Role of the Mentor
The role of a mentor is a very special undertaking and responsibility. As a mentor you have the opportunity to share your experiences, your lessons learned, and to pass along your legacy. You also have the opportunity to learn, perhaps about the Naval Reserve, but more likely about yourself and your own skills. Mentoring is a privilege, a challenge, and an honor. Albert Einstein once said, "Knowledge is power." Mentors are privy to a certain power called experience. Effective mentors have chosen to selflessly pass along that power or rather to empower a protégé. 
There are many qualities a mentor must possess to be effective. Before deciding to be a mentor in this formal program you should consider the following: 
1.      Do you sincerely care about the organization, about the Naval Reserve? Are your intentions as a mentor to pass along valuable knowledge, experience, and lessons learned in the interest of making the Naval Reserve a more effective organization? 
2.    Are you willing to make the time in your day or week to become an effective mentor? Understand that you will increase productivity in the long run in return for the time and dedication you invest at the present time. 
Characteristics

Many of these characteristics are such that you will be familiar with at least some of them. Some of those listed below are a part of either the Naval Reserve Values or general Leadership values. They are also important characteristics of a mentor, and the explanations are applied with mentoring concepts in mind. 
·  Integrity 
· Patience
· Empathy
· Motivation
· Self-confidence
· Perseverance
· Respect
· Diplomacy
Integrity is part of building trust with your protégé. Remember it will take a considerable amount of time to build that trust, and it takes only seconds to destroy it. 
Patience is certainly a required ingredient for an effective mentoring partnership. Refrain from expecting too much too fast. The passing of knowledge takes time even with a facilitator. 
Empathy is best described in the following quote:

"Sympathy can make a person feel like a victim because it implies tacitly that he lacks the will or the power to act on his own. Empathy can be uplifting. It says we understand another’s struggles and at the same time acknowledge the person is capable of solving his own problems." (Peddy, 1998, p. 59).
Motivation in mentoring is more relevant to being able to provide this quality. Attitudes are contagious and so is your level of motivation. Pass it along. If you are motivated it will have an impact on those around you, especially your protégé. 
Self-confidence is derived from what you know. Chances are your protégé chose you as a mentor because of a particular experience or expertise you possess. 
Perseverance in mentoring is quite simply refusing to give up on a protégé regardless of the circumstances. If one way of passing along experience is not working, find another. Demonstrate that you never would give up or give in, you will begin to see your attitude reflected in your protégé. Leaders set the example because ‘behavior is believable.’ 

Respect for your protégé and the different or new ideas he or she may bring to the mentoring relationship. 
"Have respect for every person and every issue directed at you. Do not dismiss any encounter as insignificant." – John Heider The Tao of Leadership (Peddy, 1998, p.430). 

Diplomacy in mentoring means the ability to allow your protégé to think and form independent conclusions. It also means keeping in mind that your protégé may come from one of the many different walks of life. Be open minded to new or different ideas. Be cautious of your jokes or jests. 
Starting Out

When first meeting your protégé take some time to build rapport. Refrain from diving right in and offering "simplistic solutions to complex problems." (Peddy, 1998, p.50). Spend some time and get to know your protégé. 
A good way to start is to find a common denominator. Explore areas of interest you may have or past experiences that may be similar. History can cite clear examples where humanity has discovered common ground, become a team, and accomplished better results than they would have on their own. It is quite simple to understand that teamwork and problem solving becomes much easier once you have identified a common enemy, or in the case of mentoring a common goal. 
Avoid opening up your initial conversations by asking questions. This is more likely to make people, especially a junior person, feel inferior or reluctant for fear that they might say something with which you may disapprove or disagree. As a mentor, take the lead early in the partnership be the first person to speak. Talk to your protégé and let him know you are a human being as well. A good technique is to tell an anecdote about yourself especially a past mishap you may have experienced. This is most effective if in fact your story is such that it slightly embarrasses you or embarrassed you in the past. Point out the humor of your former situation, but also point out the lessons learned. This will assist you in building a trusting partnership with your protégé. You have demonstrated that you trust him with a piece of information about yourself that you do not normally tell other people. In addition, this technique will encourage your protégé to open up and become more willing to tell you about his follies and to look for similarities or that common ground. 
When your protégé does begin to feel more comfortable, it is still recommended that your questions remain broad and open ended. If your protégé states something that you are unclear about, ask open-ended questions that will encourage him to elaborate. In the initial stages of your mentoring partnership, avoid direct or specific questions. These may be perceived as aggressive and make a protégé feel as if he is being ‘put on the spot.’ 
"DOs and DON’Ts"
"Often, mentors experience 'Docemur Doscendo' or, 'he who teaches, learns' as they hone their own interpersonal and communication skills through their mentoring relationships." (Drahosz & Rhodes, 1999, p.8)
As a mentor you will find yourself employed in many different roles. Some of these you may be more familiar with others you may not. The list of mentor roles found below are compiled from research and experts, which have identified these roles as keys for successful mentors. Many of the roles you will read below are roles you have already learned or fulfilled from your experience. The summaries or guidelines that follow relate each role specifically to mentoring and mentoring within the formal mentoring program.
· Advisor 
· Coach
· Counselor
· Door opener
· Guide
· Motivator
· Role model
· Sponsor
· Teacher
As an advisor your role is geared towards the protégés professional development. You should assist your protégé in looking towards the future. Where does your protégé see him or herself in the future? What action has your protégé taken to help achieve those long-term goals? The following acronym demonstrates certain considerations in setting goals. 

 SMART

Specific - Goals should be clear and detailed. 
Measurable - Progress or milestones should be clearly visible & easy to track. 
Attainable - Goals should be challenging but feasible. Do not allow your protégé to be set up for failure. 
Results oriented - Short-term goals should be steps in the right direction for the long-term vision. These should assist the protege in achieving their career goals. 
Time-framed - Goals should given target completion times. 
While the mentor’s objective here is to allow the protégé to discover his or her own answers, "The importance of offering preferable alternative cannot be understated." (Salacuse, 1994, p.113). 

A coach is largely responsible for giving feedback, to either maintain or change behavior. As a mentor you may find yourself in a transition from other roles to becoming a coach rapidly and frequently. Positive reinforcement is given for behavior you wish to reinforce. Constructive criticism is given for behavior that requires change. In the mentor’s case, you are not a football coach and a protégé may or may not utilize your feedback. Provide the feedback; do not force it upon the protégé. The following adage demonstrates clearly why it is vital to remember to first listen and then explain in specific detail your response. 
"You are not eligible to change my view until you first show you understand my view." 
(Bell, 1996, p. 91). 
When you do give verbal feedback the below are good guidelines to follow:
·  Determine what kind of verbal feedback your protégé desires. 
1.      Sounding board – enough verbal feedback to let your protégé know you understand. In this case your protégé may be ‘blowing off steam,’ and by talking to you work through his or her own issue, with minimal guidance.  
2.   Opinion – verbal feedback to describe your perception of the situation. You may share anecdotes of similar past experiences to refer your view or views.
3.  Advice – where the protégé is seeking your advice, what would you do if you were in his or her situation. Assist your protégé in developing his or her own options, avoid making options for your protégé.  
· Give verbal feedback consistently. This will allow your protégé to become accustomed to what he can expect from you. 
· Give feedback that is only worthwhile giving. Refrain from having feedback for every point or aspect that your protégé encounters. This way your protégé will learn that as a mentor, when you do give feedback, it is usually of quality and importance. 
· Make your feedback specific, and guide your protégé to discover solutions. Answer the questions how, when, and why, when giving feedback.
· "Avoid conditional affirmation." (Bell, 1996, p. 113). If you are giving positive feedback, then that is all you should give. If you are giving constructive feedback, then that is all you should give. Never mix the two together, for example, "I think your interpersonal skills are excellent, but you seem to let your emotions get carried away when you discuss a topic near to your heart." The focus of that statement is on the constructive criticism part of the sentence. The speaker attempted to give a compliment, but the latter part of the sentence changed the central point away from that compliment, and instead shifted to the critical part of the sentence. Be sure to "separate praise and criticism." (Bell, 1996, p.116).
"Honest criticism is hard to take particularly if it is from a relative, a friend, an acquaintance or a stranger."- Franklin P. Jones   (Bell 1996, p.112).
As a counselor you may fill the role as a listener and a confidant. Work to establish a trusting and open relationship with your protégé. Remember it takes time to build trust and only seconds to destroy it. Make your protégé feel at ease when he or she is speaking. Remove physical barriers, such as a desk, that may be between you and your protégé. Give feedback only when it is solicited, and allow the protégé to work through his or her own problems. Use a non-direct approach. The important thing is to remember that unless you are licensed counselor or psychologist, you are limited in the help you provide. 

DO:

· Know your limits.

· Be aware of your body language.

· Maintain appropriate eye contact.

· Be willing to just listen.

DO NOT:

· Attempt to psychoanalyze your protégé.  You are not a marriage counselor, a financial counselor or other.
· Feel as if you must have an answer for everything. Point your protégé in the right direction.  There is nothing wrong with saying, “I don’t know the answer right now, but I will find out and get back to you with the right one.” 

· Do not attempt to handle matters that may require professional assistance. Be familiar with the proper sources for referral purposes.
Note: Confidentiality may never be kept in the event you become aware of illegal activities.

As a door opener your role is to introduce your protégé to people that they may not have otherwise met. It is providing contacts and networking for your protégé. As a door opener you are looking to increase the amount of exposure your protégé receives. 
As a guide you are responsible for explaining the office politics to your protégé. Let your protégé know about the ‘unwritten rules,’ the ‘sand traps’ to avoid, and solutions or alternative avenues of approach for these topics. Never set your protégé up for failure, even in jest. 
As a motivator you may need to provide motivation for particularly difficult situations a protégé may face. It is unlikely a protégé will not be motivated. It is easy to forget how much a lucid compliment can mean. Sometimes the best motivation comes from simple recognition, a brief compliment in exchange for a job well done. 
Just as a leader does, a role model sets the example at all times. In the Naval Reserve we lead from the front and set the example for others to follow. 
A sponsor works to create opportunity for your protégé that your protégé may not have been otherwise obtainable. An example of such an opportunity is inviting your protégé to a high level meeting that he or she normally would never attend. 
As a teacher you are responsible for teaching the protégé skills they might need learn or improve. Allow your protégé to determine these skills and suggest those you may think are important. Avoid forcing your ideas and opinions on your protégé. This is likely to provoke a defensive reaction. Keep an eye open for suitable times to make profound teaching points. Successful author and Vietnam veteran, (82nd Airborne Division), Chip Bell calls, "a teachable moment," (Bell, 1996, p. 124), a situation where learning can be clearly and concisely demonstrated. A teachable moment "is characterized by a student’s eagerness to learn, the speed that learning can be applied, and special conditions that foster learning." Attempt to use a ‘Socratic method of teaching.’ This means asking questions that provoke thought and allow your protégé to arrive at the correct conclusions on his own accord. Allow your protégé e to learn experientially; do not give your protégé the answer. Rather work to allow him to discover the answer. 
 "Show me, (I’ll forget), tell me, (I’ll remember), Involve me, (I am committed)."- Frank McMahon (Cadwell & Carter, 1993, p. 124). 

  
Ideas for Mentors  
· Introduce your protégé to someone he/she would not ordinarily meet. 
· Invite your protégé to a meeting he/she would not have otherwise attended.
· Invite your protégé to help or assist on a special project, or committee.
· Look for opportunities for your protégé to attend special events, training, or professional development classes.
· Recommend professional publications, books, or magazines that will help a protégé develop in an area of interest.
· Allow your protégé to shadow you in your position, or set up the opportunity for your protégé to shadow someone you know your protégé would find interesting.
· Suggest associations or memberships that may be beneficial for your protégé.
Bell, C. Managers as Mentors: Building Partnerships for Learning. (1996). San Francisco: Berrett-Koehler Publishers.

Caldwell, B. & Carter, E. (Eds.). (1993) The Return of the Mentor: Strategies of Workplace Learning. Washington, D.C.: The Falmer Press.

Drahosz, K. & Rhodes D. (1998). Dynamic Mentoring: A Guide to Building Successful Mentoring Partnerships. Montclair, VA: Impact Training Systems and The Training Connection, Inc.
Peddy, S. (1998). The Art of Mentoring: Lead, Follow and Get Out of the Way. Houston, TX: Bullion Books.

Salacuse, J. (1994). The Art of Advice: How to Give It and How to Take It. New York: Times Books (a division of Random House).

