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What Does a GEM Mentor Do? 

Becoming a Growth Empowered Marketing (GEM) Mentor means more than being a 
cheerleader. It means guiding their mentee through difficult challenges, new tech/tools, and 
encouraging them to learn from their mistakes by asking questions and improving over time.  

A GEM mentor: 

 Works on two levels: both supporting the protégée in meeting essential job duties and helping 
them envision and take steps toward the career they desire. 

• Acquires resources – Brings critical readings, opportunities, or experiences to the attention of 
the protégée. 

• Acts as a role model – Offers insight on how he or she got to where they are. 
• Advises – Shares institutional and professional wisdom, critiques performance, makes 

suggestions. 
• Coaches – Helps a protégée learn new skills and practice new behaviors. 
• Supports – Listens with a sympathetic ear, explains unwritten rules, and acknowledges 

disappointments and triumphs.  

 

What Are the “Dos” of Mentoring? 

These tips are designed to help keep you and your mentee on track. 

 Be clear on where the line is drawn between your responsibilities and those of the mentee. 

 Agree on goals for the mentoring relationship from the outset, and put them in writing. (Use your 
tracking form provided for this purpose.) Frequently go back to your goals to measure progress. 

 Act as a colleague first, an expert second. A know-it-all approach to mentoring is intimidating and will 
limit your successes. Strike an open and warm tone so your protégée will feel they can ask you difficult 
questions and take risks. Listen as much as you speak so their questions and aspirations are always the 
central focus. 

 Set realistic expectations. You can provide your protégée access to resources and people, but make it 
clear you do not wield your influence over others. You may be a senior executive but that does not 
mean you fix problems for the protégée – you coach as you can but the protégée does the heavy lifting. 

 Keep a time limit as part of the goal, and evaluate your progress periodically. Every mentoring 
relationship has phases – including the end to formal mentoring. This doesn’t necessarily mean the end 
of your relationship, but a change in how you interact and how often. 

 Remember that mentoring is a process with a goal. Have a fun relationship but don’t get off track and 
lose sight of goals. 



 

 Expect high performance from the protégée and accelerate their learning. Research suggests that the 
most beneficial mentoring is based on mutual learning, active engagement, and striving to push the 
leadership capabilities of protégées. 

 Listen, listen, and then listen some more. Hear the concerns of your protégée before offering advice 
and guidance. Establish trust and openness in communication from the start. 

 Strive to protect the protégée from what you see as major professional errors or missteps, but also 
leave room for them to learn from their own experience and mistakes. Remember that a successful 
mentoring relationship is one where the protégée eventually advances and no longer needs your 
support. Make sure the protégé is not overly dependent on your advice. 

 Recognize that the protégée’s goals are their own and that they may have career goals that differ 
from the path you chose. Your role as a mentor is to guide; it’s up to the protégée to decide what to 
implement in their career. 

 Recognize that women and other minorities within the organization face additional barriers to 
advancement. Educate yourself about the issues. If you experience difficulty, ask your organization’s 
corporate diversity department for resources and support. 

 Keep an open mind. If you are a man mentoring a woman, or if a protégé is from a different ethnic 
group, be aware and respect their experiences, ideas, and goals. Cross-gender and cross-cultural 
mentoring relationships can be very enriching and successful but it requires open dialogue about the 
ways gender and culture influence your protégée’s work in the organization and the mentoring 
relationship itself. 

 Encourage “reverse mentoring” where older leaders are educated about specific issues faced by 
younger staff, and in diversity issues such as race and gender and where the mentor can learn from their 
perspectives. (See questions below to get you both started.) 

 Teach your protégée how to become a mentor themselves – by example and encouragement. 

Think of the Don’ts as the opposite of all of these! 

 



 

General Guidelines: 

 Show compassion and authenticity 
 Be honest but diplomatic in communication – be bold to help them learn what they need to 

work on 
 Be inquisitive 
 Develop your leadership skills 
 Demonstrate objectivity and fairness 
 Show a willingness to communicate what you know 
 Be prepared for scheduled and/or tough conversations 
 Be committed to the relationship – respect their time as well as yours 
 Help a mentee find their strengths, answers, challenging them, and be a source of support 
 You do not have to say yes to every mentorship request 
 Remember you are not their only source of support 
 Maintain confidentiality 
 Have an intro call prior to starting sessions 

 

Growth Model 

 



 

 
Goal – Get the mentee to focus on the future and on what THEY want to achieve as an individual. It is 
not where you think they should be aiming. 

Reality – Ask questions to help the mentee establish where they are now. If you work with the individual 
directly you may need to give feedback on actual performance. Encourage the individual to get feedback 
on their performance from their direct line manager if you do not work with them directly as this will 
help them to identify their current reality. 

Options – help the mentee to identify what different options are open to them and ask questions to 
help them explore the reality of each of these options. Share your own experiences if the mentee is 
struggling to identify sufficient options and beware of being too directive. 

Will/Way Forward – Encourage the mentee to design an action plan which they have set and encourage 
them to set SMART objectives, objectives that are specific, measurable, achievable and realistic for the 
mentee in their current position and that have clear timescales attached. 
 

Mentor Questions to guide/build relationship with your Mentee 

1. What do they want to get out of the relationship?  
2. What specific skills do they want to learn or explore?  
3. Establish confidentiality expectations if necessary. 
4. What knowledge, skills and experience can you provide to them?  
5. How and where will you meet? Keep it consistent. 
6. Discuss ways you can achieve the goals. 
7. Personal SWOT Analysis. 

Supportive facilitating Q’s: 

 What is going on right now in your workplace setting? 
 What are some of the problems and challenges you and your team are facing? 
 What is your strongest attribute? 
 Where do you see your challenges? 
 What has been holding you back? 

Motivating Q’s: 

 Where do you see yourself in five years? 
 What do you believe you need to do or learn to get there? 
 What skills and talents are you underusing? 

Aligning Q’s: 

 How can you make a bigger impact in your organization? 



 

 Why is this goal important to your future development? 
 How is this goal going to contribute to your development? 

Reframing Q’s: 

 What would it be like to step out of your comfort zone? 
 What else might you try? 
 What is the most important goal you want to achieve this year? 

Timeframe Q’s: 

 Are we on the right path? 
 Is this the goal we ought to be working on right now? 
 Is the timeframe we've set realistic for accomplishing the goal?  
 What process can we put in place that would help us stay on track?  

 

Remember to: 

 Focus on what the mentee needs to achieve 
 Listen more than you talk 
 Support and encourage the mentee 
 Encourage the mentee to address challenging issues 
 Keep an open mind 
 Allow them to take responsibility for the action plan 
 Guide them to the answer instead of hand it out 

 

Reverse Mentor Guide 

1. Discuss what area of expertise you have and would like to share (Point of view, lessons learned, 
tools used, etc). 

2. Develop basic guidelines for success metrics (understanding a concept, getting promoted, 
performing a set task, etc). 

3. Hold each other accountable – via your preferred communication tool. 
4. Discuss expectations of each other. 
5. Set goals for your senior mentor with an open mind and respect for each other. 

 
 
 

 

 



 

 

 

Managing the Meetings 

The mentor should take on the role of a facilitator during the meetings using questions and a non-
directive, non-judgmental approach. Following the GROW model will be really helpful during the 
meetings. The purpose of the meetings could be for some or all of the following reasons: 

 Reviewing and identifying the mentee’s experience 
 Helping the mentee to identify individual strengths and areas for development 
 Discussing professional and work issues 



 

 Agreeing what support is required 
 Exploring the options open to the mentee 
 Coaching on specific skills 
 Supporting the mentee to set achievable realistic and stretching action plans 

Remember meetings will not be the only form of contact with your mentee. Telephone calls, emails and 
brief on the job discussions will also be a part of the process but you should have an agreed number of 
scheduled meetings with your mentee set to fit around the action plan of the mentee, and around 
specific points in their development. 

 

Making the Meetings Work 

1. Have a clear structure and purpose. Before the meeting, consider the structure and the time 
parameters. These should be agreed during the intro meeting with the mentee. Having a clear 
structure and purpose in mind will be the best and most effective use of your time and their 
time. 

2. Think about the content of the meetings. There should be a balance of looking back and 
reviewing the mentee experiences and reviewing if objectives set have been met or, if not, why 
not? There should also be a balance of discussing current issues and thinking about the future 
and ensuring the mentee sets realistic objectives for their action plan. 

3. Keep to dates and times set. It is easy to let the day job get in the way but try to focus on the 
benefits to everyone (including the organisation) of engaging in this process. Give it the priority 
it requires to be successful. 

4. Enjoy the experience! 

 

Ending the Mentoring Relationship 

It is important to consider how the mentoring relationship will end. Discuss the reasons for the ending 
of the relationship with your mentee. In certain situations the end date is agreed during the initial 
meeting but it is not always possible in all situations to be able to identify a clear end date. Reasons for 
ending the mentoring relationship can be varied: 

 The relationship has achieved its objective 
 You feel that your mentee is confident and ready to move on 
 You have tried but the mentee is not responding 
 The program is coming to a close 
 The relationship isn’t working successfully and both parties wish to move on. 



 

It is useful and good practice for the mentor and mentee to revisit the original goals and objectives and 
compare them with actual outcomes. This allows both parties to review what progress has been made 
and to acknowledge what has been achieved.  

It is useful to encourage the mentee to find another mentor for the next stage of their journey and you 
may even be able to suggest individuals the mentee may like to approach. However you should also take 
time to evaluate how you feel you have developed during the relationship and what lessons you have 
learned. 

 

Needing Help 

If at any time, you need help with any part of this relationship, email jen.e.nunez@gmail.com.  

 


