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  The Role of the Mentor 
 
Mentoring can be used to:  

• Help new employees acclimatise to the working environment;  

• Facilitate better communication between different functions or management tiers;  

• Provide support to isolated individuals;  

• Promote and support changes in the culture of an organisation;  

• Provide support for a rapidly changing environment and the use of new 
technologies. 

So being a Mentor is a privilege. Only those who are respected and trusted have the 
opportunity to shape the future of the business. Mentors do this by performing a number of 
roles whilst fulfilling two main purposes. 

 

Transferring Knowledge and Skills 

A Developer 

As a developer, you may need to teach or coach the mentee in some of the skills and 
knowledge required to be successful in your role.  

One of the best ways you can do this is by encouraging and answering questions your 
mentee asks. Remember, you are not supposed to be the expert in everything. But you are 
expected to know when to direct the mentee to a knowledgeable source. It is important 
that you share your experiences as both successes and past errors to enable them to learn. 
Admitting that you don’t know, or that you too made mistakes, may encourage the mentee 
to try new things and step out of their comfort zone. Proving that you are human can also 
help to strengthen the relationship.  

A Reference Source 

As a reference source, this person would share his knowledge and experience with the 
mentee.  During this process he would share and document his accumulated implicit 
knowledge base.  The mentee should seek out the most relevant learning that the mentor 
has gained during his/her career.  
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Accelerating Development 

A Guide 

Another important role of the mentor is to act as a guide to help the mentee to navigate 
through the maze of the culture of the organization and decipher the unwritten rules that 
exist. A mentor can do this by sharing some of the things that one can only learn through 
years of experience. 

 

A Door Opener 

A good mentor will often play a door opener role to help the mentee to develop a network 
of contacts within an organisation, as well as with customers, contractors, providers. By 
introducing the mentee to quality contacts and initiating relationships, you can help them to 
raise their profile and develop their career path. 

A Sponsor 

A role of sponsor spots and creates opportunities for the mentee that may not otherwise be 
made available. These opportunities can relate directly to the job or indirectly to the 
mentee's overall professional development. The goal of a mentor is to provide as much 
exposure for the mentee as possible, with a minimum of risks. Opportunities should 
challenge and instruct. A mentee should not be set up for failure. New opportunities can 
increase the visibility of your mentee, but you must be careful in selecting these 
opportunities. 

An Advisor 

Providing professional counsel to the mentee and helping them to make good 
development/career decisions is another role of the mentor. This role may involve helping 
the mentee to develop new professional interests or giving them carefully selected 
feedback to help them to become more ‘self-aware’. It may also involve offering advice and 
giving direction, allowing the mentee to explore new ideas in confidence or work through 
problems to find solutions to career issues. Unlike the line manager, a mentor can perform 
these roles from a completely unbiased perspective and offer impartial advice. 
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Key Style 

Regardless of whether the mentor is primarily transferring knowledge and skills or 
accelerating development, there are some underpinning skills or approaches that are 
relevant to all mentoring roles. A mentor has to help the mentee to take a realistic view, 
reflect on the past and at the same time, and look towards the future. The skills/styles that 
can help this are described below. 

 

 

Grounding  Focusing 

Objective: Developing a strong 
basis for the future by feeling 
unconstrained by personal history 

Approach 

• To have the mentee and mentor 
own and accept the past 

• To have the each  bring out 
questions that are churning 
around inside them about the 
present  

• Reflecting back to the individual 
what you hear 

 Objective :Narrowing down goals 
and moving forward towards a 
future vision 

Approach 

• Moving aside those items that 
are less relevant 

• Getting clarity on what needs to 
be done in the future 

• Asking the right questions 

– Rhetorical questions as a way 
of feeding back to the 
individual 

– The ones you hear inside the 
other person 

 

 

Focusing 

Giving 

Meaning 

Supporting Mobilising 

Confronting 

Grounding 
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Give Meaning  Mobilising 

Objective: To ensure that the 
mentees career goals fit with and 
supports their wider life goals 
(aligning) 

Approach 

• To have the mentee build a 
picture for their life, not just 
one element 

• Have the mentee face up to and 
resolve potential conflicts    

• Question to encourage thinking 
and developing thoughts 

 

 Objective :Self directed,  action 
planning and implementation 

Approach 

• To help the mentee find at least 
three alternatives to each 
situation 

• To have the mentee only focus 
on what they can do or 
influence 

• To free the mentee up if they 
are stuck 

• To help the mentee direct their 
energy and emotions towards 
their goals 

 

 

Confronting  Supporting 

Objective: Assessing progress and 
confronting issues, using what has 
happened so far 

Approach 

• To help the mentee own a 
problem 

• Lead the mentee to a point 
where they want to explore the 
problem and face their 
contribution to it 

• Lead, but never push 

• Question in an open and non-
judgmental way 

• Search for positive things in 
negative situations 

• Working with negative 
characteristics and using them 
as development opportunities 

 

 Objective : To maintain a 
developmental setting 

Approach 

• To be empathetic 

• To listen 

• To withhold judgment 

• To be sincere 

• Be ready to provide 
representation and liaison on 
the mentees behalf 

• Acknowledge it is long term 
developmental support 

• Be prepared to allow for 
emotional release 

 

 
 


