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Tools for Mentors 
Here are some tools and techniques to help you develop your mentee.   

 

Mentorship is …  

Mentorship is confidential off reporting-line support that helps individuals make positive changes in their skills, 
knowledge, behaviors and move successfully through transitions. 

 

Core mentorship skills 

 Active listening (google it!) 

 Effective use of questions (open questions; closed questions) 

 Regular recaps – check understanding 

 Keeping quiet 

 Suspending judgment 

 Not giving the benefit of your experience at once 
 Being a different “role” as the situation demands 

 

The roles of a Mentor 

A critical friend 

 Help the mentee clarify the situation, explore options and find solutions 

 Don’t “give” them the solution – help them find their own solution 

 Help mentee develop goals and plan actions 

 Help mentee find opportunities to practice skills 

 Provide feedback 

A network advisor 

 Help the mentee get to know relevant parts of your network 

 Help the mentee map and make better use of his/her existing networks 

 Coach the mentee in how to approach contacts and in the skills of networking 

 Advise on career development and choices 

A sounding board 

 Don’t judge, listen, clarify and recap 

 Help the individual understand his/her own motivations and feelings 

 Help the individual focus on the real problem 

 Move the discussion from the problem to searching for alternative solutions 

A career advisor 

 Be a positive role model 
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 Raise awareness of opportunities 

 Act as a guide to organizational politics and culture 

 

Dos and don’ts 

Mentorship Tips 

 Maintain regular contact  

 Always be honest  

 Avoid being judgmental  

 Recognize that you have your own need for support. A mentor may need a mentor as well!  

 Don’t expect to have all the answers  

 Help your mentee access resources and further support  

 Be clear about expectations and boundaries  
 Stand back from the issues your mentee raises but work together on them  

 Respect confidentiality  

 If the relationship falters – hang in there!  

 

Pitfalls to avoid 

 Start from the perspective that you, from your vast experience and broader perspective, know better 
than the mentee what is in the mentee’s best interest  

 Be determined to share your wisdom with them, whether they want it or not; remind them frequently 
how much they still have to learn  

 Decide what you and the mentee will talk about and when; change dates and your style frequently to 
prevent complacency  

 Do most of the talking; check frequently that they are paying attention  

 Make sure they understand how trivial their concerns are compared to the weighty issues which you 
have to address  

 Remind the mentee how fortunate the mentee is to have your undivided attention 

 Neither show nor admit any personal weaknesses or mistakes; expect to be their role model in all 
aspects of career development and personal values  

 Never ask them what they should expect of you – how would they know anyway?  

 Demonstrate how important and well connected you are by sharing confidential information they 
don’t need (or want) to know  

 Discourage any signs of levity or humor – this is a serious business and should be treated as such  

 Take them to task when they don’t follow your advice  

 Never, never admit that this could be a learning experience for you, too  

 

Mentorship Meetings 

The mentee is expected to be the driver of this relationship. Here is how you can contribute: 

1st meeting - Setting the ground rules 

You may find it useful to work through each of the issues below. These are often the areas where agreement 
is helpful at the start so there are no misunderstandings later.  
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 Career and development goals 

 Core topics to discuss in the  mentorship meetings? 

 Are we agreed that openness and trust are essential? How will we ensure they happen?  

 What, if any, are the limits to the confidentiality of this relationship? 

 Are we both willing to give honest and timely feedback? 

 When and how shall we check this relationship is “right” for both of us? How will we resolve 
concerns on either side?  

2nd meeting - Clarifying direction 

 Discuss mentee’s more detailed realistic career/personal goals and workplace issues 

 Help mentee build a clear plan to achieve above with priorities, actions, deadlines and evaluation 
criteria 

 Deal with any day to day issues / problems that the mentee has helping them to find their own 
solutions 

 Example questions 

 What are the three things they want to achieve most over the next year – 18 months? 

 What are the three things that concern them or may make achieving the above difficult? 

 What are the things you value most in your current role that you would not wish to give up? 

Subsequent meetings 

 Re-establish rapport 

 Agree goals for meeting 

 Deal with any day to day issues 

 Advance long term agenda 

 With mentor: gathering facts, challenging perceptions, seeking options, agreeing way forward, and 
testing commitment 

 Agree actions before next meeting 

 

Powerful Questions or The Art of Asking Questions that 
Activate Positive Change 

What am I curious about, regarding this situation? 

Most of the mystery / power of coaching lies in the coach’s ability to ask powerful questions that create 
positive change in the client and the world around them.  

Not all questions are created equal. Some questions will lead to a goose chase or a dead end, while others will 
lead to the Holy Grail: self-discovery, awareness, spirited action, and true growth and change. 

Questions that create positive change are those that: 

 Compel the listener to observe (themselves, others, relationships, a process, results) 

 Creates or enhances awareness (experience of current internal and external) 

 Awaken responsibility 

 Pinpoint focus 

 Develop motivation 

 Allow discovery independent of instruction 
 Seek descriptive vs. judgmental answers 

 Are open 

 Reveal connections / relationships between inner and outer worlds 



Source: UBS booklet "Being a Mentor" adapted by CFA Society Switzerland. 

Some rules for effective questioning 

 Hold the listener in high regard 

 Begin generally – start with the “Come From” (CURIOSITY) and move to the “Go To” (Desired 
FOCUS). 

 Use open questions 
– Use “How” with a qualifier: How MANY? How MUCH? 
– “Why?” becomes “What were the reasons…? 

 K:I:S:S:S: (Keep it short, simple, stupid) 

 Be direct; intrude 

 Don’t think you know the answer; assume there is a better one outside 

 Blurt your intuition (Elephant in the room) 

 Listen, hear, watch, understand. 

 Reflect back. “I heard you say…” or “You’re telling me…” 

 

GROW: a Coaching Technique 

In mentorship-sessions, most coaching techniques can be applied very well. There are a number of coaching 
models and most coaches and mentors develop their own version, drawing from a combination of what they 
have experienced and learned. Whatever the model is, there is always a certain structure to a coaching session 
(beginning, middle and end), which an outside observer will usually be able to detect. 

One common coaching model is the GROW model, an acronym for 

G Goal 

R Reality 

O Options 

W Way Forward 

 

G for Goal 

There is always an aim, an objective, a direction the coachee wants to go, something to achieve. For many 
coachees this may be unclear and you may spend much of the session coaching coachees to identify their 
goals that are congruent with their values, achievable, and compelling. 

 What do you want? 

 What will that do for you? 

 How will you know when you’ve reached your goal? 

 What would it look/sound/feel like? 

 Where do you want to be five years from now? 

 What is of greatest concern to you? 

 If you were to look back at this as a 95 year old, what would you want to say? 

R for Reality 

Where are you now? What’s the launch point? What’s the bottom line here? What is the environment, what 
support structures are available, what resources are available, what’s holding or held them back till now. 
What have you done/tried already? What worked, what didn’t? 
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 Where are we starting from?  

 Where are you now?  

 Tell me about the place/position/world you are in now.  

 You seem very committed to this. What have you tried so far?  

 So what’s stopped you?  

 Have you ever put your foot on the accelerator? What happened?  

 What’s conflicting with this?  

 What else is connected with this?  

O for Options 

This is where the coachee is invited to create choices about how to proceed: How do you want to get there? 
What do you have to do? How does that (option) relate to your values? Coachees are asked to create as many 
options as they can. If the process stalls, the coach may also offer one or two to help stretch the coachee but 
the coachee must agree to the suggestions. Most coaching sessions are concerned with this phase. And this is 
your fundamental task as coach – to help your coachee increase his or her options.  

 What are the possibilities?  

 What other ideas occur to you?  

 How else could a person handle this?  

 If you could do anything you wanted, what would you do? 

 What’s going to make it easy? What’s going to make it hard? 

 What are you overlooking?  

 What else is needed in this situation?  

 How else could you improve the situation?  

W for Way Forward 

Lastly, there is forwarding the action step. Eliciting from coachees what they are going to do, in what order, 
and when, to move forward, to breakthrough. This stage needs to be as specific as possible and can be very 
quick. It is often useful for the coachee to imagine stepping into the experience he or she has created.  

 What’s the first step on that journey?  

 Which step seems best for you? Why?  

 What action will you take?  

 How will you know that step is completed? (What will it look/sound/feel like?)  

 When does this have to happen by?  
 When that is done, what’s next?  

 What will you see/hear/feel when that is done?  

 How do you feel when you imagine yourself having done that?  

 It is also worth checking what might stop them and then coach them through the blockage.  

 


