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NWhy having a copy of this handbook in your reference library is a good idea! 

Who will it help?
 

The Art of the Business-Mentor ... is an assembly of best-practice know-how 
from many sources brought together into one handy volume. It is a reference 
source for improvement, variation and customisation of style and craft. 

The practical content has been applied to over 1,000 Australian business- leaders 
through formal training courses, lectures and application with hundreds of 
clients. 

Why the lighthouse and bulb? 
Across almost 20 years of practice, the symbol of a lighthouse with its strong 
dependable beam flashing in the dark, has represented a focal point for danger 
but safe passage, strength and dependability. Similar to the journey of a good 
mentoring relationship.

The bulb is enlightenment, that 'Wow' factor when the light of realisation flickers 
and suddenly comes on brightly in a conversation. It represents the recognised 
symbol for ideas - the Eureka Moment. 

Together they are symbolic of the 'yin and yang' of a robust and beneficial 
mentoring relationship.

•

•
•
•
•

Professional mentors offering an experienced second-head to challenge 
conventional thinking and to foster curiosity about alternative ways of 
generating solutions.
Executives managing difficult personalities and strong teams. 
Former business leaders wishing to guide the next wave of talent.
Mentees who want to learn about good mentoring practice and process.
Mentors who seek to refine skill-sets and explore or have available a wider 
variety of proven techniques and methodologies.
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Module 2 ~ 

It’s not for everyone – being a mentor – or being mentored 
 

Circle of Skills

Facilitating
learning

Being an
advocate

Relating 
to the 
person

Managing
the Process

MENTORING
SKILLS

MENTORINGMENTORING
SKILLSSKILLS

Adapted from Kolb

 
 
 
Being able to exchange learning, knowledge and experiences is like joke or storytelling.  Some people 
are better than others, some are just not suited to it.  Know your limits.  The diagram above illustrates 
the four key elements you must be able to deliver in order to engage as a mentor. 
 
You must be able to relate to the Mentee.  Is there chemistry?  Do you click?  Can you sustain the 
depth of relationship needed to pull you both through the process?  Be brave, if you cannot, then say 
so.   
 
Managing the process doesn’t mean you run everything and drive the agenda.  It means guiding at a 
rate that your Mentee can also sustain, being patient, excusing error and being the leader who was 
chosen for this mentoring relationship. 
 
Your role is to facilitate learning.  Understand that this often means asking many more questions to 
discover, reveal or guide thinking.  Certainly not directing or pushing.  Mentees have to work hard to 
drive the process with you.  The transitional approach (explained elsewhere in this handbook) sets you 
up as the initial guide but then expects you to stand aside and allow the Mentee to subsume the 
guiding role.  This is how a good facilitator also crafts their function.  
 
Be prepared to be your Mentees advocate.  There are more notes on this role (along with being a 
champion) but put simply if your Mentee shapes up, then you are obliged to find opportunity for them, 
pave the way and prepare them to undertake the challenge.  If you cannot, your role as mentor is 
weakened. 

You must be able to relate to the mentee. Is there chemistry? Do you click? Can you 
sustain the depth of relationship needed to pull you both through the process? Be 
brave, if you cannot and say so.

Managing the process doesn’t mean you run everything or drive the agenda. It means 
guiding at a rate that your mentee can also sustain, being patient, excusing error and being 
the leader that was chosen for this mentoring relationship.

It’s not for everyone –  
being a mentor – or being mentored
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Your role is to facilitate learning. Understand that this often means asking many more 
questions to discover, reveal or guide thinking. Certainly not directing or pushing. Mentees 
have to work hard to drive the process with you. The transitional approach (explained 
elsewhere in this handbook) sets you up as the initial guide but then expects you to stand 
aside and allow the mentee to subsume the guiding role. This is how a good facilitator also 
crafts their function.

Be prepared to be your mentees advocate. There are more notes on this role (along with 
being a champion) but put simply if your mentee shapes up, then you are obliged to find 
opportunity for them, pave the way and prepare them to undertake the challenge. If you 
cannot, your role as mentor is weakened.

Recognise that advocacy is a prime role for a mentor. Don’t be the line marker in this 
example:
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Leadership and Motivation
Before you can lead others effectively . . . you must first be able to lead yourself.

The need for self leadership

Research points to six ‘universally accepted’ attributes of an admired leader - the kind of 
person that people truly want to work for:

1. Vision. The leader must have a clear and compelling vision of the future.
2. Integrity. A leader must have explicit values - and live them in both word and deed.
3. Inspiring. Through excellent communications on all levels, the leader must help others 

to share in the vision and believe it to be worthy of their time and maximum efforts.
4. Belief in people. The leader must have a fundamental and strong belief in the value and 

potential of every person that works with them and demonstrates that through trust.
5. Competency. The leader does not have to know how to do everyone’s job - but they 

must do theirs very well. Hand-in-hand with competency goes a personal commitment 
to lifelong learning - continuous personal improvement.

6. Attitude. Attitude is highly contagious. The leader sets the tone for all they come in 
contact with. An optimistic, yet realistic, ‘can-do’ attitude is a must. Is your attitude 
contagious?

• There is nothing revolutionary here. These are solid, time-tested leadership character-
istics that most workers agree with readily. And when this list is shown to people, they 
invariably indicate that they would love to work for a leader who maintains these quali-
ties. However, when asked if they currently do, the answer is usually ‘no’.

Leaders by example

Why? It’s the difference between intellectualising these traits, and internalising them. 
Anyone can read a book or attend a class and learn this list. They can discuss, analyse, 
memorise and theorise about leadership. But it’s one thing to know and understand these 
attributes - and quite another to live them.

To be a leader that possesses these qualities is a life-changing commitment. It means 
that you must accept total responsibility for your actions, behaviours and attitudes. That 
you must hold yourself to a higher standard, that you must ‘lead by example’. That is very 
demanding work indeed - and a task that far too few are willing to undertake.

Once again the question begs, why aren’t people willing to work at becoming a good 
leader? The answers are as numerous as the poor leaders giving them.
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Some of the answers include: ‘I don’t have enough time’, or ‘that may be what people say, 
but all they really want is more money’, and ‘I don’t need all that stuff, either they do what 
I say, or they don’t have a job’. Do these sound familiar?

Hard work required

The real reason is simply that they are unwilling to do the hard-personal work necessary 
to obtain and maintain these traits. For, before you can effectively lead others, you must 
first be able to effectively lead yourself.

This is a very bitter pill to swallow for many - it means that the ‘do as I say, not as I do’ way 
of managing will no longer suffice. It demands that they undertake some serious self-ex-
amination, pushing for new levels of self-growth - toward becoming a strong self-leader.

It sounds rather simple, but to ‘model the way’ one must strive in earnest to be an exem-
plary role model, to walk-the-talk.

People look for guidance

Failing to recognise and respond to this leadership imperative can have far reaching impli-
cations within the organisation. Because people look to leaders for guidance and purpose, 
their every action and work carries extra impact.

In fact, leaders project their attitudes and personality on to the people around them.

Therefore, if leaders lack a deep understanding of themselves - their values, beliefs, atti-
tudes, goals and biases - they can unknowingly cast a dark shadow onto their enterprise, 
with chilling effects.

On the other hand, a healthy, mature and self-aware leader can unleash massive creativity, 
motivation and success from the people they lead. This is the responsibility and reward 
of leadership. Making a difference in people’s lives, helping them to grow as professionals, 
people and citizens of the world.

Crucial Very Important

Clear Vision 70% 27%

Communication skills 69% 25%

Integrity 68% 23%

Ability to inspire 70% 22%

A strong set of values 70% 22%
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Let’s now briefly look at the mentee who shouldn’t be a mentee. Yes, it happens. Hopefully, 
by the time you engage with any mentee, you have a pretty good idea that they genuinely 
want it and will work with dedication toward the chosen outcomes. Also, the corporation 
should have filters in place to weed out time wasters and talentless stock. But, what if you 
get a dud?

Along the continuum of mentoring, a good mentor will be consistently testing their men-
tee. Always challenge ill-informed assumptions, half-baked decisions, poor judgment and 
lazy thinking. For these are often signs of a fake mentee. Winging it is simply not good 
enough.

These people are in it because it is expected, not because they see benefits. It is a perk, 
not a challenge to improve and seek self-reflection. They chose the ‘best mentor’ as an ego 
trip and to impress, not because they saw opportunity to learn from a master.

They ask for or insist on the champion or advocacy role far too early because they are 
only out for the free lift up but not by earning it. They break appointments, blame others, 
tell tales and spread rumours. Your time and talent are worth more. Seek out and find an 
alternate likely candidate and invite them in to occupy the vacancy.
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What makes for good ~ Personal Leadership Style
The following table may assist you reflect on yourself and your mentees.
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Let’s now deal briefly with the Mentee who shouldn’t be a Mentee.  Yes, it happens.  Hopefully, by the 
time you engage with any Mentee, you have a pretty good idea that they genuinely want it and will 
work with dedication toward the chosen outcomes.  Also, if you work with senior staff rather than the 
leader, the business should have filters in place to weed out time wasters and talentless stock.  But, 
what if you get a dud? 
 
Along the continuum of mentoring, a good mentor will be consistently testing their Mentee.  Always 
challenge ill-informed assumptions, half-baked decisions, poor judgment and lazy thinking.  For these 
are often signs of a fake Mentee.  Winging it is simply not good enough. 
 
These people are in the process because it is expected of them, not because they see benefits.  It is a 
perk, not a challenge to improve and seek self-reflection.  They chose the ‘best mentor’ as an ego trip 
and to impress, not because they saw opportunity to learn from a master. 
 
They ask for or insist on the champion or advocacy role far too early because they are only out for the 
free lift up but not by earning it.  They break appointments, blame others, tell tales and spread 
rumours.  Your time and talent is worth more.  Seek out and find an alternate likely candidate and 
invite them in to occupy the vacancy. 
 
The following table may assist you reflect on yourself and your Mentees. 
 
 

What makes for good ~ Personal Leadership Style 
     
 Definition Hallmarks  

Self-awareness The ability to recognise and to understand 
your moods, emotions and drivers as well 
as their effect on others 

 Self-confidence 

 Realistic self-assessment 

 Self-depreciating sense of 
humour 

 

Self-regulation The ability to control or redirect disruptive 
impulses and moods 

The propensity to suspend judgment – to 
think before acting 

 Trustworthiness and 
integrity 

 Comfort with ambiguity 

 Openness to change 

 

Motivation A passion for work for reasons that go 
beyond money and status 

The propensity to pursue goals with energy 
and persistence 

 Strong drive to achieve 

 Optimism, even in the face of 
failure

 Organisational commitment 

 

Empathy The ability to understand the emotional 
makeup of other people 

Skill in treating people according to their 
emotional reactions 

 Expertise in building and 
retaining talent 

 Cross-cultural sensitivity 

 Service to clients and 
customers 

 

Social Skills Proficiency in managing relationships and 
building networks 

An ability to find common ground and build 
rapport 

 Effectiveness in leading 
change 

 Persuasiveness 

 Expertise in building and 
leading teams 

 

   © HBR Goleman 1998 Adapted  



Michael Donovan 37

Qualities of a good mentor
What any good Mentor must bring to the relationship. Ask yourself, ‘Do I have these 
qualities and can I sustain them1?

Trustworthiness Without being trusted, the mentor will only be permitted to achieve a limited insight 
into the client. The starting point is that everything under discussion will remain 
confidential.

Credibility The mentee must consider the mentor to be credible. If they do not, no matter what 
other qualities they may have, the mentee will not set any store by their opinions or 
advice.

Empathy Being able to put one’s self in the mentee’s shoes is vital. This does not, however, 
mean that the mentor should always agree with the mentee. Disagreement may 
sometimes be necessary.

Experience First-hand experience of the challenges, the pitfalls associated with success & failure 
and knowing how to learn from this and be even more successful are key qualities. A 
depth of experiences and capability spanning many industries and situations.

Superior 
communication 
skills

Mentors need to listen, question, gather information, validate and process it. The 
mentor is a sounding board, as well as a listening post, so the ability to provide 
challenges to thinking and useful feedback is vital.

Practicality and 
pragmatism

Theories are interesting, but a good mentor offers practical advice when it is needed 
and can devise bespoke solutions for the mentee.

Openness If the mentor and mentee are totally honest about their positions and ideas, then the 
trust-relationship can develop quicker. This results in more satisfying and productive 
encounters.

Values It is important that the mentee and the mentor each take on board an appreciation of 
the others values, as these will influence the depth of the relationship.

Generosity By offering time and knowledge, the mentor can demonstrate leadership to the 
mentee and help them finish each encounter successfully. The more that is given, the 
better the mentee will perform.

Patience Tolerance and remaining calm in a crisis are crucial to qualities for helping the mentee 
through a stressful issue.

Objectivity The need to be objective and rational is paramount, even if a considered opinion will 
offend the mentee. The mentor can act as a benchmark against which to judge actions 
and decisions.

1It is generally considered that an ‘internally’ appointed mentor has difficulty in providing the real, independent 
and challenging truth offered by an experienced ‘external’ mentor. The internal mentor needs to work on this 
aspect of the relationship and make it work for them and the mentee. 
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Humility The mentor will work to make the mentee more successful and the business perform 
better. The mentor has no agenda other than this.

Characteristics of Good Leadership Driven Working Relationships

SME - Mentoring 
       Handbook 
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Characteristics of Good Leadership Driven  - Mentoring Relationships  
 

 Focus is on: 
 

Energy is spent 
on: 

Report 
receives: 

Indicators of 
success: 

Information-
based

Answers, 
expertise, input 
 

Explaining Knowledge High quality output 

Needs-based Business 
issues, 
problems 
 

Issues and 
problem solving 

Solutions that 
work 

Resolution of issues 
& problems 

Relationship-
based

Employee 
responsive 
organisation 
 

Providing insights Ideas & 
delegated 
authority 

Dedication, greater 
work satisfaction 

Trust-based Employee as an 
individual 

Understanding 
the employee 

Safe haven for 
hard issues 

Retention & 
corporate intelligence 
is high 
 

 
Trust Characteristics ~ A 2006 survey of Australian businesses revealed that well-managed 
relationship-based arrangements based on mutual trust created 20%-40% improved service, quality, 
cost and performance over power-based relationships.  The power-based relationship cost of 
monitoring and imposing sanctions for poor performance invariably destroyed any gains.  Good 
relationship management techniques, flexibility, willingness to change and frequent and effective 
communication are essential. 
 

Component Connection Example

Credibility Words I can trust what he says about … 

Reliability Actions I can trust him or her to … 

Intimacy Emotions I feel comfortable discussing this … 

Self-satisfaction Motives I can trust that he or she cares about … 

 
 
 

Trust Tips
• Trust Boosters

– Listen and act as you 
would have done to you

– Treat each other as 
adults

– Trust others as a natural 
way of dealing with 
others

– Understand that each 
person has different 
needs

– Deliver on your word, 
guarantee or policy

– Be consistent

• Trust Breakers
– Appear to listen but not 

hear and act arbitrarily
– Ignore people
– Break promises
– Under deliver on 

expectations
– Announce to others that 

their expectations are 
unjustified

Trust Characteristics ~ A 2006 survey of Australian CEO’s revealed that well-managed 
outsourcing arrangements based on mutual trust created 20%-40% improved service, 
quality, cost and performance over power-based relationships. The power-based relation-
ship cost of monitoring and imposing sanctions for poor performance invariably destroyed 
any gains. Good relationship management techniques, flexibility, willingness to change 
and frequent and effective communication are essential.
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Resolution of issues 
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Trust-based Employee as an 
individual 
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Safe haven for 
hard issues 

Retention & 
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Trust Characteristics ~ A 2006 survey of Australian businesses revealed that well-managed 
relationship-based arrangements based on mutual trust created 20%-40% improved service, quality, 
cost and performance over power-based relationships.  The power-based relationship cost of 
monitoring and imposing sanctions for poor performance invariably destroyed any gains.  Good 
relationship management techniques, flexibility, willingness to change and frequent and effective 
communication are essential. 
 

Component Connection Example

Credibility Words I can trust what he says about … 

Reliability Actions I can trust him or her to … 

Intimacy Emotions I feel comfortable discussing this … 

Self-satisfaction Motives I can trust that he or she cares about … 

 
 
 

Trust Tips
• Trust Boosters

– Listen and act as you 
would have done to you

– Treat each other as 
adults

– Trust others as a natural 
way of dealing with 
others

– Understand that each 
person has different 
needs

– Deliver on your word, 
guarantee or policy

– Be consistent

• Trust Breakers
– Appear to listen but not 

hear and act arbitrarily
– Ignore people
– Break promises
– Under deliver on 

expectations
– Announce to others that 

their expectations are 
unjustified
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based
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authority 
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Trust-based Employee as an 
individual 

Understanding 
the employee 

Safe haven for 
hard issues 

Retention & 
corporate intelligence 
is high 
 

 
Trust Characteristics ~ A 2006 survey of Australian businesses revealed that well-managed 
relationship-based arrangements based on mutual trust created 20%-40% improved service, quality, 
cost and performance over power-based relationships.  The power-based relationship cost of 
monitoring and imposing sanctions for poor performance invariably destroyed any gains.  Good 
relationship management techniques, flexibility, willingness to change and frequent and effective 
communication are essential. 
 

Component Connection Example

Credibility Words I can trust what he says about … 

Reliability Actions I can trust him or her to … 

Intimacy Emotions I feel comfortable discussing this … 

Self-satisfaction Motives I can trust that he or she cares about … 

 
 
 

Trust Tips
• Trust Boosters

– Listen and act as you 
would have done to you

– Treat each other as 
adults

– Trust others as a natural 
way of dealing with 
others

– Understand that each 
person has different 
needs

– Deliver on your word, 
guarantee or policy

– Be consistent

• Trust Breakers
– Appear to listen but not 

hear and act arbitrarily
– Ignore people
– Break promises
– Under deliver on 

expectations
– Announce to others that 

their expectations are 
unjustified
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Achievement Characteristics

Component Connection Example

Persistence Goals A singular drive towards achievement.

Challenges Reach Going beyond what you think is your limit.

Self confidence Faults Learning from failure and maintaining your feeling so 
positive self-worth.

Advice Feed-back Seek constructive comment on your actions, modify what 
is necessary

Questions Reality Have a trusted adviser who speaks to you honestly and 
truthfully

Balance Fulfilment Maintain perspective about what is really important to you

Combine these with a quietly determined purpose; persist where you know you are 
right; persuade and influence with truth and honesty and you will succeed.

Personal Work Values – Generic Interpretations

Written 
Communication:

Writes work that is wellstructured, succinct, informative, accurate, 
persuasive and timely.

Oral 
Communication:

Conveys clear and succinct ideas, concepts or arguments; and 
where appropriate, is persuasive. Listens to others and responds 
appropriately.

Output 
Management:

Plans, organises, prioritises, schedules and monitors work, ensuring 
the effective use of time and resources. Is committed to foster the 
learning and development of others in relation to the output of the 
team.

People Skills: Displays commitment to our corporate people values. Gains the 
respect and trust of team members. Effectively networks with 
external parties. Where appropriate, manages performance, mentors 
and coaches team members. Conducts career and employment 
relationships openly, fairly, considerately and in the best interests of 
staff as well as the interests of this business.
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Conceptual and 
Analytical:

Identifies and analyses key issues/problems, determines and 
assesses options for proceeding and generating workable solutions, 
weighing up and prioritising alternative approaches and being able 
to think through their consequences.

Judgment: Draws on experience and available information to identify key 
issues and choices, weighing the consequences and making accurate 
and timely decisions. This may involve making decisions when 
information is ambiguous and incomplete.

Leadership: Shows initiative and improves work practices. Participates as a 
constructive member of a team. Contributes to forming the vision 
and purpose of the top-team and the means for achieving these 
objectives. Demonstrates support for fostering stronger corporate 
values.
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Mechanics of a Good Mentoring Process
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Mechanics of a Good Mentoring Process 
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&

Broad Goals
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Engagement

Establish
Actions and 
Engagement

Establish Timelines
and Measures
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Oversight
Team Response

Oversight
Team Response

Review 
Progressive
Performance

Review 
Progressive
Performance

FLOW CHART OF INTERNAL PROCESS
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Overall Progress

The Session 
Process / Plan 
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and Succession

Status

Align to KPI’s

360 or Genos
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Align to 
Business PlanSkills Audit
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The mentor function comprises multiple roles, these alternate between receptive and 
active roles:

1. As a role model. An effective mentor is invariably accomplished in their organisational 
role. They are generally admired and respected in their position, and their achievements 
in that position. Mentees will often look for a set of habits, approaches, style and skills 
that the mentor exhibits and that the mentee wishes to emulate and practice. It is desir-
able that in the course of the mentoring relationship the mentee is given the opportunity 
to see how the mentor works and interacts with others, and to learn by example. It may 
well be that the mentor has skilfully developed ways of coping with stress, dealing with 
people and handling situations which the mentee can consider in their own style.

2. As a sounding board. Good mentors have to be good listeners. They need to fos-
ter confidence in the mentee. Mentors who provide opportunities for their charges 
to articulate and develop ideas without fear of pre-judgement, criticism or ridicule, 
contribute real value to the relationship. Allow the mentee to express fears and frus-
trations, then to provide feedback or ask exploratory questions towards revealing the 
basis of the concerns is very valuable in developing emotional awareness in the men-
tee. Helping the mentee analyse problems, sort through options, set goals and imple-
ment decisions are all part of this role.

3. As a guide. Mentors can offer guidance. Guidance is different to leading. Allow discov-
ery, do not provide answers directly. The subject range is broad and can, for instance, 
relate to career development or strategies and tactics for achieving particular profes-
sional goals. The mentor’s knowledge of the organisation, written and unwritten ground 
rules, institutional memory (the stories of the business) are all important contributions. 
Here the mentor acts as a window, an interpreter of organisational culture, processes 
and politics. Also, it may be robust feedback and guidance to encourage deeper self-ex-
ploration and stretching of personal development, as a “critical friend”.

4. As a skills developer. It is valid for a mentor to sometimes assume a teaching or coach-
ing role around a particular skill-set, helping the mentee to learn quickly, in the format 
and style of the company. This role should be specific, short-lived and not perform a 
role by proxy.

5. As an advocate and champion. Good mentors may choose to do more than just inter-
act with their mentee. They must actively and wisely foster support for the mentee 
across the organisation, influencing and promoting the mentee’s reputation, capabili-
ties and worth. Again, wisely, the mentor can create opportunities in the organisation 
for the mentee to learn, develop, become successful and be considered for promotion.
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Features of mentoring
What are the some of the features of mentoring that make it an effective means of devel-
oping talent?

• Mentoring is a form of learning and development it is flexible. The basic requirements 
are the existence of an experienced person and a commitment to devote the necessary 
time to the engagement. There has to be access between the parties, willingness to 
push the boundaries and recognition that even 10minutes together at the high-trust 
level of relationship, can offer opportunity. The exchange and realisation can happen in 
an infinite variety of ways.

• Mentoring provides ‘safe-space’ for learning. Mentoring can occur within or outside of 
normal operational activity. It should be private. It must have purpose and it must aim 
for progress. Both parties make an environment where the learner can take stock, ques-
tion, explore and try things out, building confidence and competence for doing new and 
different things.

• Mentoring is work-focused. While is creates a safe-space, mentoring needs to also 
focus on what is happening for the mentee in the workplace – it is to be connected.

• Mentoring is individualised. The prime focus is always on the learner. An example, is 
recognising that people have career aspirations that are individual and unique. 

• Mentoring creates relationships across the organisation. These relationships may be 
disaggregated but they link through the upwards, sideways and downwards networks of 
the parties. Professional development spans personal development and interpersonal 
skills, seek to bring in technical learning and create new relationships in the organisa-
tion. When established, these relationships are enablers of even deeper development. 
It is these relationships that build a stronger organisation
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• Mentoring is individualised. The prime focus is always on the learner.   An example, is 
recognising that people have career aspirations that are individual and unique.   
 

• Mentoring creates relationships in and across the business.  Professional development 
spans personal development, seeking to bring in technical learning and create new relationships 
in the organisation.  When established, these relationships are enablers of even deeper 
development.  It is these relationships that build a stronger organisation and a capacity for 
ongoing mentoring and business growth. 

The Power of the Mentor over the Apprentice – Observations 
 
 Modest Mussorgsky’s emotive music, The Sorcerer’s Apprentice came alive 

in the Disney epic Fantasia.  The cartoon story depicts an apprentice using 
a spell before fully understanding that what he casts, he must also be able 
to undo.  Going off half-cocked or ill-prepared can result in disaster.  It is 
important for the mentor to set boundaries and for the Mentee to appreciate 
that boundaries are often necessary in the engagement 
 
In Star Wars, the evil Emperor sought to bring Luke Skywalker to the Dark 
Side of the ‘Force’ as his young apprentice.  The seductive power of control 
and manipulation are well illustrated in this morality tale.  Mentoring is not 
the purview of Machiavellian manoeuvring.  Modern mentoring isn’t about 
power, control, dominance or a debt of servitude.   
 

Both the Sorcerer and the Emperor saw a master / servant relationship that was more to their own benefit than that of 
the apprentice ~ their Mentee.  A mentoring relationship that sets this path is rarely productive and is certainly 
dysfunctional in outcome. 
 
A well delivered two-way mentoring relationship that respects age, experience, peer status and capabilities, forms a 
trusted-relationship bond that is resilient and strong.  This boosts the dynamic of the intervention.  Elsewhere we 
mention that creating dependency or doing a role by proxy are anathema to an honest mentoring process.   
 
A good mentor appreciates the warm success of the Mentee but does not claim it for themselves.  The mentor gives 
and gives, expecting perhaps only appreciation and certainly harder work by the Mentee.  The process is about striving 
for a balanced respect in the relationship.  It is about ‘other’, not ‘self’. 
 
Curiously, the word Mentee is not always popular as the handle put onto those whom mentors assist.  However, against 
other possible nomenclature it stands up well.  Consider these alternatives and their symbolic and real interpretation: 
 
Acolyte – a devoted follower or attendant There should be neither servitude nor obedience in a modern 

mentoring relationship.  Neither is it a religion of follower and 
master. 

Apprentice – a beginner or a learner Perhaps initially but in a well-orchestrated transitional 
mentoring process the apprentice must take over the direction 
and content. 

Protégé - one whose welfare, training, or career is 
promoted by an influential person 
 

Possibly the closest in the ideal of a Mentee but with a caveat 
that the protégé doesn’t have to repay a debt or be tithed to 
the master. 

 
Perhaps these points may have been laboured a bit; however, they need thinking about constantly by mentors.  A good 
mentor must remain vigilant to this and not allow situations to develop that imply or create a debt or repayment in and 
around the mentoring process between you and your charge.   
 
They and you should be able to walk away from a well-delivered mentoring engagement with a clear conscience and 
respect for the contributions made by each of you.  An masterful mentor leaves his charge better off than when they first 
met! 
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This diagram will further assist and reinforce the illustration of the distinctions between 
coaching and mentoring:
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 Both aim for the individual to increase his or her effectiveness and apply it to the tasks at hand 
in a positive manner 

 
 Both encourage, stretch and provide support, and challenge in pursuit of this 

 
 Both assume some understanding of the Director context – the issues and concerns of 

Directors and the purpose and responsibility of Directorship – (We will workshop this during 
the business development seminars) 

 
 Both focus on learning and development – sometimes defined as nominating coaching from a 

skill-base and mentoring from an experience-base 
 

 Both can include career guidance to review career goals and capabilities or a focus on the 
future of the business being driven by you 

 
 Both involve an exchange of life and career experiences. 

 
 Both are collaborative alliances between client and mentor or coach. 

 
Although there is overlap, there are some distinct differences in the process and required outcomes. 
Given this, we offer you these definitions for your information. 

This diagram will further assist and reinforce the illustration of the distinctions between coaching and 
mentoring: 
 
 

COACH MENTOR
Imparting ‘formal’ knowledge Sharing ‘tacit’ knowledge 

Primary Role 
and Objectives 

 
Enhancing performance, 
potential and level of 
contribution to the enterprise 
while also having remedial 
application 
 

  
Developing political astuteness, 
providing wise counsel, being a source 
of inspiration and acting as a champion 
who believes in  the Mentee’s greater 
capacity 

Field of Play 
Focused on enhancing skills 
and capabilities relevant to the 
immediate career path 
 

 Longer-term career and/or broader 
horizons in both personal and 
professional endeavours 

Typical 
Credentials 

Professionally accredited with 
proven experience in coaching 
techniques 

 A seasoned and successful individual 
with deep insights to the organisation 
and the ‘lifetime journey’ of self-
knowledge and self understanding 

Influence and 
Credibility 

Role legitimised by company 
appointment and credibility 
enhanced by credentials  
 

 Influence may stem from hierarchical 
power and credibility through 
reputation and proven experiential 
history 

Method and 
Style 

Generally follows a formal and 
well planned program using 
adult education principles and 
motivational techniques 
 

 Informal approach depending on need 
and opportunity acting as a facilitator 
using gentle persuasion 

Coaching can change what a 
person does. 

Mentoring can change 
who the person is. 

 

Comparisons - some strengths and weaknesses of ‘internal’ and ‘external’ mentoring
This list is not exhaustive. The items are examples of what has been seen, experienced 
and commented upon as some differences between internal or external mentoring 
sources.

Perhaps, a way of looking at the two options is to look at what the corporation wants 
and the individual needs. Often, the individuals need dictate which method will get the 
best results. Neither internal nor external are mutually exclusive. They can both aim for 
similar outcomes but arrive there using different techniques. It is also possible to have 
both and for them to be used as progression based on achievement and reward.

Discuss your feelings or views about both options …..
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Comparisons - some strengths and weaknesses of ‘internal’ and ‘external’ mentoring 
 
This list is not exhaustive.  The items are examples of what has been seen, experienced and 
commented upon as some differences between internal or external mentoring sources.  Perhaps, a 
way of looking at the two options is to look at what the corporation wants and the individual needs.  
Often, the individuals needs dictate which method will get the best results.  Neither internal nor 
external are mutually exclusive.  They can both aim for similar outcomes but arrive there using 
different techniques.  It is also possible to have both and for them to be used as progression based on 
achievement and reward.  In this Small Business Mentoring program we will be focusing on the use of 
the external model. 
  

Internal External 
 Strong organisational history source that 

underpins sense of belonging within the culture 
of the enterprise 

 Can step outside those parts of the culture that 
restrain and seek different scenarios 

 Strengthens networks of influence and 
persuasion within the business 

 Brings no ‘internal political baggage’  to the 
relationship, completely independent 

 Excellent way of showing executive 
commitment to emerging talent 

 Application of broader external perspectives or 
knowledge is often greater 

 The relationship is often more strongly 
focussed on results based on the internal KPI’s 
of the participants, as such it can be very 
tactical 

 Much broader playing field associated more 
with strategy issues, strategic outcomes and 
visioning 

 Access and engagement is hard to divorce 
from ‘What I am doing now?’  Expressed as 
catching and passing hand-grenades 

 Process is often more robust in terms of 
pushing big strategic issues that will affect that 
part of the business performance controlled by 
the Mentee 

 Mentor is a natural protector, influencer and 
reference point for internal political 
manoeuvring 

 Limited in political influence but excellent as an 
independent and dispassionate sounding board 

 Excellent growth, learning and renewal for the 
mentor themselves 

 Within bounds of confidentiality, brings new 
perspectives from other clients to the 
relationship which are often of very high benefit 

 Trust and the working relationship can take 
longer to get established but are very strong 
when confirmed 

 Independence can be seen as ‘separate from’ 
and engagement bonding can take time 

 Rival mentees should not use the same mentor 
internally 

 Will not work individually for rival Mentees 

 Changing horses to another mentor can be 
problematic if the relationship sours and is 
poorly handled 

 Mentor can be changed when usefulness or 
experience is consumed with little fallout – in 
fact changing is recommended to suit 
circumstances 

 If mentor falters then mentee is often also 
tainted by association 

 No internal baggage.   But can take time to get 
the internal perspective right 

 Internal mentor is a good but often suspect 
advocate or champion for the mentee within the 
corporation and limited externally 

 External mentor has greater credibility as an 
independent advocate or champion for the 
Mentee within and outside the business 

 Often unqualified to conduct formal 360 into 
results or apply other measures of progress 
and / or success 

 Can bring independent evaluation of progress 
and measures which is seen as more robust  

 The burden on the mentor can cause the 
relationship to fail if the commitment wanes 

 Works exclusively for the Mentee and time is 
dedicated to that purpose without other conflicts 

 Mentee team members may have trouble 
trusting the mentor if a review takes place 

 High level of trust and engagement that 
facilitates good feedback on improvement 

 Can be perceived as aligning factions within the 
management structure and playing to favourites 

 Totally independent with perceived higher 
levels of trust, confidentiality and broader 
experience  

Remember, it is simply not possible to live long 
enough in order to make every mistake from which 

to learn.  Therefore, we must learn from the 
mistakes of others.

Experience is a wonderful thing. 
Experience allows us to recognise a mistake 

when we are about to make it again. 
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What actions will you discuss with your mentee around these learnings?

1.

2.

3.
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What actions will you discuss with your mentee around these learnings?
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What actions will you discuss with your mentee around these learnings?

7.

8.

9. 
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