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calthcare reform, complex and con-
stantly changing reimbursement

^^^^^LpP methodologies, and the current
state of our economy demand that
today's community cancer cen-
ters provide better and safer care
with fewer resources. The tools we

use to meet this challenge are likely based in new science,
technology, information management, and lean processes.
Transformational leadership will guide the effort, enabling
healthcare organizations, providers, and staff to adapt their
culture quotients to a new set of values. Accordingly, most
healthcare organizations—particularly community-based
cancer centers—will expend considerable effort mentoring
new leaders and developing critical leadership skills.

Ship Building
A Google search yields 150 million responses on leadership,
55 million books on leadership, and 28 million responses
on leadership "experts." While I do not count myself in the
latter category, more than 25 years ot career progression
in healthcare and cancer care in particular ha \  taught me
tha t leadership may be characterized by a variety of other
"ships" we must master as our career responsibilities prog-
ress. These "ships" include:

Entrepreneurship
Scholarship
Ombudsmanship
Relationships
Stewardship
Sponsorship
Mentorship.

Of these business and professional characteristics, 1 have
found that mentorship offers the greatest opportunity for
both personal and organizational growth. In this article I
wi l l 1) provide some basic ABCs of mentorship, 2) identify
the rewards and benefits ot mentorship, and 3) share some
helpful personal experiences. My hope is to motivate other
cancer care professionals to continue to seek opportunities
both to mentor and to be mentored at their community
cancer care centers.

Succession Planning
Developing leadership at a community cancer center first
requires that the organization has "talent" to develop that
is also available at the "right" time. Succession planning
addresses this organizational need. Succession planning can
be defined as a process by which an organization ensures
that the most appropriate employees are recruited and devel-
oped to fill each key role within the company.1 Succession
planning is proactive—enabling community cancer centers

to identify critical roles and individuals in time to develop
and implement plans for their orderly replacement. Replace-
ments for key staff members can come from both internal
and external sources. In either case, mentoring and coaching
are important in the development of leadership talent.

Mentoring 101-
Most people have a basic notion of mentorship, as well as
recollections of famous mentor-protege relationships-
Socrates and Plato, Bach and Mozart, Eddy Merckx and
Lance Armstrong, just to name a few. A simple definition
for mentoring is the process in which a more experienced
person (the mentor) supports and aids a less experienced
person (the protege or mentec) in his or her professional
or personal development. Mentoring is a far-reaching term
meant to include all of the activities and interactions car-
ried out to support the mentee's progress. While mentoring
objectives may focus on a few aspects of a mentee's inter-
ests, mentoring relationships can also address broad issues
of academic, career, and/or personal growth taking into
consideration a lite-long time horizon. Generally, mentor-
ing relationships:'1
• Are about developing and empowering people and

increasing capabilities
• Have motivational value tor the mentor and the mentee
• Involve going above and beyond
• Focus on shared experiences and wisdom.

Mentoring vs. Coaching
Most people at some time in their lives have sought and
received coaching or mentoring from a more experienced
individual. In coaching, one individual (the coach) works
with another to support his or her in learning or skill devel-
opment. Coaching is an important tool in professional and
personal development. It is a tool that can be used hv a
mentor or others to help an individual advance towards his
or her goals.

But coaching and mentoring are not the same thing, A
coach's role is like that of an athletic coach, i.e., targeting
behaviors for the specific purpose of improving performance
in a certain area. Mentors, on the other hand, become role
models, helping the mentee develop in the most fundamental
areas. Mentor-mentee relationships go beyond skill develop-
ment and shape a variety of characteristics important to the
mentee's interpersonal abilities, decision-making processes,
and ethical judgments. While mentors can help bring about
transformational change, they should do so through guid-
ance and support— never through coercion or force of will.

Characteristics of a Successful Mentor
In keeping with the above definition, the mentor will
have in-depth experience in the area(s) in which the men-
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cer Program Administrator
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in my career, i have mentored and been mentored by

medical directors, physician executives, a nurse execut

, and heath services managers and executives, of these

relationships, the most transformational have been tho:

outside of my discipline, indeed, I have learned many

lessons from, many mentors, from, many bactegrounds

My first mentor as a hospital intern was a

construction superintendent. N/ewly assigned to duties

in the engineering services division of an academic

medical center, / was virtually clueless. The construct^

superintendent toote me under advisement and taught M.
how to find dignity through humility.

My most memorable R.N executive helped me to

discover and shape myself to be respected by nurses.

My first physician mentor was an oncologist who

was recruited to my organization to enhance our cancer

program.. As a young hospital administrator anxious

to find my niche, ( recognized that a specialization

in an area as complex as cancer care might be a career

differentiator, so when the new oncologist arrived, i toote

the opportunity to engage and matee myself useful, when

I first met him., I was interested in cancer care purely

as a technocrat— i was on the outside looteing in. My

relationship with this physician changed and moved me to

the inside looteing out and Leaves me to this day inspired.

tee wishes to evolve and wil l likely be older
than the person being mentored. The men-
tor should be someone who has "walked
the path" before. While experience is essen-
tial, it's equally important that the mentor
exhibits emp.uln, patience, and the caring
instincts necessary to nurture someone
younger and less experienced. A mentor's
counsel and encouragement are crucial to
the relationship and this, in turn, is impor-
tant to the successful and meaningful slur-
ing of experience, knowledge, and skills
with the mentee. Successful mentors:'
• Occupy a senior-level assignment of

authority and influence within the
organization

• Know the organization and its struc-
ture, policies, and processes (both
spoken and unspoken)

• Have a broad view and a wide range
of professional experiences

• Understand the "politics" of the
organization

• Share knowledge and experiences
• Help identify developmental oppor-

tunities within the organization and
help to "open doors."

If you are considering acting as A men-
tor, you need to understand exactly
what is involved in this type of rela-
tionship. For example, mentors should
be willing and able to provide compas-
sionate leadership. Self assessment in
this area should include introspection
as to why you want to be a mentor,
as well as an honest appraisal of what
you can realistically offer a mentee. In
addition, the mentor needs to make
a serious commitment to the role, including taking time The Mentee Perspective
out from a busy personal and professional schedule. Other Having a mentor can be very valuable early on and through-
important mentor characteristics include patience, active out your career. However, deciding if and when to work with
listening skills and the ability to provide feedback, trust- a mentor is a vrrv nprcr.niM«,-;-:~- c :_.^*L:_- * '

_..„. „„,.„, UHV3 iiiiiuuc patience, activ
listening skills and the ability to provide feedback, trust
worthiness, and tolerance.

While many healthcare organizations have staff devel-
opment programs that include mentoring, just as many
mentors and mentees find each other through serendipitous
circumstances. Mentorship relationships vary in degrees of
formality, duration, and structure; however, keep in mind
xV\at the mentoring role includes taking responsibility for
creating structure and facilitating role delineation between
mentor and mentee.
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a mentor is a very personal decision. Sometimes mentees may
recognize that they've already entered into an informal men-
toring relationship. Still, the mentee is wise to approach being
mentored actively. A mentee should be ready to:
• Be open and honest
• Tell the mentor what you hope to achieve in your career

and through the relationship
• Share things about yourself including strengths, weak-

nesses, concerns, and fears
• Behave in a manner that shows the value you place on

•
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Provide guidance based on past experiences.
Mentors need to display sensitivity in this area.
Mentoring that becomes a boring reminiscence
session will generally be unsuccessful. Instead
the mentor should provide careful guidance that
addresses directly the stated concerns of the men-
tee.
Create a positive counseling relationship and
climate for open communication. Avoid any
resentment at the onset ol the relationship by
being sensitive to the feelings of the mentee. Do
not treat the mentee as incompetent or incapable.
A long-term, positive relationship is created when
the mentor displays a genuine interest in both the
mcnteeand his or her roll.

ceived as "checking up" on the mentee. Agree-
when contact wi l l be made or sought and when
possible leave it up to the mentee to get in touch at^

oushLaereedj
ide

througnproblt'im with the mentee, even when

Help your mentee identify problems andsolu-
tions. Look deep. If there arc symptoms, search
for what might be causing the problem, do not
simply "patch" or fix the situation. If the men-
tee thinks that something is not a problem, do
not force the issue. In other words, if you fail to
explain why something might be a problem, leave
the sub|ect alone.
Lead your mentee through the problem-solving
processes. Empowerment is the key to being a

work

you may not be clear of the answers yourself.
Offer constructive criticism in a supportive way.
Share your own thought processes and fallibili-
ties with your mentee.
Consider assigning homework. Obviously you
will need buy-in from your mentee. But if there is
a clear interest in getting good at a specific func-
tion or goal, it might best be achieved with some
extra study or work.
Refer your mentee to others when you do not
have the answers. Mentors who fail to do so run
the risk of arrogance and fail to see the big picture.
If others can do a certain part of the mentor job
better than you, let them.
Solicit feedback from your mentee. Being a men-
tor is not only about giving; you should develop
your own skills too. Most people tmd that a give
and take relationship is the most beneficial to the
mentee and the mentor.
Prepare for all meetings and talks. Before a
phone conversation with your mentee, consider
what topics or subjects might come up. If meet-
ing face to face, craft questions and talking points
to elicit responses that will allow you to mentor
effectively.
Keep your eyes open for resources and tools
that could help your mentee. Look tor articles
and websites that refer to subjects that you have
discussed. This education fosters development and
shows the mentee that vou are interested in his or

cccss.
Uonot do their JOD tor tnem. It is tempting"!
leaders to step in when faced with inexperience.
Resist this temptation wherever possible.

the mentor's investment in you
• Listen
• Respect confidences.

Evolving Views on Mentorship
In Mentoring Moments: Inspiring Stories from Eight Busi-
ness Leaders and MBAs, Susan Canfield shares observa-
tions and insights gained as the director of the MBA Mentor
Program at the University of Washington's Foster School of
Business. In her book, Canfield recounts eight real-world
mentoring relationships that set the stage for an "evolving"
view of mentoring and the mentorship experience. Canfield
cites several noteworthy trends listed in Table 1 on page 43.

In reflecting on my own experiences, Canfield's "evolv-
ing" trends ring true as improvements in perspective. From
her point of view, the most important take-away from these
changing views of mentorship is the opportunity for all to
seek out and participate in the experience.

Mentorship and the Cancer Program
Administrator
The roles of the cancer program administrator are highly
complex. Effective administrators must have strategic vision,
as well as a broad and deep understanding of programmatic
intricacies unique to cancer care. While guided by strong
business knowledge, these administrators must temper busi-
ness decisions by taking into account the many nuances asso-
ciated with fostering exceptional multidisciplinary care. The
successful administrative leader incorporates and considers
the points of view of many other individuals and disciplines.
As such, mentoring—and in particular, cross-disciplinary
mentoring—can play a valuable role in a cancer program
administrator's leadership development.

Administrators—whatever their work setting (a hos-
pital system, a freestanding cancer center, a private prac-
tice)—come from a large variety of academic and work
experience backgrounds. Our ranks are filled with business
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Table 1. Evolving Views on Ment

Traditional View of Mentoring Evolving View of Mentoring

Mentors choose mentecs. Mentees choose their mentors.

You are either a mentor or a mentee. You are both at the same time.

• You only need one good mentor in life.

• Mentors and mentees have much in common.

• A mentor must be more senior than the mentee.

• Mentors teach and challenge their mentee.

• The mentor structures and drives the relationship.

• Mentoring is about sharing "success stories."

• Mentoring relationships last a certain length of time.

• Mentoring is a formal relationship.

• You know if and when you are a mentor or mentee.

• Business mentoring is about business.

• You benefit from a variety of mentoring relationships
throughout your life.

• Mentors and mentees can be quite different, but
chemistry matters.

• A mentor is anyone from whom you can learn.

• Mentors and mentees teach and challenge one another.

• The mentee drives the relationship.

• Mentoring is also about sharing failures and how to
overcome them.

• Even brief encounters, "mentoring moments," can be
powerful.

• Mentoring is often organic and may be based solely
on observation.

• Sometimes neither party may ever identify
themselves a mentor or mentee.

• Business mentoring is all about business and life.

'CanfieldS. Mentoring Moments: Inspiring Stories from Eight Business Leaders and MBAs. Seattle, Washington: Foster School of Business,
University of Washington; 2009.

school graduates (MHAs, MBAs); nurses (RNs and MSNs)
and radiation therapists (RTTs)—both with and without
administrative degrees; physicians; pharmacists; accoun-
tants; and medical technologists. While opportunities and
challenges exist for individuals from all of these profes-
sional backgrounds, the developing cancer program admin-
istrator should seek out mentoring relationships with those
with similar and diverse backgrounds.

One of the best ways to find a mentor is through your
institution. If your organization does not have a formal
mentoring program, here are six suggestions to help you get
started:
1. Think about your past mentoring relationships, not-

ing characteristics of the mentor and both positive and
negative experiences.

2. Identify disciplinary perspectives you believe may be
of value to you in a mentoring relationship.

3. Identify coaching needs you may have by area or dis-
cipline.

4. Compile a list of potential coaches. Many mentoring
relationships develop from coaching relationships.

5. Discuss your desire to find mentoring relationships
with your supervisor and your professional network.

6. Approach potential coaches and/or mentors regard-
ing your needs and interests. You will be surprised
who wants to help you reach your full potential if
you only ask. 1i

James Yates, MSPH, MBA, FACHE, is cancer program
administrator at Swedish Cancer Institute, Seattle, Wash.
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