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Today’s Agenda

I.   Welcome & Introduction  

II. Reflecting on the Mentee-Mentor 
Agreement and leadership vision/outcome 
goals 

III. Employing a positive, appreciative 
approach and framework to mentoring 

IV.  Goals and accountability

V.  Conducting a mentoring session



Reflections

 Mentee-Mentor 
Agreement 

 Leadership 
vision/outcome goals



Leadership Vision 

Consider:
 What is going well in your life?
 What are 5 things that make you thrive?
 What is your leadership vision for your future nursing 

career?
 Why does this leadership vision matter to you?
 What strengths can you employ to take steps towards 

achieving that vision ?
 What is a key challenge?
 What are three strategies for overcoming your
 challenge?
 What are your goals and first steps?
 What insights did you have?



Employing A Positive

Approach In Mentoring



• Emotions are 
biological messengers 
from our genes

• Positive emotions 
signal met needs



What is Thriving?

Most of our primary 
needs are being 
met



• Negative emotions move 
lightning fast and stick like 
VELCRO, hijacking brain 
resources
Unresolved = VELCRO, it sticks 

• Positive emotions are 
fleeting and are like TEFLON, 
and improve brain resources
Resolved = TEFLON, it slides 
away



Positivity

A Necessity not a Luxury



Positive Emotions Broaden Thinking
Fredrickson (2013). Updated Thinking on Positivity Ratios. American Psychologist vol. 68 (9) 814-822

• Awareness
• Open-minded
• Flexible
• Creative
• Adaptable
• Peripheral vision
• Big picture



Positive Emotions Build Resources
Fredrickson (2013). Updated Thinking on Positivity Ratios. American Psychologist vol. 68 (9); 814-822



Positive Emotions Build Health

Positive emotions start an upward 
spiral of physical and emotional 
well- being and build resilience for 
hard times

• Increased in positive emotions->better social 
connections -> calms the nervous system 
improving the parasympathetic activity of 
the autonomic nervous system-vagal tone

• Reaction improves the health of all body 
systems and brain function.
Fredrickson,B (2013)



Shared Positive Emotions 

Improve Health



Benefits of Frequent Positive Affect

People with optimal positivity 
levels are more successful 
in multiple life domains:

• career

• relationships

• finances

• health

Meta-analysis - 250 studies, 275,000 subjects, cross-sectional, 
longitudinal, and experimental studies



Authentic Positive Emotions

• Gratitude
• Pride
• Joy
• Hope
• Contentment
• Fun, amusement
• Interest
• Inspiration
• Awe
• Love



Mentor to Generate Positivity 

Inspiration: What, who, where and 
when am I most inspired?  Who are 
my role models?

Hope: Create a vision of the future, 
small steps forward that feel doable 
and a mindset of a scientist – let’s 
experiment

Pride: Uncover strengths and talents 
and realize goals and success

Interest: Set goals that are engaging, a 
stretch, don’t produce anxiety, and 
generate positivity



Love: Foster trust, rapport, and 
connection, and harness social 
support

Awe: Identify inspiring role models 
and heroes, and situations which 
bring awe

Amusement: Laugh at self and 
situations

Joy: Improve awareness and 
enjoyment of thriving

Gratitude: Appreciate life’s gifts 
including challenges

Serenity: Stop and savor moments of 
contentment



Sources of Positivity
Past, Present, Future

• Gratitude for the 
past

• Forgiveness for 
the past

• Learning from 
the past and 
doors that 
opened

•Mindful 
savoring the 
present
•Reverse the 
focus in the 
present
•Engagement in 
the present

•Meaning in the 
present future
•Vision for the 

future
•Optimism for the 
future
•Hope for the 
future



Open Questions That 
Generate Positivity

PAST

• What are you grateful for?

• What was the best lesson?

• What was the best experience?

• What are you most proud of?

FUTURE

• What future possibilities are you 
most looking forward to?

• What is your vision for your ideal 
future?

• What makes you most hopeful 
about the future?

PRESENT
• What daily pleasures do you
enjoy most?
• What makes you thrive?
• What activities are the most
meaningful?
• What are your top strengths?
• Describe an example of you at
your best.
• What do you value most in 

life?



Small Group Discussion Questions

1. How does/will this information on positive 
emotions influence your 
perspective/approach to mentoring? 

2. How might you bring positive emotions into 
your mentoring sessions?



Framework For Bringing 
a Positive, Appreciative Perspective

to Mentoring



Framework for Appreciative Mentoring

Appreciative Inquiry (AI)
“AI is about the co-evolutionary 

search for the best in people, 
their organizations, and the 
relevant world around them.” 

It is a positive, strength-based 
approach to making change in 
our selves or organizations.

David Cooperrider, Case Western, School of Business



Does not focus on 
weaknesses and 
problems to fix   

Instead, suggests 
we build on 
strengths, 
successes, and 
best practices to 
achieve goals 
and greatest 
hopes and 
dreams



Two Mindsets

Deficit Mindset
• Fixing problems

• Repairing wounds

• Searching for defects

• Seeking validation for the 
negative

• Spotting what’s wrong 
with people

Strengths Mindset
• Expanding capacity
• Seeking and using new

potential
• Nurturing competence
• Appreciatively inquiring
• Spotting what’s right with 

people



From What’s Wrong to What’s Strong

• Gratitude

• Hope

• Kindness

• Leadership

• Love

• Spirituality

• Teamwork
Peterson, C., & Seligman, M, (2003). Character strengths before 
and after September 11. Psychological Science, 14, 381-384.



Mentoring is a growth 
promoting relationship that 
enables clients to reach their 
visions and goals, and grow a 
new mindset and worldview 
based on: 
• Leveraging what works well – past 

and present

• Establishing supports

• Approaching goals experimentally 
as “win-learn”

• Developing a strengths mindset

• Improving self-efficacy



Perspective 1 - Constructionist Principle

We continuously create or 
construct stories about 
what is happening in our 
lives. 

How we describe the events 
that happen in our lives 
determines how we see 
them, and then results in 
how we respond to 

them. 





Perspective 2 - Poetic Principle

Each moment is replete with an 
infinite array of possibilities. 
We have a choice about 
where to place our attention 
in any situation 

Whatever we choose to focus on 
becomes a bigger part of our 
experience. 

Our choice is fateful. Whatever 
we focus on will grow.



Perspective 3 - Simultaneity Principle

Questions direct attention, which 
in turn directs  experience. To 
create more positive put 
attention on asking positive 
oriented questions. 

Asking questions about what is 
wrong, broken , bad, painful 
can expect to have a negative 
conversation and an 
experience to match

“What do I want more of?”

Anticipatory Principle



Anticipatory Perspective 4

The images we anticipate 
in our minds about the 
future can influence the 
future we actually 
experience. 
When we envision a 
positive future, we are 
more likely to act 
positively and live 
ourselves into that 
positive future. 



The first question is fateful. 
There are no neutral questions!



Using an Appreciative 
Approach in Mentoring

ENVISIONING

Adapted from the 5-D Cycle of AI

DEFINE
Determine topic



Step 1 - Define the 
focus/topic(s) of 
today’s mentoring 
session 

• Where do you want to 
go today? 

• Ask what do they want 
to learn, what they 
want to explore, what 
is most important.



Step 2: Discover what is already working 
well now and what worked well in the 
past related to the topic

• Best experiences – “Tell me about your 
best experience, past or present, you 
had dealing with such an issue?

• Values and strengths – “What strengths 
or values supported you in being 
successful?

• What did you put into place to be 
successful?



Step 3: Envision what is the 
best that possibility or 
outcome around this 
issue?

• What are the wishes, 
visions and motivators 
around these possibilities

• Engages the creative side of 
the brain – involves a 
“stretch” and out-side-the-
box thinking



Step 4: Design the actions, 
structures and commitments 
to implement to make the 
outcomes successful?

• SMART Goals

• Design goals that could manifest 
their outcomes in habits, 
procedures, systems, technology, 
roles, resources, relationships, 
finances, structures and 
commitments



Step 5: Deliver on the plan

• Implementation of 
designed plan -what 
happens between 
sessions. 

• Goals are experiments. 

• Goal review - trial and 
correction



Faculty-Lead Group Activity
“APPRECIATING WHAT IS”



Goals: 
Planning and Accountability



Making Leadership Visions and Outcomes Real:
Designing Behavioral Goals

Compelling visions describes 
what is wanted (outcome)

Reflects feelings, needs, values 
and desires to motivate and 
sustain behavior change.  

A clear and compelling plan with 
goals leads to behavior 
change that brings about the 
vision (outcome)



Why Set Goals?

• Serve a directive function 
toward goal-relevant activities 
and away from irrelevant ones

• Energizing function

• Affect persistence

• Lead to arousal, discovery and 
task-relevant 
knowledge/strategies 
(Locke & Latham, 1990)



Important points:

• Mentee is in the “drivers 
seat” – its their choice and 
responsibility to choose and 
undertake the actions of for 
their goals.

• Consider goals as 
“experiments” to be tested 
and adjusted as needed. 
Perspective = “win-learn” vs
“win-fail”



Clear plans include behavioral goals which:

• Stretches and challenges but 
matching skills/abilities

• Identifies specific actions and 
behaviors – answers: “Now what?”

• Measures progress against baseline 
behaviors, adjusting/re-designing 
with “trial-correction” approach

• Grounded in motivation – values, 
strengths, desires

• Supports self-efficacy and self-
determination building confidence

• Enables measures of success –
evidence based data



Goal Time Horizon

Distant and abstract
Longer term: 1, 5, 10, 20 
year leadership vision

Proximal and concrete
• Short term: 3, 6 month 

goals
• Individual session goals



Setting 3- month goals
• Knowledge, skills or behavior goals. 

Builds competence

• Intermediate – long enough to make 
meaningful progress, establish new 
habits and experience benefits short 
enough to simulate sense of urgency

• Ask: “What do you want to be doing 
or what do you want to have done 
three months from now moves you 
toward your leadership vision?”

• Prioritize the goal areas by 
importance



Design Three-Month Goals

1. Explain value of 3-month goals

2. Brainstorm actions leading to 
achievement of leadership 
vision

3. Choose three actions most 
important to pursue

4. Confirm connection with vision

5. Assist in translating the actions 
into behavioral goals



Might use brainstorming:
• What goals might be possible 

goals
• Tone of brainstorming= 

positive, demonstrating high 
regard for creativity and 
capabilities -> problem solving 
and insight  

• After multiple possibilities are 
generated explore which are 
most inspirational and 
feasible. 



Session-to session-goals
• Small manageable steps 

toward longer term goals and 
building confidence 

• Zone of goals = right balance 
that enhances learning, 
growth and success.

• Consider what is needed to 
support success –
environmental factors, 
team/system support, etc.



Elicit-Provide-Elicit
Tasks Practice

ELICIT Ask permission May I __? Or Would you like to know about __?

Clarify information needs and gaps What do you know about __?

What would you like to know about?

PROVIDE Prioritize Is there any information I can help you with?

Be clear What does the mentee most want/need to know?

Elicit-provide-elicit Use everyday language

Support autonomy Offer time to reflect

Don’t prescribe the person’s response Acknowledge freedom to disagree or ignore

Present what you know without interpreting its 
meaning for the mentee

ELICIT Ask for the mentee’s interpretation, 
understanding, or response

Ask open question

Reflect reactions that you see

Allow time to process and respond to the 
information



Issues With Goal Setting

Too challenging

Increased risk-taking

Increased stress, pressure

Overload

Failure hurts confidence

Dishonesty, cheating

Too specific or narrow
Ignore non-goal areas
Not emergent, adapting as 

life changes
Short-range thinking
Hurt present awareness
Create a performance 

ceiling



Create “SMART” goals 



Measure confidence with goal

plan  with scale:

Ask: “What is your confidence level on a scale 
of 0-10 for achieving this goal?” 

• Generally >8 supports success

• If less, ask what it would take to generate a higher 
number (goal adjustment/change)



Goal review 
(accountability) includes: 

• giving account of what was 
done

• what happened

• what worked

• what didn’t work

• what one want to do 
differently in future



Exploring progress as an 
accountability activity 
without judgment is an 
empowering conversation 
providing structure, 
measurement and support.

• Keep conversation light

• Raise important  topics

• No attachment to 
outcome



Tracking and measuring 
progress and outcomes

• Selected outcomes or 
behaviors (performance,  
targets, skills, habits, 
knowledge) 

• Mentee personally tracks 
progress to reinforce 
motivation 



Asking for Feedback 
Important to mentor and fellow 

learning - unless asked, 
feedback may not be provide

Ask at the end of sessions:
1. What was the most valuable part of 

today’s session?”
2. “How could future coaching sessions 

best support your path?”
(3) Is there anything you’d like to change 

about our session?”
(4) What can I do differently to better 

serve you?”



Guide For
Conducting a Mentoring Session

Using a Positive Appreciative 
Perspective 



Prepare yourself before 
a session

• relax

• clear your minds frenzy 
and distractions

• set intentions

• move into your mentoring 
mindset



I. Begin the Session
• Ask how mentee is in the present 

moment

• Create a positive space – Ask what 
was the best thing that happened 
to them since last meeting. 
Explore the experience briefly to 
connect with positive emotions. 
Note values/strengths shared in 
their story.

• Ask mentee to pick first goal to 
review



DEMO-DISCUSSION



2. Goal/Experiment Review
• Review one goal at a time
• Explore full experience, starting 

with a positive question about 
what went well

• Respond to challenges with 
judgment-free 
reflections/question

• Inquire what was learned
• Affirm strengths, choices and/or 

situation
• Ask their percentage of success



Tips
• Consider what was accomplished 

first .  
• Reframe in positive mode: “I 

completed the draft for the class 
syllabus” vs “I wasn’t able to 
finish the class syllabus, only the 
draft”

• Generate positive emotions 
around the goals to foster 
confidence and energy

• Turn “failure talk” into “learning 
experiences”



DEMO-DISCUSSION



3-6  Month Goal Review (every 
4-6 weeks)

• Validate the relevance of leadership 
vision/outcome goals and connection 
to 3-month goals

• Ask about best learning/growth 
experience over the past 3 months

• Ask if 3 month goals/vision on target 
or need revision

• Affirms strengths, abilities, growth, 
capacities



DEMO-DISCUSSION



3.  Learning Moment
Discussion time devoted to mentee’s 
agenda/topics for the session – a challenge, 
uncertainly, need, questions, etc
• Collaborate on topic
• Ask what they want to take away today 

in relation to the topic
• Explore strength or values to leverage in 

moving forward
• Feedback
• Brainstorming
• Express confidence in their moving 

forward



DEMO-DISCUSSION



4. Setting goals for next session
• Ask mentee to choose an important 

goal they are ready to pursue

• Explore support, structure or 
environments need to ensure success 
and handle challenges

• Assist in refining goal to be SMART

• Use confidence ruler 

• Restate/clarify goal

• Affirm ability to achieve goals



DEMO-DISCUSSION



5.  Session Close
• Harvest and celebrate the learning

• Asks for feedback on how future 
sessions would best support their 
path

• Provide encouragement to keep 
making progress and to let you 
know how they are doing

• May want to check in with them 
from time to time

• Express your gratitude for the 
privilege to work with them.

• Make next appointment time



DEMO-DISCUSSION



QUESTIONS? COMMENTS?



Darlene M. Trandel, PhD, RN/FNP, CNS, CCP, ICF-PCC
Assistant Professor, Department of Partnerships, 
Professional Education & Practice
University of Maryland School of Nursing

Email: Trandel@son.umaryland.edu



Effective feedback is clearly heard, understood and 
accepted. The choice is always the receiver's as to what 
to do with the feedback

1.Feedback should be timely
2.Approach with a positive intent.
3.Pick your moment -Create the best emotional and physical environment 

for the feedback to be understood and accepted.
4.Avoid focusing on feedback as either positive or negative. Feedback is 

feedback
5.Feedback is about behavior not personality
6.Positive feedback first
7.Feedback should be as specific as possible  praise aspects of 

performance under his control
8.Avoid praising general the person (i.e. “You are smart”). Bring to their 

attention the strength, skill or process used.  Point out the creative 
approach,  careful planning, persistence, effort, collaborative attitude, etc

9.Suspend any defensive responses that you might naturally feel
10.Check the understanding
11.Seek solutions together



Positivity Ratio

80% of Americans fall short of 
the 3-to-1 positivity ratio 
that predicts flourishing

Find your ratio at: 
www.positivityratio.com
Complete 2 minute 

assessment 3 to 4 times a 
day/week to get an average

http://www.positivityratio.com/




Goal Types

• Performance e.g. Meet revenue 
target

• Outcome e.g. High performing 
team

• Learning – knowledge & skills  
e.g. How to lead teams

• Behaviors e.g. Weekly 
communication of shared vision 
and what’s going well



Performance goals

• Achieve a work promotion

• Meet project deadline

• Speak at two state 
healthcare meetings this 
year

• Submit one NIH grant per 
year



Outcomes goals

• To fulfill my life purpose – “To 
become a nurse leader in 
cardiovascular nursing”

• Deeper colleague 
relationships

• More pleasure and balance in 
work and personal life

• Better health



Skills goals
• Manage distractions

• How to network at 
conferences

• Be more creative in 
writing 

• Decrease stress levels

• Deeper connections in 
conversations



Habits goals 

• Connect to higher/career 
purpose at day’s start

• Write a daily  task list of 
priorities

• Exercise during lunch times

• Engage an act of kindness 
to a colleague once a day at 
work



Motivation:
Performance vs Learning

• Performance -Be good: Prove 
competence

• Outcome -Be good: Prove 
competence

• Learning - Knowledge & Skills 
Get better Build competence

• Behaviors - Get better: Build 
competence


