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I. Planning and Goal Setting

II.  Managing Progress and 
Accountability



I. Planning and Goal Setting – Ability to partner 
with the mentee to develop and maintain an 
effective goal plan to make their vision real.  The 
mentor assists the mentee to develop a clear 
and compelling plan that helps the mentee 
know the steps to take over time in order to 
achieve their desired outcome – the career 
vision

• Setting long and short term goals



Making Career Visions Real:
Designing behavioral goals

Compelling career visions suggest what the mentee 
wants (outcome) and reflect feelings, needs, 
values and desires that motivate and sustain 
behavior change.  

However they need a clear and compelling plan to 
lead to behavior change that brings about the 
vision (outcome)

A clear plan supports the mentee in knowing what 
to do in order to achieve their desired outcomes 
and make their visions a reality.

Clients need both willpower and waypower



Goal Definitions

• 1. Object of person’s ambition or future

• 2. A destination or aim

• 3. Creating a future desired state

• 4. Regulatory mechanism for monitoring, 
evaluating and adjusting one’s behavior



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)



Clear plans include behavioral goals which:
• Stretches and challenges but matching skills/abilities
• Identify specific actions and behaviors that answers, 

“Now what?”
• Measure progress against baseline behaviors, 

adjusting/re-designing with “trial-correction” approach
• Grounded in motivation – values, strengths, desires
• Support self-efficacy and self-determination building 

confidence
• Enables mentors to measure success – evidence based 

data



Goal Types

• Performance
• Outcome
• Learning – knowledge & skills
• Behaviors

• e.g. Meet revenue target
• e.g. High performing team
• e.g. How to lead teams
• e.g. Weekly communication of shared vision and what’s 

going well



Performance goals

1. Get a faculty promotion

2. Meet project deadline

3. Teach Nursing 101 spring semester

4. Submit one NIH grant per year



Outcomes goals

1. To fulfill my life purpose – “to become a 
nurse leader in cardiovascular research”

2. Deeper colleague relationships

3. More pleasure and balance in work and 
personal life

4. Better health



Skills goals

1. Manage distractions

2. How to network at conferences

3. Be more creative in writing research grants

4. Decrease stress levels

5. Deeper connections in conversations



Habits goals 

1. Connect to higher/career purpose at day’s 
start

2. Daily task list of priorities

3. Exercise during lunch times 4 days a week

4. Engage an act of kindness to a colleague once 
a day



(Heidi Halvorson: Goal Motivation)

Be good

• Approach or

• Gain-focused- promotion

• Get better

• § Avoid or

• Loss-focused- prevention



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



Motivation Types

APPROACH GAINS
• § Be successful
• § Be promoted
• § Get more competent
• § Be calm

AVOID LOSSES
• § Avoid mistakes or failure
• § Avoid less-than-average evaluation
• § Avoid loss of status
• § Reduce stress hijacks



Goal Time Horizon

Distant and abstract
• Long term
• 5, 10, 20 year vision

Proximal and concrete
• Short term
• One year goals
• Three month goals
• Weekly goals



How to Approach Goals

• Be clear on WHY

• Big picture motivation

• § Address HOW

• § Specific steps to get there



Value of a Vision

• Visual representation of goal

• Imagine new possibilities

• Connect to values & purpose

• Magnetic like warm sun



Setting 3- month goal

• Intermediate – long enough to make meaningful 
progress, establish new habits and experience the 
benefits while 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 career vision?”

• Prioritize the goal areas by importance, asking 
what actions to do they to be doing/have done 



• Important for mentee to understand they are 
in the “drivers seat” and it is their choice and 
responsibility to choose and undertake the 
actions of for their goals.

• Help mentee to consider and view goals as 
“experiments” to be tested and adjusted as 
needed. Perspective become “win-learn” vs
“win-fail”



Design Three-Month 
Experiments/Goals

• 1. Explain value of setting 3-month goals

• 2. Brainstorm actions leading to achievement 
of career vision

• 3. Choose three of the actions more important 
to pursue

• 4. Confirm connection to the career vision

• 5. Assist in translating the actions into 
behavioral goals



Brainstorming

• If unsure about what possible goals might be 
considered, brainstorming can be used.

• After multiple possibilities are generated, each 
can be explored to determine which are most 
inspirational and feasible. 

• Tone of brainstorming: positive, 
demonstrating high regard for creativity and 
capabilities -> problem solving and insight  



Session to session goals

• Individual session goals assist in taking 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.



Issues With Goal Setting

Too challenging
• o Increased risk-taking
• o Increased stress, pressure
• o Overload
• o Failure hurts confidence
• o Dishonesty, cheating

Too specific or narrow
• o Ignore non-goal areas
• o Not emergent, adapting as life
• changes
• o Short-range thinking
• o Hurt present awareness
• o Create a performance ceiling



SMART goals useful here:

• S = specific

• M = measureable

• A = action-oriented

• R = realistic

• T = time based



Measure Confidence

• Confidence scale:

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

• Generally 8 or above supports success

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



Tracking and Measuring Outcomes 
Progress

Track both client progress and outcomes on:

• Selected outcomes or behaviors (writing 
articles, submitting proposals, teaching a new 
course)

• Group outcomes for SON

Mentee may personally track progress to 
reinforce motivation 



Asking for Feedback 

Important to both mentor and mentee learning
• Ask questions at the end of meeting 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?”
Unless they are asked directly, mentee may not provide 

such feedback.



Putting it Together

• Mentors help mentee design compelling and 
engaging visions to inspire motivation and 
then translate their visions into realistic 
behavioral action steps to improve self-
efficacy, increase potential for personal and 
organizational success and learn to develop 
and implement plans to achieve their 
professional goals.



• demo



• Goals must be tailored to a person’s stage of 
change.

• Moving too quickly into action planning with 
those just contemplating change, will 
jeopardize success and confidence.





Trans-Theoretical Model of Change
Prochaska, 1994

• Is an integrative, bio-psychosocial model to conceptualize 
the process of intentional behavior change. 

• Change as a process that unfolds over time. 
• People move through a series of stages when modifying 

behavior. 
• While the time a person can stay in each stage is variable, 

the tasks required to move to the next stage are not. 
• Certain principles and processes of change work best at 

each stage to reduce resistance, facilitate progress, and 
prevent relapse.

• Stages of Change can occur in a linear or nonlinear fashion





precontemplation, 

• Do not intend to take action in the foreseeable 
future usually 

• May be uninformed or under informed about the 
consequences of one’s behavior

• Multiple unsuccessful attempts at change can 
lead to demoralization about the ability to 
change. 

• May avoid reading, talking, or thinking about 
their high-risk behaviors 

• often characterized as resistant, unmotivated, or 
unready for help



Strategies

• Empathy

• Open ended question

• Reflections

• Connect with Vision

• Objective information



Strategy for information exchange

Eliciting permission before providing info which is 
respectful and increases willingness to hear
“I wonder if there is anything here that you might like 
to talk about?”

Exploring mentee’s prior knowledge – prevents repeating 
and helps fill in gaps
“What do you think might be the biggest benefits for 
you to undertake….?”

Querying their interest in whatever information you may 
be able to provide. Let’s you know their needs which 
may be different from what you might have told them
“What have you been wondering about that I might be 
able to clarify for you?

36



• this exchange a respectful, thoughtful, and 
reciprocal flow of info that champions the 
client’s own needs and autonomy

the principles of exchanging info is collaborative 
search to understand the challenges, strengths 
and information needs of clits.

“I have some expertise and clients are the 
experts on themselves”



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

38



Three ways to obtain permission

• When mentee asks for it: “Where can I find…”

• When they haven’t directly request info but 
you ask their permission to provide it : “Would 
it be okay if I share some info about…?

• When you feel obliged to provide certain info: 
“This may or may not interest you but the 
guidelines for promotion…”

39



Guidelines for Providing Info

• Prioritize – Focus on what the person most wants or 
needs to know

• Present info in a clear manner that is objective and 
clear.

• Give in small doses vs an “info dump.” 
• Check after each dose whether mentee understands or 

has questions
• Use autonomy supportive language. Advice that 

champions mentee’s needs and autonomy is most 
helpful

• State information in first person singular: “What I’ve 
found helpful….” vs “You should…”

40



BREAK OUT GROUPS

Facult 1: Talk about some thing with which you 
want to change or are concerned but you 
don’t have all the information to move 
forward.  Allow the coach to provide some 
additional information about it.

Faculty 2: Try the elicit-provide-elicit MI method 
of providing information to your client.

THIS MATERIAL IS NOT TO BE REPRODUCED 
OR DISTRIBUTED WITHOUT WRITTEN 

PERMISSION BY DARLENE M. TRANDEL
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Contemplation 

• aware a problem exists and considers action.
• more aware of the pros of changing, but are also acutely 

aware of the
• no compelling reason to alter their behavior
• NO commitment to an action. 
• weighting between the costs and benefits of changing -

>ambivalence
• Ambivalence -> behavioral procrastination
• Desired Outcome The person is making change statements 

and makes a tentative commitment to changing the 
behavior. 



Strategy for Ambivalence-
–Evoking Motivation

Eliciting the mentee’s 
own motivation for a 
particular change.

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Ambivalence

Normal part of the 
change process

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Ambivalence Results In

Procrastination

and getting

stuck

D.Trandel, Health & WellBeing Institute   
Not to be reproduced without permission
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Arguing for change with an 
ambivalent person evokes 
the person’s opposite 
arguments.

D.Trandel, Health & WellBeing Institute   
Not to be reproduced without permission

46



Evoking occurs by talking 
oneself into change --
collaborative conversation 
that strengthens a person’s 
own motivation and 
commitment to change”

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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• Autonomous Motivation

• § Needs

• § Drives

• § Values

• § Meaning

• § Purpose



Evoke Motivation using the following 
skills

1) Eliciting “Change Talk” using:

• open ended question, reflections, 
affirmations

• Importance ruler

2) Developing discrepancy between their visions 
and values and the present behavior.



1) Skill of Change Talk

Any self-expressed 
language that

favors change –

the pros

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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People are generally better persuaded by the 
reasons which they have themselves 
discovered, than by those which have come 
into the mind of others.”

Blaise Pascal, Pensees, (1670)

D.Trandel, Health & WellBeing Institute   
Not to be reproduced without permission
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Types Of Change Talk

Preparatory change 
talk: Pro-change 
side of ambivalence

Mobilizing change 
talk: Ambivalence 
resolving in favor of 
change

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Preparatory Change Talk

“DARN”

• Desire

• Ability

• Reasons

• Need

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Mobilizing Change Talk

“CAT”

• Commitment

• Activation

• Taking Steps

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Mi Hill And 
Stages Of Readiness

Preparatory Talk Mobilizing 

Change Talk

(Pre-) Contemplation Preparation Action

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Sustain Talk

Any self-expressed 
language that is an 
argument for the 
status quo

This Material Is Not To Be Reproduced Or Distributed 
Without Written Permission By Darlene M. Trandel 57



“Forest” Of Ambivalence

Nature of ambivalence = 
change talk intertwined 
with sustain talk

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Sustain Talk

• Sustain talk - one side 
of ambivalence

• Early ambivalence: 
pros = cons 

• Closer to change: 2 or 
3 pros : 1 con ratio

59
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Decoding Resistance

• Resistance = responsibility 
and blame for the 
phenomenon within the 
client

• Sustain talk = a natural 
response change. 

60
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Most direct way 
to change talk…

Ask evocative  
“DARN” questions

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Or Use The Importance Ruler

“How important is it for you today to 
______?”

“On a scale from 0-10, where 0 means 
“not at all important” and 10 
means “the most important thing 
for me right now,” how important 
would you say it is for you to 
____?”

Value is in the follow up questions: 
“And why are you at a __ and not at 
0 (or a lower number)?

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Respond to 
change talk by 
encouraging more
change talk using 
reflections, open 
questions and 
affirmations

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Mentor 1: Choose something you’ve been thinking about 
changing, should change or want/need to change but haven’t –
you are ambivalent.

Mentor 2:  Engage your partner in a dialogue that tries to 
encourage them to change with conversation that includes the 
following:

1. Why would you want to change?
2. What are the three best reasons for you to change?
3. Why is it important for you to make this change? 
4. How might you be successful in making this change?
5. What do you think you’ll do?

D.Trandel, Health & WellBeing Institute   
Not to be reproduced without permission
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2. Skill of Developing Discrepancy

Reflection on their values and 
actions within a safe, non-
judgmental atmosphere, the 
discrepancies they see and 
feel, will often motivate a 
behavior change. 
.

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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Integrity

People want to be consistent 
with their core values and also 
tend to violate them -> source 
of internal conflict.

Integrity = behaving in a manner 
that is congruent with one’s 
core values and beliefs

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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“When your values are clear to you, making 
decisions becomes easier.”

Roy E. Disney

“All men are prepared to accomplish the 
incredible if their ideals are threatened.”

Maya Angelou

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 

Darlene M. Trandel
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One way to learn about values
– Ask questions

• Tell me about what you care most about in 
life?

• What sort of person do you want to be? 

• What kind of things would you like to 
accomplish in your life?

• How do you hope your life will be different a 
few years from now?

DmTrandel, Health And Well Being 
Institute, 10.14
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Exploring Discrepancy

• We are usually well aware of our 
discrepancies. Acknowledging that 
discrepancy feels uncomfortable.

• In mentoring sessions, invite 
mentee’s to reflect on the values 
and actions within a safe, 
nonjudgmental atmosphere. There 
they are invited to look in the 
mirror and let what they see 
change them. 

• Self confrontation is usually more 
powerful than being confronted by 
someone else.

DmTrandel, Health And Well Being 
Institute, 10.14
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As people hear 
themselves talk they learn 
what they believe and 
creates momentum to 
move toward with the 
talk. While people do not 
always do what they say, 
the act of saying it is a 
step toward doing it.

DmTrandel, Health And Well Being 
Institute, 10.14
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Preparation Stage

• Intent upon taking action soon  and often 
reports some steps in that direction = 
combination of behavioral actions and 
intentions.

• characterized by individual's making a firm 
commitment to the change process and 
designing an action plan. 



Planning:
Moving from 
discussing importance 
to developing a specific 
change plan.

72
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Signs Of Readiness

1. Increased change talk

2. Taking steps

3. Diminished sustain talk

4. Sense of resolve

5. Envisioning 

6. Questions about change

73
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“Unready?”
Reluctant? Take clues 
from client

.

74
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Self Efficacy

Primary needs, drives

• o Autonomy

• o Competence

• o Relatedness



From Albert Bandura:

• The belief in one’s capabilities to organize and 
execute the courses of action required to 
manage

• prospective situations. i.e., self-efficacy is a 
person’s   belief in his or her ability to succeed 
in a particular situation





Bandura: Sources of Self-Efficacy

1. Physiological & Affective States

2. Verbal Persuasion

3. Vicarious Experiences

4. Mastery Experiences



Physiological & Affective States

§ One’s physical state can undermine or support 
self-efficacy

§ One’s body gives signals that help or hinder 
willingness to change.

§ It’s not enough to have rational thoughts for 
change, we must also recognize our feelings 
about it.

§ One has to believe it in one’s head and feel it 
in one’s body.



Persuasion

§ Assist clients to persuade themselves.

§ It is much easier to discourage than to 
persuade (Bandura).

• Verbal Persuasion



Tools Verbal Persuasion

§ Mindful listening

§ Open-ended inquiry

§ reflections

§Positive point of view

§ Visualizing success



Role model - Vicarious Experiences

§ Observe others who have succeeded and can 
identify with or relate to

• § Look for a role model, not just inspiration–

• YOU are a role model!!!



Recall Past Mastery Experiences



Design experiences that build mastery



• Manage Overwhelm

• Just the right amount of learning



Supporting Change:

• Sustained attention  
and effort as needed

• Flexible revisiting

86
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Baby steps get you there

• Set small goals designed to bring new

• skills, early rewards and wins



• a little is better than nothing

• Clap when you fall down

• Win – Lose. Win – Learn.

• Lapses are normal



• Discover your unique formula

• Self-science



• Growth Mindset

• What am I learning?

• § Insights

• § Self-awareness

• § Knowledge

• § Skills

• § Actions

• Carol



• Get other people to help you – build your 
support teams



• Validate, Explore, Harvest, Celebrate



93

WHAT MI SKILLS ARE YOU 
TAKING AWAY WITH YOU?

This Material Is Not To Be Reproduced Or 
Distributed Without Written Permission By 
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Managing Progress and Accountability

“Ability to hold attention on what is important 
for the mentee, holding them accountable and 
to leave responsibility with the mentee to take 
action.  Ability to communication effectively 
by being clear, articulate and direct in 
question, observations and feedback and 
using language that support and respects the 
mentee”



Accountability includes: 

• Monitoring

• giving an account of what was done

• what happened

• what worked

• what didn’t work

• what one want to do differently in future

Enables mentees to move from Point A (where they 
are today) to Point B (where they want to go)



• In complete absence of judgment, exploring 
progress as an accountability activity is an 
empowering conversation providing structure, 
measurement and support.

• Keep conversation light

• Raise important  topics

• No attachment to outcome on mentor’s part



Preparing for a Session

Relax – clear minds – set intentions - and get 
into a mentoring mindset



Beginning the Session

1. Ask how mentee is right now “in this 
moment”

2. Set a positive space – Ask what was the best 
thing that happened to them since they last 
met. Explore the experience briefly to 
connect with positive emotions. Also note 
values/strengths shared in their story.

3. As mentee to pick first goal to review



Goal/Experiment Review

• Review one goal at a time

• Explore full experience with the goal, starting 
with a positive question about what things went 
well

• Respond to challenges with judgment-free 
reflections/question

• Ask what was learned

• Affirm strengths, choices and/or situation

• Inquiry their percentage of success



• Important to 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”

• Generating positive emotions around the goals 
helps mentee find confidence and energy to 
move forward

• Turning “failure talk” into “learning experiences”



Three Month Goal Check In

• Validate the relevance of mentee’s vision and 
connection to 3-month goals

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

• Ask about level of commitment with the 3 
month goals/vision and or whether they need 
revision

• Affirms strengths, abilities, growth, capacities



Learning Moment

Discussion time devoted to mentee’s agenda/topics for 
the session –a challenge, uncertainly, need, questions, 
etc

• Collaborate on topic
• Ask them what they want to take away today in 

relation to the topic
• Explore strength or values to leveage in moving 

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



Giving Feedback (handout)

• See faculty mentoring toolkit by UCSF

• See p 20 of RWJ



Effective feedback

that which 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 about behavior not personality
2. Approach with a positive intent.
3. Positive feedback first
4. avoid praising ability. Instead, praise aspects of your employee’s performance that were under his 

control. (Instead, praise process not the person (point out their creative approach,  careful planning, persistence 
and effort, collaborative attitude, etc)

5. Feedback should be timely
6. Pick your moment -Create the best emotional and physical environment for the feedback to be understood and 

accepted.
7. Feedback should be as specific as possible
8. Assume positive intent.
9. Avoid focusing on feedback as either positive or negative. Feedback is feedback—
10. Suspend any defensive responses that you might naturally feel
11. Check their understanding out
12. Seek solutions together



Setting Goals for Next Session



Session Close

• Harvest and celebrate their learning and explore 
what they may want to consider next

• 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 priviledge to work 
with them.

• Make next appointment time



Resolving Differences

Is there a problem?

What is the difference about?

Determine if it a content or relationship based?

• Content – tangible or specific fact

• Relationship – interpersonal (feelings 
emotions, needs, perceptions)



Being Successful Involves

• Developing supportive environment

• Understand what you want to happen

• Express clearly why you think there is a conflict

• Listen openly and accurately to feedback

• Check meaning behind the messages 
given/received

• Identify a common goal through compromise

• Discuss facts vs opinions

• Stay solution-focused



Resolving differences Constructively

• Listen to understand.
– Listen for underlying principles, cultural values, emotions, and issues behind what is being 

said.
– Listen for commonalities.
– Observe body language and tone of voice which may provide additional meaning.
– Listen for inherent needs and interests, not just what is said.

• Affirm the issues, feelings or emotions expressed (“you care strong about this”). 
– Affirming is not agreeing, it’s acknowledging or recognizing what is shared. 

• Respond to the issues raised and the underlying needs behind them. Ask 
questions about what was said.

• Add information to the conversation. After seeking to understand, seek to be 
understood.


