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Mentor Training 
 

 

Introduction 
One of the most helpful forms of development comes through mentoring relationships that 
match a less experienced person with one who is more experienced. Mentoring, in 
combination with education and training, as well as other methods of personal development, 
creates a holistic learning culture. Setting such a culture that encourages leadership 
development in a variety of ways is primarily the responsibility of the steering committee.  The 
following is an overview of the mentor relationship and how it works. 
 

Informal/Formal 
There are two general ways that mentor relationships are developed: formal and informal.  The 
formal mentor relationship is developed in response to an institutionalized program.  
Informal mentoring occurs when individuals are draw together for a variety of reasons but is 
not initiated because of an established mentor program.  For example, when a leader sees 
potential in another member of the group or organization and helps in their leadership 
development.  The mentoring program being proposed in this document is a formal 
relationship. 
 

Coaching vs. Mentoring 
Coaching is an intensive 1-to-1 relationship with a professional who helps the other person 
clarify goals for their career development and identify action steps that produce results 
quickly.  The coach helps the staff member by teaching them how to learn from mistakes, turn 
setbacks into opportunities, and discover how to produce results.   
 

Mentoring is a relationship between an experienced individual and a less experienced 
individual that educates, models, socializes, advocates, and shapes the latter.  It can be related 
to specific professional responsibilities or can be general and holistic in nature.  The mentor 
also benefits from the relationship by developing a peer or assistant, providing for future 
organizational leadership, or assisting another attain their dream. 
 

Benefits of Mentor Relationships 
The mentor can benefit from the relationship in many ways.  

 Development of an assistant or peer 

 Knowledge that has been of service to another 

 Preparation of a leader for the organization or own replacement 

 Good sounding board for ideas 

 Learn by educating another 

 Rejuvenation of own “fire” 

 Personal skill development 

 Vicarious achievement 
 
The mentoree also can realize benefits from the relationship in many ways.  

 General/specific growth and development 

 Assistance in pursuit of life dreams 

 Within an organization, assistance with mobility 

 Information sharing 
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 Support by mature advocate 

 Holistic-oriented  

 Relationship development more long-term 

 Learning exchange 
 

Roles and Guidelines 
Mentor’s Role 

The following are some of the responsibilities of the mentor.   

 best if not supervisor 

 be a role model, but not necessarily in the identical position 

 communicate important information 

 be a networker/empowerer into ministry 

 be a catalyst for development  

 confidant  

 support 

 set mutual goals  

 create challenges 

 mirror development needs and growth  

 advocate for and assist in networking and growth  

 share information  

 advise when appropriate 
 

Mentoree’s Role 
The following are some of the responsibilities of the mentoree. 

 ask questions 

 take risks 

 be open about mistakes 

 seek information 

 learn from the example of the mentor 

 trust 

 grow and develop 
 

Guidelines for the Relationship 
The following guidelines are suggested to assure that a mutually beneficial relationship be 
developed.  There is, of course, flexibility in any mentoring relationship.  The partners should 
work together to set the conditions of the relationship.   

 Partners mutually develop goals within the guidelines of the program that are specific and 
measurable when relationship is initiated. They should be clearly written or communicated 
to assure agreement. 

 Consider educational experiences, activities, information sharing, advocacy opportunities, 
and other challenges as possible goals. 

 Identify the timelines and number of contacts that are needed to accomplish the goals of 
the relationship. 

 Agree to timely and ongoing evaluation of the goals and modify them when necessary. 

 Determine reporting responsibilities and when the reports are due. 
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 Clearly understand and agree upon the closure of the relationship.  Including the length of 
time (one year or so), level of accomplishment or proficiency, number of meetings, etc. 

 Celebrate the end of the relationship. 
 

Phases of Mentoring Relationships 
Mentoring relationships tend to have predictable phases as they progress from beginning to 
end.  These have been identified in the following way: 

1. Mutual Admiration – The relationship should click.  There should be a feeling of 
mutual desires to be successful in the relationship and that the partners share a desire 
to make it successful. 

2. Development – The relationship should be perceived as one that can grow until the two 
become more like peers.  It is important to develop shared goals and the methods for 
accomplishing them. 

3. Maturation – a process of psychological disengagement, after the relationship has 
reached its growth potential.  Just as with teenagers who need to break away from their 
parents in order to become fully functional adults, the mentoree must eventually break 
away from the mentor. 

4. Parting – A necessary break away as the mentoree grows into a peer, this stage can be 
made easier if it there is an uncomplicated plan designed to accomplish this.  The 
parting has the potential to turn a good mentoring experience into a bad one.  It is 
important to be aware of the possibilities and pitfalls of parting. 

5. Transformation – The completion of the circle, the mentoree now becomes a master, 
also.  This should be the goal of the mentor relationship. 

 
 

Creating Successful Mentoring Relationships 
In addition to an awareness of the phases that takes a mentoring relationship from beginning 
to end, it is important to understand the concepts that under gird the entire relationship.  It is 
important to consider and include them in the partnership development process: 

1. Selection – the partners must be well matched and compatible.  It is helpful for the two 
to have similar belief structures or theologies, or minimally, an open-minded attitude 
toward the other’s theology.   

2. Belief – the mentor must have a conviction that the new mentoree can make a 
worthwhile contribution.  The mentoree must have the belief that the mentor can be of 
help. 

3. Commitment – the partners must be willing to provide the appropriate quantity and 
quality of effort.  Both partners must be willing to put forth the energy to make the 
relationship work. 

4. Skills – the mentor must posses the experience and knowledge necessary to help each 
mentee develop their potential.  An important part of the selection process is the 
identification of the mentor’s proficiency as compared to the mentoree’s needs. 

5. Timing – the relationship should be started when there is a readiness on the part of the 
mentee, and when the mentor perceives the appropriateness of the beginning.  Time 
invested throughout the relationship should be regular and reasonably often.  Care 
should be taken to avoid too frequent contact, which can lead to dependency.  This 
particular program is designed to be one year in length; however, adjustments can be 
made to this time frame if both partners agree it would be beneficial. 
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Red Flags Raised - Unhealthy Relationships 
Occasionally, a mentoring relationship may become unhealthy.  It is important to be aware of 
several attitudes that can cause this to happen to a mentoring partnership: 

1. Avoiders – the mentor or mentoree is either unavailable or inaccessible; the mentor 
does not directly respond to the mentoree’s needs; the mentoree does not respond to the 
mentor’s inquiries. 

2. Dumpers – the mentor throws the mentoree into a new situation to flounder, sink or 
swim.  No support is offered by the mentor to work through the situation in a 
collaborative manner. 

3. Blockers – the mentor avoids meeting the needs of their partner by blocking their 
development or withholding information.   

4. Destroyer/Criticizer – the mentor tears down the mentoree by overtly or subtlety 
undermining their self-esteem by being overly-critical or short-tempered. 

 
Quick Tips 

 Be proactive.  Plan and agree to relationship and closure goals (times or accomplishments) 
at the beginning of the relationship and stick to the agreement. 

 Look for signals.  Be aware of signposts along the way and when the relationship is ending. 

 Respect your partner. Understand your partner’s needs and be flexible if one partner wants 
to end the relationship. 

 Evaluate the relationship. Set up regular evaluations to be certain both partners’ needs are 
being met and when the relationship is completed. 

 Review your goals. Check to see if you are accomplishing what you agreed to accomplish, 
often and regularly. 

 Integrate. Apply what is learned and make adjustments to the goals, if needed. 
 Don’t assume for the other. Communicate with each other to stay on track and celebrate 

your accomplishments. 
 
 
 

 
 
 


