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Considerations to Create and Deploy a Successful
Mentoring Program in your Organization
Presented by: Gina Abudi, MBA

Learning Objectives
Develop the strategy and business case
Create demand for the program
Ensure accountability of participants
Manage communications
Launch and evaluate
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First…a bit about mentoring..


Mentor: a trusted counselor or guide



Mentee: an individual being mentored



Mentoring: a collaborative learning relationship
Enables for:
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Building relationships throughout the organization
Continuous learning
Increased employee satisfaction
Attracting and retaining top talent
Exchange of knowledge and information
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Types of Mentoring Programs
One-on-one mentoring
Distance mentoring
Reverse mentoring
Group mentoring (mentoring circles)
Peer mentoring groups







Which of these support your
organizational goals around mentoring?
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Is the Organization Ready?
Willing and able to support and fully embed
into the culture of the organization?










Leadership interested?
Tied to strategic goals attainment?
Tied to solving significant business problems?
Embedded in performance review/feedback?
Managers of mentees on board?

A learning organization







Focused on improvement
Embraces adult learning
Does informal mentoring occur?

Where might resistance lurk?
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Making the Business Case
Focus on:







Value to organization
Value to participants
Highlighting informal mentoring happening now

Consider:






Goals and challenges of organization?
Goals and challenges of individuals?

Given the goals – what type(s) of mentoring
makes sense?
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A Simple Framework to Get
Started…

Foundation in Place

Launch Program
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Plan and Prepare

Evaluate Program
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Leaders must…
Create/share a vision
Enable for and protect time for mentoring
Provide financial and resource commitment
Provide technology necessary
Promote the value of mentoring
Align mentoring to goals
Develop clear and concise objectives
Help to create the mentoring pool
Ensure support for, and recognition of,
mentors
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What are your objectives for
rolling out a mentoring program?
Identify and achieve career and personal
goals
Build a bench of leaders with knowledge, skills
and abilities to support organization
Foster engagement within the organization
Enable for performing at the highest levels
Create opportunities for sharing, collaboration
and working across cultural boundaries
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Sharing Accountability…
Mentor
transfer knowledge and
assist mentee to develop
competencies to achieve
goals

Mentee
focus on achieving
results for professional
and personal growth in
support of organization

Mentee’s Manager
Sets performance
expectations; uses 1:1’s
to keep up to date on
progress from mentoring

The mentor and manager help to provide the
mentee what he/she needs to be successful in the
organization.
The mentee shares responsibility by taking
accountability for his/her own success.
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Initial Planning for a
Mentoring Program







Change management component
Ensure diversity on the planning team
Ensure participation at executive level
Develop a high level checklist of tasks
Schedule the kick off meeting and develop the
agenda
Develop a detailed project plan for
implementation and roll out of the program
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Consider also…







How will you reward mentoring?
How will you recognize and reward
participants?
How will accomplishments be celebrated?
How will you share best practices between
mentoring programs?
How will you ensure challenges are not
encountered over and over again?
How will you capture and apply lessons
learned from program to program?
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Use a Governance Committee


Comprised of:







HR
L&D
Senior leaders
Managers from various functional areas

Define goals and objectives for program
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Ensure alignment to organizational strategy and
vision
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Outline the Program










Duration?
Number of pairs?
Number of required meetings?
An “agreement” between mentor and mentee
Budget available?
Meeting space?
Output (deliverables?)
Reporting requirements?
Technology use?
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Selecting Mentors and Mentees


A few options



Leadership selection
(new hires, high pots, succession planning)
Volunteers




Nomination and selection process
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Interested individuals
Meet specific criteria
Interview process
Recommendations
Past performance factors
Commitment

ACG preferred for our
clients to ensure a
measurable, successful
program with the right
participants at the right
time!
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The Kick-Off Meeting –
Planning Team


Diverse planning team







Managers and non-managers
Varied experiences and backgrounds
Varied time with organization
Represent all functions and all locations

Kick off meeting
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Ideal face-to-face
Executive kick-off
Include a team building component
Begin to map out the mentoring program project
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Change Management Component


As with any change, share


Why a mentoring program matters





How are we using information/data from
mentoring






Succession planning
High potential programs
Career development

Get others engaged
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Organizational perspective
Individual perspective

Management
Non-management
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Initial Communications










Define mentoring and its value
Share the vision and goals
Who is involved?
Roles and responsibilities of mentors and
mentees; expectations
Selection process for participating
Training plan
Roll out plan
Initial communications is the start of
Measuring success

the change management component.
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Develop an Overall
Communication Strategy


Regular and ongoing communications,
include, for example:









Program managers > program participants
Program managers > leadership
Mentors > mentees

Regular check-in’s with mentors and mentees
Final wrap up meeting
Findings report to leadership
A forum for sharing best practices
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Roles and Responsibilities
Mentors

Mentees



Be an advisor and a coach





Be a champion; offer
encouragement





Schedule sessions



Provide resources



Provide tough feedback



Listen!



Encourage thoughtful risk
taking



Schedule and attend
sessions
20






Identify goals and create
a plan to achieve
Seek out and accept
feedback
Be active and take
ownership
Attend sessions
Take calculated,
informed risks
Follow through on
commitments
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Program Launch



Executive welcome
Kick-off – all pairs together (face-to-face)










Get to know each other
Team building activities

Training on technology
Set expectations
Ensure understanding of roles and
responsibilities
How will conflicts be resolved?
Time for the first mentoring session
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Emphasize the importance of…






Building trust
Maintaining confidentiality
Keeping communication channels open
Ensuring open, honest feedback
Regular and consistent meetings between
mentor and mentee


A commitment to the program!
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Mid-Program Check-in



Survey participants
Meet individually depending on survey results





Mentors
Mentees

Questions include:
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What’s working?
What is the value?
Challenges encountered?
How would you describe the quality of the
mentoring relationship?
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End of Program Reflection


Ask mentees






What will you do differently based on your
mentoring sessions?
What will be your biggest challenges?
What is your action plan?

Ask mentors
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What did you learn from the sessions?
What were your challenges mentoring the
individual?
What would you consider your biggest success?
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End of Program Evaluation


Did you meet program objectives?




Did participants meet their personal
objectives?





How are you tracking against metrics?

Where competencies acquired?
Did the program improve the mentee’s role?

How can the program be made more
effective?
Evaluate again at 30-, 60-, 90-days
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For you..


3 hours of coaching to frame your mentoring
program at the discounted rate of $600 for 3
hours







Continued coaching/support in developing your mentoring
program will be at the discounted rate of $200/hour
Project cost available at a discounted hourly rate
Contact: gabudi@abudiconsulting.com

Download from RESOURCES - PDF File
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Slide deck
Getting started checklist
Checklist to determine organizational readiness
Five Ways to be a Good Mentor
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Checklist: Is the Organization Ready for a Mentoring Program?
For a mentoring program to be successful, the organization must be ready, able, and willing to support
and commit to the program. Can you answer YES to the following questions?
Y/N Is the organization ready…
Is the organization committed to learning? Is learning a priority for the organization?
Is senior leadership committed to supporting a mentoring program? Will they commit time,
resources and funding for a program?
Is the culture one where employees at all levels share best practices, resolve challenges
collaboratively and support each other in achieving organizational goals?
Is there a team in place to support the mentoring program?
Are there competencies in place for all levels of employees that can be aligned to a mentoring
program?
Is mentoring connected to the organization achieving its long term strategy?

Provided courtesy of Abudi Consulting Group, LLC for participants in ACG’s Webinar: Creating & Deploying a
Successful Mentoring Program, August 28, 2018
Abudi Consulting Group, LLC | 21 Hickory Drive | Amherst, NH 03031 | Phone: +1 (603) 471-3864
Email: acginfo@abudiconsulting.com | website: www.AbudiConsulting.com | blog: www.GinaAbudi.com

pg. 1

Checklist: Getting Started with Creating a Mentoring Program
This is not an all-inclusive list of considerations in creating a mentoring program; but does include key
items to consider as you get started in creating a mentoring program in your organization.
Y/N Have you considered the following…
Do you have a vision for a mentoring program? Is it aligned to organizational strategy?
Do you understand the value/benefit of the mentoring program to the organization and to
individual participants in the program?
Does senior leadership support a mentoring program?
Have you considered how to link the mentoring program with performance management?
Have you considered how to provide equal opportunities for individuals not participating in
mentoring?
Have you considered how you will support the program? What technology will you use? How
will you ensure time allocated for mentoring meetings?
What would success look like? How will you define and measure the success of the mentoring
program?
How does mentoring fit in with everything else going on in the organization? How does it
support what is going on in the organization?
Are there pockets of informal mentoring going on within the organization that you can draw
on?
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Five Ways to Be a Good Mentor
It is not just the mentee who benefits from a mentoring program, but the mentor does also! Your ability
to provide a learning experience to the individual you are mentoring is essential to the success of a
mentoring partnership.
Here are five ways to be a good mentor.
1. Share your experiences, challenges, best practices and insights. Mentoring is all about sharing
how you have achieved your goals and how you have developed your skills. But it is not just
about perfectionism, it is also about sharing where you failed, mistakes you made and
challenges you encountered. Share your lessons learned in business.
2. Care about the success of and be interested in your mentee as an individual. You can’t mentor
someone you don’t care about and have no interest in communicating with and sharing about
yourself. A mentoring relationship is only successful when the mentor truly cares about helping
the mentee succeed. You want to develop a close working relationship with your mentee so you
understand their goals and capabilities and can have an honest conversation with them.
3. Communicate well. Ask open-ended questions that get the mentee to explore what’s possible
based on their current abilities and capabilities. Be a sounding board to the mentee – actively
listen to the mentee; enable the mentee to feel comfortable in talking openly with you. Provide
helpful, constructive feedback.
4. Don’t do, guide! Being a mentor is not about you doing the work for the mentee; it is about you
guiding the mentee and helping them develop a plan to move forward. Talk with the mentee
about his/her goals and guide them to develop a plan for achieving those goals. Ask open-ended
questions about what he/she will do? How will he/she measure success? What challenges will
he/she face and how can he/she resolve those challenges?
5. Commit! Commit to helping the mentee achieve their goals through committing to regular
meetings with the mentee; don’t cancel a meeting unless some truly urgent matter or
emergency occurs. Follow up from a previous meeting with the mentee – did she try something
new? How did it work? Was he considering how to address a challenge he would face? What did
he decide?
Mentors must maintain confidentiality for their mentees. Strong mentoring partnerships often
mean information is shared that is confidential. Trust will be broken between the mentor and
mentee and within the program overall if confidentiality is not maintained.

Provided courtesy of Abudi Consulting Group, LLC for participants in ACG’s Webinar: Creating & Deploying a
Successful Mentoring Program, August 28, 2018
Abudi Consulting Group, LLC | 21 Hickory Drive | Amherst, NH 03031 | Phone: +1 (603) 471-3864
Email: acginfo@abudiconsulting.com | website: www.AbudiConsulting.com | blog: www.GinaAbudi.com

pg. 1

