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Forward 
This document was prepared by the National Young Leaders Committee (NYLC) for the Canadian credit union system, and released in February 2009. The release of this document follows the completion of a pilot National Mentorship Program between young leaders and current system leaders. Through a National Mentorship Program, the credit union system has the ability to create a national support network that can assist young leaders learn from the best and brightest to become leaders of the future.
The NYLC is a committee of the board of Credit Union Central of Canada formed to contribute to the development of young leaders within the system. This committee is comprised of 18 young leaders from across the country with the vision to make the credit union system the number one employer for young leaders in the financial services industry. To bring this vision alive, the committee is focusing on four key strategic goals: attracting talent, developing talent, retaining talent and succession planning. The committee believes that a National Mentorship Program will serve to engage, retain and develop young leaders in the system, as well as give our current leaders a way to champion the continued strength of our system. 
The participants in the National Young Leaders Committee include: 
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Nelson & District Credit Union, BC 

Ron Dau 


Envision Financial, BC 

Jackie Jardine 

NBTA Credit Union, NB 

David Lanphear 

Envision Financial, BC

Sean Lesy 


Synergy Credit Union, SK 

Eloise McCoubrey 

Vancity Savings Credit Union, BC 

Sandra McDowell 

First Credit Union, BC 

Tara McKeown 

Affinity Credit Union, SK 

Terry Moore 


Credit Union Atlantic, NS 

Cory Munden 


Codroy Valley Credit Union Limited, NL 

Nicole Reiniger 

Servus Credit Union, AB 

Serese Selanders (Chair)
Affinity Credit Union, SK 

Beverly Somers 

OMISTA Credit Union, NB

Lisa Stewart 


North Peace Savings & Credit Union, BC 

Malcolm Stoffman 

Hamilton Community Credit Union, ON 

Ryan Visscher


Envision Financial, BC

Gerry Wieler 


Dufferin Credit Union, MB 

Stephanie Wiens 

Assiniboine Credit Union, MB 
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The National Young Leaders Committee would sincerely like to thank the mentors and mentees for their participation and candid feedback during the pilot program.  We would like to recognize the following credit unions for supporting their staff and allowing them the time to participate in the pilot National Mentorship Program:
Assiniboine Credit Union (MB)
Coastal Community Credit Union (BC)
Codroy Valley Credit Union (NFLD)
Common Wealth Credit Union (AB)
Concentra Financial (SK)
Mennonite Savings and Credit Union (ON)
NBTA Credit Union (NB)
Vancity Savings (BC)     

As well, we would like to thank Credit Union Central of Canada for extending the National Young Leaders Committee mandate and giving us the opportunity to continue to help shape the future of the Canadian credit union system. We would like to thank Cheryl Byrne, Vice President of Knowledge Services, Veronica Feldcamp, Director of Trade Association Services and Beth McElroy, Division Coordinator, for all of their support and assistance throughout the project. A special thank you to Michelle Manary Consulting for assistance with the pilot project.
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Executive Summary
In an increasingly competitive environment, the credit union system is challenged with ensuring that the skills, knowledge and leadership that have made us successful will continue to be the foundation for our success in the future.  As our current leaders leave the system, years of expertise and knowledge will be lost.   The credit union system must take the initiative to provide ways to encourage relationships, education and communication to narrow the knowledge gap that the system will face. 
In September 2008, the National Young Leaders Committee (NYLC) completed a 6 month National Mentorship Program pilot. The pilot brought 6 credit union leaders together with 6 young leaders in the credit union system to provide mentorship in the areas of skill and knowledge development, self development, career planning, leadership development and professional relationship development. The results of the pilot were extremely positive, providing insight into the benefits that mentors and mentees would experience from a nationally run mentorship program.  
In as little as two hours invested time per month, and genuine dedication and commitment to the programs process, both mentors and mentees gained value from their relationships. Young leaders from different sized credit unions from across our country were able to effectively learn from their mentors and develop their skills and knowledge to better enable them to reach their future goals.  Mentors, accepting the opportunity to give back to the credit union system, not only had an avenue to share their expertise, they were able to connect with young leaders and gain insight into the current challenges through a new perspective and by enhancing their own leadership skills.
A National Mentorship Program will:
· Support the development, engagement and retention of key talented individuals within the system. 

· Be a form of succession planning in action where knowledge and experience from seasoned credit union professionals is passed onto the leaders of tomorrow.
· Provide a highly cost effective, practical, credit union focused way to develop people.
· Support relationship building, knowledge sharing and collaboration between credit unions that could inspire innovation and enhance businesses practices that will positively impact our members, communities and credit union system.
· Be a flagship national program that would be expanded or levered for credit union collaboration internationally.
As a result of these findings, the National Young Leaders Committee strongly recommends that the credit union system launch and support a National Mentorship Program. For a relatively low cost, our system could have a program that would reach beyond the walls of individual credit unions to engage both our young leaders and current leaders.  The results and positive impact to the credit union system would be invaluable.


The Program
 As leaders, many of us can think back and remember individuals who were instrumental to our professional success.  These people have guided us and provided us with support at some point during our career. These individuals are mentors.  

Mentoring relationships can serve as an invaluable channel for a leader’s growth, advancement and future success.  To ensure that the credit union system is cultivating effective leaders of tomorrow, it is imperative that the system provide channels that will enable young leaders to learn from the leaders of today.  To assist in doing this, the NYLC launched a 6 month National Mentorship Program pilot.   
The mentoring program pilot focused on connecting future leaders with current leaders from non-competing credit unions.  The program was designed to help young leaders develop the skills necessary to position themselves to achieve their career and personal goals, and become the future leaders of our credit union system.  The program allowed for the exchange of knowledge, experiences, ideas and cross pollination of best practices.  The NYLC believes that not only will a mentoring program develop future leaders, it will also strengthen the overall credit union system through the exchange of innovation and great operational ideas.

With the participation of 6 mentors and 6 mentees from across Canada, this pilot program ran from April 2008 through September 2008.  
The objectives of the program included:
· To engage a diverse group of young leaders and current leaders from credit unions across Canada in relationships that would build confidence, skills and knowledge.  

· Better understand the successes and challenges that these relationships would present due to proximity and demographics of the partnering credit unions.

· Better understand the administration and documentation necessary to implement a successful National Mentorship Program.

· To assist in creating a National Mentorship Program that the credit union system will value and advocate.

The Process
The preparation for the National Mentorship Program pilot began in December 2007.  Michelle Manary, of Michelle Manary Consulting was contracted to assist with the administration and coordination of the pilot.  As a past member of NYLC and previous experience with the mentorship process, Michelle provided unique and valuable insight into the program.  

Recruitment and Application Process
To introduce the program and determine if there was enough interest in the credit union system to successfully run the pilot, invitations were sent to 30 Credit Unions in Canada. The correspondence invited leaders to put their name forward as a mentor to share their skills and talents with a young leader in the credit union system for a 6 month period. The pilot program focused on mentee candidates looking for skill and competency development, self development, career planning and leadership development while fostering professional relationships.  
A Mentorship Application Package was provided to each credit union via e-mail, with the aim of attracting mentors in executive roles to match with mentees from differing credit union departments, skill levels and learning interests.  Both the mentor and mentee completed the application form answering questions that would assist the coordinator to effectively align mentee goals with mentor skill sets.   Each person indicated their reasons for applying and expectations out of the program, provided letters of recommendation, a current resume and confirmation of support from the applicant’s supervisor.
Eligibility Screening and Matching Strategy

From this initial request, 16 candidates applied to participate. To effectively screen and match the mentors and mentees, the information provided by the individuals was compiled and reviewed by the program coordinator.  Through this process, clear matches were identified.  Examples of successful matches included a mentee looking to build skills to succeed into a position the mentor currently held, a mentee looking to gain skills and knowledge in their current position that the mentor indicated as their area of expertise or a new manager looking to improve leadership skills and looking to a senior executive for guidance.  As the pilot aimed at understanding potential geographical and demographic barriers of a national program, attention was paid to choosing matches that represented varying credit unions across Canada.   After reviewing the applications, the result was direct matches for 5 mentors and 5 mentees satisfying our requirements for a successful pilot.  At the request of a sixth mentee, a sixth leader was approached therefore increasing the pilot project to 6 relationships. 
Orientation

In March 2008, participants joined in an introductory conference call outlining the program requirements and process.  Each participant was provided with a Readiness Checklist, Mentoring Partnership Agreement and a Mentorship Program Guidebook.  The coordinator reviewed all the material with the participants and provided some insight on how to develop their relationship.  The Guidebook contained information on what is mentoring, the roles and responsibilities of participants, action plan and program logistics. By April 2008, each partnership had begun their mentoring relationship. 

Monitoring Process

Throughout the program, the coordinator acted as a conduit for mentors and mentees to discuss any issues or concerns arising in the relationship. Midway through the pilot the coordinator gathered feedback from each participant to ensure they were seeing value in the relationships and if their expectations of participation were being met. During the wrap up of the 6 month pilot program, the coordinator requested that each participant complete a written evaluation.  On the evaluation form the participants were asked to rate their experience in various areas on a scale of 1 to 5 and provide comments.  The information compiled from the completed evaluation forms highlighted the programs successes and challenges which the NYLC then used to complete their final analysis and form their recommendation to the credit union system.  Eleven of the 12 participants completed the evaluation.

Program Results
Based on the results of the evaluation, the pilot was very well received, and demonstrates that a National Mentorship Program has the elements to run successfully.  The young leaders who participated felt that this unique method of learning provided tremendous value in a short amount of time. 
Although the participant’s goals varied, participants experienced growth and development by investing as little as 2 hours per month. The young leaders indicated that the goals they achieved during the 6 month participation in the pilot project included skill development, career development, leadership development, and relationship building.  
Not only did the young leaders benefit, the mentors experienced great personal benefit as well. Mentors indicated that the program allowed them to enhance their own leadership skills, stretch their mind and gain experience that was different than their “day-to-day”. They expressed that they were given the opportunity to see the world through another set of eyes and ultimately gave them a sense of gratification as they were able to give back to the credit union system.  
As coordinating meetings across time zones can present challenges, one of the concerns going into the pilot was with respect to geography and the distance between participants.    Other anticipated concerns included differences in demographics of their communities, and size of their credit unions.  It was determined through the results that these concerns actually translated into minor challenges and did not have a meaningful impact on the success of the pilot. It appears that the test of face-to-face relationships proved to be a “nice to have” but not a “need to have”. 
The results showed that the participants averaged 9 meeting over the 6 month period.  Nine of the participants who responded to the survey indicated that they made contact outside of their regularly scheduled monthly meetings via e-mail or phone calls, with one third of the participants being fortunate enough to meet at least once in person, which they commented as being a ‘fantastic experience’.  Participants scheduled meetings well in advance to show commitment to the process and the relationship.    
As the pilot program was primarily run over the summer months, one relationship experienced only partial success due to the mentor being unavailable for most of the summer.  

Management support was an important part of the process.  One manager showed their support by offering to cover travel expenses in order for their employee to experience a face-to-face meeting with their mentor.   
All participants were asked if they would recommend this program be rolled out as a national program.  The participant comments below speak for themselves.
The National Young Leaders Committee would be pleased to provide all the materials and results from this pilot upon request.
Recommendation
Each credit union faces the challenge of growing young leaders within their organization and providing succession options in order to retain exceptional talent.  A National Mentorship Program would help overcome these challenges. Although some credit unions may think that encouraging these relationships may pose a threat to retention within their organization, the NYLC believes that co-operation among credit unions through a National Mentorship Program may be one avenue to attract, retain, and develop young leaders within individual credit unions and the national system. Not only will a National Mentorship Program increase a credit union’s capacity to retain leaders, it will also allow them to develop the strong leaders their organization will need to be successful in the future. 
A National Mentorship Program will:
· Support the development, engagement and retention of key talented individuals within the system. 

· Be a form of succession planning in action where knowledge and experience from seasoned credit union professionals is passed onto the leaders of tomorrow.
· Provide a highly cost effective, practical, credit union focused way to develop people.
· Support relationship building, knowledge sharing and collaboration between credit unions that could inspire innovation and enhance businesses practices that will positively impact our members, communities and credit union system.
· Be a flagship national program that would be expanded or levered for credit union collaboration internationally.
One of the success factors of the pilot was the ongoing organization and administration of the program.  For a National Mentorship Program to succeed, active professional administration would be critical.  Each mentor-mentee relationship requires special attention and coordination by an administrator. The administrator’s role is to match mentors and mentees based on analysis of the information provided by the applicants and promote the program to potential candidates. They would then be responsible for occasional contact with mentors and mentees to ensure the participants find value in the relationships.    

To coordinate this on a national scale, consideration would need to be given to a database.  A database would effectively store and organize the data and streamline the matching process.  Having said this, we believe that the database would not need to be sophisticated or complex as its function would be relatively simple.

Overall we anticipate that the cost of administering the program would be relatively low. Building a simple database, hiring an administrator and marketing the program will drive the total cost of implementation.  These costs could be subsequently recovered through program fees paid by participants and/or their credit unions if necessary.
The true challenge will not be administration, technology or implementation, nor will it be a lack of enthusiasm or support.  We believe that the number one obstacle will be a lack of ownership.  In order to bring this idea to fruition we need the system’s help. The program requires a champion to ensure it is launched.  As Walt Disney once said “You can dream, create, design, and build the most wonderful idea in the world, but it requires people to make the dream a reality.”  

Developing young leaders today will be vital to the success of the credit union system in the future.  The National Young Leaders Committee strongly recommends that the Canadian credit union system consider proceeding with the development and implementation of a National Mentorship Program.  An investment into a program such as this would be an investment into the credit union system with the goal of making it the #1 employer of young leaders in the financial sector in Canada.
Testimonials: 


Mentee: “What a great opportunity to feel a part of something that is bigger than your branch or your Credit Union.  Share your successes and challenges- and know that there is much we all have in common.  Learn from each other and inspire each other.”  


Mentor: “While I was a mentor to a younger leader from another region in Canada, my own skills were enhanced through the process and I feel that I am a more effective leader because of this opportunity.  I would strongly encourage other leaders from across Canada to volunteer as mentors.”


Mentee: “It was inspiring to hear the stories and experiences of someone who has successfully navigated the challenges I was facing. (My mentor) was very encouraging to me personally and was very influential in shaping my leadership and thinking this year.”


Mentor: “It was an opportunity to stretch my mind and gain experience in a way that is different from the day to day management track.  The payback is the learning from the experiences and the perspective of the young leader- seeing the world through their eyes and their reality…”  











“...  (My Mentor) helped me gain perspective on some personal gaps and brought clarity and focus to the underlying issues that needed attention…   Thanks!”  - Shawn Good, Manager, Branch Operations, Mennonite Savings and Credit Union , MENTEE

















“… A truly rewarding experience!  


Thanks for the opportunity and 


thanks to my partner!”


Myrna Bentley, CEO, Concentra Financial 


MENTOR

















“…I’d have to say it was less 


of an issue than I originally anticipated 


and there was tons of value


 without actually meeting in person...”. 


 MENTEE











As a (mentee), I had an opportunity to very openly discuss anything that was on my mind.  I had great comfort in knowing that my mentor was completely objective in helping me work through the different challenges.  He brought forward a different line of questioning that encouraged me to think differently about my challenges.  I found this to be very rewarding and exciting.  I also found it very inspiring to speak with someone who is so accomplished and is so passionate about the credit union movement.














YES, as a large credit union it is a great opportunity to assist in the education of those in smaller CUs.





* * * * * * * * * *





YES, I believe that when ideas are shared and challenges discussed, there is an opportunity to gain the insight of someone who might approach things differently thus enhancing our ability to view challenges.





* * * * * * * * * *





YES, I think it’s important for the mentor and (mentee) to be from different organizations.  A large part of the process is having the outside perspective.





* * * * * * * * * *





ABSOLUTELY.  A lot of experience within the co-op sector is found in personnel who are entering final stages of retirement planning.  Unless we harness this knowledge for the next generation of leaders, the movement will be weaker and less competitive as a result.





* * * * * * * * * *





ABSOLUTELY.  I’ve already given our staff a heads-up that if this goes national I will be after them to get involved.





* * * * * * * * * *





I WOULD, but my hesitation is in the maturity that is required in terms of CU understanding to build effective relationships between CUs.  Luckily for me, (my partner) and I did not encounter those challenges.
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