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Objective: develop staff tools/programs to support the retention of a diverse staff at UCR.

Project Team: Faye Brock, Ann Frenkel, and Nasser Salomon.
Facilitator: Sylvia Vasquez. 

EXECUTIVE SUMMARY
UCR is committed to recruiting, welcoming, supporting and retaining a diverse staff.  Evidence collected from the UCR staff climate surveys, focus groups and working groups from 2006 to 2008 demonstrated a desire on the part of staff for increased mentoring and career development.  

Research has shown that mentoring has a quantifiable positive impact on the retention of a diverse staff, and that providing mentors with the appropriate skills will increase their mentor proficiency.  Mentor training equips supervisors with tools to provide in-depth and effective support to their staff.  Our project team proposes the development of a mentoring training program for employees with supervisory responsibilities to support the retention of a diverse staff at UCR.
This proposal has three facets: an in-person training workshop, an online module, and a performance appraisal addendum which would include a section where supervisors would be reviewed on their mentoring skills.  We propose that the program elements be formally sponsored by Human Resources.  The content, however, could be created by an Advisory Group, including representation and expertise from the Office of Faculty & Staff Affirmative Action as well as members of this project team.
We propose several evaluation measures including surveying supervisors that have participated in the program, finding a method to collect the results from the performance appraisal addendums and correlating staff turnover to participation in the program. 
INTRODUCTION
There are many education and development programs that assist in retaining a diverse staff cohort.  These include, but are not limited to: a comprehensive and welcoming orientation, communication skills workshops, inclusive workplace activities, staff training on cultural competence and sensitivity to differences, and structured career development and mentoring opportunities.  Our team is concentrating on mentoring as we believe that the one-on-one staff support and advice provided by career mentoring is a powerful tool for creating success and opportunity for all staff.   Mentors can identify career resources, facilitate access to resources, and provide advice in a confidential and non-threatening environment.  Often mentors provide personalized support by hearing stories and sharing experiences, and letting their mentees know they are not alone.  This can be very important for staff that may feel alone or isolated in a big institution. Every employee with supervisory responsibilities is a mentor and supervisors must have and use mentoring skills if they expect to facilitate the professional growth of the employees they supervise.  In order for supervisors to provide effective mentoring to foster the retention of diverse staff, in-depth mentoring training is an important step.

UCR already has a program to match staff mentors with mentees through Human Resources, although there is no training component at this time.  We propose that a mentor training program be developed to train supervisors and the mentors in the HR program in career mentorship skills.  
PROBLEM DEFINITION

UCR is committed to recruiting, welcoming, supporting and retaining a diverse staff. Mentoring clearly has been shown to be effective in staff retention, particularly retention of a diverse staff.  Over the last five years the UCR staff has indicated a desire for increased mentoring and career development.  Supervisors must have and use mentoring skills if they expect to retain, motivate, and facilitate the professional growth of the employees they supervise.   However, currently there is no mentor training available for supervisors at UCR to allow them to develop mentoring skills.  Supervisors are a logical group for mentoring as they have the most immediate and consistent contact with the staff.  Supervisors already have formal responsibilities for coaching and developing their staff, for promoting a friendly climate and good morale in the workplace.  Furthermore supervisors have a vested interest in retaining their staff.  
A 2009 Report from the Association for the Study of Higher Education reviewed 15 years of research on the retention and advancement of administrators of color, and clearly demonstrates “that having a mentor is critical to a successful career.”
 Jackson discusses the relationship between retention and mentoring, showing that mentoring provides “needed social interactions that promote a deeper personal and professional affiliation with the institution,” as well as giving “insight into both the written and un-written institutional expectations.”
  Furthermore, he states that “with appropriate mentors, staff have opportunities to take on additional responsibilities and a safe space to ask unfettered questions.”
  Mentoring increases retention of employees, as demonstrated by research particularly in the education and medical fields.  For instance, in 1990 a multi-year mentoring study involving junior faculty showed that mentoring included “more rapid socialization to campus and” …“improved student ratings.”
  A 2001 study of a nursing cohort shows a significant drop in resignations after the implementation of a mentoring program.
 
The relationship between good mentoring and mentor training is crucial.  A recent study demonstrated that peer mentor training improves and develops mentor competence and behavior, and that the peer mentor training has a direct impact on the quality of mentoring.
  Williams, et al. indicates that “communication and teamwork skills coupled with rewards at the team level may be needed to prevent the emergence of dysfunction in supervisor–subordinate or mentor–protégé relationships.”

Through a variety of surveys and focus groups, UCR staff have made clear that they desire more support and coaching in order to advance in their careers. In 2006, UCR conducted a staff Climate Survey which received a 53% response rate.  The survey results identified (among other issues) career development and career opportunities as areas for the campus to address.   In 2007 a Career Development Work Group, which was charged following the results of the staff Climate Survey, concluded that “there is some miscommunication and/or lack of knowledge about … the options that employees have in order to pursue their career development.”
  This work group made two especially relevant recommendations: implement supervisor education, and promote and encourage staff to participate in the mentoring/advising program that is available.  They recommended educating supervisors so they learn to “understand the importance of developing the needs of future campus growth and reduce employee turnover.”    In addition, the Climate Survey Steering Committee’s “Recommendations for Action” included the directive that the campus “develop and implement management training in communication, developing employees, and recognizing employees.” 
  The Steering Committee also recommended that the campus create a staff career counselor position.
In 2008, the campus received an update on the progress of the recommendations from the work groups and the Climate Survey Steering Committee.
    Regarding the career development of employees and, mentoring and advising, the campus made several changes, including development of a Learning Management System (LMS), and the creation of a career counselor job description.  As of 2010, there does not appear to be a career counselor job in place, although there are several Human Resources workshops offered regarding career development, such as Developing Others and Career Discovery Series-Your Roadmap to Success at UCR.  Additionally, the Building Core Supervisory Competencies Training Program includes many areas of competencies.  However, “Coaching and developing employees” is only an elective topic, and perhaps could be made mandatory with the mentoring component.  
The department of Human Resources has had a Staff Mentoring Program in existence for a number of years.  However this program has been limited to facilitating the process for individuals to apply and be matched with an appropriate mentor.  There has been no training for the mentors, or promotion of the program in recent years, although in 2007 the Career Opportunities Work Group recommended this particular program be improved and promoted.

The development of structured mentor training for supervisors and staff mentors on the UCR campus will address some of the issues raised by the staff Climate Survey, as well as by the succeeding workgroup.  Mentor training would also increase opportunities for career development of the diverse workforce at UCR, leading to increased retention.  
SUMMARY OF PROMISING PRACTICES

Several of the UC Campuses have already implemented various staff diversity and mentoring programs that have proven evidence of success, including UC Berkeley and UC San Diego.
  In 2003-2004 the Council of the University of California Staff Assemblies carried out a UC system-wide study of staff mentoring programs.
  The work group responsible for this survey identified several pertinent simple “mentoring best practices.”
· Develop a program that is open to large number of employees. 

· Do more than teach by sharing stories, encouraging dialogue, coaching and providing a network of additional resources. 

· Evaluate mentoring programs to promote continuous improvement. 
· Guarantee confidentiality to promote trust. 

· Include Human Resources to help design mentoring program. 

· Support mentors as role models, passing along wisdom and encouraging social perceptiveness.

This report also mentions that it makes sense for training to be provided for for both mentors and mentees.
UCLA is one of the UC campuses that is committed to achieving diversity in its student body, faculty and staff, although they do not have a specific mentorship program or mentor training at this time. Two of their key strategies include: “providing development opportunities at all staff levels in support of career advancement” and “creating a welcoming and respectful work environment, with respect for differences based on race, ethnicity, national origin, economic background, gender, age, disability, sexual orientation, and other personal characteristics.”

In summary for the promising practices to support our MEI Team project, below are a couple of the many achievements that the UCLA campus has implemented to address and sustain excellence in the recruitment, development, and retention of a diverse workforce.
 (1) Staff Training and Development Program - UCLA offers strong retention programs committed to workforce preparation, continuous learning, and career development. Program participants have experienced success by being promoted into higher-level job classifications, particularly analyst and management positions.

 (2) Diversity Education Program for Staff and Management – Half-day workshops to multiple-day training programs that relate to the development of effective skills for supervisors to recruit, develop, and retain a diverse workforce, promote a respective workplace, and enhance multicultural communication skills.
UCLA has a greater representation of minorities than the UC system as a whole (UCLA 63.7%, UC wide 45.4%). 

The development of structured mentor training for supervisors on the UCR campus will address some of the same issues that other UC campuses are facing and this MEI project shows promise in improving career development of the diverse workforce at UCR, leading to increased retention.  

Description of the resource 


The resource we propose has three facets.  

1. We propose the development of an in-person mentor training program or module to train supervisors (and the mentors in the existing HR matching program) in career mentorship skills.  This program or module would be a workshop that supervisors would be encouraged to take through the Human Resources training programs. The workshop would introduce the principles of mentoring, and the goals and expectations of mentoring (from the mentor and the mentee perspective).  The participants would explore ways to mentor to foster a supportive relationship with their mentees.  The participants would be introduced to the various resources on campus including the proposed online module .       

2. We propose an online module with information on mentoring skills and mentoring resources.  The online module would include information about mentoring and mentoring skills, such as the online “Learn to Mentor” course offered by Mentor (http://apps.mentoring.org/training/TMT/index.adp). This module would include information about career advancement, professional development training and programs at UCR and elsewhere.
3. We propose adding specific language on mentoring skills to the Diversity section under Supervisory/Leadership Skills of the UCR staff performance appraisal.  On the current UCR Staff Performance Appraisal Form (http://humanresources.ucr.edu/Forms/PerformAppraisal.pdf) staff are reviewed on five factors: supervision, teamwork, and cooperation, leadership, compliance, and diversity.  The mentoring skills factor could be included in the Diversity section, or leadership section which already includes general language on developing staff.      

We are recommending both the in-person training as well as the online module to accommodate various learning styles.  
Resource Implementation
This workshop and online resources could be formally sponsored by the Human Resources unit on campus.  This is recommended because this unit has a robust and accessible marketing and registration system through their Education and Development programs. Many staff take required and non-required courses through Human Resources, so it is logical to have this training in a familiar context.  However, the course content and the online module may be created by a Successful Mentoring for a Diverse Workplace Advisory Group made up of knowledgeable staff with a commitment to the mission of mentoring.  Representation and expertise from the Office of Faculty & Staff Affirmative Action should be included in the Advisory Group.  Members of this MEI project team would also be willing to serve on the group.
Human Resources would need to undertake the appropriate institutional process for revising the text of the staff performance appraisal.   It is understandable that this change may need to wait for a complete revision of the performance appraisal text, or for the next scheduled update of the process.  Allocating a place on the annual performance appraisals would reinforce the importance of this training to supervisors and to the mission of the university and its future success.

RISKS
· Failure to achieve the desired implementation plans and outcomes due to the lack of interest and participation of the supervisors
· Time management concerns for supervisors being able to balance their increased workload and mentoring employees on a continuing basis or implement a employee career plan
· Over inflation of both mentee’s expectation of the mentor’s role, and increased pressure for supervisors to meet mentee’s over inflated expectations
· Lack of staff buy-in

· Time to create and maintain course content and online content

BENEFITS
· Improve retention of diverse employees

· Create a diverse pool of skilled future employees

· Improve staff productivity

· Satisfied and more loyal employees

· Increase office morale 

· Supervisors: Learn more about your employees and yourself

· Promote employee self-starting abilities

· Increase employee awareness of UCR and its mission

· Support succession planning of a diverse staff

· Using current Learning Management System to add training modules

MEASURES
The first measurement of evaluation would be administered to the supervisors to determine their level of satisfaction with the content and usefulness of the mentorship program in helping them retain staff. Analysis of knowledge tests administered pre and post-training would demonstrate areas of strength and opportunities. Two surveys would need to be administered to assess the supervisors learning and application of the best practices learned in the workshops and online:  1) after six months and 2) twelve months intervals.
The second measurement would be conducted in collaboration with Human Resources. A yearly analysis would be conducted of turnover of various types (i.e. desirable, preventable, and non-preventable), as well as job change data.  Such findings would indicate how effective the training and mentorship program is proving to be among those individuals employed within a group or department.  Although there would be some variation in retention across departmental units, it would be helpful to develop an internal baseline upon which to base future conclusions.  It would also be important to analyze other changes that may affect the data such as changes in leadership or governing structure within the units.    
Finally, making such data available (in aggregate form by Organization) to an oversight committee (that meets quarterly) to discuss such issues would provide the needed control.  Further recommendations would be addressed by the oversight committee to Human Resources or Executive Management to keep the program up-to-date with the latest laws and best practices.
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