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LESSON PURPOSE:  The purpose of this period of instruction is to outline and discuss the purpose and goals of a Mentoring Program and provide guidance on how to set up and participate in a Mentoring Program.  





1.  BACKGROUND.  Since its inception, the Marine Corps has emphasized the importance of passing on professional knowledge to those we are privileged to lead.  General Lejeune describe the imparting of that knowledge "as a teacher does to a scholar."





2.  DEFINITIONS.  The following are definitions to keep in mind:





a.  Mentoring.  Formal or informal program that links junior Marines with more experienced Marines for the purpose of career development and professional growth, through sharing knowledge and insights that have been learned through the years.





b.  Mentor.  A senior Marine who voluntarily undertakes to coach, advise, and guide a younger Marine in order to enhance technical/leadership skills and intelletual/professional development.





c.  Mentee.  A junior Marine who voluntarily accepts tutelage from a more senior Marine for the purpose of enhancing skills and professional development.





d.  Mentoring Connection.  A voluntary professional association between a Mentor and Mentee.





3.  MARINE CORPS POLICIES. 





a.  There is no Marine Corps Order that mandates or describes a Mentoring Program. 


 


1)  The rules that govern a Mentoring Program are informal and established by individual commands within guidelines that describe the proper relationships between juniors and seniors.





2)  A mentoring program does not replace the chain of command or is mentoring meant to interfere with command relationships, senior/subordinate relationships, or Request Mast.





3)  The Commandant's White Letter 10-95 of 3 May 1995 requested commanding generals, commanding officers, and officers in charge "to take appropriate steps to develop and implement a voluntary, informal mentoring program that allows the opportunity for each officer to be involved throughout his or her career."





b.  Mentoring should be a universal program.  While it is useful for mentor and mentee to have some things in common, it is not necessary.  All that is necessary is a willingness on the part of both parties to:





1)  Make a genuine effort to improve the performance and professional prospects for success of the mentee.





2)  Follow guidelines set forth in Marine Corps rules and regulations that describe the proper relationships between seniors and juniors, officers and enlisted, male and female Marines.





4.  MENTORING PROGRAM GUIDELINES.  There are no set rules for a mentoring program, but general guidelines apply.





a.  Mentoring is a professional association formed to


enhance a junior Marine's professional and personal worth to himself/herself and to the Corps.





b.  Mentoring is usually an informal program, but can be command-sponsored.  The relationship between mentor and mentee is voluntary.





c.  When there is no command-sponsored program, "natural" mentoring may take place.





5.  MENTOR-MENTEE ASSOCIATIONS.  





a.  Mentor Roles.  There are at least ten roles a mentor can assume.





1)  Teacher.  Teaches the mentee the skills and knowledge required to perform the job successfully.





2)  Guide.  Helps the mentee to understand how to "navigate" and understand the inner workings of an organization.





3)  Counselor.  Listens to possible ethics situations and provides guidance to help the mentee find his/her own solutions and improve his/her own problem-solving skills.





4)  Motivator.  Shows support to help a mentee through the tough times, keeps the mentee focused on developing job skills to improve performance, self-respect, and a sense of self-worth.





5)  Sponsor.  Helps to create possibilities for the mentee that may otherwise not be available.





6)  Coach.  Observes performance, assesses capabilities, provides feedback to the mentee, and instructs with a view to improve performance.





7)  Advisor.  Helps the mentee develop professional interests and sets realistic career goals.





8)  Referral Agent.  Assists the mentee in approaching persons who can provide training, information, and assistance; also points the mentee to relevant career enhancing schools, correspondence courses, books, reading, professional organizations, and self-improvement activities.





9)  Role Model.  Leads and teaches by example.





10)  Door Opener.  Opens doors of opportunity by helping the mentee establish a network of professional contacts, both within and outside the Marine Crops.





b.  Mentee Roles.





1)  Willing.  Wants to improve performance, contribute to the organization, enhance professional prospects, and be willing to work to reach his/her goals.





2)  Active.  Takes action based on career goals, suggestions of a mentor, job requirements, and educational opportunities.





3)  Accepting.  Accepts responsibility for the following:





a)  His/her actions.





b)  Meaningful feedback and criticism.





c)  Guidance and counseling from his/her mentor.





4)  Respectful.  Shows consideration and respect for the mentor's willingness to help, and seriously considers all advice and suggestions from the mentor.





5)  Professional.  Shows respect for each other's privacy and personal lives.





6)  Prepared.  Moves beyond the mentoring association once the association has served its purpose.





c.  Establishing a Mentoring Connection.  There are six stages to developing, maintaining, and terminating a mentoring connection:





1)  Identification Stage.  Seniors look for Marines with potential for improvement who need guidance.  Juniors recognize that they need assistance with some facet of their professional development and seek help to improve.





2)  Preparation Stage.  Mentor and mentee must want to establish the mentoring association.  They should understand the purpose of the relationship, expectations, goals, risks, and rewards.





3)  Initiation Stage.  Mentor and mentee set the parameters, discuss and set goals, decide on time-frames, and write a plan with a time-frame.





4)  Cultivation Stage.  Mentor teaches job skills, provides guidance, lends psychological support, opens doors, and provides counsel.  Mentee works to improve performance, learn new skills, follow guidance, and actively learn the organization, its goals, and "ethos."





5)  Redefinition Stage.  This is a review and action phase where the mentor and mentee assess accomplishments, reorient the action plan, and redefine goals.





6)  Termination Stage.  Parties may decide during the redefinition stage to terminate the association due to positive or negative factors.





d.  Tools for a Successful Mentoring Connection.





1)  Effective interpersonal communication Skills.  Interpersonal communication is a dynamic, never-ending, two-way process that is oriented towards the receiver.











2)  Personal Assessment.  Each mentee with his/her mentor's assistance, must truthfully perform a self-assessment to identify both strengths and weaknesses.





3)  Career Development Plan.  The mentor and mentee look at the mentee's strengths and weaknesses and develop a plan to use educational and professional opportunities to develop necessary skills and professional attributes in the mentee.





e.  Mentoring Connection.  Mentoring connections are formed in the following ways:





1)  Command sponsorship.





2)  Natural mentoring associations.





f.  Improper Mentoring Relationships.  The Marine Corps Manual (MCM) defines an "improper relationship as situations that invite or give the appearance of familiarity or undue informality among Marines of different grades."





1)  Perception is important because the relationship or situation must no invite or give the appearance of familiarity or undue informality.





2)  It is primarily the mentor's responsibility to ensure that the mentoring connection is kept on the proper professional level and strictly adheres to the guidelines contained in the MCM.
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