STAGES OF MENTORING 
Mentoring, as a dynamic and ever-changing process, consists of different stages that provide a protégé with the opportunity to learn and grow. A mentor needs to be aware that each stage requires that different roles be assumed.

There are four stages of mentoring:     

· Prescriptive
· Persuasive
· Collaborative
· Confirmative

Prescriptive Stage: The protégé usually has little or no experience with the Naval Reserve, its culture, or the unit of assignment. This stage is most uncomfortable for the novice protégé, who depends heavily on you for support and direction. This is where you are prescribing, ordering, and advising your protégé.

During this stage, you will primarily assume the roles of:

Teacher, Guide, Counselor, Motivator, Coach, Role Model

Note: These roles are not exclusive to this stage. The purpose of this list is to serve as a guideline for your actions during this stage.
The Prescriptive Stage requires you to give a lot of praise and attention to build your protégé's self-confidence. You will devote more time to your protégé in this stage than in any of the other stages. You will provide detailed guidance and advice to your protégé on many, if not all, workplace issues and procedures. In this stage, think of the protégé as a "sponge"--soaking up every new piece of information you provide. You will share many of your experiences, "trials," and "anecdotes" during this stage.

TIP: Give examples of how you or other people handled similar situations and what consequences resulted.
Persuasive Stage: This second stage requires you to take a strong approach with your protégé. In this stage, you actively persuade your protégé to find answers and seek challenges. The protégé usually has some experience, but needs firm direction to be successful.

During this stage, your protégé may need to be prodded into taking risks. Suggest new strategies, coach, question, and push your protégé into discoveries.

Generally, the roles you assume during this stage are:

Teacher, Guide, Counselor, Motivator, Coach, Advisor, Referral Agent, Role Model

Tip: Influence actions by asking questions challenging your protégé.
Collaborative Stage: The protégé has enough experience and ability that he or she can work together with the mentor to jointly solve problems and participate in "more equal" communication. In this stage, the protégé actively cooperates with the mentor in his or her professional development.

In this stage, you may allow your protégé, at times, to take control by giving him/her a chance to work independently. For instance, a protégé can be given a piece of an important project to do on his or her own, with little or no guidance from the mentor.

TIP: Alternate leadership roles give your protégé more experience with working independently.
Confirmative Stage: This stage is suitable for a protégé with a lot of experience, who has mastered the job requirements, but may require your insight into the Naval Reserve policies and people. The mentor acts more as a sounding board or empathetic listener. For example, one mentor asserts, "my protégé presents career questions to me. I give her my advice and encouragement in a non-judgmental manner about her career decisions."

Generally, the roles you assume during the Confirmative Stage are:

Counselor, Coach, Advisor, Sponsor, Door Opener, Role Model
TIP: Assign your protégé independent work projects.
While everyone can benefit from a mentor at any point in his or her career, the ultimate goal of the mentoring stages is to produce a well-rounded, competent employee who outgrows the tutelage of a mentor. Your relationship should evolve to the point where your protégé is self-motivated, confident, and polished. Ideally, you want your protégé to move on to become a mentor to another colleague.

Each mentoring stage is characterized by the degree of dependence your protégé has on you as a mentor. The degree of dependency is greatest at the Prescriptive Stage, with dependency decreasing with each subsequent stage. This means that a protégé who is successfully capable of working independently most of the time would be comfortable in the Confirmative Stage. As the protégé grows professionally, the amount of dependence decreases, until the protégé is shaped into an independent and competent sailor.

Protégé Dependency

You can begin your mentoring relationship at any of the four stages mentioned above. The stage of your relationship is determined by the amount of experience your protégé has and how much guidance he or she needs. To determine your protégé's level of experience, you need to analyze the mentoring relationship. You need to decide:

What are your protégé's knowledge, skills, and abilities? What is your protégé's level of experience? What amount of guidance does your protégé require?

To answer these questions, observe your protégé at work and watch how your protégé interacts with others. The answers to these questions can help you decide in which stage your mentoring relationship should begin.

Once you have determined how much guidance and support your protégé needs, you can decide which mentoring stage is appropriate for your relationship and which role(s) to assume.

Mentoring relationships may follow all four stages, or only several of these stages. In fact, there is such a fine line between each stage that frequently it is difficult to tell when one stage ends and another begins. Your protégé should give you verbal and non-verbal signs to indicate when he or she is ready to move to the next mentoring stage.

You need to continually evaluate your mentoring relationship as it evolves. Determine when it is time to alter your mentoring style. Keep in mind that your relationship will stagnate if your mentoring style remains in a stage your protégé has outgrown.
