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used for mentoring NSP instructor candidates can proceed directly to chapter 4.



Introduction
    “Better people produce a better product”

Mentoring is not a new concept. �e name itself dates back to Greek mythology and, if we think about it, mentoring 
was one of the �rst forms of learning in the early days of mankind. Today mentoring can be found in businesses, 
organizations, and education to optimize productivity, train sta�, and induct new teachers. �e goals are much the 
same, to produce competent, self-assured, overall better people. Better people produce a better product.

�e National Ski Patrol has adopted mentoring with a similar goal. Education is our product, so we want premiere 
education programs. To accomplish this, we need to make the best instructors, ensuring that our students have a 
positive learning experience. Mentoring provides the focus and nurturing that all new instructors deserve, as well 
as the �exibility to adapt to busy schedules and geographic limitations. When we create better instructors, we will 
better serve our members, and ultimately the entire snowsports industry and beyond.

�e purpose of this guide is to provide direction for mentoring instructor candidates. By no means does it 
represent all there is to know about the subject. It is only the essence of the subject, which concentrates on 
the basics. Every attempt has been made to present this material in a simple, easy to understand, jargon-free 
environment. A good mentor will only use this as a guide and draw from many sources including life experiences. 
So, gather all your resources and make some great instructors. d
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I.  What Is Mentoring?
       ...concerned with individual development

Most of us have seen movies or heard stories of a martial arts expert who, at a young age, climbs a mountain 
to reside with a great master. Here all worldly possessions are divested, and a residency begins, that could take 
years. During this period, a skill is mastered, in this case martial arts, but more importantly mental discipline is 
learned. Before the student leaves the master to be on their own, they acquire the ability to solve problems and 
cope with the complexities of the world. �e martial artist is now equipped to handle whatever life has to o�er.

Don’t worry, we’re not asking anyone to divest of all worldly possessions or even climb a mountain, but the story 
does illustrate some of the �ne points of mentoring. �e NSP mentoring program pairs a skilled, experienced 
instructor with one of less experience or an instructor candidate, with the goal of developing the skills and 
competencies necessary to be a good instructor. �e important thing to remember is that mentoring is not just 
focusing on a speci�c skill set. We are not just showing instructor candidates how to teach OEC, OET, avalanche, or 
MTR skills, or, in the case of our story, martial arts. Mentoring is most concerned with individual development.

Good instructors must learn to relate to their students, be problem solvers, be able to think on their feet, and handle 
the unexpected. �ey must have a bag of tricks from which they can pull solutions to di�cult situations. Without 
a mentor it will take years for an instructor to �ll that bag. Having a mentor automatically provides the instructor 
candidate with experience that would otherwise take a great deal of time to attain. d

Some concepts of mentoring include coaching as 
a module. Some treat them as two entirely dif-
ferent entities. Some use the terms synonymously. 
In education, coaching is generally a part of the 
mentoring process, but the terms do have di�erent 
implications. Coaching refers to skill development. 
It is showing someone how to do something, and 
then giving them guided practice until they master 
the task. If you demonstrate how to teach a partic-
ular skill and your instructor candidate is able to 
repeatedly copy your demonstration to the letter, 
you have been successful in coaching that skill. 

Mentoring, in its purest form, is more abstract. Here 

we are looking at the whole picture and not just the 

skill. How will the instructor candidate react if a 

student does everything that was demonstrated and 

still cannot demonstrate the skill? Now the instructor 

candidate must be able to analyze the situation, come 

up with a solution and relate it in a way the student 

will comprehend. As situations change, the instruc-

tor candidate must call on information not always 

found in textbooks. A good mentor will help the 

instructor candidate reason through these di�cult 

situations and promote self-reliance for the future. If 

the terminology is still confusing, think of key verbs 

for coaching and mentoring. Coaching implies show-

ing, demonstrating, training, and directing. Mentoring 

implies asking, challenging, enabling, and supporting.

     ��������� ��� ��������
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Figure 2

As mentors in NSP education it is sometimes 
di�cult to separate coaching from mentoring 
because we use both, quite o�en simultaneously. 
�ere will be times when the mentor will need to 
show a skill while helping the instructor candidate 
�gure out how to relate the skill to the student. �e 
most important thing a mentor can learn from 
this di�erentiation of terms is that there is more to 
mentoring than just coaching. Coaching can be a 
very important part of the entire mentoring process 
but, nonetheless, it is only a part. d



Sometimes we can better understand what a process 
is by �rst understanding what it is not. One of the 
common misconceptions about mentoring is that 
it is evaluative in nature. �is is understandable 
because evaluating is such a big part of teaching. 
When all the teaching is done, someone or some-
thing has to determine whether or not the student 
was successful in the learning e�ort. �at is not the 
role of the mentor. 

     ��������� �� ��� 
���������
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Isn’t a mentor supposed to determine if an 
instructtor candidate has successfully developed 
the art of teaching or mastered an important skill? 

Don’t mentors evaluate lesson plans and classroom 
strategies? Again, we must clarify some terminology. 
Mentors assess. Supervisors evaluate. What some see 
as evaluation is actually assessment. Assessment uses 
information to improve an instructor candidate’s 
performance. A good mentor assesses the generic 
needs (course content, lesson planning, instructional 
strategies, etc.), as well as the individual needs of the 
instructor candidate, and then identi�es strategies 
and resources that will support the instructor 
candidate’s needs. �e evaluation process uses some 
of the same information but uses it to judge success 
or failure.

Evaluation is contrary to the concept of mentoring 
in several ways. Evaluation can erode trust, threaten 
con�dentiality, sti�e creativity, and serve to destroy 
the mentoring relationship. Most of us don’t enjoy 
performance evaluations. In fact, the very thought 
of them causes some people to hyperventilate. �ese 
situations quickly evolve into “us vs. them,” and we 
certainly can’t trust “them.” We’re also afraid that if 
we do poorly, someone might �nd out. We spend the 
entire performance trying to do what we think the 
evaluators want to see, never daring to experiment. It 
should be fairly obvious by now, why an e�ective men-
toring process cannot involve evaluation and why the 
mentor should not be in a supervisory capacity. d
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�e NSP mentor is an experienced instructor who is appointed by a division supervisor, region administrator, or 
instructor trainer to provide guidance to an instructor candidate in the same discipline. �at’s the easy part of 
“who is the mentor.” What are the qualities the mentor must possess? What is an experienced instructor? Before 
trying to answer these questions, think of the best instructor you’ve ever known. �is person probably knew the 
subject matter as though they had written the book. �ey were also able to communicate that knowledge in a way 
that learning was nearly e�ortless. �e qualities we associate with this great instructor are the same qualities that 
will make a great mentor. 

II.  Who is the Mentor?
           ...think of the best instructor you’ve ever known
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It is o�en said that a good instructor can teach 
anything and given time, this might be true. NSP 
education, however, involves a great deal of skill 
performance. We wouldn’t consider sending a good 
OEC instructor out to teach a toboggan class unless 
they had a technical understanding and competency 
in that discipline. �e same holds true for 
mentoring. �e mentor must have the con�dence 
of the instructor candidate and, therefore, must 
be competent in the speci�c discipline. �is does 
not mean infallible. None of us is perfect. If, to be 
a toboggan instructor, we could never fall, or to be 

an OEC instructor, we could never forget to take 
a pulse a�er applying a splint, then there wouldn’t 
be any NSP instructors. Competency means, with 
preparation, we know the subject well enough to 
teach it. Most importantly, we know the subject 
well enough to assess the needs of the instructor 
candidate we have to mentor. As an extension of 
this assessment, there will be times when we need to 
be pro�cient in demonstrating speci�c skills. Being 
technically prepared is a bene�t of mentoring that is 
o�en overlooked. It re�nes the skills of the mentor, 
providing self-imposed continuing education. d

        
��	����� �� ������� ������
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Figure 4

Conversely, the negative attributes we associate with a poor instructor are those that should be avoided in mentoring. d



        ������������� ������

�ere are knowledgeable people in every �eld of 

study but that doesn’t make them good teachers. 

Simply possessing knowledge doesn’t mean we 

can e�ectively communicate that knowledge, 

and successful communication is the essence of 

mentoring. �e mentor may have a great picture of 

where they want to take the instructor candidate but, 

without interpersonal skills, it will be hard to get 

there. �ese are what most of us call “people skills.” 

We can �nd these skills in a physician’s bedside 

manner, the compassion of a good friend, or the 

empathy of a professional counselor. As a mentor, 

you will use an array of interpersonal skills, but it all 

starts with listening.

Active listening will be a key factor in the 
mentor’s ability to connect to the instructor 

candidate because it requires speci�c feedback based 
on the message we receive. No matter how well we can 
expound on the art of teaching or how convincingly 
we can explain our experiences, our e�orts could be 
misdirected if we haven’t connected with the instructor 
candidate. How o�en have you had to listen to someone 
ramble on and on without hearing a word you have said 
in response? �at’s the point. �at person had their own 
scripted agenda and nothing you said had any e�ect. 
We can’t be empathetic to the instructor candidate’s 
concerns or situation if we don’t know what they are. 
�e need for e�ective two-way communication will 
never be more evident than in a mentoring relationship. 
Each instructor candidate is unique, requiring an 
individualized approach to their speci�c needs. Pay 
close attention to what the instructor candidate is 
saying and cra� your response appropriately. d

���������������� Most of us think about four times as fast as the average person speaks…Sometimes we 
use this extra time to think of our own personal a�airs, concerns or interests instead of listening.

�������������
�����
���������������Sometimes we decide rather quickly that either the subject or the 
speaker is boring and what is said makes no sense. O�en, we jump to conclusions that we can predict what 
he or she knows or will say.

	
�������������������� We almost seem to be listening although our minds may be on other things…We 
drop back into the comfort of our own thoughts. We get glassy-eyed…We can tell when people look at us 
in this way. Similarly, they can see the same in us, and we are not fooling anyone.


�����������
�������������� We do not like to have our opinions and judgements challenged. 
Consequently…we may consciously stop listening or even become defensive and plan a counterattack.

��������������������������������������������������� Sometimes we concentrate on the problem and 
not the person. Detail and facts about an incident become more important than what people are saying 
themselves.

�����
����������� Trying to put down on paper everything the speaker says usually means we are bound to 
lose some of it because the speakers words come out faster than we can write them down. Eye contact also 
becomes very di�cult.

����������������� Sometimes there are too many distractions when we listen – noise, movement of 
people or other matters competing for our attention.

Haykin, W., Pierce, A. and Stewart, I. A Strategy for Appraisal. Leeds: CCDU University of Leeds

��������� �� ������ ���������
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An e�ective mentoring process will consist of many elements. Each will fall under one of the primary components 
of the NSP mentoring model: connecting, assessing, guiding, and coaching. In your travels you may �nd other 
mentoring models having slightly di�erent components. Each one has its own merit and has been re�ned for slightly 
di�erent goals. By no means is the NSP way the only way. �ere is bene�t in exploring all forms of mentoring. Our 
model is customized to create a “well rounded” NSP instructor.

III.  How Do We Do It?
       ...create a “well rounded” NSP Instructor 

The basics
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Many people feel that connecting or relating to the 

instructor candidate is the most important part of 

the process. Without it, all other components will 

be ine�ective. At the �rst thought of connecting, 

communication skills usually come to mind. It is 

true that without these skills the mentoring process 

would be impossible. Understanding the adult learner, 

adapting to speci�c learning styles, and mastering 

both verbal and non-verbal communication have 

been instrumental to being a good NSP instructor 

and mentor. �ese important skills are all well 

documented in the Instructor Development 

textbook and are not the focus of this section.

What is important for us to understand in this 
section are the personal skills that make the 
connection work. In our daily lives, we all have 
someone to whom we relate very well. �ink about 
who that is for you and what makes the relationship 
work. What are the qualities of this person that 
create a feeling of ease and comfort? Several may 
come to mind but trust, respect, and empathy are 
on just about everyone’s list. �ese same qualities 
are instrumental in creating a strong connection 
between the mentor and the instructor candidate. d

       ����������
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Trust is the most essential ingredient in the recipe of 
making a connection. �ink of the di�erence in the 
way you behave to someone you trust as opposed to 
how you behave to someone you do not. When you 
earn someone’s trust, that person is more likely to 
open up, share genuine concerns, expose insecuri-
ties, and ask for advice. �e word “earn” is very im-
portant when we speak of trust. As adults we carry 

many life experiences with us, including disappoint-
ments. �ese disappointments can be instrumental 
in making us who we are and can o�en make us 
leery of accepting things at face value. If the mentor 
and instructor candidate have no previous relationship, 
the instructor candidate will most likely approach the 
mentoring relationship somewhat guarded. For this 
to change, trust must be earned.
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Instructors of the same discipline should be equally 

quali�ed, but they function di�erently in a class 

situation. No two instructors are the same. �ey all 

have di�erent methods of communication, both verbal 

and non-verbal. When we think of how teachers 

communicate with students, speech naturally rises 

to the top of the list. If two instructors are speaking 

the same words, how can student comprehension 

levels di�er? We have all heard, “It’s not what you say, 

it’s how you say it.” If an instructor speaks too slowly 

or in a monotone, the students will soon become 

bored, regardless of the topic. Conversely, if the 

instructor speaks too fast, student attention will be 

lost because of the students’ inability to keep pace.

Instructors who read from a book or their notes 
extensively also can lose student attention. �e 
stagnant message they transmit o�en becomes a 
bedtime story. 

�ere are also distractions associated with speech 
patterns. Have you ever found yourself counting 

how many times an instructor says, “uh” or “OK?” 
�ese distracting speech patterns are called “beans.” 
If you are counting beans, you can’t be listening to 
content. Excessive use of these speech patterns also 
causes a disruption in the organized �ow of infor-
mation. 

Some teachers are very animated and command 
attention with high energy. �ere are also some who 
do not possess that energy level, but nonetheless, are 
very e�ective because they compensate with higher 
student involvement. Not everyone is a great public 
speaker but that doesn’t mean they can’t be good 
educators. Correct what you can and compensate for 
the rest.

Student response can also be a�ected by non-verbal 
communication. Quite o�en, non-verbal commu-
nication can have more impact on the message than 
what is spoken. Eye contact, gestures, posture, and 
overall appearance all convey a message and are 
explained in the Instructor Development course 
and textbook. Be aware of their importance and that 
non-verbal communication is a powerful primer for 
the spoken words that follow. d
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IV.  What Are the Steps?	 	 Quick Start Guide
             The following steps provide guidelines...
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The Pre-observation Conference
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The Instructor Candidate Observation

The Post-observation Conference
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   					    The Decision Point

���������������

����������������������
����

��������������
�	�����������������	���������������
��������
��������������
�������������	���������
�����
���
���������������������������	���������������

�����������������������	��������������������
����
��������
��������������
����������������������

���	����
�����������������	�������������������

����������
���������
���
��	������������������������

����������
����
�����������������������
����������

������������	���������	�������������
����������������


�	�������������
��������������������������������

���������������	�����������������
������������	����

�����������������
�������
�������
��������������
��������������������������������������
������������
����	��������������������
����
�����������
�	��
	����
�	
���������������
����������������������������
���������
�����	���������
�	��	������������

��
����
�����
�	�������
��	��������������������������
��
��������������
�
�����������������
��������������
���������������������������������
��
����
��������
�����������
���������
�����������������
�����	������
�������������
����
���������
����������
���������������

�	���������
���
��
�
���
�	���������
�������������
���������������
����
�����������������������	������
����������������������������d

   					    The IT Observation
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   					    Instructor Certi�cation
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Yes

Successful

Unseccessful

No

Based on Mentor’s

Recommendation

INSTRUCTOR

APPOINTMENT

MENTOR

ASSIGNMENT

ONGOING

INFORMAL

MENTORING

MEETING WITH

INSTRUCTOR CANDIDATE

EXPERIENCED

INSTRUCTOR 

OBSERVATION

INSTRUCTOR CANDIDATE

PRE-OBSERVATION

CONFERENCE

INSTRUCTOR CANDIDATE

OBSERVATION

READY FOR IT

OBSERVATION

 IT OBSERVATION


