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PROGRAM OVERVIEW

What is Mentor Match?

An online directory facilitating a match between two bankers - a mentor and a mentee - who will follow
a three-month program, working together to help mentees set and meet their goals.

Who can participate?

Any Emerging Bank Leader member may participate in Mentor Match.

When can | sign up and get matched?

Mentor Match sessions run for three months, during a mutually agreeable period for mentor and
mentee. Matching does not happen automatically - mentees should find and request a mentor through
the online directory. (UBA staff can help match people, upon request.)

Where does the mentoring take place?

Anywhere! It's up to the participants. You may meet entirely virtually, if you wish.

How should | use this document?

This program overview is meant to be used as a guide, but you don't have to follow it exactly.

Minimum Recommendations:
e Once matched, mentees should complete the goal-setting worksheet (pages 9-11).
e Mentors and mentees should review the “Guidelines” documents to better understand their roles.
e Schedule a Discovery Call with your mentoring partner as soon as possible.
e Communicate at least once a month during the three month period.
e Schedule a wrap-up meeting during Month 3.
e Complete the evaluation survey and submit to UBA.
e Expect to spend a total of approximately 5 hours over the course of the program communicating
and carrying out action plans.

Note: Doing more than the minimum is certainly encouraged! You and your mentoring partner may decide to meet more
often than monthly, or to get together in person (if possible) in addition to communicating virtually, connecting via social
media, etc.

UBA Statement on Collusion:

One of the benefits of UBA membership is the opportunity to have positive interactions with individuals and
organizations that are competitors in the normal course of business. For all UBA sponsored activities, we set
competitive interests aside to promote the best interests of the industry as a whole. The United States antitrust
laws aim to protect consumers by preserving the free economy and prohibiting anti-competitive business
practices. Therefore, while participating in all UBA meetings, webinars, teleconferences or side discussions, you
should avoid discussing competitively sensitive information with competitors. Discussions relating to product or
service pricing, market allocations, product standardization or other conditions on trade could arguably be
perceived as a restraint on trade and may expose the UBA and its members to antitrust enforcement procedures.
Additionally, UBA events are not the time, nor the place, for recruiting or for individuals to discuss personal details
of their employment, including relative terms of employment - including compensation - with individuals from
competitor institutions.
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SUGGESTED STRUCTURE

We recommend structuring your time together in the following way. Use this as a guide, and
follow it as you see fit.

DISCOVERY CALL: Get to Know Each Other
Build your relationship and garner trust by sharing some personal information. Topics may include:
e Your background and how it has shaped you
e Your career overview or your experience in school
e Your strengths and shortcomings
e What you enjoy doing, both professionally and in your free time
e Your challenges, or what you worry about most
e Your hopes for the future
e What is most important to you, in your life and career

Also, decide how you will communicate with each other during the course of your mentoring relationship.
Consider the following:
e Do you have a preference for phone calls, Skype, email, or other kinds of communication?
e If you live close enough to each other or are attending any upcoming UBA conferences, would you
want to meet face-to-face? (It is okay to answer no.)
e How frequently do you expect to communicate?
e How much time do you have to spend, both communicating with your partner and on the tasks you
set? (Itis a good idea to set your goals accordingly.)
e Are there times during the next three months when you will be unreachable due to travel, personal
plans, or work commitments?

MONTH 1:
Discuss and Set Goals and Metrics for Your Mentoring Relationship
Mentees should complete the goal-setting worksheet to share with their mentors. Use this as a starting point
to discuss what you intend to work on during the program.
e Prioritize the areas of improvement you want to work on together.
List your specific concerns in those areas.
Translate those concerns into goals.
Assign a deadline for each goal.
Decide how you will know whether you have succeeded in reaching your goal(s).

Develop an Action Plan
Now that you know what you and your mentoring partner are working toward, develop a plan to take action
toward those goals.

e List the tasks you will need to complete to reach your goal.

e Decide who will do each task.

e Assign a deadline for each task.

e Asyou go, check to make sure that your tasks truly align with your goals.
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MONTHS 2 & 3: Take Action
Now that you know what you want to do, and how you’re going to do it, it's time to put your plans into action.
e Complete the tasks you have identified.
e Ask questions.
e Ask for feedback.
e If something isn't working, adjust your plan.
e Schedule a wrap-up meeting with your mentoring partner.

CONCLUSION
Review what you have worked on together during your mentorship period.

Ask Yourself:
e Did | reach my goal?
e Did | enjoy and learn something from the experience?
e Did | change direction as a result of the experience? Did it help me make a tough decision, or feel
more confident in my plans?
e Did | acknowledge and celebrate progress?

Finally, whether you are a mentor or a mentee, complete your evaluation survey. This will help us to
improve Mentor Match in the future.

CONGRATULATIONS - YOU'VE COMPLETED THE PROGRAM!

Final Thoughts
Thank your mentor or mentee for their time. Consider maintaining your active status in the Mentor
Match program, so that you can be matched again.

If you and your mentor/mentee mutually would like to continue working together beyond three months,
you may certainly do so. Just have the mentee request the mentor again, and once the mentor accepts,
you are matched in the system for the next session.

You may also want to continue your relationship on an informal basis, outside of Mentor Match. That's
great - have fun and tell us about your success!
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GUIDELINES FOR MENTORS

Thank you for getting involved in UBA's Emerging Bank Leaders Mentor Match program! Mentoring is a
specialized form of teaching that takes practical knowledge, but also willingness to share some of your
time, personal experiences, and judgment.

Although it is the mentee who should take the initiative in the mentoring relationship, it's important for
mentors to co-create it as an active participant. Here are some guidelines that can help.

Identify Your Motivations:
e Why do | want to be a mentor?
e What do | hope to get out of this experience?
e What do | have to share? (Skills, expertise, experiences, advice)

Communicate Expectations

Stay somewhat flexible, but let your mentee know the following:

How much time you are able to devote to mentoring

What you're willing to discuss and anything you are not willing to discuss
e Your communication preferences and general availability

Your expectations of him or her

Work Together

e Your mentee is expected to take the lead in contacting you, organizing calls or meetings, and setting
goals and objectives for your time together. But you should take the lead in facilitating the
discussion.

* Yourroleis to:

e Answer questions openly and honestly

¢ Ask questions for clarification or deeper understanding

e Give examples

e Suggest action based on your mentee’s goals

e Offer constructive feedback

* Be encouraging - recognize that your mentee is less experienced than you

* Be responsive - strive to communicate back to your mentee quickly and thoroughly

Things to Remember!

¢ Get to know your mentee by offering some personal information about your life, career, strengths,
and challenges. Being open and friendly helps make it easy for them to share information with you,
too.

e Take direction from your mentee's goals. For example, if he or she is struggling with a decision
regarding their career, your job is to provide perspective on their situation rather than tell them what
to do.

e Make sure to tell your mentee that you're interested in his or her success. It is a simple statement
that helps build trust.

e Under no circumstances should a mentor offer a mentee a job or discuss specific compensation or
salary information.

WWW.UTAH.BANK/EBL



—————
EMERGING BANK LEADERS

UtaH BANKERS ASSOCIATION

GUIDELINES FOR MENTEES

Many mentors want to give back to their profession, help others, and share their knowledge, among
other possibilities. As a mentee, you may hope to gain something of more practical value, such as advice
on particular career questions, strategies to build your network, or insight into the realities and culture of
your chosen field, to name a few.

Hopefully, both you and your mentor will benefit from the relationship. But, because you stand to gain
more tangible benefits, it is your role, as a mentee, to be proactive. Success depends on the actions you
take!

Identify Your Motivations:
¢ Why do | want to be mentored?
e What do | hope to get out of this experience?

Requesting a Mentor
You may be nervous about asking someone to be your mentor...that's normal. But keep in mind, they
already signed up for this program! If they weren't willing to be asked, they would not have volunteered.
Most people are happy and flattered to be asked for help. After you send the official request to your
mentor, it's recommended that you follow up with a brief personal message. Just three sentences are all
you need:

¢ One sentence summarizing why you're seeking a mentor

e One sentence about what drew you to their profile (such as what interests you have in common)

¢ One sentence asking them to consider working with you and thanking them for their time

Communicate Expectations
Once your mentor has been confirmed, you should discuss the details of how you would like to work
together. Be open to their ideas - and especially to any time constraints they may have - but also be open
with them about what you want. Let your mentor know:

e Your goals for the mentoring experience

e What you would like to learn from him or her, what you need advice on, etc.

e Your communication preferences and general availability

Work Together
You must take the lead, and also do the work to achieve your goal. Your mentor is there to guide you,
answer questions, suggest action, and encourage you.

e Contact your mentor to introduce yourself.

* Be the one to organize any phone calls or meetings.

¢ Ask for what you want, as long as it is reasonable and realistic.

e Be open and receptive to feedback.

Ask questions if you don't understand something your mentor says. There are no stupid questions! If you
agree to take a certain action, follow through. Report back to your mentor on what did or didn't work.

if you don't agree with a suggested course of action, say so honestly and discuss alternatives. If you feel
you're being misunderstood, speak up and clarify your goals.
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Things to Remember!

Your mentor is your advisor, guide, and resource, but not your parent or boss.

Understand that your mentor cannot make decisions for you.

Be appreciative of the time your mentor is spending to help you. A written thank-you letter at the
end of your mentoring period is a great idea, and simple to do.

One of the best ways to thank your mentor is by following up later. Have you implemented an
idea that you discussed with your mentor? Was it a success? Let your mentor know that
something they told you made a difference.

Consider becoming a mentor yourself - now or sometime in the future. You don't have to be a
high-level professional with decades of experience to share your knowledge. Think about ways
you can help others and get involved.

Under no circumstance should you ask your mentor for a job or discuss specific compensation or
salary information.

Please be sure to read the statement on collusion provided on page 1 of this guide.
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DISCOVERY CALL GUIDELINES

e This is a “getting to know each other” call, and at the end of the call, each party can determine
whether to proceed or not.

¢ Inquire about Mentee story and what led them to consider this program. Briefly review the Mentee
Worksheet and discuss what they are looking for as success as a result of three months working
together.

e Outline mentor’'s background. Explain what mentoring will look like - will the mentor just respond to
questions? Ask questions of their own? Proactively provide resources? Or wait to be asked?

¢ Discuss confidentiality and security.

e Review and agree upon roles of both the mentor and the mentee from the Mentor Match Overview
document.

e Discuss how the mentee wants to be mentored. Discuss boundaries & preferred communication
styles.

e Grant the relationship power. It is not the mentor’s experience that will help the mentee; it is being
in the relationship that will move the mentee forward. Grant the relationship power by being fully
forthright, open, and honest. Grant the relationship power by making it a safe container, without
judgment, and by challenging the mentee to be more than he/she thinks he/she can be.

e Confirm the need to set up firm dates and times for the three mentoring calls. Note the impact of
vacations, late or missed calls, and other changes in scheduling that may arise. Set expectations on
both sides in regards to cancelled or missed calls.

e Review the UBA Statement on Collusion below.

e Talk about the issue of commitment, discuss being human, and explain while that learning and
change may take time, the foremost intent of this Mentoring program is to move the Mentee
forward towards their objectives and goals.

e Inquire on mutual agreement to continue with the full three month Mentoring Program.

e If agreed, share contact information and establish the date, time, format and goals for the first call.

UBA Statement on Collusion:

One of the benefits of UBA membership is the opportunity to have positive interactions with individuals
and organizations that are competitors in the normal course of business. For all UBA sponsored
activities, we set competitive interests aside to promote the best interests of the industry as a whole.
The United States antitrust laws aim to protect consumers by preserving the free economy and
prohibiting anti-competitive business practices. Therefore, while participating in all UBA meetings,
webinars, teleconferences or side discussions, you should avoid discussing competitively sensitive
information with competitors. Discussions relating to product or service pricing, market allocations,
product standardization or other conditions on trade could arguably be perceived as a restraint on
trade and may expose the UBA and its members to antitrust enforcement procedures. Additionally,
UBA events are not the time, nor the place for recruiting or for individuals to discuss personal details of
their employment, including relative terms of employment including compensation, with individuals
from competitor institutions.

WWW.UTAH.BANK/EBL



e E——

EMERGING BANK LEADERS

UtaH BANKERS ASSOCIATION

GOAL SETTING WORKSHEET

Start by thinking about different areas of improvement you would like to work on with your mentor.
Prioritize them on a scale from 1 to 3 (1 - most important, 2 - medium importance, 3 - not important
right now), then list your specific concerns in this area.

Being a Good Leader/Manager

Priority:

Concerns:

Building Relationships/
Networking

Priority:

Concerns:

Creating Work/Life Balance

Priority:

Concerns:

Developing My Career
Priority:

Concerns:

Changing Jobs or Career Paths
Priority:

Concerns:

Working Successfully in Banking
Priority:

Concerns:

Learning More About My
Interest Areas

Priority:

Concerns:

Improving My Technical Skills

Priority:

Concerns:

Understanding the Culture
of Banking

Priority:

Concerns:
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Preparing for Promotion

Furthering My Education

Dealing with Difficult People

Priority: Priority: Priority:
Concerns: Concerns: Concerns:
Managing Change A Recent Promotion Other:
Priority: Priority: Priority:
Concerns: Concerns: Concerns:
Other: Other: Other:
Priority: Priority: Priority:
Concerns: Concerns: Concerns:
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Next, look at the areas you marked as MOST IMPORTANT and the concerns you listed in those areas.
Translate those concerns into goals, remembering that goals should be SMART:

e SPECIFIC - Is this goal narrow enough?

e MEASURABLE - How will | be able to tell whether I've achieved this goal?

e ATTAINABLE - Can | create an action plan that leads me to achieving this goal?

e REALISTIC - Is it reasonable to expect that I will achieve this goal?

e TIMELY - Can | achieve it by my deadline?
Use this area to define your goals, commit to a deadline, and note what you have achieved throughout
the program.

DEADLINE DEFINE SUCCESS
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ENDING THE MENTORING RELATIONSHIP - MENTORS

As you conclude your support as a mentor, your mentee will appreciate if you reflect back
on progress and changes since the beginning of the conversation. By noticing and
drawing attention to the mentee’s progress, you will provide encouragement that is likely
to motivate more growth and action on the part of the mentee. Acknowledge challenges
and obstacles that the mentee faced during your time together. Your recognition of the
mentee's efforts will help the mentee to see his or her efficacy and capability in a new
light. Many people find it helpful to end a mentoring relationship with a sense of purpose
and direction for the future. We encourage you to use the last session to focus on future
goals and the support systems that the mentee will put in place to support continued
development. In summary, you can conclude your responsibilities as a mentor in a
positive and productive manner by:

e Being clear about how you would like the relationship to work after the formal
mentoring is completed.

e Acknowledging specific areas of progress and growth that you have observed in the
mentee during the mentoring period.

e Giving verbal recognition of challenges that your mentee has faced and/or overcome.

e Helping your mentee set goals for the future.

e Asking your mentee to identify the support system and resources that will support
achievement of those goals in the future.

e Encouraging your mentee to continue on the journey of a lifelong learner.
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ENDING THE MENTORING RELATIONSHIP - MENTEES

Remember that ending the formal mentor relationship may not mean ending the
relationship. Many mentors and mentees continue to stay in touch informally and support
each other in a variety of ways over time. Here is an approach that may help you plan your
final mentoring session:

e Begin with a simple, clear statement about how you see your career and the mentor
relationship at this time. Express gratitude to the mentor for his or her time and
contribution to your progress. For example,

e “'ve come along way during the past several months. I am grateful for your guidance
and support.”

e et your mentor know how the mentorship has benefited you. “Thanks to you, | have a
much better understanding of how to navigate my career. You've helped me to feel
more confident as a banker/lender/professional/leader. | really appreciate your
insights and support.”

e Ask for the relationship to continue informally, if you would like to maintain the
relationship. “Would you be willing to hear from me now and then in the future?”

e Offer your support to the mentor. “I would love to support you in some way in the
future. Please don't hesitate to contact me if I can ever be of assistance.”

e Suggest a focus for the final session. You might like to celebrate all that has been
accomplished and have a more informal session. You could also ask for help in
identifying “next steps” for your career.

e Write a personal thank you note and mail it to your mentor within two days after your
last session.
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