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CHAPTER 3, SUBJECT 6
QWP MENTORI NG POLI CY

| NTRODUCT! ON

Mentoring was introduced to the Quality Management Program
(QWP) to conplinment traditional |Inspector |earning methods
(e.g., classroomtraining or self-taught nodul es). The
mentoring process establishes a supportive environnment for

| nspectors to attain the skills and know edge that can only
be | earned through operational experience.

Thi s docunent describes the policy and procedures for
mentori ng CFl A personnel to achieve the |evel of conpetency
necessary to participate as a team nenber and team | ead on
a QW conpliance verification (CV) team Policy and
procedures for conpliance verification of federally

regi stered fish processing establishnents are found in the
CFIA s Facilities Inspection Manual published by the Fish,
Seaf ood and Production Division.

SCOPE

This policy applies to all CFIA personnel who participate
in conpliance verification of federally registered fish
processi ng establishnents.?®

GUI DI NG PRI NCI PLES

1 In order to prepare for, and conduct conpliance
verifications, the CFlIA trains and nentors a work force
with specialised abilities. This work force includes
mentors, team|eads and team nenbers who are skilled and
consistent in the delivery of conpliance verifications.

.2 Oper ati ons Branch nmanages the nmentoring process, including
the identification of nentors, the delivery of nentoring
according to this policy and the assessnment of team nenbers
and team | eads.

.3 The role of the nentor and supervisor are distinct. The

lInspectors that were nmentored and assessed prior to the issuance of this
policy are recognised for the status |level (team nenber, team|ead) they have
achi eved. Persons recogni sed as nentors prior to the issuance of this policy
may continue to serve as nentors.
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ment or coaches by sharing know edge and experience and

hel ping the nentee to devel op their own expertise in the
QW. The nentor provides the nentee’s supervisor with

obj ective evidence for use in the supervisory assessnent of
the nmentee's qualifications.

Prograns Branch supports the nentoring process by providing
mentors with coaching and training devel opnent, QWP program
gui dance and comuni cati on, and by assessing the

consi stency of nentoring and conpliance verifications.

PQOLI CY

For the QW, nentoring refers to the nmandatory process of
coachi ng and assessi ng new i nspectors prior to qualifying
as a team nenber or teamlead. The coaching is led by a
mentor and the final assessnment is conducted by a

supervi sor.

The process of nentoring pairs the mentor with an inspector
who is new to conpliance verifications. Mentoring is a

pl anned, i ndividualised approach, set out in a "nentoring
pl an" devel oped by the nentor in consultation with the
supervi sor and nentee. By follow ng the nentoring plan,
the nmentee receives knowl edge fromthe nentor, gains

practi cal experience, and receives constructive feedback
and support to develop the technical skills necessary to
conduct a CV.

Mentors are operational personnel (i.e., inspectors,
supervi sors, coordinators, and others) who are sel ected for
the role of nmentor on the basis of their possession of the
followi ng attributes:

- they have achi eved team nenber and team | ead status, and
denonstrate substantial know edge and skill in
conducting conpliance verifications,

- they have, and denonstrate, the ability to share and
comruni cate their expertise in a way that supports and
chal | enges ot hers,

- they have, and denonstrate, the ability to transfer
information in a clear, non biassed and constructive
manner,

- they have, and denonstrate, the ability to determne to
a col |l eague's acconplishnents and communi cate with the
col |l eague in a positive manner,

- they are recogni sed by their peers as possessing these
qualities, and
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- they are willing to nmentor others.

Operations Branch has the lead role in the identification
of mentors, the determ nation of training needs for

nment ees, the delivery of QW nentoring, and the support for
mentors. Individuals identified as nmentors should be
further developed with training on effective nmentoring.
Prograns Branch provides support via the Program Network
and the Fish, Seafood and Production Division. The Program
Net wor kK supports Area nentors and reviews the delivery of
QWP including nentoring. The Fish, Seafood and Production
Di vi si on provides national program support, training

devel opnment and issues certificates to personnel qualified
as team nmenbers, team | eads, and nentors.

In relation to mentoring, it is the role of the supervisor
to:

a) establish access to nentors and, when appropri ate,
nom nat e new nentors,

b) determ ne training requirenents for new i nspectors,

c) facilitate training for new i nspectors, as needed, prior
to nmentoring,

d) initiating nmentoring,
e) review individual nentoring plans,
f) facilitate the acconplishnment of the nentoring plan,

g) make the final assessnent of achievenent for team nenber
and team | ead status,

h) hold and/or convey confidential records of mentoring,

i) conmunicate the nanes of mentors and personnel qualified
as team nmenber and team | ead.

It is the role of the nentor to:

a) develop the nentoring plan, in consultation with the
nment ee and the supervisor

b) provide guidance to the nentee

c) make a record of the mentee's acconplishnents
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d) communicate the nentee's progress regularly with both
t he nentee and supervi sor

The nentee is responsible for active participation in the
mentori ng process. The nmentee's primary goal is to acquire
the skills and know edge necessary to participate in and

|l ead a CV, thereby achieving team nenber and then team | ead
st at us.

The nentor/mentee relationship is a partnership of peers.
Both parties are responsible to conduct thenselves in an
open and transparent manner. The relationship should foster
the transfer of know edge and experiences by the nentor and
the opportunity to exercise abilities and learn CV skills
by the mentee.

The mentoring plan is a key docunent. Each nentee w ||
have one or nore nentoring plans. The nentoring plan
clearly identifies training and/or activities to advance
the nmentee toward team nenber or teamlead status. The
mentoring plan activities usually begin with cl ose

i nteraction between the nmentor and nentee and gradual ly
nove toward independent actions as the nentee acquires and
devel ops the required skill sets and abilities.

The Area Training Oficer is responsible for the
mai nt enance of a record of nentors, team nenbers and team
| eads.

PROCEDURES

Supervi sors nom nate individuals to becone nentors and
provi de a QWP Mentor Recommendation Report (Appendix A) to
t he I nspection Manager. The report describes the

I ndividual's attributes which will serve hinmfher in the
mentor role. The Inspection Manager has the responsibility
for accepting or declining the nentor nom nation and
advi si ng the supervisor accordingly. The nanes of nentors
shoul d be conmmunicated to the Area Training Oficer and
Program Net wor k Chi ef .

The supervisor identifies an inspector for nmentoring and
verifies the inspector is designated under the FIR and has
t he necessary prerequisite training and skills, as

i ndi cated bel ow, prior to beginning the nmentoring process.
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Knowl edge and Skills Requirenments for the QW Mentee
Prerequi site Know edge and Skills

Required prior to the beginning of the mentoring process
The Fish I nspection Act and Regul ati ons

The Qual ity Managenment Program

Audi ting techni ques and procedures

Conmpl i ance verification skills

HACCP t heory and application

OihwbE

Required prior to the conpletion of the nentoring process
6. Sanitation practices and procedures
7. Pest control practices and procedures

The supervisor arranges for a nentor to be paired with a
mentee and notifies both parties. Alist of nmentors should
be available fromthe Area Training Oficer.

The supervisor provides the nmentor with a conpl eted QW
Mentoring Entry Form (Appendi x B) which contains a summary
of the nmentee's training and experience to be considered in
t he devel opnent of the individual nmentoring plan. The
mentor col |l aborates with the supervisor and the nmentee to
identify the individual needs to be addressed in the

ment ori ng pl an.

The nentoring plan should be devel oped based on the

experi ence and know edge of the nentee. The individual
mentoring plan is directed at devel oping the additional
skills and experience necessary to conduct a CVin
accordance with the QW policies and procedures. The
mentoring plan includes a schedule of nmentoring sessions,
specific CV participation activities, and training if
appl i cable. The nmentoring plan should be designed such
that training needs are nmet before CV activities which
requi re specialised technical know edge (e.g., sanitation
training precedes CV activities for the evaluation of a
sanitation progran). The nmentoring plan sets out
activities designed to give the nentee assignnents with
increasing levels of responsibility. For exanple, the

ment ee may begin by observing the CvV of all elenents of the
QW Pl an, then progress to assessing basic areas of the QW
Plan elenents (e.g., pest control), and | ater advance to

i ncreasingly nore conpl ex el enents.

The nentoring plan is designed to ensure that the nmentee
experiences the conplete CV process (i.e., preparation,
pl anni ng, conducting, closure) and eval uates each of the
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seven el enents of the QW Reference Standard. The
activities in the nmentoring plan provide opportunities for
the mentee to work with team nenbers, team | eads, and the
ment or .

A tenplate for a nmentoring plan is included as Appendi x C.

The nentoring plan sets out the tinme period for conpleting
the nmentoring plan in its entirety as well as the
progressive steps defined in the plan.

The nmentor will contact the nmentee to schedule an initial
nmeeting with the objective to discuss the nentoring process
and the nmentoring plan. At the initial neeting, the nentor
wi || explain the nentor-nmentee-supervisor relationship, the
mentoring process, the nentoring plan, and the final
assessment by the supervisor

The nentor oversees the conpletion of the nmentoring plan
but the nentor is not responsible to acconpany the nentee
at every exercise; in many cases, it is appropriate and
even beneficial for the nentee to work alongside a fully
qualified team nmenber or team|ead to vi ew anot her

i ndi vi dual " s techni que.

The nentor schedul es neetings regularly or on an as-needed
basis, with the nentee and supervisor. These neetings are
an opportunity to discuss the progress of the nmentee and to
identify issues which may be hindering the mentoring
process. The supervisor and/or the nentee may al so request
meetings as required.

The nentor uses the QW Mentoring Achi evenent Report for
Team Menber or Team Lead (Appendices D and E) to record the
mentee's progress. (The nmentor provides objective evidence
and constructive remarks only.) Upon conpletion of the
mentoring plan, the mentor will present the report with
acconpl i shnments indicated to the supervisor.

The supervisor uses the conpleted Mentoring Plan and QW
Ment ori ng Achi evement Report, conmunication with the nentee
and nentor, and other activities as required (e.g.,
supervi sor may chose to do a field review of the nentee) to
assess if the nmentee has achi eved Team Menber or Team Lead
status. The supervisor may al so determ ne that additiona
mentoring and/or training is required; this decision
initiates another cycle of mentoring including a succeedi ng
ment ori ng pl an.
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The supervisor uses the Mentee Assessnment Report (Appendi x
F) to record and communi cate the achi evenent of Team Menber
or Team Lead to the nentee and the nentor. Copies should

al so be provided to the Area Training Oficer and the Fish
Program Networ k Chi ef through regular conmuni cation
channel s.

Al'l records of nentoring are confidential. Wen the
mentoring plan is acconplished, the nmentor transfers al
reports of nentoring to the nentee's supervisor who takes
responsibility for handling the file.

The Fi sh Program Network Chief communi cates the nanmes of

i ndi vi dual s achieving the status of Team Menber, Team Lead,
or the role of Mentor to FSPD. The Director, FSPD, wll
support the issuance of Certificates of Achi evenent for

i nspectors who successfully attain Team Menber and/or Team
Lead status and a Certificate of Appreciation for staff who
are recogni sed to nentor others.

FORMS/ DOCUMENTS

Appendi x A QWP Mentor Recomrendati on Report
Appendi x B - QW Mentoring Entry Form
Appendi x C - QW Mentoring Plan Form

Appendi x D - QW Mentoring Achievenent Report for Team
Member

Appendi x E - QW Mentoring Achi evement Report for Team Lead
Appendi x F - QW Mentee Assessnent Report
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APPENDI X A
QWP MENTOR RECOVMENDATI ON REPORT

(To be conpl eted by the Supervisor for approval
by the | nspection Manager)

(Narme of person nom nated) is nom nated
for the role of QW nentor by
(Name of Supervisor).

Required Attributes for a QW Mentor Denonstrati on

The nom nee has:
1. Team nenber and team | ead st at us.

2. Substantial know edge and skil
i n conducting conpliance
verifications.

3. The ability to share and
communi cate their expertise in a
way that supports and chal | enges
ot hers.

4. The ability to transfer
information in a clear, non-
bi assed and constructive nmanner.

5. The ability to determne a
col | eague' s acconpli shnents and
communi cate with the coll eague in
a positive nmanner.

6. Recognition by their peers for
possessi ng the above-noted
qualities.

7. The willingness to nentor others.

Additional Information (Operational needs may be addressed here):

Super vi sor : Dat e:

| nspecti on Manager Deci sion (Approved/ Decli ned)

| nspecti on Manager Dat e:
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QWP MENTORI NG ENTRY FORM
(To be conpleted by the Supervisor)
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Ment ee Nane:

Work Location (including address and phone no.):

Rel evant Experi ence:

Tr ai ni ng

A. The follow ng training nmust be conpleted prior to beginning the QW
ment ori ng process for Team Menber:

1) Know edge of the Fish Inspection Act and Regul ati ons:
O A-03/A-04 The Fish Inspection Act and Regul ati ons
O O equival ent (please specify):

2) Knowl edge of auditing techniques and procedures:
O A-01 Introduction to Auditing
O D-15 Conpliance Verification Audit Skills
O O equival ent (please specify):

3) HACCP Theory and Procedures:
O D-09 Introduction to HACCP
O O equival ent (please specify):

4) QWP Trai ning:
O D-23 Introduction to QW Regul atory Verification
O O equival ent (please specify):

process:

1) Know edge of sanitation practices and procedures:
O D13 Sanitation
O O equival ent (please specify):

B. The followi ng training nmust be conpleted before or during the nentoring

2) Know edge of pest control practices and procedures:
O D14 Pest Control
O O equival ent (please specify):

The above-nmenti oned | nspector is designated under the Fish

| nspection Regulations and is available to begin the QW nentoring

process.

Dat e Supervi sor Sighature
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APPENDI X C

QWP MENTORI NG PLAN
(To be conpleted by the nentor in consultation with the supervisor)

This mentoring plan was created for (mentee) on
(date) wth the objective of achieving team
(rmenmber or |ead) status.

Ment or : Super vi sor :

Schedul e of conpliance verifications & activities
(formal training, neetings, self-study)

Dat e Activities Lear ni ng obj ective

Si gned and Dat ed:

(Mentor, originator)

(Supervi sor, in agreenent)

(Mentee, upon review
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QWP MENTORI NG ACHI EVEMENT REPORT FOR TEAM MEMBER
(To be conpleted by the mentor for assessnment by the supervisor)

The nentee has participated in the follow ng conpliance
verifications:

Dat e

of CV Est abl i shment Name and Ment or / Team Lead
Regi stration No.

QW Reference
St andard El enents
Verified

Requi renent s

Denonstr at ed

Audi t Techni ques

1. Gat hers objective evidence and determ nes findings
in an objective and inpartial manner

2. Uses appropriate audit techniques - observation,

i nspection, interview ng, measurenment and or review
of records

3. Comuni cates findings, verbally and in witing,
effectively to team nenbers and auditee

Conpliance Verification

4. Under st ands and applies CV policy and procedures
fromthe Facilities |Inspection Manual

5. Under st ands di fferences between inspection and
audi ting techni ques

6. Under st ands and applies CV scheduling and pl anni ng
as per Bulletin 24

7. Ability to follow the audit process (audit
preparation, review plan, devel op checklist, gather
evi dence, determne findings and report)

8. Ability to work cooperatively with team nenbers;
ability to work on own to conplete tasks; ability to
participate in team di scussions

9. Adequately prepared to go on-site for the CV

10. Works together with team nenbers to conplete

assi gnnents within established tinme frames
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11. Reviews QW plan and previous audit results and
recogni ses potential problens or areas to direct CV
activities

12. Cross-references and links information across
el enents of the QWP when appropriate

13. Evaluates and verifies data when appropriate

14. Evaluates infornmation to determ ne conpliance to
regul atory and QW Reference Standard requirenents

15. Devel ops and reports findings to the team

16. Understands and applies team approach, seeks out
techni cal assistance as needed

17. Participates in the team di scussion, understands
what constitutes a non-confornmity and shows ability
to devel op a non-conformty with the team under the
direction of the team| ead

18. Reviews and eval uates corrective action plans to
determ ne acceptability in conjunction with the team

19. Participates in the CV closure process

Reporting
20. Conpletes all conpliance verification docunmentation

Addi tional Information

ccC: Ment ee
Ment ee' s supervi sor
Area Training Oficer
Area Fi sh Program Network Chief
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(To be conpleted by the mentor for assessnment by the supervisor)

The nentee has participated in the follow ng conpliance
verifications:

Dat e of Est abl i shnment Nare and Ment or / Team Lead QW Reference
cV Regi stration No. St andard El enents
Verified
Requi renent s Denonst r at ed

Conpl i ance verification nanagenent

Effectively and efficiently nanages the CV by

- organising and scheduling within tinme criteria
| eading entry and exit meetings

overseeing on-site CV

eval uating corrective action process
facilitating CV closure

2

Team wor k

Facilitates effective teamwork by:

- delegating CV tasks according to team nenbers
experi ence and expertise

- distributing workl oad equitably

- assisting and guiding team nmenbers to conplete
their assigned tasks

3
4.

Deci si on maki ng

Makes decisions in accordance with rel evant policy
Non-conformities identified are appropriate and
consi stent with program policy.
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Conmuni cati on

5. Negotiates resolution to issues with the team and
I ndustry, including corrective action plans

6. Provi des feedback to team nenbers on their delivery
of CV process

7. Provides clear direction to the teamand I ndustry

i n anbi guous or controversial areas.

Additional |Information

cc: Mentee
Ment ee' s supervi sor
Area Training O ficer
Area Fi sh Program Network Chief
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APPENDI X F
QWP MENTEE ASSESSMENT REPORT
(To be conpleted by the Supervisor)

(Nane of Mentee),

is recormended to continue to be nentored to achi eve the
| evel of team nenber.

has achi eved the | evel of Conpliance Verification Team
Menber .

is recoomended to continue to be nentored to achi eve the
| evel of team/| ead.

has achi eved the | evel of Conpliance Verification Team
Lead.

Supervi sor Si gnat ur e: Dat e:

| acknow edge having read and di scussed this report with ny
supervi sor identified above.

| nspect or Si gnat ure: Dat e:

cc: Mentee
Ment ee' s supervi sor
Area Training Oficer
Area Fi sh Program Network Chief



