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Ideas Into Action Guidebooks

Aimed at managers and executives who are concerned with their own and others’ development, each guidebook in this series gives specific advice on how to complete a developmental task or solve a leadership problem.
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The Ideas Into Action Guidebook Series

This series of guidebooks draws on the practical knowledge that the Center for Creative Leadership (CCL®) has generated, since its inception in 1970, through its research and educational activity conducted in partnership with hundreds of thousands of managers and executives. Much of this knowledge is shared—in a way that is distinct from the typical university department, professional association, or consultancy. CCL is not simply a collection of individual experts, although the individual credentials of its staff are impressive; rather it is a community, with its members holding certain principles in common and working together to understand and generate practical responses to today’s leadership and organizational challenges.

The purpose of the series is to provide managers with specific advice on how to complete a developmental task or solve a leadership challenge. In doing that, the series carries out CCL’s mission to advance the understanding, practice, and development of leadership for the benefit of society worldwide. We think you will find the Ideas Into Action Guidebooks an important addition to your leadership toolkit.





Executive Brief
Mentoring is an intentional, developmental relationship in which a more experienced, more knowledgeable person nurtures the professional and personal life of a less experienced, less knowledgeable person. Both mentors and mentees realize many benefits from mentoring, as do organizations that encourage, structure, and support mentoring. Effective mentors develop the leadership capacity of their mentees while increasing their own skills. They transfer their knowledge and expertise back into their organizations. They nurture the alignment between employee aspirations and organizational imperatives, and they create depth and loyalty within their organizations. Leaders who take mentoring seriously and handle it effectively have a profound impact.






What Is Mentoring?

Mentoring is an intentional, developmental relationship in which a more experienced and more knowledgeable person nurtures the professional and personal life of a less experienced, less knowledgeable person. Typically, a mentor has been in an organization or profession longer and has greater authority within the organization or profession than does a mentee. The combination of expertise and position enables a mentor to have significant impact on a mentee.

Mentoring relationships are developmental because they promote experiences that motivate individuals to learn and grow, expose them to learning opportunities, and provide support for the learning and growth. In many cases such relationships are mutually developmental, for mentor and mentee alike. Mentoring can be an informal process agreed to by the parties, or it can be formalized as an organizational initiative, with organizational structuring and monitoring, and organizationally aligned goals.

In order to further clarify the role and actions of a mentor, it may be helpful to differentiate mentoring from other developmental relationships. For example, performance outcomes are a primary focus of leaders, and their capacity to achieve those outcomes rests heavily upon the authority of their positions. The primary focus of a mentor is development of an individual with an eye to organizational outcomes; the capacity of the mentor to influence rests heavily on his or her ability to relate in a nonauthoritative way while, paradoxically, guiding the mentee from the perspective of a superior position and expertise. These differences have implications for organizational politics and interpersonal communications.

Mentoring can also be differentiated from its closest cousin, coaching. Mentoring has a different focus and range of functions. While coaching typically focuses on enhancing current job performance, mentoring focuses on career path. Mentors typically use coaching skills a great deal as they endeavor to guide a mentee; in this regard they manage the relationship, guide and counsel, motivate and inspire, serve as models, and rely heavily on questioning and listening skills. However, mentors also leverage their positions to sponsor mentees for developmental experiences and to survey the environment for threatening forces and opportunities. They leverage their expertise to transfer knowledge.
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