for all issues related to the operation and implementation of the mentoring programs.  

	b.  Manages the day-to-day operations of the Agency’s mentoring programs.  

	c.  Ensures mentors are properly trained.  

	d.  Maintains a list of the trained mentors on OneNet.  

	e.  Surveys participants quarterly to determine rates of active participation.  

	f.  Performs periodic evaluations on the effectiveness of the Agency’s mentoring programs and reports findings to the HR Director.  

	g.  Serves as liaison with DoD.  For example, provides updates to DoD on the Agency’s mentoring program implementation, obtains clarification on program issues, and shares best practices.  
[bookmark: _Toc519850503]2.4.  PROGRAM Participants (mentees and mentors).  The program participants (mentees and mentors):  

	a.  Assume responsibility for professional development.  

	b.  Complete Individual Development Plan (IDP) jointly.  

	c.  Select an appropriate mentor or mentee and develop a professional relationship.  


[bookmark: _Toc519850504]2.5.  SUPERVISORS and managerS. 

	a.  Provide support to the Agency’s mentoring programs.  

	b.  Ensure employees are aware of the Agency’s mentoring programs.  

	c.  Provide employees with time and other resources to participate in the Agency’s mentoring programs.  
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[bookmark: _Toc390336712][bookmark: _Toc390340302][bookmark: _Toc519850505]Section 3:  Overview  

[bookmark: _Toc390336713][bookmark: _Toc390340303][bookmark: _Toc519850506]
3.1.  DoD MENTORing PORTAL.  

[bookmark: _Toc390336715][bookmark: _Toc390340305][bookmark: _Toc418056719][bookmark: _Toc390336716][bookmark: _Toc390340306][bookmark: _Toc418056720]	a.  In May 2016, DoD launched the DoD Mentoring Resource Portal.  It is an online repository of comprehensive mentoring information that will assist mentors and mentees.  The portal will be the main reference for employees to obtain information and tools on the mentoring process.  It is located on the Defense Civilian Personnel Advisory Service (DCPAS) website, and contains a toolkit, training, and a mentoring library among other resources.  It is accessible with a Common Access Card at:  https://dodhrinfo.cpms.osd.mil/Directorates/HRSPAS/Leadership-Learning-and-Development/Pages/DODMentoring.aspx  

[bookmark: _Toc390336717][bookmark: _Toc390340307]	b.  The Mentoring Portal consists of three primary resources which are applicable to mentors and mentees.  They are:  Mentoring Toolkit, Mentoring Training, and Mentoring Library.  

		(1)  Mentoring Toolkit.  The Mentoring Toolkit provides DoD agencies with ready-to-use resources and is divided into these categories:  

			(a)  Mentoring Program Planning  

			(b)  Mentor/Mentee Matching  

			(c)  Mentoring Program Management  

			(d)  Mentor/Mentee Relationship Management  

			(e)  Metrics  

		(2)  Mentoring Training.  It provides training resources for mentors and mentees.  

		(3)  Mentoring Library.  It is a developing section that provides several resources including:  

			(a)  HR University Mentoring Studio.  A website containing mentoring tools and resources such as:  a mentoring action plan, an employee roadmap, articles, and podcasts.  

			(b)  Office of Personnel Management (OPM).  Mentoring in Government Training and Development Policy Wiki which is an OPM created knowledge-management page.  

	c.  The portal also contains useful information for anyone who might be involved or affected by a mentor/mentee relationship such as:  executives, managers, supervisors, mentors, and mentees.  This information is organized by role and serves as a one-stop for each person containing useful links and forms including a Mentoring Action Plan (MAP), discussion topics, etc.  

[bookmark: _Toc519850507]3.2.  THE PURPOSE OF MENTORING IN DeCA.  

	a.  Mentoring in DeCA helps the Agency maintain a highly competent set of leaders.  It is a primary way that today’s leaders help ensure the continued Agency success by sharing their knowledge and experience with tomorrow’s leaders.  The Agency is embarking on an exciting new path and in order to continue to prosper in the coming years, it must build upon its successes and embrace an entirely new approach in strategy, organization, operations, and financial management.  It is imperative that DeCA employees understand the new philosophy, how their role supports that philosophy, and focus their career planning on the Agency’s strategic direction.  

	b.  Since the Agency is run more like a business, current and future leaders will need to know how to run stores, manage resources, and understand fiscal and unit cost management.  Positions at all levels within DeCA will have similar competency requirements in fundamental areas such as:  interpersonal skills, customer service, business analytics, teamwork, problem-solving, reasoning, decision making, oral and written communications, technology application, planning and evaluating, stress tolerance, integrity, honesty, self-management, and self-esteem.  

	c.  Mentoring is an equal partner to formal training and other developmental efforts.  Any DeCA employee who desires to advance in his or her career will have the opportunity to select and work with a mentor to outline achievable goals and if desired, develop a MAP.  The MAP, found on the DoD Mentoring Resource Portal, can document the employee’s objectives and represents commitment by the employee and the mentor to attain them.  

	d.  Mentoring in DeCA is conducted informally.  It is a voluntary, developmental relationship that exists between a person of greater experience and a person of lesser experience.  It is characterized by mutual trust and respect.  Trust-based mentorships can often help focus self-development efforts to achieve professional objectives.  
[bookmark: _Toc390336718][bookmark: _Toc390340308][bookmark: _Toc519850508]

3.3.  SCOPE OF MENTORING IN DeCA.  

	a.  Mentoring in DeCA is an informal program and is available to all DeCA employees who are General Schedule, Wage Grade, Wage Supervisor, Local National, and are either full-time or part-time status.  

	b.  Mentoring in DeCA consists of three programs.  They are:  Informal Mentoring Program; (open to all eligible employees); Pathways Program (open to students in the Pathways Program); and, Phased Retirees Program (open to employees currently participating in the Phased Retirees Program).  Each is independent of the other and offers unique value to the long term success of DeCA.  
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[bookmark: _Toc390336720][bookmark: _Toc390340310][bookmark: _Toc519850510]4.1.  OVERVIEW.  DeCA’s Informal Mentoring Program is a resource that allows potential mentors and mentees to “self-select” each other and build a professional, development minded relationship in order to ensure the long-term success of the Agency.  
[bookmark: _Toc519850511]

4.2.  MENTORS.  

	a.  Prospective mentors are required to complete two courses on SkillSoft.  They are:  Essential Mentoring Techniques: Mentoring Fundamentals and Essential Mentoring Techniques and Building and Maintaining Mentoring Relationships.  Upon completing these training courses, mentors must send their certificates of completion and a biography to WFDTrainingRequest@deca.mil.  Title the email “Mentor Training.”  Then, mentors are listed in the Agency’s mentor database which is currently located on OneNet under Employee Support, Careers, Internships & Pathways Program, and Mentor Biographies.  

	b.  A mentor should not be more than two or three grades above the mentee.  A mentor who is very senior to the employee may be too far removed to be able to provide practical guidance on how to get to the next step.  Mentees looking for mentors should be mindful of this and an individual asked to be a mentor should consider their time limitations.  Mentors should not hesitate to refer employees elsewhere when they feel they have reached their personal limits.  

[bookmark: _Toc418056726]	c.  The Mentor’s Role.  

		(1)  A mentor facilitates someone else learning something they would otherwise have learned at a slower rate or not at all.  Mentoring is about leadership and does not occur through websites, written action plans, or mentorship handbooks.  Although any of these can support the process, they are not stand alone tools.  Mentoring requires the person who has the greater experience to put forth effort to develop the person with the lesser experience.  

		(2)  The mentor is a wise and trusted advisor, teacher, or coach who:  

			(a)  Is a catalyst in the process of discovery and insight.  

			(b)  Sees growth as the primary outcome.  

			(c)  Facilitates power-free interpersonal interactions.  

			(d)  Challenges and pushes others to take appropriate risks.  

			(e)  Provides candid feedback.  

			(f)  Affirms and celebrates success.  

			(g)  Creates and models a learning organization.  

			(h)  Passes along organizational information (structure, policies, and procedures).  

			(i)  Provides for the continuous evolution of the organization.  

			(j)  Points out opportunities for the mentee to develop and demonstrate capabilities.  

	d.  Who Should be a Mentor.  Every DeCA employee is in a position to mentor others.  Employees are strongly encouraged to facilitate these relationships.  The mentor should be a person outside the mentee’s chain of command.  Each employee, especially senior ones, should dedicate a portion of their time to mentoring activities.  
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4.3.  MENTEES.  

	a.  How to Become a Mentee (How to Obtain an Informal Mentor).  

		(1)  Log onto OneNet to find the list of available mentors.  The list is posted under Employee Support/Careers/ Internships and Pathways Program/DeCA Pathways Recent Graduate Mentoring Program.  

		(2)  Research the mentors to find a good fit.  

		(3)  Research the DoD Mentoring Portal.  

		(4)  Begin the selection process.  

		(5)  Initiate contact with potential mentors.  

		(6)  Select a mentor.  

	b.  The Mentee’s Role.  

		(1)  Employees must be active participants in their developmental process.  They must not wait for a mentor to choose them, but be proactive in their own development.  In particular, employees must:  

			(a)  Prepare and do the appropriate “homework” for meetings with the mentor.  DeCA recommends that participants have a completed IDP before their first meeting with their mentor.  The IDP (DeCA Form 50-53) can be found on OneNet at: https://onenet.commissaries.com/documents/browse-documents?documenttype=36.  

			(b)  Prepare a list of relevant questions for each meeting.  

			(c)  Develop and work to achieve targeted knowledge, skills, and abilities.  
			(d)  Be flexible and listen attentively to the mentor and consider new options which may be proposed.  

			(e)  Take initiative and seek the mentor’s advice when needed.  

			(f)  Focus on the goal and do not get lost in the process.  If it is unclear, ask the mentor to explain how the process leads to the goal.  

	c.  Finding a Mentor.  

		(1)  First and foremost, mentors and mentees should “self-select each other.”  When looking for a mentor, an employee should spend a lot of time thinking about his or her mentoring needs and investigating a possible mentor.  DeCA maintains a directory of individuals qualified to serve as mentors.  

		(2)  An employee should interview two or three prospective mentors to find a good fit.  

		(3)  Employees looking for a mentor should consider work and communication styles that are right for them.  They should know what they want from the relationship based on their current situation, the skills they would like to develop, and their career plans.  Some important things to consider include:  

			(a)  What are your career goals and needs?  

			(b)  Does the mentor have knowledge and experience in related areas, or better, in many areas?  

			(c)  Do the mentor’s abilities match your needs?  

			(d)  Will you feel comfortable talking with the mentor honestly?  Do you trust him or her?  

			(e)  Will the mentor take a genuine interest in your development?  Is he or she enthusiastic about mentoring?  

			(f)  Can the mentor help you find opportunities to gain visibility or demonstrate your capabilities?  

			(g)  Do you feel the mentor can give you candid information about the organization and be willing to share knowledge, experience, and insights?  

			(h)  Is the mentor a good teacher, coach, and motivator for you?  

	d.  What a Mentor is Not Able to Do.  

		(1)  A mentor should never be used to bypass normal and appropriate procedures or chain of command; or to exert pressure or influence on an individual, such as the employee’s supervisor, who is the appropriate decision authority.  

		(2)  A mentor cannot guarantee promotions.  Similarly, when providing assistance for developmental activities, a mentor must be careful not to give any unfair advantage to the employees they mentor.  As always, a mentor must keep in mind both the procedures and the spirit of the merit system principles.  

		(3)  A mentor should not give advice that is not career related.  Mentors should take care to always respect the private lives of those they mentor, particularly when it comes to giving advice.  


[bookmark: _Toc390336725][bookmark: _Toc390340315][bookmark: _Toc519850513]4.4.  SUPERVISORS.  The role of the supervisor is to support employee development and provide a balanced commitment to mission, education, and training.  The supervisor should:  

	a.  Remember that they have a duty to support the Agency’s mentoring program.  

	b.  Encourage participation in and promote awareness of the Agency’s mentoring program.  

	c.  Provide candid feedback to employees regarding their strengths and weaknesses so that they may compare and contrast supervisor input with mentor input.  

	d.  Provide time and other resources as necessary to the participants.  

	e.  Establish expectations with the mentee.  For example, work to ensure the mentee knows that his or her primary role is to perform their job duties and that mentee duties are secondary.  Perhaps also, establish how much time per month employees may spend with their mentor.  
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4.5.  MENTORS AND MENTEES  

	a.  Establishing a Mentoring Relationship.  

		(1)  Employees wishing to acquire a mentor should first go to the list of mentors on OneNet.  The following steps are recommended:  

			(a)  Review the list of DeCA mentors.  

			(b)  Select two or three preferred mentors.  

			(c)  Email each potential mentor and schedule initial interviews.  

			(d)  Select a mentor.  

	b.  Types of Mentoring Activities:  Formal training is just a small part of leadership development.  When thinking about appropriate developmental activities for employees, DeCA encourages mentors to be creative.  Developmental assignments may include:  

		(1)  Reading books, articles, journals, DoD, and other news publications.  

		(2)  Temporary details and rotational assignments to other positions.  

		(3)  Assuming leadership responsibilities.  

		(4)  Joining or chairing focus groups or project teams.  

		(5)  Professional society participation.  

		(6)  Attending conferences and symposiums.  

		(7)  Attending activity presentations and special events.  

		(8)  Teaching subject matter courses.  

		(9)  Mentoring a junior employee.  

		(10) Observation experience (then practicing desired skills).  

	c.  General Mentoring Steps.  (See the DoD Mentoring Resource Portal for additional guidance):  

		(1)  Set expectations.  

		(2)  Assess and determine where you want to focus.  

		(3)  Set goals that are related to the focus areas.  

		(4)  Plan activities based on established goals.  

		(5)  Take actions based on plans.  
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[bookmark: _Toc519850515][bookmark: _Toc390336726][bookmark: _Toc390340316]Section 5:  Pathways Program  


[bookmark: _Toc519850516]5.1.  overview.  The Pathways Program was implemented to ensure the long term success of the Agency and designed to leverage the knowledge and experience of individuals that have strong leadership and technical competencies in order to develop other less experienced employees.  


[bookmark: _Toc519850517]5.2.  MENTEES AND MENTORS.  

	a.  Participants.  The Pathways Program participants are required to have a mentor.  Go to OneNet/Employee Support/Careers/Internships and Pathways Program for additional instructions.  

	b.  Expectations of the Mentee.  

		(1)  Assume responsibility for own career development.  

		(2)  Initiate communication with the mentor.  

		(3)  Participate as an active listener when receiving feedback.  

		(4)  Keep the Pathways Program Manager apprised of participation and progress in the mentoring program.  

	c.  Expectations of the Mentors.  

		(1)  Communicate with your mentees at least quarterly.  

		(2)  Complete DeCA training for mentors.  

		(3)  Help mentees develop professional skills.  

		(4)  Help mentees develop a career development plan.  
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[bookmark: _Toc519850518]Section 6:  phased retirees  


[bookmark: _Toc519850519]6.1.  overview.  Phased Retirement allows full-time employees to work part-time schedules while beginning to draw retirement benefits.  This new tool will allow managers to better provide unique mentoring opportunities for employees while increasing access to the decades of institutional knowledge and experience that retirees can provide as referenced by DoD Directive Type Memorandum 16-004.  
[bookmark: _Toc519850520]

6.2.  ROLE OF THE PHASED RETIREES.  

	a.  The purpose of the Phased Retiree is to preserve and pass on institutional knowledge to less experienced employees in order to ensure the long term success of the Agency.  Phased Retiree’s will work one half of the hours he or she worked as a full-time employee immediately before entering the program.  The retiree is required to spend at least 20 percent of their working hours toward mentoring activities.  Additionally, the mentoring is not limited to the employee replacing the Phased Retiree.  

	b.  A Phased Retiree serves as a mentor by providing the following:  

		(1)  Organizational information (structure, policies, and procedures).  

		(2)  A learning environment.  

		(3)  Candid feedback.  

		(4)  Mentee successes.  

		(5)  Power-free interpersonal interactions.  
[bookmark: _Toc519850521]

6.3.  EXPECTATIONS OF THE PHASED RETIREE.  

	a.  He or she will perform the same duties done while a full-time employee.  However, the main purpose of phased retirement is to enhance the mentoring and training of the employee who will be filling the position or taking on the duties of a more experienced retiring employee.  

	b.  The retiree will transfer knowledge by mentoring other employees for at least 20 percent of their working hours.  
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	CCH
CCHW

DeCA
DCPAS
DoD

HR

IDP
	Human Resources
Workforce Development, Mentoring Program

Defense Commissary Agency
Defense Civilian Personnel Advisory Service
Department of Defense

Human Resources

individual development plan

	
	

	MAP

OPM
	mentoring action plan

Office of Personnel Management
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