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Introduction
Mentoring for Trainees
In the 1990s the College implemented a
mentor scheme for the benefit of trainees
requiring remediation. However, the College
no longer views mentoring as a remediation
process but rather a way to support
all trainees and to help them build up a
supportive network and develop collegiate
relationships. Since 2005 the College has
offered this mentor program to all trainees,
in particular to those in the first two years
of their training program.

“Mentoring is not about
supporting those who are
floundering, although that
might be involved, but is
also helpful for someone
who is achieving at the
moment but could achieve
a lot more with a bit of
direction.” Coombe (2006)

In order to monitor this process the
Qualifications and Education Committee took
a special interest in the mentor program, with
network mentor coordinators appointed in each
of the six training networks. They organise
the preliminary match between the trainee
and mentor and provide on going support
to mentors and trainees throughout their
relationship. A College staff member is also
available to support all those involved in the
mentor program.

Mentoring for Ophthalmologists
The mentoring program for Ophthalmologists
is a membership service offered to Fellows
of RANZCO who are looking for support and
guidance in their careers.
Whilst RANZCO will assist in matching mentees
to a mentor, based on location, it is an informal
program and the relationship is to be maintained
by the mentor and mentee. RANZCO takes
no responsibility for the partnership once the
relationship has been established.
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The Handbook
Due to the ongoing importance of the
mentor scheme, the expectations of the
different roles at a network and individual
level have been formalised. This
handbook is a result of that formalisation
and helps to define the process and
roles of all those involved in the mentor
program. It also gives some helpful
explanations of the behaviours and
processes that make the relationships
productive and developmental for all
parties.
The Mentoring Relationship can be life
enhancing both for the mentor and the
mentee and is a way to build up lasting
relationships within the profession.

Role of A Mentor
The role of the mentor is to meet regularly
with the mentee to provide support and
guidance, to encourage reflection, be a
listening ‘ear’ and to motivate. Mentors help
the mentee to build the confidence to deal
with issues independently.

The mentor has a number of
roles within the process
Relationship
building

Creating a climate of trust to
allow sharing and reflection
on experiences

Information
sharing

Focusing on requesting and
giving direct information that
is relevant to the mentee

Facilitative

Assisting in creating the
opportunities for mentees to
explore their ideas, interests,
abilities and beliefs

Challenging

Challenging mentee’s
explanations and ideas in
relation to their decisions and
actions in order to help them
gain insight

Modelling

Sharing life experiences
and feelings in order to
personalise and enrich the
relationship

Visionary

Stimulating mentee’s critical
thinking skills and helping
them to envision their future.

Meetings are;
•
•
•
•

Private
confidential
not reported
based on trust

If involving a trainee, the mentor needs to
have a clear idea of the VTP.
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Key Principles
There are a number of key principles
which guide the mentoring process,
these are:

Confidentiality

Mentoring partners should agree that that
their conversations remain confidential.
When there is trust, each partner can
speak freely without fearing repercussion
as a result of self-disclosure.

Commitment and accessibility

Problem solving approach

A major benefit of mentoring is the
opportunity to gain a different perspective
of a situation and solve problems
collaboratively.

Realistic boundaries

Each partner needs to establish the
boundaries of this relationship at the first
meeting. These boundaries should be
honored and not changed unless both
parties agree.

Meetings need to be scheduled and
agreements respected. The mentee
needs to implement planned actions in
between mentoring conversations.

Advice

Mentee focused

Some mentoring relationships evolve
into a friendship at the end of the formal
relationship and others just ‘fade away’
having served their purpose.

The Mentee’s needs and goals shape the
nature and direction of the mentoring.

Active listening

Advice is offered when requested and
is provided in a non directive way.

Professional relationship

Good mentors do more active listening
than talking. They are often described as
‘sounding boards’.

Non judgmental

Honesty and openness characterise
effective mentoring relationships.
Feedback is offered in a constructive
way so that opportunities for learning are
maximised.
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Benefits of Participating in the Mentoring Process
The relationship between a mentor and mentee offers opportunities for
both professional and personal growth to both parties. It is an engagement
between two individuals to discuss specific topics in a confidential, non
judgmental and non threatening environment.
Benefits for the mentor

Benefits for the mentee

Gains increased respect and
recognition from others

Receives advice on how to balance
work, study and life

Enhances self-esteem

Receives honest and informal
feedback

Gains satisfaction from helping
someone achieve their potential

Helps to build a network of contacts
both within and outside of ones’ own
department

Contributes to the development of
future ophthalmologists

Provides an outlet to discuss
concerns

Experiences professional and personal
growth through this process

Provides a perspective on long term
career planning

Uses or develops additional skills not
required in one’s current position

Obtains knowledge about the
informal rules for advancement

Extends influence on the training
process

Gains insight into own performance
through a ‘critical friend’

Increases knowledge of other
processes and practices

Helps to avoid mistakes

For these benefits to be
achieved it is important
that both parties make
a commitment to the
mentoring process
and acknowledge the
mutual benefit and dual
responsibility for the
success of the ongoing
relationship.
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Stages in a Mentoring Relationship
Each mentor relationship evolves over three stages.

Stage 1: Establishment
The mentor contacts the mentee and arranges to meet to:
•
•
•
•

discuss how they will work together define expectations and goals
agree to initial duration, frequency and location of meetings
discover potential problems for the relationship and how to overcome these
problems agree the type of support that the mentor can provide
aim to build rapport and trust

It is natural to feel some awkwardness at the beginning of this relationship. A key
to finding common ground is to be yourself but also open to learning and personal
growth.

Stage 2: Development
The mentee and the mentor meet regularly and:
•
•
•
•
•

work through initial goals and expectations address other issues as they arise
exchange possible solutions and strategies
extend their relationship to the mutual benefit of both individuals
build further trust and rapport
discover connections and use these to problem solve

During this stage it is important to avoid over-dependence. The mentee needs
to be able to make decisions and take responsibility for themselves. The mentor
needs to work hard to resist the urge to volunteer advice. Remember this is a
facilitative, empowering role.

Stage 3: Conclusion
The mentee and the mentor:
•
•
•
•
•

agree the relationship has served its purpose
decrease contact over an agreed period of time
review the achievements of the process
discuss the strategies that have benefited both individuals
redefine the relationship as colleagues, peers and /or friends

This stage may take place formally or the relationship may just ‘fade away.’
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Effective Working Relationships
Effective relationships between mentees and their mentors are based on the
following behaviors:
The mentor does

The mentor does not

•
•
•
•

•
•

•
•
•
•
•
•
•

Listen actively to the mentee
Give feedback
Encourage reflection
Help the mentee to develop a
problem solving approach
Challenge the mentee’s point of
view and possible options
Stimulate critical thinking
Give and request factual
information
Maintain confidentiality
Ask questions that develop the
mentee’s ability to review issues
objectively
Share relevant life experiences
Treat the relationship as important

The mentee does
•
•
•
•
•
•
•
•
•
•
•

•
•
•

Jump in with advice
Act as if they have all the
answers
Use the relationship as a way to
promote their own ideas
Break confidentiality
Approach issues from their own
point of view

The mentee does not

Listen to the mentor for ideas, facts
and for themes
Judge the content, not the delivery
Respond to questions and ideas in
a non judgmental way
Give clear information as requested
Consider alternative views and
insights
Listen to feedback on own ideas
and views with an open mind
Share concerns and confidences
Learn to listen and accept
another’s viewpoint
Use the mentor as a ‘sounding
board’ to discuss professional
issues and workplace difficulties
Share actions and results honestly
Maintain confidentiality
Treat the relationship as important

•
•
•
•
•

Dismiss other ideas without
consideration
Be defensive when challenged
Spread stories about events or
others
Break confidentiality
Use the relationship as a way to
air their grievances
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Useful Questions for a Mentor to ask a Mentee
To set goals
•

What would you like to discuss?

•

What would you like to happen that is not happening now?

•

Can we do that in the time available?

•

What are you trying to achieve?

•

Is that realistic?

To look at the real situation
•

What is happening at the moment?

•

How often does it happen?

•

Who else is relevant?

•

What have you tried so far?

•

How will it work?

•

What do you see as your options?

•

Do you want input from me?

•

When does this happen?
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To solve problems
•
•
•
•
•
•
•
•

What do you think is important?
How would you solve this?
What do you see as the obstacles?
What might get in the way?
If you were in my shoes what would you say/do?
Who will this decision impact on?
How can their needs be met by the solution?
What are the main concerns of those involved?

To help decide between different options
•
•
•
•
•
•
•

What solutions have you attempted?
What alternatives are there?
Who might be able to help?
How can you apply what you have learned?
How would you rate from 1- 5 the practicability of these options?
What are the benefits and pitfalls of these options?
Who else would benefit from knowing this?

To move forward
•
•
•
•
•
•
•

What are the next steps?
What are the advantages/disadvantages of taking such actions?
What are the practical consequences of such action?
What can I do to better support you?
Who else could help?
What might get in the way?
Would it be helpful to talk about this again?
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Mentoring is about
steering people in their
own direction. I would
speak to individuals at
least weekly or I might
just ring them and ask
how they’re going. One of
the most valuable gifts is
personal insights. It’s very
much about holding the
trainee accountable for
their development, without
the accountability it’s just
going to be a
chat-fest. Coombe (2006)
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