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ABSTRACT

The Canadian Forces has done much to meet the challenges posed by the new
security environment; however, these advances have done little to address the challenges
facing the Army. To overcome these challenges a fresh approach to individual
professional development is needed and a concept that has proven to be extremely
successful in many corporate and military settings is mentoring. This essay will examine
the concept of mentoring and argue that mentoring would be a valuable addition to the
Army’s Individual Professional Development system, as it would enhance individual

development while addressing the serious challenges facing the Army.



As the 21" century begins to unfold, Canada’s Army finds itself in an
international environment marked by considerable uncertainty. The old and familiar
rules are fast disappearing, while new ones are emerging and unfolding at a speed and
pace that often exceeds the ability of decision-makers to react effectively.' Army leaders
need to consider many more factors that are well beyond the realm of qualities and
attributes traditionally assigned. The implication of this, as stated by Vice-Admiral
Stansfield Turner, past President of the U.S. Naval War College is clear, “the problems
we are facing are increasingly complex. More is demanded of us as officers than ever
before.”

A former United States Marine Corp Commandant, General Charles Krulak,
posits that future war, will not be the son of Desert Storm, rather “it will be the stepchild”
of Somalia, Chechnya and Operation Enduring Freedom.? It is in this environment of the
“three block war” where leaders will be expected to coordinate and provide humanitarian
assistance in part of the city, conduct peacekeeping operations in another and fight a
lethal mid-intensity battle in a third part of the city.* The challenges facing leaders in

Peace Support Operations are no less demanding and some like Lieutenant-General
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Romeo Dallaire will argue, “the skills required for peace support operations demand a
much broader range and depth of knowledge and a much richer set of experiences.”

In the past five years the Canadian Forces has instituted systemic changes to the
Individual Professional Military Education and Development system to better prepare
leaders to operate in this complex and inherently uncertain environment. The Canadian
Forces has placed a priority on education through the Initial Baccalaureate Degree
Program, the Army Officer Degree Program and the Officer Professional Military
Education program. According to General Maurice Baril, former Chief of Defence Staff,
this emphasis on education will serve to prepare leaders intellectually “to be able to cope
and deal with the ambiguity and complexity of the operating environment.”® While the
Canadian Forces is oriented towards changes in education, the Army is focused on
improving and updating the individual and collective training system. These
improvements have included developing an evolutionary individual training development
program for both officers and non commissioned officers and establishing the Canadian
Maneuver Training Centre, which will serve as the Centre for Excellence for collective
training.” While these changes will certainly better prepare leaders to operate in an
uncertain environment, they are inadequate to meet the challenges currently facing the

Army.
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The Army is currently facing and will face for the foreseeable future, a number of
serious problems, which are having a profound impact on the Army’s leadership. They
are: personnel shortfalls, extremely high operational and personnel tempo, army
transformation, a dwindling training budget and rising release rates.

The Canadian Army has increasing personnel shortfalls while operational tempo
is the highest it has ever been.® To further exacerbate this problem, the release rate for
Officer Cadets, Lieutenants and Captains has risen to the highest level in the past seven
years.” As a result of this combination of effects, personnel tempo is at an all time high
in the Army.'® While this is a serious problem in itself, it is further magnified by the fact
that the Army’s individual professional development training budget is decreasing'' at a
time when the Army is undergoing a period of transformation that is fundamentally
changing the way it fights.'?

The impact of this on the Army’s junior leadership is significant. Lieutenants,
Captains and Majors must perform increasingly more complex tasks in jobs for which
they have insufficient experience or training, in organizations that are undermanned and
undergoing tremendous change. Additionally, to keep pace in the field force leaders

must work more efficiently and produce a higher quality of work in diverse areas without
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the benefit of previous experience. This has an adverse effect on job performance and
satisfaction and places greater stress on the junior leadership than ever before. This has
become increasingly problematic due to the lack of senior leadership involvement.

Junior officers simply do not receive adequate leader development experiences because
there is diminishing direct formal and informal contact between seniors and subordinates.
As a result of this lessened communication both cohesion and trust, hallmarks of the
Canadian Army ethos, are diminishing. In the United States Army’s experience this is
directly attributable to a rising release rate for junior officers."

What is needed to overcome these challenges is a fresh approach to individual
professional development. This approach must build on current initiatives while
addressing the aforementioned problems of retention, job knowledge, performance and
satisfaction. An approach that has proven to be extremely successful in many corporate
and military settings is mentoring. Mentoring is the most appropriate approach to address
the current deficiencies in our individual professional development system, particularly
within the Army. Accordingly, the aim of this paper is to argue that mentoring would be
a valuable addition to the Army’s Individual Professional Development system, as it
would enhance individual development while addressing the serious challenges facing the
Army.

To support this position the concept of mentoring will be introduced and, in the
process, the term mentor will be defined and the functions of a mentor will be examined.
This examination will highlight the role of the mentor and the mentor functions

appropriate for implementation in the Army. After which, it will be established that

13 Department of the Army. The Army Training and Leader Development Panel: Officer Study —
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mentoring is a process that has proven to be a force multiplier in the United States
military and civilian industry. It not only benefits the individual being mentored,
commonly recognized as a protégé or mentee,'* but it also provides benefits for the
mentor, while improving the effectiveness and the efficiency of the organization.
Finally, the two major arguments against mentoring will be examined and it will be
argued that they are unfounded.

Mentoring is an old concept that has received a great deal of attention and become
extremely popular in the last decade in business and educational environments. The roots
of the word mentor can be traced back to Greek mythology and Homer’s epic poem, The
Odyssey. The term originated during the Trojan War from the name of the wise and
trusted counsellor, Mentor, to whom the hero Odysseus entrusted his son Telemachus.
While Odysseus fought, Mentor took over the responsibility of educating and guiding
Telemachus into adulthood. Since then, the term Mentor has been associated with
someone who provides guidance and counsel.’® In the Middle Ages the concept and
principles of mentoring were evident in the master-apprentice relationship. In this
relationship the master passed down the knowledge of how a task was done and it was
considered a significant advantage for a young man to learn a life skill from a master.

Mentoring has garnered much attention in the past decade because of its
associated benefits; however, mentoring is not commonly understood. Mentoring is
many things to many people. For some a mentor is an individual who has been

influential in their lives while for others it may be a vision of a senior individual who

14 Margo Murray, and Marna A Owen. Beyond The Myths and Magic of Mentoring ( Jossey-Bass
Publishers, San Francisco, 1991), 13.



“favours” a chosen subordinate in order that they receive the coaching and the key jobs
required for promotion.'®

Mentoring has been defined in many ways. The dictionary defines a mentor as an
“experienced and trusted advisor.”'” Kathy Kram, Organizational Behavioral expert and
author of “Mentoring at Work: Developmental Relationships in Organizational Life”
defines mentoring as “a relationship between junior and senior colleagues, or between
peers, that provide a variety of developmental functions.”'® Similarly, recognized
mentoring experts Margo Murray and Martha Owen define mentoring as “a deliberate
pairing of a more skilled or experienced person with a lesser skilled or experienced one,
with the agreed upon goal of having the lesser skilled person grow and develop specific
competencies.””” Although these definitions have been around for many years they were
not formally incorporated into the United States military lexicon until the publication of
Field Manual (FM) 22-100 “Army Leadership: Be, Know, Do.” In this FM mentoring
receives considerable attention and is a major theme thus demonstrating the importance
mentoring holds in the United States Army.* Mentoring is defined by the United States

Army as the proactive development of each subordinate through observing, assessing,
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coaching, teaching, developmental counselling and evaluation that results in people being
treated with fairness and equal opportunity.”'

In a similar fashion, the United States Marine Corps also has a clearly established
mentoring doctrine. The Marine Corps defines mentoring as a “a program that links
junior Marines with more experienced Marines for the purposes of career development
and professional growth, through sharing knowledge and insights that have been learned

9922

through years.””” Like the other two services, the United States Air Force has recently

published Air Force Policy Directive 36-34, “Air Force Mentoring Program,” which

9923

defines a mentor as “a trusted counselor and guide””” and mentoring as a relationship in

which “a person with greater experience and wisdom guides another person to develop
both personally and professionally.”**

From the definitions it is clear that, although a mentor is defined in many ways,
the essence of mentoring is based on an experienced and knowledgeable individual
guiding and counselling a junior. Nevertheless, while the definition of a mentor
establishes the basis of mentoring the functions a mentor performs establish the

guidelines. These guidelines are critical as they form a common vision necessary to

function or, as Gail Woods argues, based on the United States Army’s experience of the
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1970’s and 1980’s, mentoring will become something different than it was otherwise
intended to be:

It is evident that the army greatly misconceives the mentoring process as a

whole. The phenomenon of mentoring is not clearly conceptualized; this

leads to confusion about just what it is, what it does, and how the process

works.*

A mentor performs two distinct functions: a career function and a psychosocial
function. Career functions “are those aspects of the relationship that enhance learning the
ropes and preparing for advancement.”® These functions or behaviours”’ are commonly
understood in mentoring literature to include coaching, challenging, protecting and
sponsoring.

The coaching and teaching of a mentee are the most important and rewarding
functions a mentor performs. It is through these processes the knowledgeable and
experienced mentor instructs the mentee in specific skills and the subtleties and nuances
of other skills, while providing the knowledge and insight necessary for improved job
performance and professional development. Likewise, the mentor serves as a guide to
challenge and assist the mentee in gaining the most from beneficial experiences while
helping them avoid potential pitfalls. Other approaches to individual professional

development only educate and train, while mentoring also involves nurturing a

relationship.
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In the early stages of a career, when socialization is extremely important,
mentoring is critical as it provides an opportunity for the mentee to discuss and learn the
structure and functioning of the organization from someone other than immediate
superiors and colleagues. This has proven to be far more effective than discussion in a
hierarchal environment as individuals are more willing and open to discussion with
someone other than their immediate superior.28

Another key function of the mentor is protecting the mentee. In this instance the
mentor acts as a buffer in order to provide a safe environment where the mentee can
make mistakes without losing confidence. In recent years this function has broadened
from a purely individualistic focus, with mentors protecting only their mentee, to one in
which mentors affect systemic issues and policies to protect the greater good.” This
change is best exemplified in the United States Army’s move away from a zero defects
mentality.

The last career function that a mentor serves is that of sponsorship. Sponsorship
is a recognized career function, whereby sponsors publicly stand behind potential
legacies and help improve their careers.”® While many in civilian industry see
sponsorship as beneficial it is an aspect of mentoring that is of limited utility to the
concepts of service and selflessness espoused by military organizations. As Lieutenant
General Charles W. Bagnal indicates:

The primary role of Army mentors is clearly that of coach not a
sponsor. Certainly, a mentor may have profound effect on the careers of

* Margo Murray and Marna A. Owen. Beyond the Myths and Magic of Mentoring..., 44-46.
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December 2000, 10.
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their protégés when they intervene to ensure that their protégés obtain

desirable assignments. However, such a sponsorship role is not desirable

aspect of Army mentorship because it results in perceptions of favoritism,

elitism and promotion by riding the coattails of influential senior officers.

This type of mentorship cannot be condoned in the Army.*!

In a similar vein, General Wickham, the thirticth Chief of Staff of the United
States Army, also warned against sponsorship: “mentoring is not sponsorship or
patronage. Favoritism, cronyism, or the use of one’s office, position, or grade by a senior
NCO, officer, or supervisor to enhance unfairly a subordinates’ career over others cannot
be condoned.”

While the career function is focused on goals and tasks the psychosocial function
is focused at the interpersonal level and forms the heart of the long-term, trust based
nature of mentoring. The psychosocial functions are “those aspects of a relationship that
enhance a sense of competence, clarity of identity, and effectiveness in a professional

1‘016 9933

These functions include role modelling, acceptance and confirmation,
counselling and friendship.

Role modelling is not a new concept for the Army; however, with mentoring there
is an added dimension based upon the openness of the mentoring relationship. In contrast
to the normal role modelling that goes on in a leadership environment the mentor permits

the mentee to observe and discuss how the mentor leads and makes decisions.

Nonetheless, the focus is not solely practical but includes the communication of values,

3! Steinberg, Alma and Foley, Diane. “Mentoring in the Army: From Buzzword to Practice.”
Military Psychology, Vol 11. Issue 4, (1999): 367.
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morals and ethical responsibilities, as well as, the standard of conduct, which are the
hallmarks of the Army ethos. It is this dialogue between mentor and mentee that
characterizes and distinguishes mentoring from other individual professional
development methods.

The last psychosocial functions of mentoring are those of counselling and
friendship. Unlike normal hierarchal short-term performance based relationships found
within a unit, the mentoring relationship is generally lengthy in duration and enduring,
built on mutual trust and open, frank communication.* Colin Powell, former Chairman
of the United States Joint Chiefs of Staff and currently Secretary of State, argues that it is
this bond of trust between the mentor and mentee, which underpins the personal and
professional development successes fostered by mentoring and permits the mentor,
during difficult periods for the mentee, to “pick’em up, dust’em off, pat’em on the back,
and move’em on.”’

While the roots of mentoring are deeply planted in history it is only within the last
thirty years that we have heard of the importance of mentoring. Edgar F. Puryear’s “19
Stars: A Study in Military Character and Leadership” clearly establishes that successful

leadership includes mentoring. Leaders, like Eisenhower, Patton and Bradley would not

have attained their full potential without the support and guidance of “knowledgeable and

34 Johnson, Harold E. Mentoring: For Exceptional Performance (Griffin Publishing, Glendale
California, 1997): 180.

3 Colin Powell, My American Journey (Ballantine Books, 1995): 46.
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intelligent” seniors.*® Similarly, Field Marshall Viscount Montgomery recognized, in his
memoirs, the importance mentoring played in his development:

...all this goes to show how important it is for a young officer to come in

contact with the best type of officer and the right influences early in his

military career...In my case, the ambition was there, and the urge to

master my profession. But it required advice and encouragement from the

right people to set me on the road, and once that was forthcoming it was

plainer sailing.*’

Recently, this anecdotal evidence has been widely supported by a number of
military and civilian studies, which overwhelmingly cite the importance of mentoring in
the development of leaders. In a study conducted in 1999 by the United States Army
Research Institute for Behavioral and Social Studies an impressive 95% of the
respondents recognized the importance and benefit of mentoring.”® This theme was
captured again in the United States Army’s most recent survey “The Army Training and
Leader Development Panel Officer Study Report to the Army,” which concluded by
highlighting the importance mentoring plays. This report suggests, “Officers believe
mentoring is important for both personal and professional development.”* Likewise, in a
study conducted by the United States Navy in 2000, 97% of the respondents, who were

Navy Flag Officers, cited the importance of mentoring in leader development.*’

Similarly, the results of another United States Navy survey conducted in 2001 regarding
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the “Mentoring Experiences among Navy Midshipmen” indicated that 96% of the
participants believed their improved job performance and satisfaction, and desire to
remain in the military was directly attributable to mentoring.*' The success of mentoring
has also been captured in many civilian studies. In a recent survey of Fortune 500
executives, 96% of those surveyed saw mentoring as “an important influence in their
professional development.”*

From these mentoring studies it is clear that mentoring is perceived as
tremendously important. The primary reason for this seems to be the benefits that it
provides. Unlike many individual professional development processes mentoring is
proven to be beneficial for the individuals involved (mentee and mentor) and for the
organization as a whole. The benefits of mentoring may be divided into three distinct
categories: the benefits for the mentee, the mentor and the organization.

Mentoring has a profound and positive impact on an individual.* An individual
who has been mentored early in his career has a significant advantage over one who has
not received the same attention. Mentees are typically more confident and
knowledgeable and develop a more mature thought process than those who have not been

mentored.* Major-General Schachnow, a former Commanding General of the United

States John F. Kennedy Special Warfare Center, believes that the benefits of mentoring
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Midshipmen." Military Medicine, Vol 166, (January 2001): 27.
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include, but are not limited to, “increased confidence, improved leadership, management,
communication and a broader perspective and understanding of the Army.”*

Likewise, mentoring has a profound effect during the socialization phase and in
the military context this has great appeal for newly recruited officers. In a study
conducted with Cadets at the United States Military Academy mentoring “increased the
competence and professionalism of cadets entering active duty and helps reduce the
negative impacts associated with assimilation.”*® As well, mentoring was found to
reduce the attrition rates at the Academy.47

Moreover, improvements in confidence and knowledge lead to improvements in
job performance and job satisfaction, which in the United States Army’s experience
correlated to increased retention.”® Again, these benefits are directly attributable to the
coaching that goes on between a mentor and mentee.

The mentoring relationship provides the mentee the occasion to discuss and
develop the skills and knowledge that are required to operate in today’s Army. Indeed, it
is this exchange that is seen as the greatest benefit that mentoring offers. In a study
entitled, “The Mentoring Experiences Among Navy Flag Officers” 83% of the

participants responded that they benefited from the mentoring experience. This

experience provided them with “critical guidance about career decisions, the inspiration

* Major-General Schachnow, “Mentoring: Critical Assistance in the SOF Community,” Special
Warfare, Vol 12, No. 2 (Spring 1999): 38.
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to do well, the encouragement in their professional growth and the opportunity to observe

the mentor’s example of leadership.”*

Many respondents summarized the impact of
their mentoring relationship as the reason for their enhanced performance and success.”
Arguably one of the best examples, which provides evidence of the synergistic effect of
mentoring, is the relationship between General Dwight D. Eisenhower and Generals Fox
Conner and George C. Marshall. Through contact with these gifted and senior officers
when he was relatively junior General Eisenhower developed into one of the most
brilliant and accomplished military officers of the twentieth century. Still, he is by no
means the only example of the power of mentorship. There are arguably thousands of
others, to include, such notable personalities as: George H.-W. Bush whom Richard M.
Nixon mentored; Condoleezza Rice whom Brent Scowcroft mentored; Dick Cheney
whom Donald Rumsfeld mentored; and Colin Powell whom Caspar Weinberger and
Frank Carlucci mentored.”'

While the benefits for the individual are truly powerful the relationship is equally
transformational and beneficial for the mentor. Through the mentoring relationship the
mentor develops a much better understanding of contemporary issues. Mentors become
acutely aware of the thought processes of a younger generation, as well as, how they deal
with problems along with the challenges they are facing. An understanding of these

perceptions not only enriches a mentor’s understanding of a major portion of the

organization, but it provides an opportunity to examine new ways of thinking about

* Anne M. Fallow, “Mentoring Experiences Among Navy Flag Officers,”..., 30.
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17



issues and problems. By examining problems from a new perspective leaders can make
more thoughtful decisions.”® Furthermore, the mentor gets instant and honest feedback
regarding what is working well in the organization and what isn’t. These insights are
invaluable in improving the effectiveness and efficiency of the organization and in
achieving organizational goals and objectives.

There are also significant second order benefits for the mentor. The mentor
receives personal satisfaction from sharing expertise and experiences and in helping less
experienced persons.”® This translates into an increased sense of pride and personal
worth, and often a “rejuvenated outlook.”* Last of all, the mentor gets the benefit of
knowing that, “giving of ourselves by sharing our knowledge and experience is the most
important legacy we can leave to those who follow.””

Besides benefiting the mentee and mentor, mentoring will benefit the
organization. Mentoring has proven to improve morale and enhance the experience and

competence of the organization, as well as opening up the lines of communication

between senior and junior officers.”® Not only does mentoring contribute to personal

! Major Charles J Dalcourt. “Mentoring: Establishing a Legacy, Shaping the Future.” Military
Review, (Nov/Dec 2002): 37.
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growth, but it has been instrumental in the professional growth of the United States
Army’s officer corps and to the strengthening of Army values.”’

Likewise, the synergistic effect of a highly competent, confident and satisfied
workforce translates into increased loyalty to the organization and improved retention
rates.”® Mentoring has played a pivotal role in reducing the release rate of Licutenants
and Captains in the United States Army. At a time when the Canadian Army is facing
strong competition from the private sector in recruiting and having a very difficult time
retaining its members, this benefit is extremely attractive.”

It is necessary to recognize that the benefits of mentoring go far beyond the target
individual and for that reason it is a force multiplier. Although the individual reaps great
rewards in terms of improved confidence and self-esteem, job knowledge and job
satisfaction, the benefits for the mentor and the organization are equally impressive and
transformational. However, while studies indicate overwhelming support for mentoring
and its importance in leader development there are some who believe that mentoring is
not useful. This opinion is generally founded on one of two arguments.

The first argument against mentoring is based on the belief that mentoring is

5960

nothing but “cronyism,” favoritism,” and “nepotism.”” This opinion runs through many

of the mentoring studies presented herein and is shared by some senior United States

>" Department of the Army. The Army Training and Leader Development Panel: Officer Study —
Report to the Army ..., 10-12.

% Anne M. Fallow, “Mentoring Experiences Among Navy Flag Officers,”..., 13.

% Department of National Defence, “Preparing for the Future.” Available from
http://www.forces.gc.ca/site/about/future e.asp; Internet; accessed 3 April 04.

% Gregg Martin, George E Reed, Ruth E Collins, and Cortez Dial. “The Road to Mentoring:
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Navy Flag Officers.®' Indeed, this argument is well founded in an organization that does
not have well established mentoring doctrine; however, in organizations that have well
developed mentoring doctrine, that clearly establish the role and functions of the mentor,
this argument is unfounded.®

The other argument against mentoring is based on the premise that our current
leadership and counselling practices are adequate and therefore mentoring is not needed.
However, as it has been described, mentoring is quite different from what currently goes
on in the Army. The relationship that develops between mentee and mentor is far
different from that of superior and subordinate. It is more intimate, open, honest and long
term. Consequently, it achieves benefits, in counselling for example, that our current
performance oriented system cannot achieve.®

In conclusion, the Canadian Forces has done much to meet the challenges posed
by the new security environment; however, these advances have done little to address the
challenges facing the Army. To overcome these challenges a fresh approach to
individual professional development is needed and a concept that has proven to be
extremely successful in many corporate and military settings is mentoring. Mentoring
was introduced and in the process it was established that although a mentor is defined in
many ways the essence of mentoring is based on an experienced and knowledgeable
individual guiding and counselling a junior. The functions a mentor performs were then

examined and it was established that the career functions of coaching, challenging and

%' Anne M. Fallow, “Mentoring Experiences Among Navy Flag Officers,”..., 41 — 42.
62 Margo Murray and Marna A. Owen. Beyond the Myths and Magic of Mentoring..., 26 - 29.

53 Major-General Schachnow, “Mentoring: Critical Assistance in the SOF Community,” Special
Warfare..., 36.
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protecting and the psychosocial functions of role modeling, acceptance, confirmation, are
extremely valuable to the army, while the function of sponsorship offers little utility. It
was then established, after a review of a number of United States military and civilian
studies, that mentoring is recognized as tremendously important in the development of
junior leaders. It has been proven that mentoring has a profound and positive impact on
the individual by improving confidence, self-esteem, job knowledge and satisfaction.
Indeed, it was established that mentoring is equally transformational and beneficial for
the mentor, and these benefits translate into a highly competent, confident and satisfied
workforce, which is more efficient and effective than one without a mentoring program.
It is for these reasons that mentoring may be aptly identified as a force multiplier and
recognized as an approach that would be a valuable addition to the Army’s Individual

Professional Development system.
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