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1. INTRODUCTION
Mentoring is an effective and increasingly popular way for private sector companies to 
promote women’s training and professional development, to support the implementation 
of Women’s Empowerment Principle 4 and to drive positive organizational culture change. 
This manual was developed based on international best practices and the practical ex-
periences of UN Women and the Creative Development Center in implementing a pilot 
workplace mentoring support programme with 11 companies in Georgia. The manual is 
designed to assist companies with developing and rolling out a customized mentoring 
programme that meets their needs.

1.1  Private sector’s role in women’s empowerment
Around the globe, countries have recognized the 
importance of women’s economic empowerment in 
achieving sustainable human development and the 
2030 Agenda for Sustainable Development. One of 
the primary Sustainable Development Goals (SDGs) 

What are the SDGs?

The SDGs are a collection of 17 global goals 
set by the United Nations General Assembly 
in 2015 for the year 2030. 

1. No Poverty

2. Zero Hunger

3. Good Health and Well-being

4. Quality Education

5. Gender Equality

6. Clean Water and Sanitation

7. Affordable and Clean Energy

8. Decent Work and Economic Growth

9. Industry, Innovation and Infrastructure

10. Reduced Inequalities

11. Sustainable Cities and Communities

12. Responsible Consumption and Production

13. Climate Action

14. Life Below Water

15. Life On Land

16. Peace, Justice and Strong Institutions

17. Partnerships for the Goals 

Source: https://sustainabledevelopment.un.org/sdgs.

included in the 2030 Agenda is to achieve gender 
equality and empower women and girls. While 
gender equality and the empowerment of women 
are stand-alone goals, they are also indispensable 
to achieving the other SDGs, such as eliminating 
poverty and hunger and ensuring good health and 
education for all people.

The 2030 Agenda also emphasizes private sector 
action for the achievement of all SDGs. Empowering 
women to participate fully in economic life across all 
sectors and throughout all levels of economic activ-
ity is essential to:

 • Expand economic growth and build strong 
economies

 • Promote social development and establish a 
more stable and just society

 • Improve the quality of life for women, men, 
families and communities

 • Propel business operations and goals and 
enhance business performance

Structural, cultural and unconscious barriers 
continue to hinder women’s and girl’s rights and 
contributions to economic growth, sustainable 
development and business productivity and perfor-
mance. At a glance:

 • Women are underrepresented in power and 
decision-making roles. Only 5 per cent of Fortune 
500 companies are run by women. 1

1 Catalyst, “Women CEOs of the S&P 500”, 1 January 
2020. Available at http://www.catalyst.org/knowledge/
women-ceos-sp-500.

GUIDE FOR WORKPLACE
MENTORING PROGRAMMES

http://www.catalyst.org/knowledge/women-ceos-sp-500
http://www.catalyst.org/knowledge/women-ceos-sp-500


 • Women receive unequal pay for equal work. The 
global gender wage gap is estimated to be 23 per 
cent.2 This means that women earn, on average, 
77 per cent of what men earn, though these 
figures understate the true extent of gender pay 
gaps, particularly in developing countries where 
informal self-employment is prevalent.

 • Women experience all forms of violence. The 
economic costs – a reflection of the human and 
social costs – to the global economy of discrimi-
natory social institutions and violence against 
women are estimated to be approximately USD 
12 trillion annually.3

 • Globally, women do not have access to the same 
opportunities in education, training and profes-
sional development and jobs as men. Globally, 
the labour force participation rate for women 
aged 25-54 is 63 per cent, compared to 94 per 
cent for men.4

 • Women lack the resources and opportunity 
to start their own business. In 40 per cent of 
economies, women’s early-stage entrepreneurial 
activity is half (or less than half) of that of men.5

 • Gender equality and women’s empower-
ment continues to be underprioritized by 
decision-makers.

In 2010, to support companies’ action for gen-
der equality, UN Women in partnership with the 
UN Global Compact developed the Women’s 
Empowerment Principles (WEPs), a tool that 
provides a road map for businesses on how to 

2 UN Women, Turning Promises into Action: Gender Equality 
in the 2030 Agenda for Sustainable Development (New 
York, 2018). Available at https://www.unwomen.org/en/
digital-library/publications/2018/2/gender-equality-in-the-
2030-agenda-for-sustainable-development-2018.

3 McKinsey & Company, The Power of Parity: How advancing 
women’s equality can add $12 trillion to global growth 
(2015). Available at https://www.mckinsey.com/~/media/
McKinsey/Featured%20Insights/Employment%20and%20
Growth/How%20advancing%20womens%20equality%20
can%20add%2012%20trillion%20to%20global%20
growth/MGI%20Power%20of%20parity_Full%20report_
September%202015.ashx.

4 UN Women, Turning Promises into Action: Gender Equality 
in the 2030 Agenda for Sustainable Development (New York, 
2018).

5 Global Entrepreneurship Monitor, GEM 2016/2017 Women’s 
Entrepreneurship Report (2017). Available at https://www.
gemconsortium.org/report/49860.

empower women in the workplace, marketplace 
and community.

The seven principles are informed by real-life busi-
ness practices and input gathered from across 
the globe. The WEPs help companies mainstream 
gender equality throughout business operations 
and across other areas of corporate sustainability. 
Over 2,700 company CEOs worldwide have already 
signed the CEO Statement of Support for the WEPs, 
and the number is constantly increasing.

The WEPs are assisting private sector companies 
to implement tangible actions for women’s em-
powerment and to accelerate the pace of progress 
towards gender equality. Some actions adopted 
by companies in Georgia include internal policy 
changes, recruitment campaigns with targets for 
female hires and training and professional develop-
ment initiatives aimed to attract female employees. 
Mentoring is one example of a popular training and 
professional development strategy that offers an ef-
fective and low-cost way for companies to empower 
women, aligned with Principle 4.

The seven WEPs:

Principle 1: Establish high-level corporate 
leadership for gender equality

Principle 2: Treat all women and men 
fairly at work – respect and 
support human rights and 
non-discrimination

Principle 3: Ensure the health, safety and 
well-being of all women and 
men workers

Principle 4: Promote education, training 
and professional development 
for women

Principle 5: Implement enterprise 
development, supply chain 
and marketing practices that 
empower women

Principle 6: Promote equality through com-
munity initiatives and advocacy

Principle 7: Measure and publicly report 
on progress to achieve gender 
equality

7GUIDE FOR WORKPLACE
MENTORING PROGRAMMES

https://www.unwomen.org/en/digital-library/publications/2018/2/gender-equality-in-the-2030-agenda-for-sustainable-development-2018
https://www.unwomen.org/en/digital-library/publications/2018/2/gender-equality-in-the-2030-agenda-for-sustainable-development-2018
https://www.unwomen.org/en/digital-library/publications/2018/2/gender-equality-in-the-2030-agenda-for-sustainable-development-2018
https://www.mckinsey.com/~/media/McKinsey/Featured%20Insights/Employment%20and%20Growth/How%20advancing%20womens%20equality%20can%20add%2012%20trillion%20to%20global%20growth/MGI%20Power%20of%20parity_Full%20report_September%202015.ashx
https://www.mckinsey.com/~/media/McKinsey/Featured%20Insights/Employment%20and%20Growth/How%20advancing%20womens%20equality%20can%20add%2012%20trillion%20to%20global%20growth/MGI%20Power%20of%20parity_Full%20report_September%202015.ashx
https://www.mckinsey.com/~/media/McKinsey/Featured%20Insights/Employment%20and%20Growth/How%20advancing%20womens%20equality%20can%20add%2012%20trillion%20to%20global%20growth/MGI%20Power%20of%20parity_Full%20report_September%202015.ashx
https://www.mckinsey.com/~/media/McKinsey/Featured%20Insights/Employment%20and%20Growth/How%20advancing%20womens%20equality%20can%20add%2012%20trillion%20to%20global%20growth/MGI%20Power%20of%20parity_Full%20report_September%202015.ashx
https://www.mckinsey.com/~/media/McKinsey/Featured%20Insights/Employment%20and%20Growth/How%20advancing%20womens%20equality%20can%20add%2012%20trillion%20to%20global%20growth/MGI%20Power%20of%20parity_Full%20report_September%202015.ashx
https://www.mckinsey.com/~/media/McKinsey/Featured%20Insights/Employment%20and%20Growth/How%20advancing%20womens%20equality%20can%20add%2012%20trillion%20to%20global%20growth/MGI%20Power%20of%20parity_Full%20report_September%202015.ashx
https://www.gemconsortium.org/report/gem-20162017-womens-entrepreneurship-report
https://www.gemconsortium.org/report/gem-20162017-womens-entrepreneurship-report


1.2  Women’s economic status in Georgia
Despite a high-level commitment to the SDGs, 
several obstacles continue to hinder the economic 
empowerment and access to decent jobs of women 
in Georgia. Apart from persistent gender stereo-
types, women generally lack equal access to land, 
capital and financial resources, and they experience 
limited mobility as well as gender-based violence.

Since 2009, Georgia has seen an upward trend in 
the number of economically active women. Over a 
nine-year period, the proportion of women and men 
in employment increased by 3 and 2 percentage 
points, respectively.6 Despite this increase, only 49 
per cent of women were employed in 2018, while 
the percentage of employed men was 63.7

National statistics demonstrate that the largest 
cohort of employed women in Georgia is aged 45-
54 (68 per cent).8 Few young women, aged 15-24, 
are employed (21 per cent), suggesting that these 
women need further assistance in finding entry-level 
positions in the employment market.9 At the same 
time, just half of women aged 25-34 are employed, 
while 63 per cent of women aged 35-44 years are 
employed.10 Similar gender inequalities can be seen 
in entrepreneurship; just 29 per cent of newly estab-
lished businesses in 2018 were owned by women.11

The primary cause of women’s economic inactiv-
ity is prevailing gender stereotypes that drive the 
gendered division of economic opportunities and 
labour within society.12 Social norms judge men 
as more suitable for management and leadership 
positions, creating a barrier for women to access 
employment opportunities that are more senior, 

6 National Statistics Office of Georgia, Women and Men 
in Georgia (2011). Available at https://www.geostat.ge/
media/21014/Woman-and-Man-in-Georgia-2011.pdf; 
and National Statistics Office of Georgia, Women and Men 
in Georgia (2019). Available at https://www.geostat.ge/
media/27546/W%26M-ENG_2019.pdf.

7 National Statistics Office of Georgia, Women and Men in 
Georgia (2019).

8 Ibid.
9 Ibid.
10 Ibid.
11 Ibid. 
12 UN Women, Women’s Economic Inactivity and Engagement 

in the Informal Sector in Georgia (2018). Available
at https://georgia.unwomen.org/en/digital-library/
publications/2018/12/womens-economic-inactivity-and-
engagement-in-the-informal-sector-in-georgia.

better paid and possibly more secure. For example, 
research conducted in 2013 shows that 50 per cent 
of the population of Georgia thought that a man can 
manage any type of organization better than a wom-
an.13 The marked division of labour sees women 
doing the majority of unpaid care work inside the 
home, such as child-rearing and caring for elderly 
family members. A 2018 study found that women 
may perform up to 45 hours of domestic work per 
week.14

Even when women work, they are not paid equally 
to men. These weaker financial incentives have been 
recognized as a secondary, but important, driver of 
women’s lower economic inactivity.15 According to 
the National Statistics Office of Georgia, in 2018, 
women’s average salary was GEL 823, while for men 
it amounted to GEL 1,281. This difference is caused 
by several factors, including the high concentration 
of women in low-paid sectors and occupations, but 
this does not fully explain the existing 36 per cent 
gender wage gap.

Women in Georgia are also more likely than men 
to face sexual harassment in the workplace. The 
2017 National Study on Violence against Women in 
Georgia found that around 10 per cent of women 
experienced workplace sexual harassment,16 de-
fined as unwelcome sexual behaviour that makes 
a person feel offended, humiliated or intimidated. 
Sexual harassment can be physical, verbal or written. 
The digital age has also brought new avenues for ha-
rassment, such as taking and sending inappropriate 
pictures, sending inappropriate text messages and 

13 UNDP Georgia, Research Report: Public Perceptions on 
Gender Equality in Politics and Business (Tbilisi, 2013), p. 42. 
Available at https://www.undp.org/content/dam/georgia/
docs/publications/GE_UNDP_Gender_%20Research_ENG.
pdf.

14 UN Women, Women’s Economic Inactivity and Engagement 
in the Informal Sector in Georgia (2018). 

15 Ibid.
16 UN Women and GEOSTAT, National Study on Violence 

against Women (2017). Available at https://georgia.
unwomen.org/en/digital-library/publications/2018/03/
the-national-study-on-violence-against-women-in-georgia.
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engaging in other inappropriate behaviour on social 
media.17

Workplace sexual harassment has become normal-
ized in Georgia, with male colleagues being identified 
as one of the most common “known perpetrators” 
of non-partner sexual violence.18 During qualitative 
interviews, female employees described a number 
of instances where they were sexually harassed at 
work.19 In the same study, some women reported 
pressure to engage in sexual relationships with their 
bosses. Other women were selected for their posi-
tions based on their physical appearance and not 
their skills and qualifications.

In 2019, the Parliament of Georgia addressed the is-
sue by adopting legislative amendments to establish 
the legal definition of sexual harassment and regula-
tions for preventing and responding to it in public 
spaces and in the workplace.

What is sexual harassment?

As per the Georgian legislation, sexual ha-
rassment is defined as “unwanted verbal or 
non-verbal behaviour of a sexual nature aim-
ing at the violation of dignity and creation of 
an intimidating, hostile, degrading, humiliating 
or offensive environment”.

A single incident is enough to constitute 
sexual harassment – it does not have to be 
repeated. Men, women and children can all 
be victims of sexual harassment. Not all men 
are sexual harassers, but most men are in a 
position to challenge abuse and hold perpe-
trators accountable.

Source: Georgia, Law of Georgia on the Elimination of 
All Forms of Discrimination, art. 2; and Georgia, Law of 
Georgia on Gender Equality, art. 6.

17 UN Women, Towards an end to sexual harassment: 
The urgency and nature of change in the era of 
#MeToo (New York, 2018). Available at https://www.
unwomen.org/en/digital-library/publications/2018/11/
towards-an-end-to-sexual-harassment.

18 UN Women and GEOSTAT, National Study on Violence 
against Women (2017).

19 Ibid.

There are a number of practical ways private sector 
companies in Georgia can increase the participation 
of women in employment:

 • Improve workplace policies to attract the female 
labour force, as a catalyst for changing organiza-
tional culture.

 • Assist women with entering the labour force 
through recruitment campaigns and internship 
programmes.

 • Provide professional development opportunities 
for women.

 • Offer additional support for women who return 
to work following maternity leave, such as retrain-
ing programmes, flexible working hours, etc.

1.3  Mentoring makes business 
sense
When companies focus on women’s empowerment, 
they are likely to experience greater business suc-
cess. Research shows that investing in women and 
girls can lead to increases in productivity, organi-
zational effectiveness, return on investment and 
higher consumer satisfaction.20

A growing number of businesses recognize the im-
portance of women as leaders, consumers, clients, 
entrepreneurs, workers and caretakers. More and 
more companies are adapting their policies to cre-
ate environments where women thrive. For example, 
some companies are putting in place non-discrimi-
nation and sexual harassment policies, in addition 
to progressive workplace policies that support the 
reconciliation of work and family responsibilities for 
both men and women employees.

Some companies are also developing programmes 
and initiatives to promote opportunities for women’s 
professional development. Mentoring programmes, 
in particular, are popular internationally and are 
gaining interest in Georgia. Over 71 per cent of 
Fortune 500 companies offer mentoring opportuni-
ties to their employees.21

Companies are choosing mentoring programmes 
due to four key factors:

20 Lauren Bidwell, “Why Mentors Matter: A summary of 
30 years of research”, SAP SuccessFactors. Available at 
https://www.successfactors.com/resources/knowledge-
hub/why-mentors-matter.html.

21 See https://mentorloop.com/.
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1. They provide staff an informal opportunity for 
education and learning.

2. They increase staff morale and job satisfaction 
and therefore reduce turnover.

3. They make it possible for companies to trans-
fer leadership and management skills to newer 
staff.

4. They save time when problem-solving and 
when onboarding new staff, and they keep staff 
focused on project-oriented tasks.22

A study conducted by MicroMentor.org found that 
businesses that participated in mentoring pro-
grammes reported a revenue increase averaging 
USD 47,000, a 106 per cent increase. However, 
companies without mentoring increased their 
revenue by an average of USD 6,600, or by 14 per 
cent.23 Another study found that 92 per cent of 
small business owners agreed that mentors had 
a direct impact on the growth and survival of their 
business.24

Following a pilot mentoring programme 
supporting 11 companies in Georgia, 80 
per cent of the participating human re-
source managers perceived mentoring 
as a useful tool for empowering women 
at work and saw the value of creating 
a formal space for mentoring in their 
daily routine. Support for the programme 
was provided in 2018 and 2019 by UN 
Women in partnership with the Creative 
Development Center and funded by the 
Norwegian Ministry of Foreign Affairs.

22 Julie Silard Kantor, “Four Key Benefits of Workplace 
Mentoring Initiatives”, HuffPost, 11 March 2017. 
Available at https://www.huffpost.com/entry/
four-key-benefits-of-work_b_9432716.

23 Sujan Patel, “Why Every Entrepreneur Needs a 
Mentor”, Forbes, 12 November 2014. Available at 
https://www.forbes.com/sites/sujanpatel/2014/11/12/
why-every-entrepreneur-needs-a-mentor/.

24 Kate Harrison, “New Study Reveals Entrepreneurs Need 
More Mentoring”, Forbes, 30 October 2018. Available at 
https://www.forbes.com/sites/kateharrison/2018/10/30/
new-study-reveals-entrepreneurs-need-more-mentoring/.

A recent study from the United States found that 
companies whose founders have been mentored 
by top-performing entrepreneurs are three times 
more likely to go on to become top performers 
themselves.25 Around 75 per cent of top managers 
report that mentoring played a huge role in their 
careers.26

Research among employees cites the following 
benefits of participating in mentoring programmes 
as mentees:

 • Higher financial compensation
 • Greater number of promotions
 • More confidence in career advancement 
opportunities

 • More job satisfaction
 • Greater commitment to a career within the 
organization27

By improving employee satisfaction and engage-
ment, mentoring can also improve a company’s 
performance.

Research conducted in the United States found 
that 95 per cent of staff with mentors mention that 
their productivity has increased.28 The same study 
found that employees without mentoring support 
were 35 per cent more likely to leave their jobs than 
employees who had participated in mentoring pro-
grammes, and 77 per cent of companies surveyed 
reported that mentoring programmes decreased 
brain drain from their staff.

The benefits of mentoring also make a strong case 
for developing mentoring programmes to advance 
and empower women. In Georgia, human resource 
managers described mentoring as a motivator for 
staff. All companies that participated in the mentor-
ing pilot supported by UN Women and the Creative 

25 Rhett Morris, “Mentors Are The Secret Weapons Of 
Successful Startups”, TechCrunch, 22 March 2015. 
Available at https://techcrunch.com/2015/03/22/
mentors-are-the-secret-weapons-of-successful-startups/.

26 Juliet Bourke and Bernadette Dillon, “The diversity and 
inclusion revolution: Eight powerful truths”, Deloitte, 22 
January 2018. Available at https://www2.deloitte.com/
us/en/insights/deloitte-review/issue-22/diversity-and-
inclusion-at-work-eight-powerful-truths.html.

27 Tammy D. Allen and others, “Career Benefits Associated 
With Mentoring for Protégés: A Meta-Analysis”, Journal 
of Applied Psychology, vol. 89, No. 1 (March 2004), pp. 
127–136.

28 Juliet Bourke and Bernadette Dillon, “The diversity and 
inclusion revolution: Eight powerful truths”.
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Development Center reported an increase in wom-
en’s self-confidence, active collaboration between 
different departments and the acquisition of new 
skills and knowledge transfer.

The benefits of mentoring programmes also extend 
to mentors themselves. Compared to other employ-
ees, mentors are more likely to:

 • Report greater job satisfaction and organizational 
commitment

 • Have greater career success
 • Report an increase in work-related fulfilment29

When companies develop mentoring 
programmes, they are promoting a 
workplace culture that values learning, 
development and collaboration. In such 
an environment, employees are encour-
aged to share their knowledge and skills 
with their colleagues, while learning from 
others.

Furthermore, mentoring is one of the most relevant 
ways to engage male and female staff and managers 
to support the career development of female col-
leagues and to assist in the creation of respectful 
workplaces where men and women are treated fairly 
and do not face discrimination or sexual harassment. 
Before embarking on a mentoring programme, it is 
highly important for human resource managers to 
analyse and understand what benefits mentoring 
can bring to their company. Annex A provides a 
format for developing a company’s business case.

29 Rajashi Ghosh and Thomas G. Reio Jr., “Career benefits 
associated with mentoring for mentors: A meta-analysis”, 
Journal of Vocational Behavior, vol. 83, No. 1 (August 2013), 
pp. 106–116. Available at https://www.sciencedirect.com/
science/journal/00018791/83/1.

1.4  Organization of the manual
The main purpose of this manual is to give detailed 
guidelines to human resource managers on how 
to establish a mentoring programme in their work-
place. The primary target audience for the manual is 
private sector companies, but the public sector and 
other organizations may also apply the manual’s 
guidance. This handbook will serve as a quick guide 
to provide a systematic framework for starting and 
implementing a mentoring programme so that it 
enhances employees’ skills and supports women’s 
empowerment.

The handbook will provide guidance on the follow-
ing topics:

 ` Examples of mentoring programmes
 ` Types of mentoring
 ` Concept of mentoring versus coaching
 ` Setting goals for mentoring
 ` Planning a mentoring session
 ` Training mentors and mentees
 ` Tools and assessments for conducting mentoring 
sessions

 ` Understanding individual and organizational 
success and results

 ` Troubleshooting emerging challenges
 ` Tips for trainers of mentors and mentees

The manual is organized into the following sections:

• Understanding mentoring

• Designing a mentoring programme

• Implementing the programme

• Monitoring and evaluating the programme

• Making mentoring sustainable

Additional tools, including templates for training 
agendas and evaluation forms, are available in the 
annexes.
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2. UNDERSTANDING 
MENTORING
2.1  What is mentoring?
Mentoring has been defined in the following ways:

 • Zachary defines mentoring as a collaborative 
learning relationship between two (or more) 
individuals who share mutual responsibility 
and accountability for helping the mentee work 
towards achievement of clear and mutually 
defined learning goals.1

 • Rolfe defines mentoring as a conversation that 
leads to insight, decisions, planning and action. 
It is used for both professional and personal 
development. According to her, it is an alliance 
that creates a space for dialogue that results in 
reflection, action and learning. It is about 
conversations that create insights and interaction 
with another that facilitates personal and pro-
fessional development and strategic planning 
for individuals.2

 • Connor and Pokora define mentoring as a learn-
ing relationship that helps people take charge of 
their own development, release their potential 
and achieve results that they value.3

Each of these definitions capture the following core 
elements of mentoring:
 • Partnership or alliance
 • Goals
 • Learning
 • Action or results

A workplace mentoring programme is a formally 
structured initiative that matches mentors and 
mentees. A mentoring programme normally has 
one or more of the following aims:

1 Lois J. Zachary, Creating a Mentoring Culture: The 
Organization’s Guide (San Francisco, California, Jossey-Bass, 
2005).

2 Ann Rolfe, Mentoring Works (Sydney, Synergetic People 
Development Pty Ltd, 2012).

3 Mary Connor and Julia Pokora, Coaching and Mentoring 
at Work: Developing Effective Practice, 2nd ed. (Berkshire, 
McGraw Hill, Open University Press, 2012).

 • Promotion of learning
 • Knowledge transfer
 • Personal and professional development
 • Career progression

Companies use mentoring programmes to support 
the professional and personal development of em-
ployees and to improve workplace relationships and 
culture.

As described in Section 1, companies with in-house 
mentoring programmes enjoy a range of benefits, 
including better retention of employees, increased 
employee satisfaction and even increased efficiency 
and profit. Mentoring is an opportunity to provide 
new knowledge and experiences to employees. Its 
common goal is to encourage learning and personal 
development, sometimes using specific methods.

An internal mentoring programme is normally de-
signed with an organization’s strategic objectives in 
mind. The mentoring programme is meant to sup-
port succession planning, knowledge management, 
knowledge transfer, retention and leader develop-
ment in the workplace. Mentoring programmes give 
individuals, especially those with leadership poten-
tial, the opportunity to focus their attention towards 
learning from other leaders within the organization. 
It also shows a commitment to the individual’s ca-
reer path within the organization and in general.

Mentoring is the exchange of information between 
two parties where one person who has real-world 
experience is sharing it with the other. A mentor 
acts as a guide and facilitates learning moments in 
the conversation. The mentor-mentee relationship 
requires a high level of trust, safety and vulnerability 
with the intention of creating an experience through 
which the mentee is learning about self-reflection 
and different approaches to various situations.

Mentoring relationships are most successful when 
driven by the mentee so that he/she is able to ben-
efit most from it. In a mentee-led relationship, the 
mentee will determine the meeting schedule and 

14GUIDE FOR WORKPLACE
MENTORING PROGRAMMES



set the agenda. The role of the mentor is to create 
a safe and trusted environment so that the mentee 
feels comfortable to ask the questions that are 
considered obstacles to the mentee’s career and/or 
personal and professional growth.

A mentee-centred approach can be spe-
cifically beneficial in promoting women’s 
empowerment and professional devel-
opment. Such an approach recognizes 
that power dynamics exist in mentoring 
relationships and that, although a men-
tor may have more work experience, the 
mentee can play a key role in setting the 
goals and agenda for the mentoring ses-
sions. This approach enables the mentee 
to drive the sessions to ensure they meet 
the mentee’s goals.

Some benefits and skills that mentors and men-
tees can develop during a mentoring programme 
include:

 • Communication and interpersonal skills
 • Leadership and management abilities
 • A reinforcement of and confidence in their 
personal expertise

 • An increase in their overall self-confidence and 
motivation

Following the pilot mentoring programmes in 
companies in Georgia, mentors reported they had 
gained or enhanced a number of skills, including:

 • Active listening skills
 • The ability to explain new and complex ideas
 • Organizational skills such as developing meeting 
plans, information and materials

 • Familiarity with new communication methods and 
approaches

 • Improved facilitation skills
 • The ability to analyse their own knowledge and 
behaviour

Mentors may also find mentoring an opportunity to 
expand their curriculum vitae and engage in volun-
teer work, which may be valued by employers and 
an overall rewarding experience that can have a 
positive impact on someone else’s life.

Choosing the right type of mentoring is crucial. 
When starting the process, it is useful to create a 
concrete guide that is adapted to the company 
and its management style. According to company 
traditions and culture, the mentoring process might 
differ in terms of its formality, structure and key 
objectives. It is highly recommended to conduct a 
needs assessment prior to planning the process. 
Annex B includes a guideline for a focus group to 
determine the needs of an organization.

2.2  Mentoring versus coaching
Coaching and mentoring are both avenues to 
support an individual’s personal and career devel-
opment. The terms “mentoring” and “coaching” are 
sometimes used interchangeably, but they do not 
generally describe the same type of relationship.

Coaching is a growing profession and is being rec-
ognized as a vital tool for helping anyone – from 
an individual to teams and leaders – in a variety of 
environments. Coaching focuses on a defined set 
of skills, knowledge or tasks. Mentoring, meanwhile, 
is all-encompassing and oriented around building 
trust and establishing relationships, although it may 
also focus on specific learning goals.

The following table outlines some differences be-
tween coaching and mentoring.4

4 iMentoring, “Difference between Coaching and Mentoring”, 
2017. Available at https://mentoringgroup.com/mentor-
vs-coach-differences.html; Shubhomita Bose, “What is the 
Difference Between a Mentor and Coach?”, Small Business 
Trends, 7 June 2016. Available at https://smallbiztrends.
com/2016/02/difference-mentor-coach.html; and The Peak 
Performance Center, “Differences Coaching Mentoring”. 
Available at http://thepeakperformancecenter.com/
business/coaching/differences-coaching-mentoring/.
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Mentoring Coaching

Focus Overall career and skills development Improved performance in current job

Time frame Long-term Short-term

Structure Informal relationship and meetings Structured and formal

Agenda More open, set by the mentee Set, co-created by the coach and protégé

Results Development Performance
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2.3  Examples of mentoring
Companies around the world choose mentoring as 
a capacity development opportunity for their staff. 
Below are six examples of mentoring programmes 

with a focus on women’s professional development 
and empowerment.

NetSuite
The software company’s mentoring programme 
seeks to help female employees advance their 
careers. Women at the company are paired with 
a mentor that works in a different department 
and works at least two levels higher than the 
participant. In addition to the female-to-female 
mentorship pairings, they also allow men to serve 
as mentors. The mentoring programme’s primary 
goal is to help female employees develop a net-
work that will be able to guide and teach them. 
Mentorship at NetSuite is not just about making 
those connections and stepping back, though. 
The programme includes a number of structured 
events that allow for networking, many of which 
are part of the broader Women in NetSuite pro-
gramme. The programme also uses regular email 
communication to discuss key topics.

Sodexo
Sodexo offers three types of mentorship pro-
grammes to help employees at different stages 
of their careers. The Bridge programme pairs new 
hires with seasoned managers. The IMPACT pro-
gramme forms 100 formal partnerships over the 
course of a year between employees at any level, 
and a less formal Peer-to-Peer programme offers 
employees the chance to take part in mentoring 
at any stage of their career. In the United States, 
Sodexo started the “Young Women of Sodexo” 
Mentoring Circle in the fall of 2018. This peer-led 
learning group offers a cross-segment, competen-
cy-based collaboration space. The group meets 
monthly to encourage, challenge and support one 
another as they navigate through their careers.

Facebook
This international social media platform incorpo-
rates mentoring for development purposes. For 
the past 12 years, Facebook’s in-house mentoring 
programme has supported junior engineers by 
pairing them with more experienced employees. 
Facebook has also assisted in establishing a num-
ber of online mentoring groups across sectors and 
Lean In mentoring circles that offer small-group 
mentoring to women in the workforce.

Deloitte
As part of Deloitte’s Emerging Leaders 
Development Program, employees from under-
represented populations are paired with mentors 
from the partner, principal or director level. In 
2018, Deloitte also launched a mentorship pro-
gramme for women, the Deloitte Women’s 
Leadership Launch, which is one of the company’s 
initiatives to support women’s career advance-
ment in the company.

Bloomberg
Bloomberg supports 3,500 employee mentors 
across 41 cities to mentor girls and women work-
ing in or studying technology by providing them 
with career advice, leadership training and intern-
ships. In addition to mentoring, Bloomberg has 
put in place other workplace policies and practices 
to support young women and women returning to 
work after maternity leave and has even created 
an index to measure the company’s commitment 
to gender equality at work.

Ericsson
Since 2015, Ericsson in the Middle East and Africa 
has created mentoring circles for male and female 
staff members as part of its diversity and inclusion 
programme. Each circle comprises six to eight 
people. Some staff are members of more than 
one mentoring circle; for example, someone might 
be part of a junior mentoring circle and a female 
mentoring circle. The programme is designed to 
empower staff professionally. Participants in the 
mentoring circles also have the chance to become 
volunteer mentors over time.
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The mentoring pilot programme by UN Women and 
the Creative Development Center in Georgia focused 
on women’s economic empowerment and recruited 
mostly female mentors who ranged from company 
managers to human resource personnel. The men-
tees included both female staff and owners of small 
start-up companies. Female business-owner men-
tees reported that the programme assisted them 
in building confidence and skills as well as access-
ing networking opportunities required to get their 

business ideas off the ground. The programme was 
also successful in helping young women break into 
non-traditional sectors, such as the tech industry.

Overall, the mentees in the Georgia pilot programme 
reported a mix of professional and personal benefits 
from the programme. Below are some testimonials 
from eight companies in Georgia who participated 
in the pilot mentoring programme either as en-
trepreneur mentees or organizations that piloted 
workplace mentoring.

Nartuli
“Through this project, I developed social media 
marketing skills, became more self-confident and 
have gained important friends in the business field.” 
—Salome Iobadze, mentee

School Euro-2000
“For me, the mentoring process was an opportu-
nity for personal and career development, which 
was based on cooperation and support for posi-
tive changes.” —Tamar Baujhadze, mentee

Art Factory
“Mentoring supported me in starting my art stu-
dio. During this project, I started working with my 
first students. After that, we started participating 
in festivals, birthday parties and other events. My 
mentor helped me get knowledge and information 
in public relations, marketing and accounting. This 
was a huge source of support for me because I’ve 
learned how to use actual tools in my start-up.”  
—Lela Sarishvili, mentee

Mercure
“My mentor supported me in everything and 
believed in me. That gave me the opportunity to 
get promoted twice. When we started the men-
toring process, I was a receptionist. After a few 
months, I was an acting shift leader temporarily, 
and now I’m a [permanent] shift leader.” —Kristina 
Amamchiani, mentee

Chu
“Many male start-up founders and experienced 
businessmen were critical and doubtful about 
my social enterprise. There was a lot of negative 
feedback from them, saying this idea couldn’t 
work. It was an obstacle for me to reassure them 
as a young woman who believes in her ideas. 
Mentoring helped me gain more self-confidence 
to prove through results that I can do my job 
and achieve whatever I set out to do. This was an 
important lesson for me.” —Salome Tsikvadze, 
mentee

Open Society Georgia Foundation
“I went through a graphic design course within 
the mentoring programme, and now I’m working 
on web page administration in my current posi-
tion. In addition, communication has been sorted 
out. Whatever the problems were at the library, 
we have solved them. For example, we now get 
the books back on time, and we worked on a joint 
strategy. Cooperation has developed into friend-
ship, and we understand one another better.” 
—Tamar Kazazishvili, mentee

Crystal
“Mentoring in our organization has deepened 
the trust between mentors and beneficiaries. 
We think that life-long discovery is important in 
an organization, and the mentoring project is a 
huge opportunity for success and future positive 
changes.” —Maya Kobalia, mentor and Head of 
the Environmental and Social Division

Dio
“Now I’m more self-confident, my motivation is 
very high and I believe in myself. I can manage 
stress, be calm and give adequate responses to 
challenging situations. My time-management skills 
have improved a lot. I’m not afraid of taking on 
many responsibilities. I couldn’t show my leader-
ship skills in the past, but now I can show and use 
them in my workplace.” —Lika Mosidze, mentee
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2.4  Mentoring roles and responsibilities
The roles of Mentoring Programme Coordinator, Advisory 
Committee, mentors and mentees are essential to 
establishing a successful mentoring programme. In this 
section, each role is described and, where necessary, a 
job description has been prepared.

It is desirable to give the main responsibility for 
the overall coordination and management of the 
workplace mentoring programme to the human 
resources department or other personnel or de-
partment responsible for employees’ professional 
development. In the absence of such a department, 
the responsibilities associated with a Mentoring 
Programme Coordinator can be given to the general 
management.

The main responsibility of the Mentoring Programme 
Coordinator is to plan the entire process, match 
pairs, train mentors, monitor the process and sum-
marize the results. The key responsibilities include 
but are not limited to:

 • Setting mentoring programme objectives
 • Developing mentoring guidelines that fit the 
company’s needs

 • Recruiting mentors and mentees
 • Planning and implementing mentor training, as 
relevant

 • Matching mentors and mentees
 • Monitoring and evaluating the mentoring process
 • Closing the mentoring phases

Job Description: Mentoring Programme Coordinator

The Mentoring Programme Coordinator works closely with other management staff to determine 
the goals and needs of the mentoring programme and implements the programme accordingly. 
Throughout the process, the Coordinator keeps records of the mentoring programme’s progress and 
reports this progress to supervisors or other groups, as agreed.

One of the key duties for the Mentoring Programme Coordinator is identifying individuals who would 
make good mentors. Together with other relevant staff, the Coordinator interviews mentor candi-
dates to find those who possess desired traits such as knowledge of the organization and the ability to 
instruct others. The Coordinator also interviews mentee candidates to ensure there is a level of open-
ness to learning and growing and to further understand their motivation for joining the programme. 
The Coordinator then coordinates the training for mentors, pairs each mentor with a mentee and pro-
vides mentors with guidance concerning what to teach mentees. The Coordinator may even provide 
mentors with a list of goals that the mentor and mentee should accomplish throughout the course of 
the programme.

Two other major job duties include monitoring and evaluating mentor-mentee relationships. The 
Mentoring Programme Coordinator usually monitors these relationships through verbal communi-
cations, such as face-to-face or over-the-phone conversations. Indirect communication may include 
reviewing progress reports written by mentors and feedback provided by mentees. The Coordinator 
also evaluates each mentor-mentee pair to determine if any changes must be made, such as reas-
signing the mentor or mentee. For many coordinators, part of the evaluation process includes writing 
reports about the success rates or failures of current programmes. The Coordinator also might moni-
tor the hours put in by mentors and mentees by reviewing the mentoring journals or session outcome 
forms.

19GUIDE FOR WORKPLACE
MENTORING PROGRAMMES



The role of the Advisory Committee is to ensure 
there is a fair process. The Advisory Committee 
comprises three to five people with at least two staff 
(including the Mentoring Programme Coordinator, 
if desired). The Advisory Committee members may 
include line managers, company executives or 
board members. The Advisory Committee provides 
feedback and gives advice to ensure the smooth 
running of the mentoring programme. Together 
with the Mentoring Programme Coordinator, the 

Advisory Committee reviews mentor and mentee 
applications and recommends who is accepted 
into the programme. The Committee also reviews 
the matches after the Mentoring Programme 
Coordinator to ensure that the matches are ap-
propriate. The Advisory Committee also plays an 
oversight role, reviewing surveys and feedback to 
ensure that the programme is meeting the needs of 
staff and fulfilling the objectives.

Job Description: Mentoring Programme Advisory Committee

The principal focus of the Advisory Committee is to provide strategic advice and support to the ac-
tivities of the mentoring programme. The final decision-making lies with the Mentoring Programme 
Coordinator and his/her manager.

Membership in the Advisory Committee is voluntary and is requested by the Mentoring Programme 
Coordinator. The Committee comprises between three and five people, ideally split evenly between 
staff and management. In addition to the Mentoring Programme Coordinator, the Committee is ad-
vised to include at least one other staff member. The other members can be from management.

The Advisory Committee will participate in scheduled meetings and discussions with the Mentoring 
Programme Coordinator to review and discuss the:

1.  Mentoring matches
2.  Monitoring and evaluation of survey results
3.  Quality of the programme

Members are appointed for one cycle of the mentoring programme and may choose to continue.

At minimum, the Advisory Committee meets four times for 1 to 1.5 hours each time to:

1.  Discuss the programme, the strategy for recruiting mentors and mentees and the key lessons             
learned from the last mentoring programme cycle, if any

2.  Review all applications to select programme participants
3.  Review mentor and mentee matches as suggested by the Mentoring Programme Coordinator
4.  Review survey results after the conclusion of the programme

The Advisory Committee will adhere to the following:

 ` Feedback and/or review of documentation is to be provided within the time frame requested by 
the Mentoring Programme Coordinator.

 ` Confidentiality must be preserved to promote open discussion.

It is important that the Mentoring Programme 
Coordinator and Advisory Committee provide all 
mentors and mentees with information about the 
ethical norms expected by the programme and an 
outline of the procedures to follow, if a mentoring 
relationship fails. Mentors and mentees should 
be encouraged to have an open, productive and 
result-oriented relationship. Questions relating 
to anonymity, gender roles, meeting times and 

communication channels should be predefined for 
the comfort of all parties, particularly as the main 
beneficiaries are women.

While working on mentoring, it is important that 
the department responsible for coordinating the 
programme is aware of the ethical risks and issues 
and can adequately plan and monitor the mentor-
ing process. The responsibilities for the mentoring 
process (e.g. setting up and facilitating the meetings, 
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tracking results, etc.) can be easily shared with 
mentors. Over time, mentors and mentees can 
also become part of the management process of 

the whole mentoring programme and take it as a 
benefit for their career development.

The roles and responsibilities of mentors and men-
tees include the following:

Roles and responsibilities of a mentor 

 • Prepare for mentoring sessions
 • Identify and monitor tasks assigned to the 
mentee

 • Plan and participate in meetings
 • Focus on goals and results
 • Identify relevant literature and other 
resources, including contacts

 • Share knowledge and skills
 • Attend relevant training and meetings
 • Be open and also give constructive feedback 
to the mentee

Roles and responsibilities of a mentee 

 • Determine the goals of the process
 • Communicate the objectives of each 
meeting to the mentor (focusing on desired 
outcomes)

 • Schedule meetings and propose agendas 
based on objectives

 • Perform the tasks assigned by the mentor
 • Attend relevant trainings, meetings and 
activities

 • Be open and also give constructive feedback 
to the mentor

 • Seek advice, opinions, feedback and direction 
from the mentor

 • Respect the mentor’s time and agreed-upon 
schedule

The personal qualities of mentors and mentees are 
just as important as their roles and responsibilities. 

Below is a summary of the qualities that you should 
be looking for in the applicants.

Qualities of a good mentor 

 • Known to keep themselves and others 
accountable to their goals

 • Prepared to allocate quality time to 
mentoring

 • Shares openly his/her experience, knowledge 
and network

 • Follows organizational values and ethical 
norms

 • Listens well and provides constructive 
feedback

 • Is participative in cases where the Human 
Resources or Mentoring Programme 
Coordinator may need to be involved to 
address any issues related to mentoring

 • Welcomes the chance to give something back 
to the company

Qualities of a good mentee 

 • Takes personal responsibility for his/her 
career

 • Is open to listening and receiving advice and 
feedback

 • Has humility and is open to learning
 • Is proactive and open to fulfilling tasks 
assigned by the mentor

 • Motivated towards self-development
 • Understands the values of self-directed 
learning

 • Honest and realistic about goal-setting and 
sharing expectations

 • Seeks advice, opinions, feedback and direc-
tion from the mentor

 • Is respectful of the mentor’s time
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During the mentoring pilot programme in Georgia, mentors described the following 
qualities as most important to the success of the mentoring relationship:

 • The ability to build trust
 • The ability to raise motivation levels
 • Having the skills to help mentees in career development
 • Being able to impart knowledge with ease
 • A genuine interest in self-development and in encouraging the personal and professional drive of 
mentees

The role of a mentor in the mentoring relationship 
cannot be underestimated. Here are a few general 
rules for mentors to promote successful mentoring 
relationships:

• Be confident and encourage confidence: Act 
as a non-judgmental sounding board and facilita-
tor; maintain privacy and confidentiality.

• Act as a protector: Support and create a 
safety net by ensuring a safe environment for the 
mentee to take risks.

• Show leadership: Give needed support by 
boosting morale and enhancing self-esteem; show 
empathy and understanding.

• Be a bridge or broker: Identify and facilitate 
development opportunities; link the mentee to 
possible resources.

• Coach and guide: Give structure and direction; 
provide technical and professional knowledge; 
empower the mentee to handle his/her own 
problems independently.

• Challenge to drive progress: Help the mentee 
explore potential career opportunities and other 
possibilities; encourage and push the mentee 
towards higher standards.

Mentors: Traps to avoid

“I can help” – Avoid stepping in to fix problems for the mentee.

“I know best” – Share your experience, but do not tell the mentee what to do.

“I can help you get ahead” – Do not be tempted to do favours for the mentee that you would not 
do for others.

“You need me” – The goal is independence, not dependence. The goal is for the mentee to get 
stronger, not to feel better about his/her weaknesses.
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3. DESIGNING A 
MENTORING PROGRAMME
3.1  Steps in developing a mentoring programme
When designing a mentoring programme, it is im-
portant to consider the process below in order to 
lay the foundation for a comprehensive programme 
and valuable experience for all participants.

I – Preparation phase

 � Identify the scope of the programme:
 • Who is the target mentee group?
 • Who are the best mentors for the group?
 • Who will comprise the Advisory Committee for 
the mentoring programme?

 • When is the start date of the programme?
 • What are the training dates?
 • What is the length of the programme?
 • What are the criteria for selecting mentors and 
mentees?

 • What kind of mentoring is desired: traditional, 
peer or some other type?

 � Identify mentors and mentees.
 � Analyse mentees’ competency gaps.
 � Match mentors with mentees.
 � Orientate participants on the mentoring require-
ments and process.

 � Agree on roles, schedules, venue and mentoring 
content for each pair.

 � Facilitate signing of the mentorship contract/
agreement.

II – Working phase

 � Facilitate sharing of mentees’ objectives and men-
tors’ expectations.

 � Train mentors, and introduce them to the formal 
mentoring and coaching principles (see Annexes 
C, D, E and F for resources and guidelines).

 � Ensure that each mentor-mentee pair holds 
regular mentoring sessions.

 � Monitor the process through, for example, 
periodic reports by the mentor and the mentee 
on the programme’s progress to the Mentoring 
Programme Coordinator.

 � Support the creation of an organizational culture 
of learning and collaboration through the sharing 
of education tools and supporting mentoring 
sessions.

 � Acknowledge mentors and mentees through 
internal communications and possibly a “thank 
you” event for mentors and mentees.

III – Closing phase

 � Support the exchange of stories/experiences 
among mentees and mentors, as well as manage-
ment and external audiences, as appropriate. 
Use written and video testimonials, as desired.

 � Survey each mentee and mentor for programme 
feedback, training and improvements.

IV – Evaluation

 � Revisit the mentoring programme results against 
the objectives.

 � Decide whether to continue or to end the 
mentoring programme and make adjustments 
for the next round, as appropriate.
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3.2  What are the different mentoring models?
Six main mentoring models can be identified. These 
include one-to-one mentoring, peer mentoring, 
mentoring circles, inter-agency mentoring, recipro-
cal mentoring and reverse mentoring.

The box below presents these common types of 
mentoring used in organizations.  

Traditional or one-to-one mentoring
This is a traditional hierarchical mentoring process in 
which one person is more experienced and is mentor-
ing the one with less experience. This type of mentoring 
can also be understood as more of a “teacher” or “guru” 
style; the mentor is taken more as an expert who has the 
answers due to experience or knowledge.

Peer mentoring
Individuals with a similar status or position in a company 
can mentor each other. Here, the focus falls more on 
mentoring skills, relationships and organizational devel-
opment than in the traditional approach. This type of 
mentoring still requires one mentor and one mentee, 
even though they may be peers. Mentoring sessions can 
be conducted in pairs or small groups.

Mentoring circles
In an effort to create safe mentoring opportunities for 
all employees, many companies are turning to mentoring 
circles. This is a form of group mentoring that may en-
courage participation from all levels, demographics and 
genders within an organization. Sometimes, the mentor-
ing circles target a specific group of employees, such as 
women. The mentoring circle proposes topics of interest 
for group discussion and growth. By initiating mentoring 
circles, organizations can create intentional networks to 
help employees grow, share experiences and develop in 
a number of ways.

Inter-agency mentoring
This is when companies establish mentoring pro-
grammes with like-minded companies or partners. Men-
tors or mentees can be selected from different agencies. 
The strength of this model is that mentees are exposed 
to mentors they do not know and who may have different 
career paths and broader networks. 

Reciprocal mentoring
As the name suggests, reciprocal mentoring involves 
guidance and transfer of knowledge bilaterally within 
organizations. This productive way of mentoring allows 
participants to play the role of both mentor and mentee 
at the same time. The strength of this approach is that 
both parties have the opportunity to experience the 
benefits of the mentoring process. Some companies are 
using this approach when working with staff from differ-
ent generations, while some larger companies use this 
with staff across different departments.

Reverse mentoring
In this model, cross-generational collaboration is sup-
ported through the mentoring process, in which junior 
employees assume the responsibility of mentoring senior 
mentees. For example, junior staff may provide mentor-
ing support to senior staff on technology-related topics.
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3.3  Choosing the right model for your company
To determine what type of mentoring is best for 
your organization, first focus on the objectives of the 
programme. The objectives of mentoring should be 
concrete, feasible and achievable. Use the SMART 
objectives model in order to design the right ob-
jectives for your company. The more specific the 
objectives are, the easier it is to evaluate the results 
and improve the mentorship programme for the 
next round of employees. 

Some SMART questions to assist you include the 
following:

 • Who and what is the mentoring programme 
designed to impact?

 • Why is leadership supporting the programme?
 • What would be the desirable outcomes for the 
programme?

 • How does this programme fit into the overall 
training and development programme?

 • Who are the potential mentors?
 • Who are the potential mentees?
 • Which existing partners could support the 
mentoring programme?

 • What amount of time can be dedicated to 
managing, establishing and implementing the 
programme?

 • What resources are available for the programme?

A needs assessment can also be used to help design 
the mentoring programme (see Annex B). A needs 
assessment is used by a company to introduce 
the idea of a mentoring programme to employees 
and to identify any specific needs or expectations 
participants have for the programme. A needs as-
sessment can be a simple questionnaire or focus 
group discussions.

The duration of the mentoring process can be 
determined by your company. Generally, it is 

recommended that the mentoring programme 
be a minimum of three months. A mentorship of 
six months is more beneficial than three months 
because it allows mentees to set realistic goals and 
achieve them, while mentors will be able to moni-
tor the progress happening over time. Overall, it is 
recommended that a structured programme be no 
less than three months and no more than one year.

In order to create a safe environment for both the 
mentee and the mentor, it is recommended that 
mentoring meetings happen in the workplace, ide-
ally in a quiet space where open conversation can 
take place without the risk of others overhearing. 
The mentor/mentee can define a concrete time and 
place to meet, which they can then communicate to 
the Mentoring Programme Coordinator. It is not rec-
ommended that such meetings, if not demanded by 
the mentorship pairs, are attended by the overhead 
team or anybody not involved in the mentoring 
programme.

Mentor-mentee meetings should occur at least 
once a month, and this time should be considered 
as work time by the company. Allocating time during 
work hours for mentoring sessions signals the im-
portance of mentoring and highlights the company’s 
support for personnel development. Pre-scheduling 
meetings will increase the likelihood that the partici-
pants can attend the sessions. Try setting dates in 
advance or blocking out the same time each month 
for the meetings.

In the case of a six-to-seven-month mentoring 
programme, for example, the first two months are 
usually spent on creating the foundation for men-
toring, while monitoring progress usually occurs 
from the second month through the fifth month. It is 
important to determine the beginning and the end 
of mentoring in order to monitor the process and 
evaluate the results.

The intensity and frequency of the mentoring ses-
sions can be discussed and set by the mentoring 
pairs. It is recommended that mentors and mentees 
dedicate three to five hours per month to mentor-
ing. The time breakdown may be a meeting lasting 1 
to 1.5 hours with additional time for follow-up tasks.
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A sample schedule of a mentoring programme might look like this: 

Month 1

• Introduction
• Pre-orientation meeting for mentors and mentees
• Explaining the cycle and responsibilities of mentors and mentees
• First meeting of mentor and mentee
• Setting up the goals in each mentorship pair
• Building trust

Month 2 Working on Goal #1 (at least two meetings between mentors and mentees, and when needed, an 
additional meeting between all mentors and the management team responsible for mentoring)

Month 3 Midterm evaluation (meeting with all mentors and mentees, either all together or separately)

Month 4 Working on Goal #2 (at least two meetings between mentors and mentees, and when needed, an 
additional meeting between all mentors and the management team responsible for mentoring)

Month 5 Working on Goal #3 (at least two meetings between mentors and mentees, and when needed, an 
additional meeting between all mentors and the management team responsible for mentoring)

Month 6 Final meeting and final evaluation (meeting with all mentors and mentees, either all together or 
separately)

Months 7 and 8 Follow-up evaluation and new cycle (The follow-up evaluation can also be done a few months 
after the mentoring process so you can clearly see the realistic achievements of the process.)

3.4  Setting goals and expected 
results
Setting a mentoring programme goal is fundamen-
tal to the mentoring process. Programme goals can 
reflect the company’s general goals and the reasons 
why the company has decided to establish a men-
toring programme, along with the main results of 
the needs assessment (see Annex B).

Individual participants in the mentoring programme 
should also identify their own personal and profes-
sional goals. Participants should start thinking about 
these goals from the first time they consider par-
ticipating in the mentoring programme. It is advised 
that company and individual mentoring goals focus 
on career advancement and on creating a more sup-
portive workplace, fostering career satisfaction and 
promoting a fair and equal organizational culture.

Individual mentoring goals may include feeling more 
comfortable in the workplace or developing confi-
dence in or openness to sharing ideas. For many 
individuals, a mentoring goal will include attaining 
professional skills such as planning, fulfilling specific 
requirements for future training programmes, com-
munication skills, team building, managing, leading 
or public speaking.

Mentoring may provide new staff the chance to 
learn about the company and become team players. 
Offering a mentoring programme for women who 
have been on maternity leave can facilitate their re-
entry into the workplace.

Key performance indicators to con-
sider when developing a mentoring 
programme:

 9 What is the composition of the company’s 
leadership team? Consider age, gender, 
years with the company and backgrounds. 
Does the leadership team reflect the 
company profile? Is this profile diverse?

 9 What is the likelihood that participants 
in the mentoring programme will be 
promoted?

 9 What kind of career progression is offered 
to women after maternity leave?

 9 What is the gender salary gap? What 
strategies are helping to reduce this gap?
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3.5  Developing guidelines and 
training materials
Mentoring guidelines will be fundamental to imple-
menting a successful programme as they contain 
all the relevant information that mentors and men-
tees need. The guidelines can be developed by the 
Mentoring Programme Coordinator with input from 
the Advisory Committee.

What should be included in mentor-
ing guidelines?

 9 Programme goals

 9 Roles and responsibilities of all 
participants, including the company 
management

 9 A timeline for the programme

 9 A mentorship agreement that sets out the 
rules and requirements of participants in 
the programme

 9 A process for feedback and making 
complaints

 9 Monitoring and reporting forms and tips

Before commencing the mentoring programme, it 
is recommended that companies host a mentor-
mentee kick-off event where all participants have 
an opportunity to start networking and connecting 
with others. The event may also be used to build 
excitement and a sense of responsibility among 
the mentoring programme participants, as well as 
strengthen their sense of community.

Like anyone stepping into a new role, mentors are 
more likely to succeed if they participate in training 
that prepares them for their new responsibilities. It is 
advisable that all mentors and mentees go through 
intensive training of up to three days in duration that 
will introduce them to methods and approaches 
that can be used in mentoring. Responsibility for 
the training programme lies with the Mentoring 
Programme Coordinator. Depending on the experi-
ence and confidence of the Coordinator, external 
trainers can be brought in to develop and deliver the 
training, especially when the mentoring programme 
is new. Previously trained mentors may also func-
tion as trainers for the new mentors.

While mentors and mentees can participate in the 
training programme together, depending on time 
and resources, separate trainings may be more ef-
fective in order to address the participants’ different 
needs. The training programme sets the foundation 
for the mentoring programme and provides mentors 
an opportunity to learn skills such as listening and 
for mentees to set realistic goals and expectations.

When developing mentoring training programmes, 
ask several key questions:

• What information do mentors and mentees need 
to acquire?

• What skills training do they need?

• What is the minimum amount of training 
required?

• Should optional and/or additional trainings also 
be offered?

• When should the training take place?

The overall goals of training include:

• Helping participants understand the scope and 
limits of their role as mentors and mentees

• Helping them develop the skills and attitudes 
they need to perform well in their role

• Introducing them to the concept of positive 
mentoring and mentee development

• Providing information about programme require-
ments and support available for mentors and 
mentees

• Answering questions that participants may have 
about the mentoring experience

• Building participants’ confidence as they prepare 
to step further into a leadership role in the 
mentoring relationship
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4. IMPLEMENTING THE 
PROGRAMME
4.1  Selection of applicants and pairing
Once the mentoring programme has been designed, 
the first step is to identify the participants: mentors 
and mentees. In this phase, it is recommended that 
the Mentoring Programme Coordinator clearly com-
municates the goals, benefits and responsibilities of 

the mentoring programme to all potential mentors 
and mentees.

Individual benefits for mentoring programme par-
ticipants include the following:

For mentors 

 • Feeling more responsible in the role of an 
expert

 • Having a feeling of being appreciated and 
perceived in the company as somebody who 
has the skills and knowledge to pass on to 
others

 • Enhancing mentoring and other interper-
sonal skills

 • Being more involved in organizational 
development

 • Developing a new style of leadership while 
supporting the mentee

For mentees 

 • Experiencing professional growth
 • Developing skills for a higher position
 • Pursuing further personal and profes-
sional development inside and outside of the 
company

 • Receiving honest and constructive feedback
 • Exploring new skills to improve performance
 • Expanding networks inside and outside of 
the company

 • Adapting to the company culture and team

The participant selection process for the mentoring 
programme can be determined by the company. 
When selecting participants, it is important that 
the main values of transparency and equality are 
considered. During the recruitment phase, a pre-
orientation meeting can be organized in which the 
concept of mentoring, the mentors’ and mentees’ 
roles and the basic structure of the mentoring pro-
gramme are introduced. Afterwards, mentors and 
mentees may be asked to complete an application 
form (see Annex G for a template). Information in 
the application form will also assist in matching 
mentoring pairs.

The following recruitment criteria can be used for 
all candidates (mentors and mentees) to determine 
the suitability of an applicant and assist in matching 
pairs:

 • Gender
 • Career level or grade
 • Number of years with the organization

 • Certification level, responsibilities or job title
 • Number of years of experience in the job
 • Peer recommendations
 • Motivation for being part of the mentoring 
programme

 • Career aspirations
 • Skills offered
 • Ability to fulfil the time commitment

Importantly, the mentor and mentee selection and 
matching are most effective when both sides par-
ticipate voluntarily. It is important for mentors and 
mentees to understand the positive benefits of 
mentoring and be motivated to make the most of 
the process.

If your company chooses a traditional one-to-one 
mentoring model, mentors should be selected 
from staff who are ready to support new or less 
experienced staff. At the same time, mentees 
should include staff who are ready to receive new 
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knowledge and experience and actively work on 
their own skills and motivation.

The applications from potential programme 
participants can be submitted to the Mentoring 
Programme Coordinator for eligibility (based on 
target groups). The Coordinator will do an initial 
matching of mentors and mentees that will then be 
reviewed by the Advisory Committee.

Matching criteria can be based on the following:

 • Backgrounds
 • Career path of the mentor and aspirations of the 
mentee

 • Conflict of interest (where possible, choose men-
tors and mentees from different departments or 
pairs that do not have direct line management or 
reporting relationships)

 • Leadership capability of both the mentor and the 
mentee

 • Personalities
 • Gender (some mentees may expressly state that 
they do not want a male mentor, a preference 
which should be respected)

Mentoring is about building trust and working to-
gether. It is not a process that can be enforced. To 
promote mutual benefit, companies can think about 
bonuses for mentors or other ways to acknowledge 
their voluntary efforts. One approach may be to 
consider adopting a reciprocal or reverse mentoring 
programme as described in Section 3.2.

In mentoring, there is a power dynamic that may 
come into play. This dynamic can result from the 
seniority of mentors versus the junior positions 
of mentees or because of male-female mentoring 
relationships. It is important to address potential 
power dynamics in the training and throughout 
the mentoring programme to keep the mentoring 
relationship professional and prevent any type of 
harassment or discrimination.

Create a safe mentoring environment 
through:

• Meeting in a mutually agreed-upon place 
(choose a public yet quiet location)

• Avoiding sexual innuendos or suggestive 
comments or humour

• Letting the Mentoring Programme 
Coordinator know of meeting times and of 
any uncomfortable conversation

• Ensuring that the intention of each meet-
ing is clear

• Booking a time for the meeting

• Documenting the content of the meeting 
in a mentoring journal, which can be 
checked by the Mentoring Programme 
Coordinator

• Treating each other with respect

Should women be matched with male or female mentors?

In Georgia, women do most of the unpaid work at home and often have the primary responsibil-
ity for childcare at home. Female mentors might be able to understand female mentees’ challenges 
of juggling career and care duties particularly well. At the same time, women who have faced direct 
gender-based discrimination during their careers may find it easier to speak to other women than 
men about their career and related challenges. For this reason, some female mentees may prefer and 
specifically benefit from having a female mentor.

On the other hand, because most of the managerial positions in Georgia are still occupied by men, 
male mentors might be able to provide female mentees with better access to management networks 
that help women climb the career ladder. Having a male mentor may also help them gain another 
gender perspective and see the workplace through a different lens. At the same time, during the 
mentoring process, a male mentor may gain insight into the gendered challenges women often face 
during their careers.

Men mentoring women and women mentoring men may promote a positive shift towards gender 
diversity and equality in the organizational culture of a company. If the company decides to match fe-
males with males, it is important that any perceived or actual risks – for example, with regard to sexual 
harassment – are adequately addressed in mentoring guidelines, training and feedback processes. 
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LeanIn.org found that almost half of male 
managers are uncomfortable participat-
ing in a common work activity with a 
woman, such as mentoring, working alone 
or socializing together. With this realiza-
tion, there has been an outcry through 
#MentorHer. This movement calls for 
men to mentor women and stand as allies 
in the workplace to enable more women 
to move through the leadership pipeline, 
thereby generating more creative, inno-
vative and profitable organizations. 

4.2  Training mentoring pairs
The training of mentors is a foundational compo-
nent of any mentoring programme. It sets the tone 
for the mentoring relationships, it provides clarity on 
what both parties can expect from the programme 
and it creates a common language among the 
participants.

For mentoring programmes that aim for women’s 
empowerment, it is advised to encourage women 
mentees to lead the process of the mentoring re-
lationship. In practice, this means that the mentees 
can be involved in designing the programme, setting 
the meetings and reporting on the process. Actively 
involving mentees in the programme will enable 
them to be more empowered, have control of the 
mentoring process and gain valuable hands-on ex-
perience in leadership roles.

A beneficial mentoring programme may address a 
challenge faced by many women leaders known as 
“impostor syndrome”, where women feel they do 
not have the right to participate. The term was first 
coined in 1978 by psychologists Clance and Imes, 
who were looking for a better explanation as to why 
high-achieving women often attributed their suc-
cess to luck rather than accomplishment.1 The term 
now applies to both male and female achievers who 
are uncomfortable with acknowledging their role in 
their success.

1 Danielle Page, “How Impostor Syndrome Is Holding You 
Back at Work”, NBC News, 26 October 2017. Available at 
https://www.nbcnews.com/better/health/how-impostor-
syndrome-holding-you-back-work-ncna814231.

When training mentors and mentees, it is advised 
to facilitate the identification of goals, objectives 
and expectations for each mentor and mentee. 
Pre- and post-tests can be used to track their atti-
tudes, confidence levels and knowledge gained from 
the training. You can see what kind of mentoring 
methods mentors take with them and what they are 
capable of putting into practice. The purpose of the 
training is to create a framework that will allow for 
the mentoring programme to succeed. The training 
also provides a professional development opportu-
nity for mentors and mentees.

The training is advised to incorporate the following 
topics:

 • Guidelines
 • Roles and responsibilities of participants
 • Goal-setting template and process for the pairs
 • Feedback processes
 • Communication styles
 • Leadership styles
 • Difference between coaching and mentoring
 • Mentoring meeting agenda template
 • Role-playing mentoring conversations

The training is also recommended to provide practi-
cal sessions, through which mentors and mentees 
can practise their communication skills. The training 
sessions should also teach mentors how to create 
safe environments with trust and openness. This 
can be accomplished by teaching the basis of trust 
and open communication through listening and 
understanding body language. The goal-setting ses-
sion is useful for both the mentors and mentees 
and sets the basis for the whole mentoring process.

If external assistance for training mentoring pro-
gramme participants is not available, then the 
mentoring programme staff must become capable 
of conducting a quality training session. It is es-
sential for their mentors to get the information and 
practice needed to effectively step into their new 
mentoring role.

Ultimately, because the mentoring process in 
itself is a trust-based informal process to support 
mentees’ personal development, skilled mentoring 
programme trainers are not only top-down trainers 
but also facilitators. Facilitators function as coaches, 
listeners, learners and managers of group process-
es. Facilitating the process of increasing mentoring 
programme participants’ skills suggests the idea of 
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a collaborative relationship between the trainer and 
the participants – a relationship that helps mentors 
learn, rather than imposes learning upon them. This 
type of training approach is more aligned with men-
toring than with traditional top-down training.

The following sections can help your staff conduct 
more effective training sessions.

4.3  Planning mentoring 
sessions
Prior to the initial kick-off of the mentoring pro-
gramme, introduce the mentor and mentees and 
send them each their profiles and commonalities as 
presented on their application forms. This introduc-
tion may also include a request for each of them to 
share their initial motivation for participating in the 
programme and what they are looking to get out of 
it.

At the kick-off (this can be, for example, a standing 
networking reception), introduce them to each other 
as they arrive. Give them space to get acquainted. It 
may be a good idea to have an icebreaker activity 
or provide networking questions. Annex H provides 
several examples of possible icebreakers.

The mentees should be advised to request the first 
meeting with their mentors after the introduction. 
For this first meeting, the mentoring pairs should 
allocate 1.5 hours.

The initial mentoring session can address the fol-
lowing questions:

1.  What were the mentors’ and mentees’ career 
journeys like (including major decisions and 
milestones)?

2.  Why did they decide to join the programme?

3.  What are their expectations and goals for the 
programme?

4.  What would success look like?

5.  When would regular scheduled meetings work 
best?

6.  How can they connect in between meetings, and 
what level of communication will the mentor be 
able to offer?

7.  What is most pressing for the mentee at the 
moment?

8.  What are the decided next steps and due dates?

9.  When will the next meeting be?

Subsequent mentoring sessions will be approxi-
mately one hour long and will cover:

1.  Any moments to celebrate or acknowledge since 
the last meeting

2.  Current challenges experienced

3.  Follow-up on the tasks

4.  Current subjects and issues under discussion

5.  Next steps

A guide on structuring a mentoring session and a 
sample agenda can be found in Annexes I and J.

Mentors can ask the mentees:

 • “What do you want to achieve for yourself, your 
team and your company?” – This question allows 
both mentors and mentees to zoom in on 
specific strategies and behavioural changes that 
are in tune with the mentee’s goals. It moves the 
conversation from general to specific.

 • “Why is this goal important to you, your team 
and the company?” – In asking this question, the 
mentor is conducting a non-threatening reality 
check by helping the mentee assess whether or 
not the goal is worth the effort needed to make it 
happen.

 • “How will achieving your goals make a differ-
ence in your life?” – This question opens up a 
big-picture discussion about what is likely to 
happen when the mentee’s goals are achieved. It 
allows the mentee to assess the potential impact 
personally, professionally and corporately. It is 
not uncommon for possible negative outcomes 
to surface (e.g. more time away from the family). 
These are not necessarily deal-breakers, but they 
are needed eye-openers.2

2 Rosina Racioppi, “12 Questions for Mentoring Sessions”, 
business.com, 17 May 2019. Available at https://www.
business.com/articles/questions-for-mentoring-success.
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Taking time to build trust is a key consideration 
when planning mentoring sessions. The mentoring 
relationship will flourish once the mentoring pair 
can establish trust.

How can you build trust in a mentor-
ing relationship?

• Focus on the person as an individual

• Get to know him/her

• Find out about his/her hobbies outside of 
work

• Find commonalities (these can be profes-
sional, educational or personal)

• Be positive and engage in conversation

• Ask open-ended questions

• Manage boundaries and do not invade 
privacy

• Avoid gossiping about one another or 
other colleagues

In between sessions, mentoring pairs may corre-
spond via email or social media, if they have questions 
or want to pass along resources. Some mentoring 
pairs may want to meet informally over breakfast 
or conduct mentoring sessions over Skype or the 
telephone. Some mentoring programmes allocate 
a budget to be used for meals. Other programmes 
host mentoring events where mentoring pairs come 
together to share experiences or conduct sessions 
in a group environment. These kinds of innovations 
can keep the mentoring sessions interesting.

Types of mentoring sessions:

• Face-to-face

• Written or online communication, such as 
emails, “homework” or working through an 
intranet chat group

• Telephone or Skype conversations

• Shadowing or tutorials on the job

• Professional review of work

4.4  Troubleshooting
Mentoring relationships rely on feedback. This 
feedback can be positive or negative. A common 
challenge that faces mentoring pairs is that the 
relationship can sometimes become a little stunted 
or repetitive. Before giving up, mentors can try to 
change the way they conduct a mentoring session 
and the questions they ask.3

The questions below can assist with getting a men-
toring relationship back on track.

1. Stories
Try getting your mentee to tell a story about his/her 
career to date.

2. Situations
Ask your mentor for advice on a problem you are 
currently facing at work. For example, “I have two 
very different career path options available to me. 
Can you help me make a final decision?”

3. Self-Awareness
Ask your mentor, “How do you think others perceive 
me?” Get more specific, so your mentor can assist 
by “holding up a mirror” and providing detailed feed-
back on how your actions and communication are 
impacting the way others see you.

4. Skills-Building
Is there a skill you are currently working to enhance, 
such as project management, long-term strategic 
planning, delegating or public speaking? Think about 
your responses to questions like these to ask your 
mentor for advice and resources to help you pol-
ish that skill. For example, why not ask, “Can we role 
play asking for a raise and a promotion?” or “Can you 
recommend a book or resource for dealing with dif-
ficult conversations?”

If after some effort the mentoring relationship is 
still facing difficulties, the Mentoring Programme 
Coordinator or members of the Advisory Committee 
should be informed. Feedback may range from a 
degree of dissatisfaction with the time commitment 
allotted by a mentor for mentoring sessions to a 
more serious complaint such as harassment.

The feedback process for mentors and mentees 
includes asking for what they need out of the 

3 Jo Miller, “40 Questions To Ask A Mentor”, Forbes, 25 
March 2018. Available at https://www.forbes.com/sites/
jomiller/2018/03/25/40-questions-to-ask-a-mentor/.
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mentoring relationship from each other and having 
the opportunity to talk openly with the Mentoring 
Programme Coordinator when they need support. 
The feedback loop is important especially within the 
first three months of the mentoring programme 
to ensure the pairs are suitably matched; if not, 
changes can be made.

Although a mentoring relationship is meant to be 
confidential, both parties are encouraged to report 
any information or concerns they have that may 
compromise the mentoring programme or the 
safety of a mentor or mentee.

What are some of the more serious challenges men-
toring relationships can face?

 • Sexual harassment
 • Abuses of power or authority
 • Breaches in confidentiality and talking about matters 
discussed outside the mentoring relationship

 • Discussion of the mentoring relationship with the 
mentee’s boss

 • Lack of trust or clear communication in the 
mentoring relationship

In all cases, it is best to report the issues to the 
Mentoring Programme Coordinator first, then to 
human resources if there is a safety issue. All men-
tors and mentees should have been made aware 
of complaints processes during the programme’s 
inception. It is important for these processes to be 
followed. If for any reason the relationship is not 
working, the Mentoring Programme Coordinator 
should be notified immediately to either address 
the issue or terminate the mentoring relationship. 
In this case, a new mentoring relationship may be 
created for either or both parties.

Some anticipated challenges and proposed solu-
tions are presented below.

Anticipated Challenge Proposed Solution

The mentor and the mentee have been mismatched. If the root problem is incompatibility between the mentor 
and the mentee, then either party may request that the 
Mentoring Programme Coordinator rematch them or find 
another resolution.
If the problem lies solely with the mentor or mentee, the 
person would be disqualified from the programme.

The mentee is uncooperative or unwilling to learn. The mentee may face possible disqualification from the 
mentoring programme.
The matter should be brought to the attention of the Men-
toring Programme Coordinator for possible resolution.

The mentor or the mentee is unavailable or cannot be 
reached by the other.

The Mentoring Programme Coordinator can meet with 
each party and discuss the reasons behind their unavail-
ability.

There is a loss of trust and confidence between the 
parties.

The mentorship between the two parties should be 
terminated.

There is a loss of interest by either party. The disinterested party will be disqualified from the 
programme and the interested party rematched.
It is up to the Mentoring Programme Coordinator and 
management to further investigate the reasons for the 
loss of interest and take action.

There has been a breach of the mentoring guidelines and 
principles.

The Mentoring Programme Coordinator and Advisory 
Committee immediately take action and refer the case to 
management. 
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In Georgia, the most common challenges companies faced when implementing the 
mentoring pilot programme included the following:

• Unsuccessful matching of mentors and mentees

• Limited time and human resources to manage the mentoring programme and supervise mentoring

• Inadequate time allocated for mentoring

• Organizational changes, such as restructuring
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5. MONITORING AND 
EVALUATING THE 
PROGRAMME
5.1  How and when to monitor 
and evaluate a mentoring 
programme
In the beginning of the mentoring process, it is 
important to define the organization’s goals and 
objectives for the mentoring programme, as well as 
individualized goals for each mentor and mentee 
pair. As in any project, monitoring and evaluating 
this process highly depends on the goals and objec-
tives set at the beginning of the process.

The more concrete the goals of the mentor and 
mentee are, the easier it becomes to work on and 
check the progress. It is desirable to share examples 
of correctly formulated goals with the mentor and 
the beneficiary. Annex K provides a sample men-
torship agreement and other forms to assist in 
determining the objectives of the process and plan-
ning the mentoring process. In addition, you can find 
questionnaires that can help assess expectations as 
well as evaluate the progress.

Setting clear objectives and indicators for the com-
pany is important to evaluate the mentoring process 
and the final results. Assessment of the mentoring 
process can then happen at different stages:

 • Pre- and post-tests can be used to see the direct 
outputs of the mentoring trainings or the process 
overall.

 • A midterm evaluation meeting with mentors 
and mentees can be useful, as it allows the 
participants to share their stories of success 
and failure, as well as analyse how the process is 
going, where they stand and if any adjustments 
are needed in the process. Group discussions 
(keeping confidentiality in mind), interviews 
or questionnaires can be used to support the 
process.

 • The final evaluation can again include interviews 
or questionnaires, based on the pre-test ques-
tions and pre-set indicators.

 • A follow-up evaluation is recommended after a 
few months to analyse realistically the impact of 
the mentoring process.

The team responsible for the mentoring should be 
aware that, during the process, some changes might 
happen that may impact the mentoring programme, 
including:

 • Decreasing motivation of the mentor and/or 
mentee

 • Lack of time
 • Limited dedication or commitment from the 
mentor and/or mentee

 • Departure of one of the parties from the 
company

 • Conflict or mismatch of personalities

If monitored and caught early, these challenges can 
be overcome through open conversations with the 
mentor and mentee. It is recommended to speak 
to both parties, and if any of them is willing to con-
tinue the process, they can possibly be paired with 
another mentor/mentee. The whole case should 
be transparently discussed with the participants of 
the process. Any challenges left unaddressed will 
impact the success of the programme and should 
be reported in the programme evaluation.

5.2  Who should monitor 
and evaluate the mentoring 
programme?
It is important to determine how the mentoring 
programme is evaluated and by whom. When pos-
sible, it is advisable to use an external evaluator 
who can also evaluate the Mentoring Programme 
Coordinator and the Advisory Committee’s roles in 
the process and recommend changes for the future, 
as relevant. If this is not possible, the Mentoring 
Programme Coordinator or other staff familiar with 
the programme can act as evaluators.

38GUIDE FOR WORKPLACE
MENTORING PROGRAMMES



5.3  Questions to include in an 
evaluation
Some key guiding questions to consider in an evalu-
ation include the following:

 • To what extent were the expected objectives of 
the organization and mentorship pairs achieved?

 • How did the mentoring programme contribute 
towards the achievement of the objectives?

 • What were the key success factors?
 • Who was most positively impacted by the 
programme?

 • Who, if any, was negatively impacted by the 
programme?

 • Were there any unintended effects, if any, of 
mentoring?

It is advised to collect relevant data at the beginning 
or before the start of the mentoring programme, 
throughout the process and during the evaluation. 
Commonly used metrics to evaluate mentoring pro-
grammes include the following:

 � Programme process:
 • Pattern of regular contact between mentors 
and mentees

 • Degree of adherence to the programme 
structure

 • Level of satisfaction with different aspects of 
the mentoring (for example, matching)

 � Participant experiences:
 • Perception of the value of the mentoring 
programme by the mentor and mentee

 • Level of trust in the mentoring relationship felt 
by both parties

 • Comfort in the workplace setting
 • Technical skills
 • Career satisfaction

 � Organizational effect:
 • Work performance of participants
 • Length of participants’ tenure in the organiza-
tion (i.e. retention rates)

 • Changes in the demographics (e.g. gender) of 
promoted employees1

1 National Center for Women & Information Technology, 
Evaluating a Mentoring Program: Guide (2011). Available 
at https://www.ncwit.org/sites/default/files/resources/
evaluatingmentoringprogramguide_web.pdf.

Ideally, both quantitative and qualitative data is 
collected to evaluate the mentoring programme. 
Qualitative data may include, for example, open-
ended responses to questionnaires, written reports 
from participants and data from interviews or focus 
groups. Quantitative data may include structured 
survey results and human resources data, for 
example, on the characteristics of the mentorship 
pairs (e.g. gender, professional backgrounds, etc.) 
and promotions.

5.4  How best to share the 
results of the mentoring 
programme
The results of the mentoring programme can be 
shared through a written report or through more 
innovative approaches such as videos, testimonials 
or case studies. Testimonials and case studies can 
be shared on the company website, in programme 
materials and on social media. The audience for 
testimonials and case studies may include company 
mentees or partners, job applicants or customers.

When used correctly, first-hand accounts of the 
mentoring programme provide an important insight 
into your company. For example, a prospective em-
ployee can see the opportunities offered under the 
mentoring programme, the faces of staff members 
employed by the company and the skill sets they 
possess, as well as get a glimpse into the organiza-
tional culture of the company.

It is also important to capture lessons learned from 
the mentoring programme as a way of encouraging 
organizational learning. Not all lessons learned will 
be positive, yet negative lessons will also be valuable 
in improving future mentoring programmes.
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What should be included in testimonials?

 `  Name

 `  Position

 `  Why did they join the programme?

 `  What did they gain?

 `  How did the programme impact their career?

How can testimonials be expanded into case studies? Ask for information such as:

 `  Name 

 `  Position 

 `  Description of their career journey 

 `  Why did they join the programme? 

 `  What did they gain? 

 `  What did they learn? 

 `  What skills and knowledge were transferred? 

 `  How did the programme impact their career? 

 `  What are the next steps? 
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6. MAKING MENTORING 
SUSTAINABLE
6.1  How to make the most of 
your mentoring alumni
Graduates of the mentoring programme will form a 
group that will be critical to the success of future 
programmes. The alumni will become the ambas-
sadors of your company’s mentoring programme, 
so their satisfaction with the programme is impor-
tant. Be sure to listen to feedback from mentors 
and mentees, and use this information to improve 
future programmes.

Call on the mentoring alumni to promote the pro-
gramme and recruit new members. Members of 
the alumni can make presentations about their 
experiences at mentoring information events or 
provide recommendations or endorsements for 
programme participants. Consider adopting a sys-
tem where graduate mentees can become mentors 
in future programmes.

The alumni can also be called upon as trainers 
for future participants. This is a great professional 
development activity, especially for mentees. A one-
day sample training agenda has been included in 
Annex E.

6.2  Mentor your next genera-
tion of leaders
The mentoring programme is a professional devel-
opment opportunity and not a career progression 
tool. Participation in the mentoring programme 
should not guarantee a promotion.

To ensure that the mentoring experience of indi-
viduals is adequately captured at the organizational 
level, update performance frameworks to ensure 
that mentoring is considered by everyone as a pro-
fessional development opportunity and that people 
who participate in the mentoring programme are 
recognized and appreciated.

The mentoring programme can be used in perfor-
mance management as an indicator to discuss the 
acquisition of new skills or changes to a person’s 

current situation. For example, mentees may be 
assisted by the mentoring programme to take on 
leadership roles or to acquire new skills such as 
public speaking or event organization. It is important 
to capture these examples in performance frame-
works as concrete examples of new skills attained.

Companies may wish to monitor participants in the 
mentoring programme to identify future leaders. 
At the same time, human resource managers may 
select talented staff to participate in the mentoring 
programme as a way to build their skills in certain 
areas.
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ANNEXES
A.  Sample business case
Mentoring programmes require resources. Below is a short business case outline that 
can be presented to leadership for their support and endorsement of the programme.

Title page: Company logo, Title, Prepared for, Prepared by, Date

Executive summary: What are you proposing? What are you asking for? Who will it benefit? How does it 
relate to the organization’s goals?

Objective of the mentoring programme

Who will the mentoring programme serve?

Who will be impacted by it? (women, men, entry-level staff, mid-level managers, specific departments)

What impact are you trying to make? (improve staff retention, increase staff efficiency, groom the next 
generation of leaders, promote organizational culture change)

Who will need to be involved?

What resources are needed?

What is the budget? (include staff time, training day room and catering, Advisory Committee catering, kick-
off orientation costs, miscellaneous)

What is the scope of the programme? (in terms of length and how long will the pilot be, e.g. two cohorts 
over one year)

Which business goals does the programme meet?

What is the marketing plan to make it a success?
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B.  Mentoring needs assessment
Below is a sample questionnaire and format for a formal mentoring programme needs 
assessment. The needs assessment can be performed in focus groups, surveys, formal 
interviews with staff or whatever variation works for your organization. The needs assess-
ment will help provide a clear picture of what is the best type of programme, what will be 
the best way to engage mentors and mentees and what type of results can be expected.

The participants of the needs assessment can be potential mentors, mentees, human resources, manage-
ment – anyone who will benefit from such a programme.

Date:

Moderator 1:

Moderator 2:

Number of participants:

Time:

Location:

Proposed focus group questions

1. When we say the words “mentor” and “mentoring”, what kind of associations come to your mind? (Make 
a list on a flip chart)

2. What is the mentor’s role? Can you explain the basic duties of a mentor?

3. What knowledge or experience would you want to gain during the mentoring programme to fill gaps?

4. If your mentees are looking for support, what does that support look like?

5. Do you remember any kind of activities used by the organization for the development of the mentees?

6. Why do organizations need a mentoring programme? What can a mentor help with?

7. Which departments need mentor engagement?

8. What kind of external and internal barriers could occur during the implementation of the mentoring 
programme?

9. What are the strengths of the company’s current support for mentee development?

10. What are the weaknesses of the company’s current support for mentee development and socialization?

11. What gaps in the organization do you feel a formal mentoring programme can address?

12. What impacts would mentoring have on the lives and careers of mentees?

13. If an ideal system were to be built, what do you believe would be the key features and characteristics of 
the mentoring programme?

14. Depending on the organizational culture, what issues, goals and needs should the mentoring programme 
focus on?

15. What do you hope to accomplish through the mentoring programme? What does success look like?
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C.  Core mentoring skills
The core mentoring skills described in 
this section include listening, questioning, 
building rapport and trust, and applying 
the GROW Model.1 Core mentoring skills 
are essential to enhance a mentor’s com-
munication skills.

A good mentor will create a compelling conversation 
by putting into practice the following essential skills:

1. Engaging in active listening

2. Asking powerful questions

3. Building rapport and trust

4. Applying the GROW Model

1. Engaging in active listening

There is a difference between listening and hearing. 
Hearing is a physical process; the ears receive sen-
sations or stimuli and transmit them to the brain. 
For example, a loud, sudden or unfamiliar sound will 
catch our attention.

Listening refers to the “interpretative process” that 
takes place with what we hear. Listening involves at-
tention, interpretation and understanding. Listening 
to another person takes time and effort. At work, we 
listen in order to understand instructions, receive 
new information, understand changes in proce-
dures and interact with other people.

Effects of good listening

Poor listening skills are often listed as the number 
one problem between people. The primary purpose 
of listening is to truly understand the other person’s 
point of view, how they think and feel and how they 
view the world. It involves using our critical skills, 
recalling related issues and themes, asking rel-
evant and stimulating questions and reaching some 
conclusion.

1 This information has been adapted from the following 
sources: Domonique Bertolucci, Your Best Life: The ultimate 
guide to creating the life you want (Sydney, Hodder Australia, 
2006); and Nancy Kline, Time to Think: Listening to Ignite the 
Human Mind (London, Ward Lock, 1999).

Some benefits of good listening include the following:

 • Individuals feel understood and valued and are 
more likely to disclose information and be more 
open. This saves time in getting to the real point 
that needs to be understood, in order to act 
upon or simply defuse a situation.

 • Individuals feel that they are being offered an 
opportunity to state their thoughts and feelings 
more clearly. This can lead to increased insight 
and open up the opportunity for problem-solving 
and creative thinking.

 • You will obtain useful, valid and succinct 
information that can only enhance the mentoring 
process.

Understanding the levels of listening

Listening can be thought of as a “state of being”. To 
understand what makes a good listener, first con-
sider some of the different levels of listening. We 
might listen in a number of different ways, including:

Intolerant listening

Intolerant listeners do not give the speaker much 
time. They think they know what is going to be said 
or want to have their say, and so consequently, they 
jump to conclusions and keep interrupting.

Non-listening

Non-listeners just hear the words. This is summed 
up by the phrase “in one ear and out the other”.

Active listening

Active listeners are attentive and fully engaged, 
show interest and keep up with the conversation. 
They ask questions and clarify points, which helps 
them understand.

Subconscious listening

The subconscious listener is able to sense what is 
not being said and to get the feel of a conversation.

Empathetic listening

Empathetic listeners show an understanding of the 
topic from the viewpoint of the speaker. They use 
reflective statements like “You feel that…” to indicate 
that they are interpreting the deeper emotions be-
hind the words.
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Positive listening

Positive listeners respond by giving encourage-
ment, using supportive statements and making 
encouraging noises (like “ah”) and gestures with 
their body language. They acknowledge success and 
give praise, making the speaker feel motivated and 
inspired.

What makes a good listener

Nancy Kline, author of Time to Think, writes that 
“giving good attention to people makes them more 
intelligent. Poor attention makes them stumble over 
their words and seem stupid. Your attention, your 
listening is that important.”

The attention, energy and focus you offer your mentee 
will aid in resolving the issues at hand more effectively, 
efficiently and effortlessly. It reduces a mentee’s feel-
ings of uncertainty and helps create greater clarity. 
Good listening is made up of both verbal and non-
verbal forms of communication.

Top 10 ways 
to become a good listener 

1. Show genuine interest and be present.
Concentrate your energy on listening. The more inter-
ested and focused you are, the more animated and 
interested the mentee will become.

2. Minimize distractions.
Create an environment that will allow both of you to 
focus with minimum interruptions. If you are expecting 
an unavoidable interruption during a session, let the 
mentee know at the beginning of the session.

3. Be patient and do not interrupt.
Let the mentee finish speaking. Be aware of when the 
mentee needs a moment to collect his/her thoughts. 
Pauses in the conversation can be very useful, so give 
the mentee time to pause and reflect.

4. Keep up with the speaker’s flow of ideas.
Focus on the mentee’s ideas by paying attention to 
not only what is said but also what is unsaid. When 
you focus on the mentee’s ideas, your attention is less 
likely to be sidetracked.

5. Provide clear feedback to show you are 
listening
This is usually accomplished by agreeing (e.g. “I see”, 
“Uh-huh”, “Mmmm”) and encouraging (e.g. “Go on”, 
“Tell me more about that”) and by non-verbal signals 
such as nodding.

6. Identify the central issue.
In your own mind, separate the main points, and 
summarize and build up a clear understanding of 
what is really being said.

7. Avoid labelling, judging or evaluating.
It is important to hear the whole story, as what may 
seem obvious at the start of a story can often be 
quite different from the outcome. Seek to under-
stand the mentee’s own words, in his/her own time.

8. Take notes that are not intrusive or 
distracting for the mentee. 
The person will feel you are taking him/her seriously 
if you do take notes. The notes should provide you 
with a memory aid for the session and for future 
mentoring sessions.

9. Analyse and reflect back on what you 
have heard. 
During the discussion, you can paraphrase and 
restate what the person has said. Clarify your under-
standing by asking questions, or simply state your 
interpretation of what has been said. This also allows 
the mentee to know that his/her message is being 
understood.

10. Summarize the conversation’s key 
points at the end. 
Summarizing allows you to confirm with the mentee 
that you actually do understand what has been said, 
and it gives the mentee an opportunity to clarify 
any points – sometimes the clarification is for the 
mentee’s benefit as much as your own. Always ask 
if the mentee agrees with your summary. This gives 
the mentee ownership. Sometimes it can be useful 
to ask the mentee to summarize what has been said. 
This helps him/her take the “story” and highlight only 
the key points.

Good listening skills

Good listening skills are invaluable and can be used 
beyond the mentoring session. Try incorporating 
these skills into your daily life, while managing your 
own staff, chairing a team meeting, with your chil-
dren, conversing with your friends and colleagues 
and especially with your partner.

Pay attention to your own listening behaviour, and 
notice whether or not others are truly listening.

A good listener will:

 • Show genuine interest and be present
 • Minimize distractions
 • Be patient and not interrupt
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 • Keep up with the speaker’s flow of ideas
 • Provide clear feedback to show that he/she is 
listening

 • Identify the central issues
 • Avoid evaluation until the whole story has been 
stated

 • Take notes to provide a memory aid
 • Analyse and reflect back on what has been said
 • Summarize key points at the end of the 
conversation

 • Notice vocal factors: it’s not what is said, but how 
it is said

 • Maintain eye contact to indicate receptivity and 
friendliness

 • Be aware of facial expressions
 • Maintain an open position with arms and legs 
uncrossed

 • Minimize moving around too much and fiddling 
with objects

 • Use the “three-second rule” to pause and allow 
time for reflection

2. Asking powerful questions

Asking questions and providing answers

When someone comes to you with a problem, it is 
your natural intuition to help that person find the 
answer to his/her problem – that is why this person 
came to you in the first place, right? Well, in fact, 
maybe not!

Your answer may not necessarily be the right answer 
for this person. We all work better when we have 
someone who allows us to verbalize our thoughts, 
allowing us to achieve clarity and helping us find the 
answer for ourselves.

When attending a mentoring session, it is important 
to have an open mind, focusing on the bigger pic-
ture of the situation and the issues being discussed. 
Although you may have experienced this same 
situation, or dealt with the same problem, you are 
removed from the intricate details that the mentee 
is experiencing.

As a mentor, it is important to get the mentee to find 
his/her own answers and use your guidance to take 
that answer a step further.

Firstly, as a mentor, you can ask powerful questions. 
People learn and develop best when they are able 
to discover the answers for themselves. However, 
there will be times when there is a critical moment 

or an important issue, when you can become a con-
sultant or teacher. Before giving the mentee advice 
or imparting something relevant, ask for permission 
first. Then, you can share that which will add value to 
the mentee’s situation. Ask the mentee if what you 
have just said is something that could work for him/
her. Finally, ask the mentee how he/she could use 
this new knowledge in the situation at hand.

What makes a good question

Questions are used in everyday conversation to 
get information specific to our own needs. Asking a 
question in a mentoring environment is about what 
the mentee can learn, elicit and observe about the 
issue at hand, so that the mentee can understand 
the answer and formulate a solution.

When asking a mentee questions, remember to:

Keep your question simple.

Only have one idea per question, use simple lan-
guage, be succinct and only ask one question at a 
time.

Pause.

Give the other person a chance to reflect and an-
swer. Sometimes the question may have evoked 
many thoughts or challenged a belief, or perhaps 
the mentee has never thought about the answer be-
fore and is carefully considering it before answering.

Prompt the mentee.

Sometimes you may need to repeat or rephrase the 
question or even recall information related to the 
question.

Use open questions.

Open questions allow the mentee to explore an 
answer by giving the opportunity to provide more 
information. Closed questions will usually return 
a single word response and closes the mentee’s 
thinking.

Remember that there are no wrong answers.

There are only things that still need to be learned. 
Remain sensitive and constructive, and ask a differ-
ent question to get the mentee thinking differently.

Types of questions

Questions can be constructed in several ways. 
Different types of questions can encourage different 
ways of thinking and draw out different responses. 
Some appropriate types of questions include the 
following:
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Closed questions

The purpose of closed questions is to simply obtain 
a “yes” or “no” response. This type of questioning is 
not very helpful in a mentoring session.

 • “Did you attend the workshop on mentoring?”

 • “Were you here yesterday?”

Open questions

Most of us are familiar with “open” questions; they 
begin with who, what, where, when, why or how and 
help us obtain information. We can develop the skill 
further (to avoid sounding like an interrogator) by 
prefacing them with phrases like:

 • “Could you tell me about...?”

 • “Do you mind if I ask...?”

 • “Perhaps you’d like to talk about…”

Information-seeking questions

There is often a need to gather facts and perceptions 
in a mentoring conversation. It is also important not 
to make assumptions and not to move into prob-
lem-solving until you are sure that you have a true 
understanding of the situation. Questions might 
include:

 • “How did you respond to that?”

 • “What did you do about this?”

 • “What options have you considered?”

Challenging/testing questions

One advantage of having a dialogue with a mentee 
is to explore alternative points of view. Examples of 
challenging questions are:

 • “What are your reasons for saying that?”

 • “What has led you to that conclusion?”

 • “Do you think other people would see it that 
way?”

Action questions

Mentoring is not just about talking; it is about getting 
informed decisions and acting on them. Encourage 
action planning by asking:

 • “What could be done to improve the situation?”

 • “How might you go about achieving that?”

 • “What specifically do you plan to do?”

Hypothetical questions

Thinking and talking through scenarios allows 
practice in a safe environment and can lead to a re-
hearsal or role play of a planned event to build skills.

 • “What would you do if...?”

 • “How would you handle...?”

 • “If you had done..., what do you think would have 
happened?”

Priority and sequence questions

Goals and plans are often not achieved because 
people feel overwhelmed or do not know where to 
start. Sorting out what is to be done, and in what 
order, can clarify thinking and divide the task into 
manageable chunks.

 • “What will you do first?”

 • “What is the next step?”

 • “Is there a logical order in which to proceed?”

Diagnostic questions

This type of questioning is used to find the root of 
a problem – in order to separate the symptoms 
from the cause – by inquiring about the issue and 
prompting reflection on the experience. Examples 
include:

 • “Why do you think they responded that way?”

 • “What happened immediately before this event?”

 • “What other factors are contributing to the 
situation?”

 • “How do you feel about that?”

Prediction questions

Remaining non-directive can be a challenge, yet 
sometimes you may see potential pitfalls in someone 
else’s plan. When it comes to making big decisions, 
it is essential to consider the possible unforeseen 
consequences. Therefore, prediction questions are 
good for risk management.

 • “What are the likely outcomes if you take this 
course of action?”

 • “What are the likely consequences of this?”

 • “Are there other possible repercussions?”

 • “If you do nothing, what will happen?”
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Extension questions

Critical thinking skills are an asset that increases 
one’s ability to learn and grow. The development 
of critical thinking skills can be facilitated by asking 
questions such as:

 • “What are the implications of...?”

 • “What insights have you gained as a result of...?”

 • “What have you learned from this incident?”

Generalization questions

Current and past experience provides important 
learning opportunities as long as we take time to 
reflect and draw useful conclusions. Questions that 
prompt consideration include:

 • “Are there some principles here that you could 
apply in other situations?”

 • “What could you do differently next time?”

 • “How is this situation similar to others you have 
dealt with?”

3. Building rapport and trust

Building rapport in any relationship is very impor-
tant. It is about developing a relationship with your 
mentees that is based on mutual respect, influence 
and trust. Rapport is an honest attempt to under-
stand other people on their terms, to see the world 
from their point of view, to feel what it would be like 
to walk in their shoes.

Having rapport with your mentees will encourage 
them to open up and share their thoughts and feel-
ings. They will feel comfortable discussing issues 
they encounter. It also helps you know how you can 
support them. Your mentees will grow and develop, 
and you will be looked upon as a trusted friend.

You can build instant rapport with someone by 
simply having something in common. However, the 
finer details of rapport building are listed below.

Some techniques for building rapport have already 
been covered, such as:

 • Using good listening skills
 • Asking effective questions
 • Being present and focused on the needs of your 
mentee

Other rapport building techniques you can use when 
mentoring, whether face-to-face, by telephone or by 
email, include:

 • Finding out what you both have in common and 
talking about it

 • Taking an interest in the whole person, including 
his/her wider interests

 • Matching the person’s behaviour
 • Matching the words he/she uses
 • Matching the way he/she thinks

Matching behaviour

People like people who are like themselves. Building 
rapport by matching behaviour is actually a very nat-
ural occurrence that happens with people who have 
a very good relationship. Matching other people’s 
behaviour gives them the sense that you are similar 
to them and that you understand them; as a result, 
this helps them relax. Some things to be aware of 
and try to match would include:

 • General posture
 • Speed of movement
 • Amount of eye contact
 • Rate of speech
 • Volume of voice

Matching words

People’s words reflect their thoughts, and their 
thoughts represent their reality. Building rapport by 
matching words gives evidence that you are listen-
ing. It also demonstrates to the mentee that you 
understand his/her thoughts, and it aids in clarifying 
the ideas that are being presented. You need to be 
aware of how often you are using this technique, 
however, as overuse will be perceived as “parroting”.

 • Pay attention to the words or phrases that are 
being emphasized, either by the tone of voice or 
by gestures.

 • Reiterate key points by using the mentee’s own 
words. You can also include his/her gestures.

Matching thinking

Matching your mentee’s thinking is a very power-
ful way of building rapport. In each of our minds, 
the world is experienced differently based on the 
senses we use. For some people, their thinking is 
presented as images in their minds (visual), while 
others base their thoughts on how they physically 
feel (kinaesthetic). Then there are people who think 
by using an internal voice, which is represented ei-
ther by words or sounds (auditory). Although we use 
all these senses in our thinking, there is a tendency 
to favour one.
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To match mentees’ preferred thinking styles, use 
their preferred sensory-based words. When you 
use words from their preferred senses, you are per-
ceived to understand them on a deeper level.

Building trust

Although rapport can be built and lost quickly, it 
takes time to build trust. Some key points to be 
aware of when building trust include the following:

 • Be authentic. Just be yourself.
 • Be sincere and keep your promises.
 • Be competent and confident.
 • Be honest and tell the truth in a respectful 
manner.

 • Be congruent by matching your words with your 
actions.

 • Be there by being on time and giving your full 
attention.

Asking permission

In many everyday conversations, we express a 
thought or opinion, and then the listener will ex-
press a differing thought or opinion. This can leave 
us with a feeling of not being heard or understood. 
Asking permission does the following:

 • Demonstrates respect
 • Builds rapport
 • Minimizes assumptions
 • Frames the situation
 • Creates trust and cooperation
 • Gives a clear indication of where the conversation 
is going

Ask permission when you are:

 • Sharing an experience
 • Sharing your thoughts, ideas or opinions
 • Changing the direction of the conversation
 • Wanting to spend more or less time on an issue

When asking permission, you can use some of 
the following questions. Through practice, you will 
develop your technique and it will become second 
nature.

 • “Can I share…?”
 • “Can we spend some time brainstorming…?”
 • “Would you like to…?”
 • “It sounds like…. Can we explore…?”
 • “I’d like to…. Is that okay with you?”
 • “Can I take a moment to run through what you 
just said?”

4. Applying the GROW Model

The GROW Model is a coaching tool that can be 
adapted to mentoring. 

The GROW Model was originally developed in the 
United Kingdom (1980s) by business coaches 
Graham Alexander, Alan Fine and Sir John Whitmore. 
It became a very popular tool in the 1980s and 1990s 
in corporate coaching. The key use of the GROW 
Model was for setting goals and solving problems.

The GROW Model may be suited to working in goal-
directed areas of sports or business, but it may be 
less well suited to conversations about careers, 
person-role fit or life-mentoring.

A good way of thinking about the GROW Model is to 
think about how you would plan a journey. First, you 
decide where you are going (the goal) and establish 
where you currently are (your current reality). You 
then explore various routes (the options) to your 
destination. In the final step, establishing the will, 
you ensure that you are committed to making the 
journey and are prepared for the obstacles that you 
could meet along the way.

The GROW Model is a four-step structure – Goal, 
Reality, Options and Wrap-up – that uses key ele-
ments to create an effective conversation in a 
coaching session. This simple model supports a 
non-directive approach, using effective questions to 
identify progress and action.

During a mentoring session, there may be several 
topics, issues or ideas that the mentee will want to 
discuss, resolve or get clarity on. The four steps of 
the GROW Model are used for each new mentoring 
conversation, within the session.

Before applying the GROW Model within a conversa-
tion, it is always important to first ask for permission 
delicately. The effect will create trust, and the men-
tee will open up his/her thinking to the exploration 
of possible solutions.

1. GOAL – Identify the desired outcome by 
establishing the topic for discussion.

2. REALITY – Use open questions to establish the 
current reality for the situation.

3. OPTIONS – Elicit all the options, identify options 
to move the goal forward and agree on possible 
options.
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4. WRAP-UP – Define the next steps, and define a 
plan of action. Also identify possible obstacles and 
available support. Finally, agree on the expected 
timing for completion and follow-up.

1. Goal

This goal is not necessarily the overall, long-term 
goal that the mentee has set for the mentoring pro-
gramme. Rather, this is a goal or the aim of a topic, 
issue or idea that the mentee has selected to be the 
point of focus for the whole session or for a specific 
conversation.

It is important that both you and your mentee agree 
on the specific goal for the session and the topic to 
be discussed. This gives both you and the mentee 
a clear direction of where the session will be going. 
This desired goal is to be achieved within the limits 
of the session.

 • “How far would you like to get in this session?”
 • “What outcomes are you seeking by the end of 
the session?”

2. Reality

Explore the current reality. The reality is the “who, 
what, where and how” of the present situation. 
Asking questions to provoke ideas and actions will 
allow the mentee to explore what directly impacts 
and influences the outcome of the set goal.

Invite self-assessment, avoid irrelevant historical 
events and always ensure that nothing is left as-
sumed. The mentee needs to be clear and honest to 
allow the mentoring session to progress efficiently.

 • “What is your present situation, in more detail?”
 • “What have you done so far towards reaching 
your goals?”

 • “What has stopped you from achieving more?”
 • “Who can support you?”

3. Options

Once you have defined the goal and established the 
reality of the situation, you can move the mentee to 
the next stage: exploring the options and identifying 
what is actually possible to help the mentee move 
the goal forward. Ensure that all possible options 
are considered and that decisions are agreed upon.

 • “What actions can you take?”
 • “Can you list six things you can do?”
 • “Which option would you choose?”
 • “Which option can you begin now?”

4. Wrap-up

Finally, the mentee will need to choose the next 
steps. What specific actions is the mentee going to 
commit to that will ensure the successful comple-
tion of his/her goal(s)? During the wrap-up phase, it 
is also important to identify any possible obstacles, 
agree on the expected timing and identify available 
support.

 • “What are the next steps?”
 • “What might get in the way?”
 • “What support might/do you need?”

The GROW Model is an essential tool for managing 
successful mentoring meetings, but it is not the only 
one. The most important thing is that the mentee 
defines where he/she wants to be by the end of the 
mentoring session and that, through effective listen-
ing and powerful questions, the mentee is guided to 
that destination.
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D.  Coaching models that can be adapted for 
mentoring
This annex can be used by mentors to guide 
mentoring conversations particularly dur-
ing goal-setting sessions at the beginning 
of the mentoring relationship. Mentees 
may also find the approaches included in 
the annex useful in self-guided analysis.

The annex provides two popular examples of 
coaching methodologies: the Wheel of Life and the 
Personal Brilliance Model. The Wheel of Life can be 
used to help understand how to achieve balance 
in life by investigating one’s work, personal life and 
other components. The Personal Brilliance Model 
is a tool that can be used especially by mentors to 
understand any personal growth that mentees may 
undergo as part of the mentoring relationship.

Wheel of Life

The Wheel of Life was created in 2007 by Paul 
Meyer, who is a pioneer in the business of personal 
development and life coaching.2 The Wheel of Life is 
a useful tool when life seems out of balance, particu-
larly when someone is suffering from workaholism, 
burnout or general dissatisfaction and is not sure 
why he/she feels unfulfilled. This method is also 
very effective in helping people become more ef-
fective and satisfied with their life even if they are 
not burned out or unhappy. The idea is to identify 
the areas, dimensions or aspects of one’s life and 
arrange them as areas or spokes around a wheel.

The circle represents your life, the whole of you. The 
pieces of the pie, or spokes, are the parts of your 
life: the areas, roles or aspects of the whole. You as-
sess those aspects and create a graphic like the one 
here to see how balanced your life is.

2 The information on the Wheel of Life has been adapted 
from the following source: Paul Meyer, The Wheel of Life 
(Mountain View, California, Davies-Black Publishing, 2007).

Some wheels will have more and varied aspects. 
The nature of the aspects are up to you and usually 
identify parts, areas, roles, needs or dimensions of 
your life.

Again, the idea is to assess these parts of yourself 
or your life to see if there are important things you 
have been neglecting or things you have been giving 
too much of yourself to.

The purpose of the Wheel of Life exercise is to make 
sure your wheel, the whole of your life, is balanced 
and that all aspects or needs are fulfilled in the right 
way. When one aspect of your life becomes the fo-
cus and the others are neglected, the wheel is out 
of balance. We know what happens to an out-of-
balance wheel. It gets wobbly and is likely to crash. 
The wheel, your life, needs to be balanced around 
the centre, and this exercise will help you do that.

The wheel in the exercise below contains eight sec-
tions that, together, represent one way of describing 
a whole life. You, as a coach, or your mentee may 
have other labels or categories or may wish to keep 
friends and family separate. The structure is up to 
you and your mentee. The exercise measures your 

Adapted from source: William Anderson, “How the ‘Wheel of 
Life’ Can Help You Find Balance”, Thrive Global, 10 November 
2016. Available at https://medium.com/thrive-global/how-
does-one-become-centered-and-balanced-bb28627a4461.
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mentee’s level of satisfaction in these areas on the 
day he/she works through this exercise. It is not a 
picture of how it has been in the past or what the 
mentee wants it to be in the future. It is a snapshot 
taken in the moment. It is not a report card on how 
well the mentee has performed or what he/she has 
achieved. The emphasis is on the mentee’s level of 
satisfaction in each area.

Using the Wheel of Life in a mentoring session

1. Briefly explain the wheel and what it signifies 
to your mentee. The Wheel of Life is a tool that 
coaches use to get a snapshot of how satisfied a 
mentee is in his/her life. There are eight areas on 
the wheel that represent different aspects in life. 
You may want to change the categories to reflect 
the areas of your mentee’s life. For example, the 
mentee may choose to break the category of 
friends and family into two separate categories. 
The mentee may also wish to add a category.

2. Ask the mentee to rate his/her level of satisfac-
tion in each of the areas: “I am going to ask you 
to rate your level of satisfaction in eight areas of 
your life. Zero means not satisfied, and 10 means 
highly satisfied.”

3. After the mentee has rated each of the areas, 
ask him/her to connect the lines to form an inner 
wheel. This new perimeter gives the mentee an 
overview of the balance in his/her life. “Remember, 
this is not about getting 10s! It’s about a smoother 
ride.” “If this wheel were a tire on your car, how 
bumpy would the ride be?” Listen to the mentee’s 
response and then move to step 4.

4. Ask the mentee, “What area would you like coach-
ing on? Or what area are you ready to make a 
change in?” Once an area is selected, continue 
to ask powerful questions to move the mentee 
forward.

5. Wrap up the mentoring session by making a 
request or by giving the mentee a homework 
assignment.

6. Be sure to hold the mentee accountable. “What 
will you do? When? How will I know?”

Personal Brilliance Model

The Personal Brilliance Model can be used as a 
foundation for the mentoring conversations as it 
allows mentors to support mentees in becoming 
the best version of themselves.3 If the meetings are 
structured based on the model, mentors can ask 
questions based on one of the areas. It creates a 
deeper level of awareness within mentees of who 
they are and why they want to do what they do.

Mentoring is more than just having a structured 
conversation with your mentees. It is also about 
understanding the mentees and their own personal 
experience of growth through the mentoring pro-
cess. As a mentor, you will not only support your 
mentees in working out what they want, you will also 
be assisting them in discovering who they need to 
become in order to make it easier to achieve all that 
they desire.

The Personal Brilliance Model helps identify the 
seven key areas that assist us with moving through 
life with ease:

1.  Desire

2.  Believe

3.  Achieve

4.  Permission

5.  Commitment

6.  Acknowledgement

7.  Choice

3 The information on the Personal Brilliance Model has been 
adapted from the following source: Domonique Bertolucci, 
Your Best Life: The ultimate guide to creating the life you want 
(Sydney, Hodder Australia, 2006).
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Desire

One of the most important things you can do as a 
mentor is support your mentees in getting in touch 
with their desires – the dreams they have for their 
life. Identifying and defining a mentee’s dreams, and 
the resulting goals, is the cornerstone of any men-
toring process. While some mentees may already 
know what they desire and simply need support in 
making their desires a reality, other mentees are so 
caught up in day-to-day living that they do not even 
know what they desire.

As a mentor, it is your role to help your mentees 
discover, uncover, clarify, refine and/or define their 
goals.

Reflection question for the mentee that can be posed by 
the mentor: Do you know what you truly desire from life?

Believe

Belief plays two distinct roles in the journey towards 
personal brilliance. Firstly, you must believe in your 
goals, dreams, hopes and desires. You must know 
that they are possible and have the potential to be a 
genuine reality in your life. You must believe in your 
ability to achieve your goals.

Belief is also critical because achieving any goal or 
desire requires a strong sense of self-confidence 
and a willingness to identify and overcome any 
limiting beliefs that may be presenting conscious or 
subconscious obstacles.

As a mentor, it is your role to encourage your 
mentees to believe in their dreams and to support 
them in developing an internal framework. This can 
be achieved through affirmations, reframing state-
ments and actions that support their newfound 
beliefs.

Reflection question for the mentee that can be posed by 
the mentor: Do you believe in your goals? What limiting 
beliefs get in the way of your success?

Achieve

The Personal Brilliance philosophy recognizes that 
few goals are achieved without action. You may 
wish to adopt an attraction mindset, or to focus or 
meditate on your goals, but you will still find that 
the fastest, most rewarding path to those goals is 
to take action – and to continue to take action until 
your desires are your reality.

As a coach, your role is to support your mentees 
in defining the actions they need to take to achieve 
their goals, to encourage your mentees along their 
journey and to support and help them regain focus 
on the occasions when their actions are not going 
to plan.

Reflection question for the mentee that can be posed by 
the mentor: Are there any actions you should be taking to 
bring you closer to your goals?

Permission

A key element to achieving all that you want from life 
is to give yourself permission to do so. Sometimes a 
mentee may feel that their goals are too audacious 
or beyond their potential. Other mentees may sim-
ply be out of the habit of expecting the best from 
their life and permitting themselves to feel such 
hope.

Having a life that is happy and full of real and mean-
ingful success is a basic human right, but sometimes 
people have to be reminded of this.

One of the most powerful questions a coach can 
ask a mentee is, “How do you hold yourself back?” 
Your role as a coach is to support your mentees in 
this discovery and then to provide them with the 
dialogue and tools to address their perceived limits, 
granting themselves permission to do, be and have 
all that they want from life.

Reflection question for the mentee that can be posed by 
the mentor: How do you hold yourself back? Is there any-
thing you want from life that you are not currently giving 
yourself permission to achieve?

Commitment

“If at first you don’t succeed,…” is an age-old saying, 
but it is the commitment to your goals that will make 
them a reality in your life. It is easy to pursue your 
chosen path in the early days, when you have first 
discovered it. Likewise, it is easy to pursue your 
goals when everything is going according to plan, 
but it is a persistent and committed effort that will 
make your goals a reality in your life.

As a mentor, it is your role to support and encourage 
your mentees, especially when their commitment 
is challenged or is wavering. You will support your 
mentees in identifying the biggest threats or chal-
lenges in advance of their occurrence and work with 
them to develop a strategy for addressing the barri-
ers to their commitment.
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Reflection question for the mentee that can be posed by 
the mentor: What are the biggest barriers to your commit-
ment? How can you address and overcome these obstacles 
to your success?

Acknowledgement

One of the most empowering things you can do is 
acknowledge or own up to your desires. So many 
people have a “secret” ambition for their life, one 
that they are afraid to own up to in case they feel 
foolish, are not able to achieve it or are thought of 
badly for wanting it in the first place.

At the same time, many people do not acknowledge 
the efforts they are making and the successes they 
are achieving. The truth is that, the more successful 
you feel, the more successful you will become, so it 
makes perfect sense to focus on your achievements.

As a mentor, your role is firstly to challenge your 
mentees to acknowledge their desires. You then 
need to support your mentees in recognizing and 
celebrating each and every success they experience 
along the way.

Reflection question for the mentee that can be posed by 
the mentor: Do you have any “hidden” dreams that you 
need to acknowledge? Have you had any recent successes 
you have neglected to acknowledge?

Choice

In the end, it all comes down to a choice: who do you 
want to be, and what do you want to do with your 
life? The key to being personally brilliant is to always 
make conscious choices in your life: choices about 
what you want and what you do not want; choices 
about what is and is not acceptable; and choices 
about who you are and what you stand for.

As a mentor, your role is to challenge your mentees 
to make strong, positive choices in their life. You will 
also need to support your mentees in understand-
ing and living with the consequences of their choice.

Reflection question for the mentee that can be posed by 
the mentor: What have been the most valuable choices 
you have made so far in your life? Have you ever made 
a choice without fully comprehending its consequences? 
How did you experience this?
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E.  Template for a mentoring training programme
There are no fixed rules about exactly how much 
training mentors and mentees need in order to be 
successful. The amount required depends on the 
characteristics of the programme’s goals and objec-
tives, the scope of the problems that mentors are 
expected to address and other factors. The topics 
covered in this guide represent the common men-
tor skills and programme information that most 
pre-launch trainings provide.

Too often, programmes take shortcuts on mentor 
training because they do not want to ask their men-
tors and mentees to participate in a lengthy training 
session. Learn how to work with your participants’ 
schedules to ensure that you are providing adequate 
training. Some programmes break training up into 
two evenings or over a weekend. Regardless of how 
you schedule it, make sure that your mentors get 
all the information they need before beginning to 
meet with their mentee. Mentors who are reluctant 
to participate in a comprehensive training schedule 

may not have the commitment your programme is 
looking for.

Trainings can be separate for mentees and mentors 
so that both groups receive a professional develop-
ment opportunity. It is a value-add for mentors to 
receive comprehensive, complementary training 
that supports their career development. The train-
ing can be similar for both groups with the exception 
of components specific to each group. For example, 
in targeted sessions, mentors can be explained their 
role in the mentoring relationship, and mentees can 
get clarification on their roles (as defined in the pro-
gramme manual).

You can use the agenda provided in this guide as a 
starting point for building your own training agenda. 
Below are the different phases of the training and 
the topics that you can address during the prepa-
ration. Therefore, this section will also help you 
select the desired topics and plan your own training 
agenda. Each of the topics and methods below can 
be found in this guide.

Training blocks Training topics

Block I – Introduction

Helping participants to get to know one another and participate in the session

Overview of the programme

Determining the training expectations

Understanding the role of a mentor and mentee in the organization

Block II – Core mentoring 
skills

Listening skills 

Questioning skills 

Building rapport 

The GROW Model

Block III – Managing
mentoring sessions 

Meeting rules and etiquette 

Appropriate styles of feedback 

How to give feedback 

Giving effective feedback 

Receiving feedback

Block IV – Methods
The Wheel of Life

The Personal Brilliance Model 
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Below is a training agenda framework that will help you when developing your own agenda.

Name of training:  

Date:  

Location:  

Objective of the training:  

Trainers:  

Target audience:  

Time Topics Activities

10:00–11:30 Session 1

11:30–12:00 Break

12:00–13:30 Session 2

13:30–14:30 Lunch

14:30–16:00 Session 3

16:00–16:30 Break

16:30–18:00 Session 4

Summary 
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F.  Tips for trainers
Before the training sessions 4

1. Think about the principles of adult learning

Adults want to see a reason for learning something; 
the learning must be applicable to their work or 
other responsibilities to be of value to them. Adult 
learners are usually more practical and goal-orient-
ed. Therefore, focus on activities that would support 
them in their day-to-day responsibilities.

Adults learn best when they are in a supportive 
environment. They want guidance, not competition. 
They do not want to be put on the spot or feel like 
they are being tested.

2. Know the training curriculum thoroughly

As necessary, customize activities and handouts to 
best address characteristics of your programme and 
your specific group of mentors. Be prepared to offer 
real-life examples that illustrate your programme’s 
experiences.

Think about how you will facilitate the session in 
terms of adaptability to ensure the best outcome 
for your audience. For example, certain activities 
may work better than others, so be adaptable to the 
group’s needs and learning style.

3. Select the venue

Select a space for the training that is physically com-
fortable and contributes to group interaction. The 
room should be large enough (but not too large), 
private, quiet, clean and well lit.

Avoid a traditional classroom set-up. Depending on 
the size of your group, have a table large enough for 
all the participants to sit around, or have multiple 
tables that are square or circular. If that is not possi-
ble, arrange chairs in a circle to facilitate discussion.

4 These tips have been adapted from the following sources: 
The Hamilton Fish Institute on School and Community 
Violence and The National Mentoring Center at Northwest 
Regional Educational Laboratory, Building Relationships: A 
Guide for New Mentors (National Mentoring Center, 2008); 
and The Hamilton Fish Institute on School and Community 
Violence and The National Mentoring Center at Northwest 
Regional Educational Laboratory, Training New Mentors 
(National Mentoring Center, 2008).

4. Be prepared

Ensure you have the appropriate number of hand-
outs. Gather any required materials and equipment: 
paper, markers, masking tape, name tags and any-
thing else you might need for the session.

You may want to prepare a script that you can use 
to guide your facilitation and keep the training on 
schedule.

5. Arrive early

Get to the training room about 30 minutes ahead 
of time to set up the area: arrange the layout of the 
room, do any necessary writing on the whiteboard 
and check the equipment.

Be sure that refreshments (coffee, water, soft drinks, 
etc.) are available.

Greet participants as they arrive to the training 
room.

During each training session

1. Create a comfortable learning environment

Be sure the physical space is conducive to group 
learning and that participants can hear one another 
as they speak. Create an atmosphere where partici-
pants are taken seriously and where they can also 
laugh.

2. Pace the training appropriately

Encourage the exchange of ideas and information 
while also keeping activities on track. Move things 
along quickly enough to keep participants from be-
coming bored.

Allow time throughout the session for participants 
to ask questions. Where appropriate, involve the 
whole group in answering questions.

3. Model good listening, feedback and problem-
solving skills – the skills that mentors need

Listen carefully and respectfully. Acknowledge 
what people say even if you do not agree. People 
need to feel they are being listened to and that 
their ideas and concerns are recognized as worthy 
contributions.
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Maintain eye contact with each person as he or she 
speaks. Monitor your non-verbal signals as well as 
your verbal comments.

Respond by guiding, not imposing. Be non-judg-
mental. Repeat and address key points.

Help participants develop collaborative problem-
solving skills. Involve them in answering other 
participants’ questions, and have them work togeth-
er to arrive at solutions to problems.

4. Think about how people learn best

Keep this point in mind: people remember about 20 
per cent of what they hear, 40 per cent of what they 
hear and see, and 80 per cent of what they discover 
for themselves.

Ensure that success is built in. People learn best 
when they experience success frequently. Structure 
activities so participants end with a sense of 
accomplishment.

5. Be yourself

Know your limitations. It is okay if you do not know 
the answer to a question. Just say you will try to find 
the information they requested and get back to 
them, and then follow through.

Have a sense of humour during the training session.

After each training session

1. Get feedback from participants

Prepare an evaluation form that asks for feedback 
on both the process and the content of the training 
session. Distribute it at the end of the session, and 
ask participants to complete it before they leave.

Reflect on what worked well and what did not.

Use the information to help you think through what 
went well from the participants’ point of view, what 
you need to modify about the content and what 
facilitation skills you want to work on.

Along with participants’ feedback, give yourself your 
own feedback on the training. Think about the situ-
ations when participants seemed involved, bored, 
stimulated, confused, angry or having fun.

Based on your self-observations, make necessary 
adjustments to the session content and your facili-
tation strategies.

2. Follow up on information you promised partici-
pants you would get for them

During the training session, keep a “to do” list of 
information (or answers to questions) that you tell 
participants you will obtain for them. 

Try to get the information, and then contact the 
participants who requested it.
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G.  Application form for mentors and mentees
Below is a sample application that can be used for recruiting mentors and mentees.

Brief description of the programme:  

 
 

Applicant’s name:  

Applicant’s position:  

Interested in being a mentor or mentee:           Mentor           Mentee

Department:  

Email:  

Phone:  

Gender:           Male           Female           Prefer not to say

Supervisor/Manager:  

Career level:  
 
Number of years in the organization:  

Number of years of experience in the job:  

Certification levels:  

Responsibilities:   

Career aspirations:

 
 

Why would you like to join the mentoring programme?

 
 

What would you like to offer to the mentoring programme?

 
 

What would you like to learn in the mentoring programme?

 
 

Previous experience as a mentor or mentee:

 
 

Gender preference for mentor or mentee:            Male           Female           No preference

Ability to fulfil time commitment of approximately five hours per month:           Yes           No

Please attach a copy of your resume.
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H.  Icebreakers
Icebreakers are quick, fun activities that help create an atmosphere where two or more 
people can connect on a different level. Icebreakers are usually played at the beginning of 
a training, event or workshop.

Types of icebreaker activities5

1.  Name tags: Have the participants write their name and favourite hobby on their name tag as it will give 
an opportunity to open the discussion.

2.  Two truths and a lie: After the welcome, take 10 minutes during which each person will meet at least 
three other people. They must tell them two truths and one lie about themselves (encourage people to 
use topics like things they have done, places they have visited or lived, etc.), and anyone they meet must 
guess which one is the lie. This activity gives the participants an opportunity to learn about one another 
on a personal level.

3.  Questions: As they enter the room, give everyone one of the following questions on a slip of paper. As 
they meet one another, they share their questions and answers.

a. What do you think is missing from your career or life?
b. If you could go back 10 years, would you? Why or why not?
c. What is the best thing you have ever done?
d. If you could create your own artificial intelligence manager, what traits and skills would you give it?

4.  Scavenger hunt: Create a scavenger hunt bingo card. Each card contains multiple statements that could 
be true about someone, such as “I have a dog.” Attendees go around the room trying to find people that 
match the statements. Once they do, those people must sign the space on the card. The first person with 
a full card wins.

5.  Ten things you have in common: Give people a piece of paper, and challenge them to go around the 
room asking other people questions. When they find they have something in common with someone, 
they can write it down on the paper along with their name. Participants are not allowed to use one person 
for all 10 things, nor can they use the same question for everyone, such as finding 10 people in the room 
who have cats.

6.  First job: Have everyone write down the title of their first job on a piece of paper as they come in. Collect 
them from the participants, then redistribute each one to someone new, ensuring no one gets their own. 
Next, challenge the group to find out who held each job.

5 Many different icebreakers can be found online. For more ideas, see https://www.eventmanagerblog.com/ice-breakers.
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I.  Guide for structuring and preparing for mentoring 
sessions
A mentor’s role is to support the mentee’s agenda, not to drive it. At the beginning of the mentoring relation-
ship, the mentee will be asked to identify his/her key objectives for the process. As a mentor, the responsibility 
is to be the guardian of those objectives, ensuring that the focus of each mentoring session takes the mentee 
closer to, not further from, the desired outcome.

The mentoring session can be divided into the following components:

Warming up: Open with pleasantries and check in on how both people are doing.

Transfer review and setting today’s goals: Check in on progress from last time and identify the intention 
for this session.

Working phase: Discuss in detail the goals for this session.

Transfer preparation: Discuss next steps and the assigned reading, tasks and reflection.

Evaluation: Ask the question, “What was your biggest takeaway?”

Meeting rules and etiquette

• Be on time 

Ensure on-time arrival for the meeting. Not only is it respectful, it builds trust. Be on time regardless of 
whether it is on the phone or in person. If you cannot be there on time, make sure you let your mentee know 
as soon as you can. This builds trust and makes the mentee feel respected.

• Prepare for the meeting

Review the mentee’s pre-session focus forms. Take some time to make sure that you have read through the 
forms before the mentoring session. This becomes a very valuable tool for your preparation.

• Silence phones 

Ensure all mobile phones are on silent or that calls are diverted and phones are out of sight. If you are 
expecting an unavoidable call during the mentoring session, let the mentee know at the beginning.
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• Maintain confidentiality 

Abide by the agreed-upon terms of complete confidentiality, at all times!

• Take notes 

Note-taking acts as a memory aid and can help with planning future mentoring sessions. If you can, make 
notes after the session or use bullet points – minimize anything that will distract the mentee.

• Summarize actions 

At the end of the meeting, make sure that all agreed-upon actions are recorded. It is important that the 
mentee make note of these and that they are clear. You might give your mentee some homework, which 
should also be noted in his/her list.

• Decide when to meet next 

Before ending the mentoring session, always confirm the date and time for the next session.
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J.  Sample mentoring conversation and giving feedback
A mentoring conversation is more about learning from each other and is less about the mentor providing a 
job or an opportunity for a job.

A mentoring conversation is a two-way dialogue based on a question and answer.

Mentor: I am really glad I have the opportunity to support your career over the next few months.

Mentee: Yes, I am really looking forward to learning from you and your career experiences.

Mentor: Tell me about you and what encouraged you to join this programme.

Mentee: [Provides an answer.] How about you? I would be curious to know about your career progres-
sion and how you got to where you are now. What lessons did you learn?

...and from here, the conversation continues with a dialogue.

Appropriate styles of feedback

“The worst feedback is personal and judgmental. The most effective is subjective and descriptive.” —Sir John Whitmore

Feedback is a very important tool. It is essential to ensuring that goals are met. The mentor is advised to 
deliver feedback in a friendly and supportive environment, using non-emotional language and with the em-
phasis on the behaviour, not the individual. Most feedback will result in an action. When done in this manner, 
the mentee will respond positively, appreciate your guidance and be open to self-learning.

To give quality feedback, you should:

 • Deliver it in a timely manner, as close to the actual occurrence as possible
 • Be encouraging and supportive
 • Make sure you are clear on the issues and the impacts
 • Be open to receiving feedback
 • Never be angry or belittling
 • Always use a face-to-face opportunity when you need to give negative feedback

How to give feedback

1. Prepare for the session

This allows you to be very clear and specific on what feedback the mentee needs. Identify the following:

a. The specific behaviour (whether or not this is a one-off or an ongoing issue and using objective 
information that supports your position)

b. The impact that the behaviour is having
c. What action the mentee can take to achieve the desired outcome

2. Ask permission during the session

Before providing feedback, it is first important to obtain the mentee’s permission to supply feedback; other-
wise there may be some resistance.

3. Set up a learning environment 

It is important for the mentee to understand why you are praising or criticizing his/her behaviour. Approach 
this by giving an explanation of the purpose of the feedback and how it can assist the mentee. This approach 
sets up a learning environment (so that the mentee does not feel ambushed). Feedback should not be 
judgmental, emotional or personal. You should always address the specific behaviour, never the individual. If 
feedback is delivered in an emotive manner, the mentee will become defensive, will probably stop listening 
to you and will then be unable to process the information.
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4. Use questioning techniques 

This will help the mentee acknowledge and understand the issue and possibly formulate his/her own an-
swers. If no solution is given by the mentee, remember to ask for permission before offering a solution.

5. Paraphrase the learning 

Paraphrasing the mentee’s reflections and solutions will consolidate what the mentee has learned, ensuring 
it is clear and understood.

6. Prepare an action plan 

You should both agree on the action required, what the improved performance will be and when this will be 
achieved. Ensure that you are clear on any obstacles (physical or mental) that may get in the way of achieving 
the proposed agreed-upon action or change in performance (or behaviour). This agreement also ends the 
session on a constructive note, with clear outcomes and expectations.

7. Follow up

It is important to complete the feedback cycle by monitoring, evaluating and providing ongoing feedback. 
This keeps the mentee accountable and continues to encourage his/her progress and learning.

Receiving feedback

Receiving feedback is always positive, as it is an opportunity to further develop skills and abilities.

Honest, sincere and appropriate praise is also important as this gives the mentee encouragement, recogni-
tion and motivation to excel and continue performing well.

The added bonus of giving quality feedback is that it encourages mentees to give positive feedback to others, 
having a positive effect on the people that surround them.
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K.  Monitoring and evaluation forms
1. Sample mentoring form for the first meeting

Prior to the first meeting, both the mentor and mentee complete this form to discuss at their first meeting. 
It clarifies expectations, promotes understanding of what is important to both and lays the foundation for 
the mentoring relationship. This is different from the mentorship agreement as it is meant to encourage a 
discussion between the mentor and mentee.

Additional questions can be added to the form, as desired.

Name of the mentee:   

Name of the mentor:  

Who is filling out this form:  

Career background of mentee:

 

 

 

 

Career background of mentor:

 

 

 

 

Motivation for participating in mentoring:

 

 

 

 

Expectations from the mentoring process:

 

 

 

 

Any additional notes:
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2. Sample mentorship agreement

A successful mentor-mentee relationship requires a commitment on the part of both participants. The fol-
lowing agreement is intended to clarify goals, provide a foundation of trust and establish a basis for the 
relationship to be successful. Both parties should understand that they may address any concerns about 
the programme by contacting the Mentoring Programme Coordinator. Each party should keep a copy of this 
agreement and make every effort to fulfil the terms of the agreement.

PARTIES’ DETAILS

Mentor  

Job Title  

Contact Number  

Mentee  

Job Title  

Contact Number  

The mentor and mentee are encouraged to share additional contact information as needed.

MENTEE’S GOALS

The mentee should establish with the mentor at least three professional development or personal growth 
goals. Goals should be specific, measurable, attainable and relevant and should include a time 
frame.

GOAL #1  

 

GOAL #2  

 

GOAL #3  

 

CONTACT AGREEMENT

The duration of the formal mentoring programme is ____ months. Mentors are encouraged to continue the 
relationship on a voluntary basis. Contact with the mentee may be in person or by telephone during working 
hours. The mentor/mentee should allow enough time to discuss goals as well as questions from the mentee 
concerning his/her professional and/or personal development.

Meeting schedule

Jointly agreed-upon meeting dates and times:  

Communication channels

What will be the primary communication channels (e.g. email, phone)?  

Turnaround time for communications (ideally two business days):  
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Summary of expectations:

 • Mentee and Mentor agree to meet at least once a month for ________ months.
 • Mentee and Mentor agree to provide ___________________________________________ (Mentoring Programme 
Coordinator) with written feedback after each contact.

 • Mentee and Mentor will provide a final evaluation of the relationship at the end of the formal programme.
 • Confidentiality: Both parties agree to keep the content confidential until one person is at risk, at which 
point it is to be shared with the Mentoring Programme Coordinator or Human Resources as soon as 
possible.

   

Mentee signature and date   Mentor signature and date
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3. Sample mentoring pre-session form

This form is supposed to be filled in by the mentee before each session and sent by email to the mentor, 
preferably at least one business day in advance (ideally two) so that the mentor may prepare for the session.

Overview of achievements and completion of assigned tasks (brief description):

 

 

 

 

 

Overview of the goals set in the previous session and the current situation (where I am on the path towards 
achieving the goal):

 

 

 

 

 

Barriers faced during the process and potential ways to overcome them:

 

 

 

 

 

Goals for the next session: what do I want to achieve at the next meeting with my mentor?

 

 

 

 

 

Details for the next meeting

Date and time:  

Location:  

69GUIDE FOR WORKPLACE
MENTORING PROGRAMMES



4. Sample mentoring session outcomes form

A mentoring journal will help mentors and mentees develop and stick to the working plan and note opinions 
and ideas. At the end of each session, spend 5 to 10 minutes discussing the outcomes of the session and the 
goals of the next session with any follow-up tasks.

This form is for the mentor’s records and tracking the meeting hours. It can also be used as a reference point 
for future sessions.

Session outcomes form

Mentor’s name: Mentee’s name:

Meeting date and time: Location:

Meeting’s main working topics:

Mentee’s achievements towards the goal:

What is going well?

What is the problem? What is the reason for the problem?
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What kind of help can I offer my mentee to address the problem?

What attitudes or feelings need to be changed to overcome the problem facing my mentee?

Agreed-upon date/time for the next session: 

Main topics and agenda for the next session:

Insights from today’s session:
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5. Sample mentor/mentee progress review form

This form can be used by the mentor and mentee and submitted to the Mentoring Programme Coordinator 
confidentially. It is not meant to be seen by the other party, as it provides an insight on how the mentoring 
relationship is progressing.

What has been the main focus of the meetings?

What have been the successes since the latest review?

Have there been any problems or difficulties encountered since the latest review?

How were these issues resolved or addressed?

Are the original objectives for the mentoring relationship still the same, or do they need to be adjusted?
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Please identify some key outcomes to be achieved by the next meeting:

Do you feel that this is still the optimal mentoring relationship?

Please identify a date, time and location for the next meeting or review session:

How would you rate your satisfaction with the mentoring experience?

1 2 3 4 5 6 7 8 9 10

1 – Not satisfied at all 10 – Extremely satisfied

Signed:  
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6. Sample final evaluation forms for mentors and mentees

The sample forms below provide some questions that you may include in the final evaluation survey for 
mentors and mentees. The questions help assess participants’ impressions of the successfulness of the 
mentoring programme. It is advised to revise and add additional questions as per the specific objectives of 
the mentoring programme.

SAMPLE 1: Form to be completed by the mentee

Mentee:   Mentor:  

Mentee title:   Contact info:  

Number of mentee contacts with the mentor:  

Types of contact (telephone, face-to-face, etc.):  

Overall, how would you rate the mentoring experience?

5 – Excellent          4 – Good          3 – Satisfactory          2 – Fair          1 – Poor

Comments:  

 

Rate the following statements on a scale of 1 to 5.

5 – Strongly agree          4 – Agree          3 – Disagree          2 – Strongly disagree          1 – Don’t know

I feel that I have reached all or some of my goals for personal growth. ______

I feel better about my potential for career and personal growth since completing the programme. ______

I feel more self-confident since completing the mentoring programme. ______

My mentor played an important part in my growth and development. ______

I plan to continue my training and education. ______

I plan to continue to work towards reaching my current and future career goals. ______

I feel the mentoring programme has had a positive effect on my career success. ______

I would recommend this programme to others. ______

My mentor and I plan to continue our relationship.         Yes           No           Don’t know

I would like to serve as a mentor in the future.                 Yes           No           Don’t know

 

 Mentee signature and date
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SAMPLE 2: Form to be completed by the mentor

Mentor:   Mentee:  

Mentor title:   Contact info:  

Number of mentor contacts with the mentee:  

Types of contact (telephone, face-to-face, etc.):  

Overall, how would you rate the mentoring experience?

5 – Excellent          4 – Good          3 – Satisfactory          2 – Fair          1 – Poor

Comments:  

 

Rate the following statements on a scale of 1 to 5.

5 – Strongly agree          4 – Agree          3 – Disagree          2 – Strongly disagree          1 – Don’t know

I feel I was able to contribute to the career and personal growth of the mentee. ______

I feel I learned about myself through this mentoring programme. ______

I feel more self-confident since completing the mentoring programme. ______

I feel this mentoring programme contributed to my own career and personal growth. ______

I plan to continue mentoring and supporting others in their career. ______

I feel the mentoring programme has had a positive effect on my career success. ______

I would recommend this programme to others. ______

My mentee and I plan to continue our relationship.                    Yes           No           Don’t know

I would like to continue serving as a mentor in the future.      Yes           No           Don’t know

 

 Mentor signature and date
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