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Definition
• A complex, interactive process occurring between

individuals of differing levels of experience and
expertise which incorporates interpersonal or
psychosocial development and socialisation
functions into the relationship



• It is the process whereby an experienced, highly
regarded, empathic person (the mentor) guides
another individual (the mentee) in the development
and re-examination of their own ideas, learning, and
personal and professional development. It is a way of
helping another understand more fully and learn more
comprehensively from their day to day experience



Mentoring has its origin in Greek mythology.

• Odysseus entrusted his son Telemachus to his faithful
friend, Mentor, while away fighting in the Trojan war.

• To guide the development of the prince, the future ruler
of the kingdom.



The Need for a structured Mentoring 
Programme

i. Need for a change in thinking, practice and delivery of
service.

ii. Need for continuous professional development through
life long learning.

iii. Need to learn from one another – working together and
learning together ‘a learning community’.

iv. Learning together thru teams & networks rather than
through formal systems



iv. Mentoring Culture – as a sine qua non for an 
academic community.
➢The complexity of the academic environment i. e. 

many staff groups/unions with their external affiliations.

➢Partnerships with other organizations, social services, 
private/ public service organizations.

➢Mentoring will develop/support/equip staff with 
relevant skills 



• For changes and improvements;

• To take advantage of wider opportunities

• To realise their potential



The Basic Pathway for the Mentoring 
Exercise

‘The Learning from Experience cycle’

The 4 stages anyone learning from experience goes through 
are:

• Stage 1 Have an Experience

• Stage 2 Examine & reflect upon what has happened

• Make wider sense of the experience by linking it with 
existing knowledge, previous experience, models etc.

• Plan future action
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Qualities of a Mentor
A person, an established professional/academic, who 
helps someone else experience :

personal growth through learning. He offers opportunities 
to develop, stimulate and 

maintain their professional development through an 
ongoing dialogue and relationship.



The Role of the Mentor
• An Envisioner: giving the mentee a picture of what the 

future can be like.
• A standard Prodder: pushing the mentee to achieve 

high standards and encouraging them to take risks in 
order to develop.

• A Challenger: making the mentee look more closely 
at their skills and the decisions they make

• A Confidante: good listening skills, allowing the 
mentee to ‘open up’ with any problems or concerns.



QUALITIES OF A MENTOR
Essential Qualities
• Impartial
• Good Listener
• Supportive
• Interested
• Perceptive
• Self-aware
• Trustworthy
• Ethical
• Respectful
• An effective leader
• Skilled in feedback
• Chemistry: intellectual and emotional  compatibility
• Able to challenge
• Non-judgemental
• confidential



Qualities of a Mentor Contd.
Desirable
▪ Knowledge
▪ Technical expertise
▪ Instructor
▪ Authority
▪ Advisor
▪ Seniority
▪ Knows the health service or relevant fields
▪ Inspiring
▪ Able to receive feedback
▪ Experience
▪ Patient



The Broad Classification of function

• Career Functions of Mentoring:

Sponsorship, Coaching, Protection, Exposure and 
Challenge.

These are on the job- activities, aimed at enhancing 
learning the ropes & preparing for professional 
academic advancement up the hierarchy.



Functions Contd.
ii. Psychosocial Functions:
• aimed at enhancing a sense of competence, clarity of 

identity, and effectiveness, having to do with, building of 
self-worth inside and outside the organization.



How Mentoring supports Individual 
Development

Career Functions Psychosocial Personal Functions
Sponsorship. The mentor opens doors 
that would otherwise be closed.
Coaching. The mentor teaches and 
provides feedback
Protection. The mentor supports the 
protégé and/ or acts as a buffer.
Challenge. The Mentor encourages new 
ways of thinking and acting, and pushes 
the protégé to stretch his or her 
capabilities.
Exposure and visibility. The mentor 
steers the protégé into assignments that 
make him or her known to top 
management.

Role Modelling. The mentor demonstrates the 
kinds of behaviours, attitudes, and values that 
lead to success in the organization.
Counselling. The mentor helps the protégé deal 
with difficult professional dilemmas.
Acceptance and Confirmation. The mentor 
supports the protégé and shows respect.
Friendship. The mentor demonstrates personal 
caring that goes beyond business requirements.



Key Benefits of Mentoring
• Developing Human Assets

- the source of innovation and value creation
confers competitive advantage

- Not easily expendable (of financial/physical assets)
- Mentoring broadens an employees’ perspective and enhances 

contribution to the organization
• Transfer of Tacit  (uncodified/unstored) knowledge
• Retention of the right people

- turnover rate of employees can be very costly
o Loss of people with experience
o Need for recruiting/training

- Mentoring builds personal bond and source of acceptance, enhances 
job satisfaction



• How does mentoring benefit individuals? 
• Improved performance that can be evaluated

back in the workplace and lead to more defined
objectives at the next mentoring session.

• New insights and perspectives from another
individual’s or professional’ point of view.

• Increased confidence and self-knowledge
• Better interpersonal skills



• An increase in personal influencing skills

• Knowledge and skills, including technical skills

• Having their perceptions and beliefs challenged

• Enjoying the challenges of change

• An open and flexible attitude to learning

• Overcoming setbacks and obstacles

• Developing values and an ethical perspective

• Increasing listening, analytical and problem-solving
skills



• Conscious reflection that enhances learning
• Career development
• Learning opportunities
• Dispassionate feedback from another person
• Advice and skills in relation to handling people
• Personal growth
• Specific help with new tasks
• Some degree of sponsorship and recommendation 

from mentor
• ‘Political’ knowledge and access to informal network of 

mentors.



Why have mentors?
1. Enables mutual development:

• Stepping stone to other opportunities

• Opportunities for learning: encourages your 
greater understanding and deeper insights

• Helps to address problems with relationships 
with colleagues at work



2. Increases confidence over time:

• supports you

• challenges; helps you to justify your chosen course of 
action

• offers you alternative perspectives

• helps you to control, e.g. of aspects of your work or 
career development

• aids you in managing complex job responsibilities



3. Encourages reflective practice – your  mentor can:
• act as a ‘sounding board’

• provide protected time and space for you to issues 
and reflect on action.

• increase your understanding of your own 
environment, and the influences on your 
performance.

• enable you to solve problems – new approaches to 
solving problems, coming to understand problems in 
different ways.



4. Enhances self-development:
• Through action planning and learning
• Through goal setting; creating your learning 

contract, visualising your achievements
• Develops your professional confidence
• Enhances your professional credibility
• Increased confidence in your leadership role and 

gives you a greater understanding of the 
perspectives of others

5. Increases job satisfaction



The Mentee
Who should be a mentee?
• New recruits
• Individuals – newly  promoted to a higher level
• Individuals – newly moved into a new role
Attributes: 
- Is more career – oriented than job oriented (look for 

satisfaction/growth in the workplace)
- Has appropriate level of self awareness with respect to 

what must be learned.
- Is eager to learn (Exposure to new things; skills, work 

experiences, people, positions).
Ambitious: eager to advance and take on more 

responsibility.



Characteristics of Effective Mentors
• They set high standards
• Willingness to invest the time and effort
• They orchestrate developmental experiences for 

those they counsel (steering them into important 
projects, teams into challenging jobs)

• Are successful and respected individuals in their 
organization

• Demonstrate good people-development skills; are 
good listeners, empathic



Characteristics Contd.
• Understand how their mentees learn best

• Have access to information and people who 
can help others in their careers

• Are candid in their dealings

• Have good chemistry with their mentees

• Are solidly linked to their organization.



Mentoring Skills
1. Mentor as a Coach

Improving learners performance by 
identifying and tackling skill deficiencies.

Coaches accept responsibility for learner’s 
development.

2. Mentor as Counsellor
• Empowers learners:

i. reducing uncertainties
ii. remove inappropriate anxiety (low esteem 
and unclear goals)
iii.Coping with early difficulties
iv.Building a solid foundation for future 
growth



Mentoring Skills Contd.
• Enable Learner:

i. to see his present situation more 
clearly.

ii. Understand what if anything they 
want to do about it

iii. Making realistic plans and achieving 
what they want.



Mentor as a Role Model
• Provides a standard against which the new 

employee can form a sound judgement for their 
own career development

• Note what you do is far more powerful that what 
you say in shaping learner’s development.



Coaching and Mentoring: Key Differences
Coaching Mentoring

Key Goals To correct inappropriate behaviour, improve performance, 
and impart skills that the employee needs to accept new 
responsibilities.

To support and guide personal growth of 
the people

Initiative for Mentoring The Coach directs the learning and instruction. The mentored person is in charge of his or 
her learning

Volunteerism Though the subordinate’s agreement to accept coaching is 
essential, it is not necessarily voluntary.

Both mentor and protégé participate as 
volunteers

Focus Immediate problems and learning opportunities Long-term personal career development

Roles Heavy on telling with appropriate feedback Heavy on listening, providing a role model, 
and making suggestions and connections.

Duration Usually concentrates on short-term needs. Administered 
intermittently on an “as-needed” basis.

Long-term

Relationship The coach is the coaches’ boss The mentor is seldom the protégé’s boss. 
Most experts insist that the mentor not be 
in the other person’s chain of command.



SKILLS AND FOCUS
Manager Mentor

Focus

The Organization

Results
Monitoring and
Improving
Staff Performance

Focus

The Learner 
Her / His Development 
Supporting and 
Encouraging

Promoting                                            
understanding of 

self and ambitions

Skills

Active Listening

Coaching

Counselling
Knowledge of 
Analytical, 
Decision Making 
and Planning 
Techniques

Manager-Mentor Skills Overlap and Difference in Focus



Defines Problem

Proposes Solution

Supervises Remedial Action

Assesses Performance and gives 
Feedback

Underlying Assumption

I KNOW BEST

SKILLS

Listens & clarifies as Client Defines 
Problem

Helps ‘Client’ explore all aspects of 
problem

Confronts ‘Client’ with implications of 
possible solutions

Supports client as s/he plans action
Underlying Assumption

S/HE KNOWS BESST

COACH COUNSELLOR

Coach-Counsellor Actions and Assumptions



Mentor as a “network” provider
• Harnessing the build up of extensive network of 

people for the development of the mentee, 
and to foster the sense of teamwork and 
cooperation and collaboration.



MENTOR 
PROFILE

SPONSOR PEER GROUP SELF 
DEVELOPMENT

MANAGER ROLE MODEL INFORMAL

STATUS Senior Manager 
often Board 
level

Within one or two 
‘job grades’ of 
learners. Comparable 
tin age

‘Official’ mentors 
usually have a 
minimum of two years’ 
management 
experience. (Fellow 
self-developers also act 
as mentors)

Varies but usually 
has minimum of 2 
years experience as 
a manager

Variable but with a 
history of success in 
their field

Variable but existing in 
the eyes of the learner.

EXPERIENCE Long and 
varied

1.Mentoring new 
recruits: two or 
three years service 
with the employer

2. Mature learners: a 
history of success 
in the type of job 
learner is moving 
into.

See above Likely to have had 
line rather than 
specialist 
experience with 
responsibility for 
managing people

Variable but relevant 
to the learner’s 
needs

Variable but either 
relevant to learner’s 
needs or mentor is 
skilled counsellor

QUALITIES Powerful and 
influential – able to 
make things 
happen

Mature, self 
confident, and well 
balanced individuals 
able to relate easily 
and understand 
others

Positive, upwardly 
mobile mangers

Well-motivated 
and well adjusted 
person with a 
history of relating 
well to junior 
employees and 
aiding their 
development

Mature well adjusted 
individual with a 
genuine desire to 
help newcomers to 
their 
profession/occupatio
n

Over-riding quality is 
interest in and 
commitment to learner’s 
continued growth and 
development



MENTOR 
PROFILE

SPONSOR PEER GROUP SELF 
DEVELOPMENT

MANAGER ROLE MODEL INFORMAL

SKILLS Listening, Strategic 
Thinking, 
Networking, Open 
to and able to build 
upon new ideas.

Coaching, Counselling, 
Assertion, Group 
Dynamics, Learning, 
Learning and Motivation

As for peer group 
mentor

As for peer group mentor Coaching, Counselling 
etc

Relevant in eyes of 
mentor and learner.

SPECIAL 
TRAINING

None essential but 
thorough briefing 
and reminder on 
coaching and 
counselling 
recommended

1. Usually a series of 
two day modules on 
key management 
skills above. 
Followed by Mentor 
training.

2. Often none but one 
or two days advised.

Mentors – 2 day 
counselling course and 2 
x 1 day mentor 
briefing/training. 
Trainees – varies from 
one to ten days as 
required.

Varies from 1 or 2 day 
briefing/mentor training 
to series of training to 
series of workshops on 
Coaching, Counselling, 
Learning etc according to 
need.

Residential course for 
students. Short initial 
briefing/training for 
mentors.

None

OTHER SUPPORT Given gap in age, 
status and 
experience between 
mentor and protégé 
a mentoring 
coordinator or other 
‘intermediary’ is 
recommended. 
(Often a Training 
Department duty)

1. Young mentors 
often have a 
‘Mentor’s 
Supervisor’- a 
resource in case of 
need and regular 
peer group 
meetings.

2. Regular peer reviews 
with other mentors 
recommended.

Self-development 
tutor/facilitator acts as 
resource to both 
trainees and mentors

Regular meetings/training 
with other mentors and 
mentoring administrator 
or ‘Champion’.

Regular meetings with 
Student Liaison Officer

Mentor may make 
extensive use of 
own network.



The Initial Meeting
Mentor’s job Protégé’s Job

Come Prepared Learn whatever you can about the protégé before 
your initial meeting.

same

Talk about the big 
picture

Recount your own mentoring experiences to your 
protégé. Explain what worked and what didn’t.

Listen and ask questions.

Discuss the protege’s 
needs

Ask questions and listen. Explain where you are and where 
you’ll like to be – and how 
mentoring might help.

Seek mutual agreement 
o goals and 
expectations

Explain what you can and what you cannot do. “This is what i hope to achieve 
through this mentoring 
relationship.”

Seek agreement on 
responsibilities

“I will do ________.” “And i agree to do _____.”

Set a timetable “Let’s work on this for three months. Then we’ll 
review progress and determine if we should 
continue.”

Same.

Agree on meeting times 
and who will set them

“Check my calendar for suitable times.” “I will take responsibility for finding 
dates and times that fit into your 
schedule.”

Insist on confidentiality “Nothing we discuss will go outside this room 
unless we both agree otherwise”

Same.

Agree to be candid “If this relationship isn’t producing the results you 
expect, or if you disagree with my advice, say so. 
Neither of us has time to waste ”

“i will tell you if this relationship 
isn’t working for me. I won’t waste 
your time ”



Mentoring Support System
• Enabling/support system is critical for 

success

• Needs a “champion” (some executive 
authority).

• Interaction between potential 
mentor/learner/supervisor

• Establishing the rationale/needs assessment

• Identifying the responsibility of each party.



How to Mentor Well
• Formal training Vs No training
• Walk the talk
• Give actionable advice and feedback
• Resist the temptation to solve the protégées 

problem (you only help people to help themselves)
• Criticize the behaviour, Not the person
• Challenge the mentee to develop a plan for 

success
• Create a foundation of support
• Don't allow mentee to become dependent on you
• Get off  to a good start.



Match Making
• Mentor/Mentee Compatibility, Complimentary abilities 

and interests – (crucial)
• Mutual respect
• A logical fit

▪ Knowledge/insights in building relationship, good 
experience in developing innovative products

• No political agenda
• Compatible temperaments or styles
• commitment



Concerns/Challenges
• Cross-gender Mentoring
• Mentor personality
• Mentee – apprenticeship- to be endured?
• Great demand on time Vs unclear benefit
• What value/contribution to future career
• Stages of the mentoring relationship
➢Early Stages – Resistance Vs Dependence
➢Middle Stage- A meeting of Equal
➢Final Stage – Social or As Required

• Managers/HODs of Learner – Competition with mentor
• Mentor – time, Skills, support system, confidentiality
• Learner – Sign of inadequacy/trust/confidence time



Evaluation of a Mentoring Programme
4 Levels of Evaluation
i. Satisfaction/happiness with mentoring process. (a 

measure of the structural components of the fitness 
of relationship, training, support system).

ii. Learning – Knowledge/skills acquired by 
mentees/mentors

iii. Behaviour – Transfer of the learning and 
development to the workplace and what 
changes/improvements were made.

iv. Results- transfer or impact on improvements in the 
career and society.



Level 4:Results

Level 3: Behaviour

Level 2: Learning

Level 1: Satisfaction

Kirkpatrick’s hierarchy of levels of evaluation



Status of Mentoring in our Academic/Training 
Classification

Various Forms
• Teacher as Mentors
• Senior Academics as role-model
• Self-development
• Informal mentoring

- No Structured Mentoring Scheme
- Mentoring skills – inadequate/inappropriate
- Goals – restrictive, only focuses on professional 

competence (Not total personal development)



Way Forward
i. Establish a sustainable mentoring structure
- Needs assessment
- Operational guidelines
- Incentives /Accountability
- Monitoring & Evaluation for Impacts
ii. Build a Mentoring Capacity and skills 

through short term courses – counselling/ 
Coaching leadership/attitudes/behaviour

iii. Regular Mentoring workshops in research, 
teaching and service,  desirable.



iv. A sustainable and enduring mentoring 
culture is critical to the healthy growth and 
development of our institutions.

To grow the institution, grow people



THANK YOU
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