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I. INTRODUCTION 

 

Mentoring is becoming an important element of education in its school and non-school 

dimension in today's world. It prepares and strengthens competencies, including soft skills that 

help to better prepare for the transition from education to employment. Due to the occurrence 

of a gap between the skills of graduates and the needs and expectations of employers, 

universities faced the need to reduce this gap. However, this challenge does not concern only 

universities, but employers should be involved in this process by creating conditions for inter-

institutional cooperation. An excellent way to better prepare graduates is mentoring. The 

initiative to implement mentoring programmes at universities may come from the university 

itself, employers, or a joint initiative. Employers and other stakeholders connected with the labor 

market should realize which party initiates the mentoring program. 

Implementing mentoring at an Higher Education Institution requires many steps to be thought 

through. Interested universities can use a methodology developed within the BEGIN project - 

"Boosting the Soft Skills of Higher Education Students and Graduates" to implement a mentoring 

program.  

In this way, the university will receive a new tool to support the development of students in their 

soft skills and their better preparation for the transition from education to the labor market. The 

methodology for implementing mentoring programmes has been developed using good practices 

identified through international secondary research and in-depth interviews with business 

representatives and university lecturers from Poland, Bulgaria, Germany, Italy, and Portugal. The 

methodology forms the basis for the preparation of a guide containing a mentoring plan and 

practical guidelines.  

The methodology is an open educational resource and defines the next steps and course of action 

that must be taken to prepare the implementation of the mentoring program. The most 

important activities are: 

1. conducting internal consultations with university lecturers and creating a climate of 

understanding, acceptance, and need for mentoring at the university, 

2. consultation of the need for mentoring and its scope with the economic and social 

environment of the university, 

3. identifying the team responsible for preparing the mentoring program, 

4. undertaking cooperation and attracting business representatives to prepare and implement 

the mentoring program,  
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5. determining how mentoring will be integrated into the organizational structure of the 

university and how competences, responsibilities, and tasks will be allocated, 

6. identification of personnel resources and possibilities and obtaining them inside the university 

and external companies and institutions,  

7. identify the necessary organizational resources,  

8. define the objectives of the mentoring program, taking into account the stakeholders,  

9. identify and define student benefits,  

10. identify benefits for mentors, 

11. identify the benefits to the university, 

12. identify business benefits, 

13. prepare the initial framework version of the mentoring program and its implementation, 

14. internal and external consultations and collection of opinions, 

15. develop a mentoring program after consultation, 

16. defining a financing model for the implementation of the mentoring programme. 
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II. MENTORING 

 

“Mentoring is a brain to pick, an ear to listen, and a push in the right direction.” 

John C. Crosby 

The origins of mentoring can be traced back to ancient Greece as a technique to impart to young 

men important social, spiritual, and personal values. Mentoring as we know it today is a process 

in which an experienced individual helps another person develop his or her goals and skills 

through a series of time-limited, confidential, one-on-one conversations and other learning 

activities. 

Mentoring is a professional activity, a trusted relationship, a meaningful commitment. 

Mentoring is a learning relationship, generally focused on long term career development. The 

primary purpose is to drive personal growth; building skills, knowledge and understanding. 

Mentors may use coaching skills in their conversations, but usually the mentor role is wider than 

that of a coach and may include opening doors, making connections and sharing experiences. 

Mentoring consists of a long-term relationship focused on supporting the growth and 

development of the mentee. 

Mentoring is particularly appropriate for increasing employee retention, facilitating cultural 

shifts and encouraging organizational diversity and ethical behavior within an organization. It is 

often used to support talent programs, so that participants get the most they can from their 

involvement, using a mentor to help them embed learning.  

 

1. What is the role of a mentor?  

 

“A mentor is someone who sees more talent and ability within you than you see in yourself, and 

helps bring it out of you.”  

Bob Proctor 

The word “mentor” comes from the ancient Greek tale of Odysseus, king of Ithaca, who entrusted 

his son's education to his loyal friend and adviser, Mentor. Mentor helped raise Odysseus' son, 

Telemachus, while Odysseus was away fighting in the Trojan War. Mentor became Telemachus' 

teacher, coach, counselor and protector, building a relationship based on affection and trust. 

When his father failed to return home at the end of the Trojan War, Telemachus set out to search 

for him, accompanied by the Goddess Athena who was disguised as his old guardian, Mentor. 
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In the first hundred years of its use in English the word “mentor” used to be written with a capital 

letter, marking its status as an eponym. Nowadays “mentor” is widely used1, especially in 

business and education, representing an experienced and thoughtful person who is committed 

to investing one’s time to assist in the growth and development of new or less experienced 

employees and students. 

A mentor is someone, who shares with a mentee (or protégé) their knowledge and experience, 

as well as provides guidance, motivation, emotional support, and role modeling, when it comes 

to exploring careers, setting goals, developing contacts, and identifying resources. The mentor 

offers a fresh perspective and an independent point of view, while guiding a process that fosters 

developing the mentee’s goals and skills through a series of time-limited, confidential, one-on-

one conversations and other learning activities. 

The role of a mentor is complex and may change as the needs of the mentee change. In general 

mentors shall act as: 

 

1. Coaches, consultants or advisors: to share their experience and expertise as appropriate 

with the mentees; to provide advice, guidance, and feedback; to foster the concepts of learning 

and moving forward. 

 

2. Resource and recommendations’ providers: to identify learning tools and other resources 

that will help mentees with their personal development and growth; to encourage mentees to 

join networking organizations or introduce them to new contacts. 

 

3. Solid role models: to show the mentees what it takes to be productive and successful and 

offer suggestions as to what efforts will be necessary to make intended goals a reality, thus 

demonstrating the specific behaviors and actions required to succeed in a specific field/ sector.  

 

4. Truth-sayers: to deliver criticism in a positive, encouraging manner which is more likely to 

foster the growth of the mentees under their purview; to push mentees to take risks when 

appropriate; to help mentees consider and weigh potential consequences of decisions and 

actions in order to avoid the pitfalls and predictable surprises that may occur. 

 

 
1 The word can be used both in the form of a noun and a verb. 
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5. Positive thinkers: to help mentees overcome any self-doubt or offer the encouragement to 

not be deterred by any challenging circumstances; to support their mentees in finding ways to 

work through mistakes and develop a healthier mindset towards failure and success. 

 

6. Champions and cheerleaders: to offer inspiration and support to try new things; to help 

mentees move outside their comfort zones; to respect their mentees’ opinions; to celebrate 

successes together with the mentees. 

 

Mentorship can be a rewarding way to help bright, intelligent newcomers at the universities and 

industries to develop the knowledge, skills, network, and attitude to thrive. It is a unique 

relationship that is founded on the basis of encouragement, commitment, recognition, and 

honesty. 

 

2. Why do I become a mentor?  

 

“When one person mentors, two lives are changed.” 

Kevin Sessums 

 

Serving as a mentor brings many challenges and rewards, with the best mentors working to shape 

their mentees into other leaders, rather than just good followers. If done well, the long-term 

impact of mentoring can offer life- and career-changing benefits to both parties. 

A mentor has the opportunity to share their wisdom and experiences, evolve their own thinking, 

develop a new long-term and meaningful relationship, and deepen their mentoring skills. 

Here are some of the most important benefits to being a mentor: 

 

1. Validate the mentor’s leadership and management skills 

 

Being put in the position of a role model can help mentors shape and polish their soft skills, thus 

becoming better leaders and instilling confidence in their leadership and management ability. 

The responsibility of guiding someone’s career and goals requires the mentors to teach, motivate 

and offer honest feedback in difficult conversations. This is an amazing chance for mentors to 
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practice and level up their communication, listening, empathy and patience skills. All these skills 

are at the top of the required list for a leader. That’s why employers absolutely love to hire and 

promote mentors.  

 

2. Expand the mentor’s professional network 

 

Providing mentorship can offer lasting career networks. It is a great opportunity to extend a 

mentor's network with people they would have never met otherwise. Working with a few dozen 

mentees over the years allows mentors to be part of a network where people are extremely 

thankful for them and their actions. It’s almost guaranteed that one of their mentees will be able 

to help mentors out at some point. Therefore mentors should treat their growing network as 

wealth. The value of each new person that joins a mentor's network would definitely expand 

their future reach. 

 

3. Reinforce the mentor’s knowledge and provide a reciprocal learning relationship 

 

Mentoring is a two-way street. Mentors may learn just as much from their mentees as their 

mentees will learn from the mentors. Not only may the mentors expand their knowledge base 

but they can gain new perspectives as well. Mentors get to view and understand a problem 

through the lens of their mentee. Mentors might also surprise themselves and pick up a few tips 

and tricks from their mentees they might not have otherwise thought about. 

 

4. Improve the mentor’s confidence, motivation, and personal growth 

 

Providing mentorship offers the mentor an opportunity to reflect upon their own journey 

through academia and professional experiences. It serves as an opportunity to build confidence 

realizing that mentors have unique knowledge which is valuable for others. Transferring this 

hard-won knowledge to someone else can further give mentors a fresh burst of career-related 

motivation. Also, mentoring others is an effective way of experiencing work as meaningful and 

satisfactory, and leads to mentors’ career development and personal growth. 

 



 

10 

 

Taking the role of a mentor is always a win strategy in both professional and personal aspects. It 

brings additional satisfaction of sharing mentors’ own personal wisdom with the mentees, as well 

as the development of mentor-mentee lifelong friendships. 

 

 3. How do I become a mentor? 

 

“We rise by lifting others.” 

Robert Ingersoll 

 

Anyone who is being approached to be a mentor, or would like to become someone’s mentor 

primarily needs to: 

1. Have the experience in the area the mentee needs  

2. Possess the ability to tailor their teaching approach to the mentored person 

3. Feel the desire to help someone else reach their potential. 

 

There are many types of mentoring relationships and it is essential to understand the differences 

and nuances prior to entering into a mentoring agreement.  

 

1. Formal or informal mentorship 

Formal mentoring relationships are often hierarchical, intentional and mandatory. They occur 

within a structured and defined framework with the aim to eventually help mentees develop 

their careers. 

Informal mentoring relationships are voluntary, spontaneous and optional. They are based on 

trust or admiration and loosely defined results. Often the mentee enters an informal mentoring 

relationship because of an intrinsically motivated need to do better.  

2. Short-term or long-term mentorship 

Short-term mentoring relationships usually address a specific set of needs, while long-term 

mentorships might fulfill broad-based professional development requirements over the course 

of a career. 
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3. Developmental mentorship 

Developmental mentoring relationships are recognized as empowering others to take charge of 

their own development. In this type of mentorship mentees are being guided on career goals and 

helped to create plans, make decisions and solve problems related to their career or professional 

growth. 

4. Reciprocal mentorship 

Reciprocal mentoring is a relationship where neither party is designated "mentor". Parties can 

take both roles and should be willing to exchange roles from time to time. In this type of 

relationship both sides share goals and encourage personal accountability. 

5. Peer mentorship  

A peer mentoring relationship is often related to on-the-job training for new employees as 

regards work procedures, job-needed skills and resources. The goal is to help mentees settle into 

their new jobs and speed up the learning curve. 

6. Reverse mentorship 

In the reverse mentoring relationship, a more experienced person seeks to gain business insights 

from a less experienced one, since the latter has more overall experience in a particular area. 

This type of mentoring needs to create and maintain an attitude of openness to the experience 

and dissolve the barriers of status, power and position. 

7. Group mentorship 

Group mentoring relationships meet mentors and mentees in a group, rather than in pairs. It's 

an excellent development opportunity for both mentor and mentee. When a group of individuals 

operate in harmony and share their ideas and information, they can obtain mutual support, learn 

from one another, and produce greater results than those of the parts. 

8. E-mentorship 

E-mentoring relationship (also known as online mentoring, or telementoring) connects the 

mentor and mentee via the Internet (using online software or email). It allows them to 

communicate at their convenience and beyond time zones since it eliminates the need for them 

to be in the same physical location. Often the mentor serves as a guide or advisor in school- or 

career-related areas; for example, helping the mentee complete a school project or discussing 

future education and career options.  

Each of the above-mentioned relationships requires self-acceptance and acceptance of others. A 

good mentor will inevitably be different from the mentee - otherwise they'd have nothing to 

offer. 



 

12 

 

In order to make the most of the mentoring relationship, whether formal or informal, short-term 

or long-term, etc., mentors need to be equipped with the foundational skills of mentoring, which 

will further make the mentorship more enjoyable, productive, and time-efficient. 

 

4. What are the key mentoring skills? 

 

“Better than a thousand days of diligent study is one day with a great mentor.” 

Japanese Proverb 

 

The effectiveness of each mentoring relationship requires a set of multifaceted mentoring skills 

to be possessed by both the mentor and the mentee. The Mentoring Skills Model below 

illustrates a range of mentee- and mentor-specific skills, as well as a list of shared core skills to 

be utilized by both sides in order to have mutually satisfying and productive mentoring 

relationships. 

 

Figure 1. The Mentoring Skills Model 

 

 

 

    

MENTEE-SPECIFIC SKILLS 

1. Respect for authority 

2. Learn quickly 

3. Show initiative 

4. Follow through 

5. Manage the relationship 

 

MENTOR-SPECIFIC SKILLS  

1. Develop capabilities 

2. Inspire 

3. Provide feedback 

4. Manage risks 

5. Open doors 

SHARED CORE SKILLS 
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SHARED CORE SKILLS 

These are four unique skills, which constitute one’s overall ability to mentor and be mentored. 

 

1. Mindful listening  

 

Mindful listening is the most basic mentoring skill, which requires a full focus to the person who 

is talking, and the use of one’s senses to understand their concerns and emotions. Without being 

mindful, mentors and/or mentees may become distracted and fail to hear what someone else is 

doing or saying. Mindful listening creates a positive, accepting environment that permits open 

communication. 

Mindful listening requires mentors and mentees to:  

➔ Show interest in what the other is saying, and reflect back important aspects of what each 

of them has said to show that they’ve understood; 

➔ Use body language (such as making eye contact, nodding head, leaning slightly toward 

them, frowning, or smiling where appropriate) that shows they are paying attention to what the 

other is saying;  

➔ Avoid interrupting the one who is talking; 

➔ Remember and show interest in things they’ve said in the past; and 

➔ Summarize the key elements of what each of them said. 

 

2. Build up trust 

Setting up the right mentor/mentee relationship involves creating a safe and supportive 

environment where both mentor and mentee can engage in building trust. Building up trust 

develops over time and is critical for the success of a mentoring relationship. The more that your 

mentors and mentees trust each other, the more committed they’ll be to their partnerships with 

them, and the more effective each of them will be.  

 

To become trustable, mentors and mentees need to: 

➔ Have a sense of security and confidence when dealing with someone; 
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➔ Have the ability to predict that someone will act in specific ways and be dependable; 

➔  Focus on task rather than emotion – respect for and expectations of the other person’s 

professionalism and integrity is more important than personality; 

➔ Spend appropriate time together; 

➔ Follow through on the promises to once another;  

➔ Admit errors and take responsibility for correcting them; 

➔ Tactfully tell each other if there is a kind of disagreement/ dissatisfaction with something so 

as to be honest with one another. 

 

3. Encourage 

One of the most valued mentoring skills is giving encouragement. Effective mentors encourage 

their mentees, which in turn helps increase the mentees’ confidence and enables them to 

develop. At the same time, successful mentees make a point of positively reinforcing their 

mentors, which serves to keep the mentors focused and motivated.  

Genuine, positive feedback should be provided on a regular basis by both mentors and mentees 

in the following ways: 

➔ Compliment each other on accomplishments and actions; 

➔ Point out positive traits in addition to performance and accomplishments; 

➔ Praise each other privately, one-on-one; 

➔ Express thanks and appreciation. 

 

4. Identify goals & current reality 

These skills are part of the mentors’ and mentees’ “personal mastery”, requiring them to have a 

personal vision, specific goals, and a good grasp of current reality. Mentors should acquire the 

knowledge and skills to help mentees achieve clarity with their goals, to be able to determine 

what is feasible and what not, as well as to visualize what success looks like. Also, mentors should 

be able to discuss actions they have taken in their career and explaining the current reality of 

situations within their organization to the mentees.  

Knowing how to support mentees during the goal-setting process sets the tone for how 

productive the mentoring relationship can ultimately be. 
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At the same time, the mentees also need to be able to identify goals and current reality. The 

more aware they are of the goals, strengths and development they need, the more accurately 

mentees can convey them to mentors, who in turn will be more likely to assist mentees’ next 

steps. 

In order to demonstrate this skill mentors and mentees need to: 

➔ Know what’s important to them, what they value and desire most; 

➔ Recognize areas in which they’re able to perform well, very concrete examples of behaviors 

they can perform at the good-to-excellent level; 

➔ Identify specific weaknesses or growth areas observed in themselves and ones noted by 

others; 

➔ Set tentative goals to reach in their personal life and career; 

➔ Describe accurately the reality of their abilities and situations. 

 

MENTOR-SPECIFIC SKILLS 

In addition to the core mentoring skills described above, there are some critical skills mentors 

should possess in order to help mentees develop. 

 

5. Develop capabilities 

Mentors do some teaching or instructing as part of their mentoring —from modeling specific 

behaviors to conveying ideas and processes one-on-one, in a tutoring mode. Good mentors 

should: 

➔ Teach mentees new knowledge, skills, and attitudes by explaining, giving effective examples, 

and asking thought-provoking questions; 

➔ Help mentees gain broader perspectives of their organizations including history, values, 

culture, and politics; 

➔ Demonstrate or model effective behaviors;  

➔ Develop the capacity of mentees. 

6. Inspire  
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A good mentor builds up the mentee and helps them become the best version of themselves. 

Mentors can become an inspiration to their mentees, when they: 

➔ Do inspiring actions which challenge mentees to improve.  

➔ Help mentees observe others who are inspiring; 

➔ Arrange other inspirational experiences for mentees;  

➔ Are skilled at drawing out the best from their mentees. 

 

7. Provide feedback 

Giving constructive feedback is a fine balance between positive and negative. When providing 

advice and guidance to the mentee one approach is to think SMART:  

➔ Specific feedback (simple, sensible, significant). 

➔ Measurable feedback (meaningful, motivating). 

➔ Achievable feedback (agreed, attainable). 

➔ Relevant feedback (reasonable, realistic and resourced, results-based). 

➔ Time – Based feedback (time-limited, time/cost limited, timely, time-sensitive). 

 

SMART feedback is a better way to find the balance between positive and negative. It’s 

acknowledging weaker areas in the mentees, skill set and suggesting SMART steps to help them 

get there. 

 

8. Manage risks 

Another distinguishing characteristic of effective mentors is their willingness and ability to 

protect their mentees from making unnecessary mistakes through: 

➔ Helping them recognize the risks (and mistakes) they’ve experienced; 

➔ Make suggestions to help them avoid major mistakes (business, career, financial, personal, 

and other) in judgment or action; 

➔ Help them learn to prepare well, get wise counsel, then trust their own decisions and actions. 



 

17 

 

9. Open doors 

Mentors are usually in a position to open the right doors that allow mentees to meet people and 

to demonstrate to different audiences what they can do. To open doors, mentors have to: 

➔ Put in a good word to people who could help mentees reach desired goals; 

➔ Introduce mentees to appropriate contacts; 

➔ Make certain mentees’ abilities are noticed by others; 

➔ Give mentees assignments or opportunities that enable them to interact with important 

colleagues, suppliers, or customers.  

 

MENTEE-SPECIFIC SKILLS 

There are some important characteristics that a good mentee needs to possess in order to be 

able to reap the benefits of the mentoring relationship. 

 

1. Respect for authority 

Respect for authority is a vital quality that mentees should have. A mentee who is unable or 

unwilling to respect the experience, wisdom, and authority of the mentor will not be successful. 

The good mentee should: 

➔ Always look up to and respect the mentors’ knowledge and expertise; 

➔ Avoid being late for meetings and keep explanations as concise as possible; 

➔ Listen to the mentors’ opinions and advice. 

 

2. Learn quickly 

Mentees need to be willing and open to learning. They also need to learn quickly and be prepared 

to try new things or adjust their current way of doing things. Learning quickly requires from 

mentees to: 

➔ Study quickly and apply the knowledge and skills provided by the mentor; 

➔ Observe carefully and learn indirectly from the modeled actions of the mentors and others; 

➔ Consider new ideas, and show an openness to be proven wrong. 
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3. Show initiative  

Mentees who demonstrate a willingness to take initiative for positive change will also be those 

who take responsibility for their career success. Rather than waiting on someone else to 

recognize their abilities and strengths, mentees who feel in control of their career will be most 

successful in a mentoring situation. 

Effective mentees should: 

➔ Know when and when not to show initiative; 

➔ Ask appropriate questions to clarify and get more information; 

➔ Pursue useful resources on their own; 

➔ Go beyond what their mentors suggest, take their ideas and show creative or ambitious ways 

of using them. 

 

4. Follow through  

Following through on tasks and commitments are very important in the mentoring relationship. 

So to practice this skill, mentees have to: 

➔ Try to keep all agreements made with the mentors; 

➔ Complete agreed-upon tasks on time; 

➔ Explain in advance if they want to change or break an agreement; 

➔ Persist with difficult tasks even if being discouraged. 

 

5. Manage the relationship  

Since this is the mentee’s development, they must take responsibility for the mentoring process 

and outcomes. This could be done successfully, if mentees: 

➔ Plan ahead working towards agreed tasks; 

➔ Think about issues before meeting with the mentors; 

➔ Don’t expect to be looked after or given all the answers without effort; 

➔ Are responsible for their decisions.  
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5.What are the stages of formal mentoring relationships? 

 

“Mentoring is a two-way street. You get out what you put in.” 

Steve Washington 

Establishing a positive mentor-mentee relationship is very much like establishing any other 

human relationship. It requires both parties to have a genuine desire to understand the values 

and expectations of each other. 

Successful mentoring relationships go through four equally important phases, which should be 

treated with the same priority: 

➔ Building the relationship 

➔ Exchanging information and setting goals 

➔ Working towards goals/deepening the engagement 

➔ Ending the formal mentoring relationship and planning for the future  

 

These sequential phases build on each other and vary in length.  

 

 5.1 Building the relationship 

The first stage is a very important stage of a mentoring relationship. The mentor and mentee get 

to know each other, see if they are the right match, and build the relationship. They discuss their 

backgrounds, experiences, interests, expectations and future goals. 

In many cases, mentees are reluctant to trust their mentors at this stage. That’s why mentors 

play a vital role here to make the relationship work. Not only do they take the initiatives to 

communicate with the mentee, but also devote time to the relationship. They make sure the 

mentee feels comfortable with them. Further, they are responsible for building trust in the 

mentee. 

During this first stage, it is important to review the following items in preparation for the 

relationship: 

➔ Having a sincere interest in helping this person or being helped by this person. 

➔ Having mutual interest and compatibility. 
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➔ Being clear about one’s role. 

➔ Committing adequate time for the mentoring relationship. 

➔ Willing to use one’s network of contacts to help in the progress. 

➔ Having access to opportunities and resources to support learning. 

➔ Being committed to developing one’s own mentoring skills. 

 

5.2 Exchanging information and setting goals 

In the second stage the mentor helps the mentee set learning goals. By exchanging information, 

mentors gain insight into the goals mentees hope to achieve through the mentoring relationship. 

Goals help mentees see beyond the day-to-day demands of their position and help them gain 

clarity on how to get the most out of the mentoring relationship. During this stage mentors and 

mentees also agree on their initial expectations and define the strategy to achieve the target. 

Besides, they talk about when and how they will meet, what will be the frequency of their 

meeting and accountability. 

Establishing ground rules, confidentiality, boundaries, and shared responsibilities are other 

critical topics that need to be discussed at this stage. 

During this first stage, it is important to negotiate the following: 

➔ Deciding on the time that can be committed to the relationship on a regular basis. 

➔ Writing down goals and analyzing them to meet the SMART criteria (be measurable, 

attainable, realistic, timely). 

➔ Agreeing on a discussion format (e.g. formal agendas, topic-driven agendas, check-in 

conversations, etc.). 

➔ Using a journal to help stay focused, monitor progress and capture follow-up items. 

➔ Establishing any ground rule (e.g. confidentiality, boundaries and “hot topics”). 

➔ Being flexible, since expectations and plans will change as the relationship progresses. 

➔ Evaluating progress, milestones, goals, regularly. 

➔ Identifying and discussing successful learning. 

➔ Articulating criteria for success.  



 

21 

 

5.3 Working towards goals/deepening the engagement 

Once the trust is built and the expectations are discussed, a mentoring relationship enters into 

the third, longest stage, when the mentoring partners start working towards achieving the goals 

that were set. This stage offers the greatest opportunity for learning and development. 

The mentor’s responsibilities at this stage are to help the mentee with various mentoring 

resources for their development. Another key responsibility of a mentor is to provide honest, 

constructive feedback to the mentee, allowing mentors to acknowledge the mentee’s strengths 

and help them identify their weaknesses. This is crucial for mentees’ growth. 

During this phase, both partners monitor the learning process and progress to ensure the goals 

are being met by: 

➔ Regularly checking in. 

➔ Actively listening/advising.  

➔ Asking for and giving feedback so that the learning experience is satisfactory and the pace is 

comfortable.  

➔ Providing timely support, creating appropriate challenges to facilitate learning.  

➔ Soliciting feedback from other sources.  

➔ Using the time together productively.  

➔ Evaluating goals and deadlines throughout the process.  

➔ Giving constructive criticism and accepting and reflecting on it.  

➔ Celebrating each small success. 

 

5.4 Ending the formal mentoring relationship and planning for the future  

At the fourth stage, the mentor-mentee relationship formally closes. This can happen due to 

various reasons - the program is over, the goals are accomplished, needs become fulfilled. The 

mentoring pair can then define the types of support mentees may need in the future. The mentor 

may want to connect the mentee with additional colleagues who can provide benefits other than 

those provided by the mentor.  
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A mentoring relationship often evolves into a long-term professional friendship. Mentees keep 

connected with the mentors, communicate their career progression and continue sharing 

experiences and seek advice. 

During this stage it is essential to consider what the mentoring relationship will look like after the 

formal relationship concludes through: 

➔ Identifying and expressing the positive benefits gained as a result of being in the mentoring 

relationship. 

➔ Giving and receiving thanks. 

➔ Discussing whether the relationship will continue informally and how 

➔ Celebrating success. 

 

Any mentoring relationship moves through these four phases. Yet, there is no specific formula to 

create a successful relationship. It takes effort from both partners to make it work. And if at any 

stage, the relationship experiences hardship, communication is the only solution. 
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III. MENTORING PROGRAMME GUIDANCE 

    

1.Programme design and planning 

The basis of any mentoring programme is good design and planning. This means, in order to set 

up a well-managed and organized programme, it is important that the key elements - who, what, 

where, when and how - of the programme are clearly understood, designed and planned. Scoping 

out this information at the start ensures that the programme will support the mentors and 

mentees and meet the needs of the business. 

There are 7 steps that need to be worked on in programme design and planning:  

1. Plan the type of programme  

2. Set the programme goals 

3. Define the target audience  

4. Identify the resources  

5. Outline the recruitment and matching process 

6. Map out the programme implementation 

7. Set out the programme evaluation process 

 

1.1 Plan the type of programme (formal, informal, e-mentoring, group mentoring) 

First the type of the programme must be decided. A distinction can be made between:  

● Formal mentoring programme 

● Informal mentoring programme 

● E-mentoring programme 

● Group mentoring programme  

It must be left to the Mentor-student couple the freedom to set the relationship in the way that 

is most appropriate to the growth path. Mentor and mentee should decide on the type of 

programme together. This could be for example directly, with a visit to the Mentor’s work 

location by the student with otherwise structured periodic meetings or indirectly by online 

platforms to facilitate the exchange of information and group work between Mentor and 

students.  
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When deciding on the type of programme, it is additionally useful to consider the following 

indicators for the individual context: 

● the mentoring programme should be attractive to all parties and should be based on a careful 

selection of mentor and mentee taking into account the specific characteristics of the mentee's 

personality and needs 

● the timeframe of the mentoring programme is essential - the programme should not be too 

long but also too short (proposed duration of the programme 2 to 3 years), 

● the programme should provide for at least three face-to-face meetings between the mentor 

and the mentee and many meetings via web-based platforms, 

● The responsibilities and goals as well as the criteria for assessing progress must be clearly 

distributed and all stakeholders must be informed. The path is nourished and draws new insights 

from the continuous dialogue and the student’s willingness to learn, following the example and 

suggestions of the Mentor. 

● In universities there is a need to formalize mentoring processes. It is important to find out to 

what extent HE staff can drive this process with their skills and roles in the university. 

 

1.2 Set the programme goals 

The mentoring programme should have clear and precise objectives, among other things: 

➔ to strengthen the mentee by building an ethical and professional basis in them,  

➔  building greater awareness and concreteness in the labor market entry phase,  

➔ increasing self-confidence, 

➔ stimulating the development of professional awareness,  

➔ transfer of professional and social experience resulting from the mentor's career path, 

➔ building awareness of the need to adapt to new requirements or changes in the 

environment, 

➔ the mentoring programme should include support for the personal and professional goals of 

the mentee,  

➔ the mentoring path is not built to find a job, but to strengthen the student and give him an 

ethical and professional basis, but the results in this regard are nevertheless appreciable.  
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➔ the mentoring path must include effective networking methodologies and plan 

opportunities for mentors and students to network together to lay the foundation for future 

collaborations. 

➔ the mentoring programme must be stimulating and motivating to work, effort, and achieve 

a long-term goal.  

 

1.3 Define the target audience (mentros, mentees) 

There are two key groups of people in mentoring programmes: mentors and mentees.  

1.  Mentors:  

➔ the mentor should have professional experience supported by practical and theoretical 

knowledge, 

➔ the mentor should be characterized by an attitude that presents culture and tradition at 

work in a professional and ethical dimension, 

➔ the mentor should be a person with authority among employees and colleagues, 

nevertheless, the team cooperation should be on the same level (no hierarchies),  

➔ the mentor should have the ability to adapt the way knowledge is transmitted and 

communicated to the client's needs,  

➔ the mentor should have the ability to listen to the mentee, 

➔ the mentor should have the skill and ability to be a leader followed by the mentee,  

➔ the mentor should be prepared in terms of content for mentoring and continuously expand 

his workshop in terms of transferring knowledge and working methods, 

➔ the mentor must be motivated and committed to mentoring, 

➔ mentors must be motivated and dedicated people. They should be selected carefully and 

according to the specific needs of their mentee(s). The good matching and communication 

between trainer and trainee must be a priority, 

➔ mentors must undergo preliminary training before entering their mentoring role. 

Regarding this, it is necessary to be developed useful content about how can mentors to transfer 

their knowledge and expertise successfully, 

➔ the mentor should have a profile mature enough to transfer useful knowledge and insights 

for the professional growth of a student about to approach the world of work, 
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➔ the mentor is responsible for supporting students in the last year of the academic course 

by acting as counselor, guide, and tutor, 

➔ the mentor is not a head-hunter, nor a psychologist, so it is not the person with whom 

to complain or have a passive or negative attitude. Instead, it is an opportunity for students to 

be inspired to change the status quo and achieve their goals, 

➔ in order to increase the effectiveness of mentoring, it would be helpful to expand the 

mentoring staff to include ordinary specialists who need to be prepared for this function; this 

also applies to the study stage. For example, the staff of university mentors could be diversified 

with external mentors, e.g. successful graduates and entrepreneurs cooperating with the 

university.  

 

2. Mentees: 

Mentees indicate the following characteristics of the mentor and the conditions of his / her 

guidance:  

➔ creating a climate of acceptance for mentoring at university,  

➔ the proper process of managing people at a higher education institution, adapting the right 

people (experience and skills) to tasks and teams,  

➔ the need to have high knowledge and experience in substantive cooperation, 

➔ the need for the mentor to have appropriate qualities, professional and ethical authority, 

➔ the need for a mentor to have high communication skills,  

➔ the need to diagnose the Mentor's interpersonal characteristics, 

➔ the need to diagnose the interpersonal characteristics of the mentee, 

➔ the need to harmonise the characteristics of both parties as a condition for effective 

cooperation, 

➔ there is a need to make students aware of the need to participate in mentoring and the 

benefits of career development and to facilitate the transition from study to work  

➔ there is a need to make researchers aware of mentoring in a group and individual teaching 

work, 

➔ there is a need to develop mentoring programmes and tools to support the mentoring of 

teaching and research workers as mentors.  
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➔ conducting discussions and work in the area of searching for areas with regard to 

predispositions and talents. 

In general, it is important to create a win-win situation between mentor and mentee. Only then 

it is possible to meet at eye level. A win-win situation can be created by the attractiveness of the 

mentoring programme (e.g. extending the mentors network). 

 

1.4 Identify the resources  

To successfully implement a mentoring programme, certain resources are needed. In principle, 

the determination of resources must take into account whether the mentoring programme takes 

place face2face, online or in a mixed form. The following categories of resources can be identified 

that should be checked before implementing the mentoring programme. 

Human resources: 

➔ Who can manage the mentoring programme in general?  

➔ Who can participate as a mentor in the mentoring programme?  

➔ How many mentees can a mentor take on? 

➔ What specific resources does a mentor bring with him / her (networks, work colleagues, 

professional background, etc.)? 

 

Time resources: 

➔ How long is the duration of the mentoring programme? 

➔ How can the duration of the mentoring programme be sensibly divided into sub-sections? 

➔ How many hours per week are available to the mentors and mentees for the mentoring 

programme? 

➔ How high can the overall time commitment for participation in the mentoring programme 

be estimated? 

 

Financial resources: 

➔ What financial resources are available? 
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➔ Do paid programmes need to be available for the mentoring programme? 

➔ Are there any travel costs? 

 

Other resources: 

➔ Which facilities or conference software can be used for the mentoring programme? Is there 

anything that needs to be rented or are there already rooms that can be used? Is online 

conferencing software already available or does an account need to be purchased? 

➔ Is further technology needed for the implementation of the mentoring programme (laptops, 

etc.)? 

 

1.5 Outline the recruitment and matching process 

A prerequisite for a successful mentoring program is a good match between mentor and mentee 

(professionally and personally). To achieve this, the following indicators should be taken into 

account: 

➔ the programme should be based on a careful selection of mentor and mentee taking into 

account the specific characteristics of the mentee's personality and needs,  

➔ the start of mentoring should be preceded by a clear agreement between the mentor and 

the mentee, it is important to establish expectations and capability on both sides, 

➔ the relationship between mentor and mentee should be equal without any form of 

asymmetry  

➔ commitment to seriousness, reliability and accountability from both sides is important 

➔ the mentor pool that must be set up to create a mentorship project ensuring that the student 

can confront a professional working in the area of his specific interest for a period of at least 6 

months during the academic year. 

 

1.6 Map out the programme implementation 

Once the programme type, goals as well as mentor and mentee have been defined, the next step 

is to plan the implementation of the mentoring programme.  
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Therefore, the following should be taken into account:  

➔ the mentor's programme should include its practical examples related to the mentor's 

experience, 

➔ mentoring programmes should be developed in cooperation between universities and 

businesses in the area of mutual expectations, and mentoring programmes should be updated 

and made more flexible, 

➔ mentoring programmes should include feedback from the business community,  

➔ the process of implementation of mentoring programmes should be formalised and fit into 

the management structure and in line with strategic documents, 

➔ the implementation of mentoring programmes should be combined with activities to make 

students aware of the need to participate in mentoring and the benefits of career development 

and to facilitate the transition from study to work, 

➔ the implementation of mentoring programmes should be linked to the implementation of 

activities, 

➔ the implementation of the mentoring programme should be combined with the networking 

of mentors, 

➔ "simulation" problem solving should be a part of mentoring,  

➔ mentors must be supported by mentoring programmes (guidelines, toolbox, templates, 

etc.), 

➔ the mentoring programme should be supported by internet platforms to facilitate the 

exchange of information and group work between mentor and mentee,  

➔ there must be some mandatory assignments for students whose positive assessment, 

together with that provided by mentoring, will allow them to receive a certificate of participation 

of the mentoring period, 

➔ it is important in mentoring to direct the mentees to programs according to their 

predispositions and interests, 

➔ an important area to be developed in mentoring programmes are soft competencies such as 

communication, listening, flexibility, teamwork skills, 

➔ there is a need to develop and have tools for mentoring by teaching and research workers 

and support them in this process. 
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1.7 Set out the programme evaluation process 

The last and a particularly important point in regards to programme design and planning is the 

programme evaluation. The mentoring programme should include a coherent and 

understandable way of measuring the impact of mentoring and its quality through self-

assessment of the mentor, self-assessment of the mentee, ongoing observation and discussion 

of the results of this observation as feedback to the mentee.  

Therefore, it is recommended to create an evaluation concept for each mentoring programme. 

This concept should contain evaluation timeframe, evaluation goals, evaluation instruments and 

evaluation methodologies. The programme management must consider evaluation options 

together with mentors and mentees. 

How can the quality of mentoring and its impact on the mentee be assessed? 

➔ useful tools to evaluate mentoring programmes can be regular interviews with mentees, 

daily communication discussions, pre-designed questionnaires, academic achievements, etc., 

➔ to assess the quality of the mentoring programme it is advisable to set SMART indicators, 

➔ evaluations must be carried out during and at the end of the programme and for a moment 

after its completion,  

➔ at the beginning of the mentoring programme, an assessment of the desired impact on the 

mentee should be made, and then the effect achieved should be assessed to compare it with the 

assumptions,  

➔ the impact of mentoring should be assessed using a direct interview with the mentee at 

intervals of 1-2 years and compared with the assumptions, 

➔ mandatory tasks for mentees whose positive assessment, together with the mentoring 

grade, will be the basis for issuing a certificate of participation in the mentoring should be used 

during the mentoring, 

➔ if possible, supervision for example from the programme management, should be offered 

for mentor and mentee, 

➔ a constant follow-up between mentor and mentee and all team should be implemented. 
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2. Programme management  

Any mentoring program is a long-term process, and it is assumed that the minimum duration is 

about 6 months up to a year-long process. Therefore, the whole process requires multi-faceted 

and complex management of the mentoring program. Below are the aspects that should be taken 

into account to ensure effective coordination of the programme.  

 

2.1 Appoint a programme manager and a team  

Management of the monitoring program at the university should include: 

 

1. information how mentoring will be integrated into the organizational structure of the 

higher education institution and to allocate competences, responsibilities, requirements, and 

tasks, and to identify the necessary organizational resources: 

➔ definition of positions responsible for organizing the implementation and supervision of the 

programme (e.g., the appointment of a manager or proxy accountable for the implementation 

and realization of the programme), 

➔ the team should include not only representatives of the university but also representatives 

of business, 

➔ define the required competences and responsibilities for these positions, 

➔ identify the organizational unit(s) responsible for the mentoring program (e.g., 

implementation of the program within the career office), 

➔ the team should include people who understand the need for mentoring and its introduction 

at the university, 

➔ the team should include people with authority in the environment and opposition in the 

management structures, 

➔ the team should also include people with a background in mentoring. 

➔ determining the way of formalizing cooperation with the external environment 

(entrepreneurs and their organizations, graduate organizations, business environment 

institutions, etc.), 

➔ programme and organizational internal consultations with the participation of expert 

councils operating in the university. 
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2. appointment of a manager and a team responsible for preparing, implementing the 

mentoring plan/programme: 

➔ the size of the team should be adequate to the planned number of participants and the 

content dimension of the mentoring, 

➔ the manager and the members of the team should have clearly and concretely defined 

authority, responsibility, duties, interdependencies. 

 

3. the tasks of the manager and the team: 

➔ handling the recruitment process, 

➔ organizational support for the implementation of the mentoring program, 

➔ evaluation and assessment of the programme, 

➔ to assess the quality and impact of the programme on the mentee, 

➔ development of the program by acquiring mentors, building cooperation, including 

international cooperation, 

➔ organization of experience exchange, including international ones, 

➔ identifying and implementing good practices into the mentoring program, 

➔ improving mentoring by creating standard solutions in international cooperation, 

➔ conducting evaluations of the mentoring program, preparing evaluation reports, identifying 

needs for program improvements or changes, communicating evaluation results to supervisors,  

➔ cooperation with business and the business environment within the scope of the 

implemented programme, 

➔ attracting new mentors and creating conditions for the development of mentors' skills. 

 

2.2 Management of programme documentation and maintenance of financial records  

To implement a mentoring program, it is necessary to formalize it in the form of documents 

including: 

➔ Recruitment process: documents should reflect the recruitment procedure, e.g., 

recruitment rules including formal and content-related recruitment criteria. The substantive part 
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of the recruitment form should make it possible to assess the participant in the context of his 

needs, motivation, expectations. The regulations should also contain the method of assessment, 

allowing for objective qualification and transparent participants. The documents (application 

form and regulations) should be available in an adopted way, e.g., at the recruitment point, at 

the programme's website in an editable format, or in other adopted ways resulting from the 

specificity of the institution. Templates of documents should be archived according to internal 

procedures in force in the institution.  

➔ Mentoring process: documents confirming the mentoring process should be contracts 

concluded with the mentor for mentoring, contracts with the mentored, templates of documents 

covering the process of mentoring including the objectives, planned tasks and the way of their 

realization, timetable, the method of communication, the way of evaluation of mentoring 

progress and its efficiency, etc. The documents should be available in a standard way, e.g., in the 

programme office, on the program's website in an editable form, or in other standard ways 

resulting from the specificity of the institution. Templates of documents should be archived in 

accordance with internal procedures binding in the institution. 

➔ Evaluation process: documents supporting the evaluation process should provide feedback 

on the organizational side of the mentoring carried out by the parties, the benefits gained by the 

mentee, and the mentoring process's effectiveness. The evaluation should be conducted 

periodically in a long mentoring programme or at the end of short programmes. The basic tool 

for evaluation should be targeted evaluation questionnaires with questions adapted to the 

specifics of the area evaluated and the mentoring programme, allowing for a comprehensive 

assessment of the program's functioning and results. The evaluation of the mentoring 

programme based on evaluation questionnaires should also enable the improvement of the 

implemented programme. Another document that should be prepared is the evaluation plan 

with appendices containing evaluation tools. The evaluation results should be presented in the 

form of a report containing quantitative and qualitative results of the evaluation and 

recommendations for improvement and possible changes in the mentoring program. These 

documents should be available in a standard way, e.g., in the programme office. Templates of 

documents should be archived in accordance with internal procedures in force in the institution. 

The evaluation tools should be known to the parties embarking on the mentoring and be an 

element of the agreements concluded with the mentor and the mentored concerning the 

obligation to participate in the evaluation.  

Financial records should be kept in accordance with the rules and procedures applicable in the 

country and unit. It is the task of the manager and the team to provide documents confirming 

the mentoring process and being the basis for financial settlements (e.g., work time registers, 

course books, contracts, acceptance protocols). 
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2.3 Establishment of monitoring and feedback procedures 

The manager should prepare a procedure for monitoring the programme and samples of tools to 

be used in the process. The procedure should identify the persons responsible for conducting the 

monitoring and analysing its results. Monitoring should be carried out based on a plan defining 

the types of information submitted to monitoring, in what periods, by whom, and with what 

tools. The purpose of monitoring is to establish periodically and finally, to what extent the 

mentoring programme is being implemented according to the plan, including the extent to which 

particular pairs of mentors and mentees are realising the adopted mentoring plan. Conducting 

monitoring will allow for checking the correctness of its activities in terms of the whole 

programme and its elements. Comparing the monitoring results with the assumptions will allow 

feedback on possible threats and the need to undertake remedial and/or corrective measures. 

The scope of monitoring verification should include:  

1. Compliance with the mentoring program implementation with the detailed budget and 

implementation schedule. 

2. Correctness of financial documents and financial settlements,  

3. That the data in the program documentation is factually correct,  

4. Documentation on program personnel,  

5. Documentation related to program participants,  

6. information and promotion activities,  

7.  How program records are maintained and archived,  

8. Documentation related to the implementation of substantive tasks in the programme 

Monitoring procedures for the mentoring program should include interim and final. The results 

of monitoring should be presented in a report. The frequency of monitoring should take into 

account possible risks from the probability of occurrence assessment.  

  

2.4 Planning mentor training and mentee briefings  

Implementing a mentoring programme should ensure the realization of individual mentoring 

plans and the creation of conditions for the development of mentors and group preparation of 

mentees for the start of mentoring. 
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Training of mentors  

The training plan for mentors should result from the periodic evaluation of training needs, 

including self-evaluation and the conducted partial and final mentoring monitoring. After the 

periodic assessment of the training needs of mentors, in consultation with those concerned, the 

manager should develop a training plan with a schedule. The training schedule should take into 

account the possibility of balancing work and family life. The training plan should also consider 

self-improvement and group meetings of mentors with the exchange of experiences and their 

good practices.  

 

Ward briefings  

The debriefing for the mentees will be the first introductory element for the start of the 

mentoring sessions. The briefing should follow a pre-designed meeting script. The information 

provided at the briefing will be: 

➔ In this way, the mentor will be able to communicate with his/her peers, the place of 

mentoring meetings, the rules of access, and the obligations of formal procedures. In addition, 

the team responsible for the mentoring program should be presented, indicating the tasks of 

individual members, their responsibilities, and how to contact them. The responsibilities and 

importance of participation in monitoring the sessions and evaluation of the programme will also 

be discussed. 

➔ The substantive meeting will discuss how to run a mentoring programme, the time 

dimension, the minimum number of meetings, the characteristics of mentors. The meeting will 

also raise awareness of what mentoring is and what its value and power lies in.  

➔ cognitive event where participants will get to know each other, establish contacts, and 

ultimately create a group that supports each other and exchanges experiences, creating added 

value from participation in the mentoring program.  

 

2.5 Develop a marketing plan and start promoting the program  

The marketing plan should be prepared to ensure reaching the widest possible group of potential 

participants and stakeholders. The marketing plan should include effective communication, 

including feedback, and promote the goals and outcomes of the mentoring program. The 

marketing plan should determine the information transmission channels and the type of 

information placed in these channels. The plan should include visual identification as an 

important element at the start (recognition of the offer and its distinction from others) and 

following the programme (its progress and effects, related events, etc.). The plan should also 
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consider the specifics of particular stakeholder groups and include particular stages of 

implementation of the mentoring programme. At the planning stage, the marketing plan should 

anticipate potential risks and include paths for responding to threats of their appearance.  

 

2.6 Prepare risk management policy  

Risk management is a critical element of programme implementation and achievement of results 

and is the responsibility of the manager and the team. Risk management should be conducted 

based on a developed plan. Risk management should include: 

➔ identification of potential risks, specifying their type, causes, and consequences, 

➔ measuring risk to tailor responses to its occurrence,  

➔ risk control in which methods and tools should be properly selected in the context of 

preserving and achieving the adopted objectives and results of the mentoring program.  

 

Monitor and control risks to assess the impact of the risk (its cessation, persistence, or 

continuation) on the program. The elements of a risk management plan should be: 

➔ analysis of potential threats and their identification and creation of a catalog of decay,  

➔ assess the impact of identified risks on the monitoring programme and prioritize them, 

➔ what to do if a hazard occurs.  

 

3. Programme delivery 

3.1 Recruit and select mentors and mentees 
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The recruitment of mentors and mentees is a very pivotal part, since all work depends on this 

choice.  

First of all, it is necessary to understand the target group, the project’s focus and then proceed 

with the interview of any applicant. 

For the recruitment of mentors, it is very important to focus on the motivation and on the 

previous experiences of the candidates.  

A specific mentoring project has some particular characteristics and needs that the mentors have 

to accomplish. Therefore, for the recruitment phase, it is very useful to create a set of main skills 

that a mentor should have. Examples of the main general skills: 

➔ Encouraging 

➔ Instructing and developing capabilities 

➔ Listen actively 

➔ Empathy 

➔ Professional 

➔ Well-trained 

➔ Inspiring 

 

Finding the proper number of mentors is extremely useful and at the same time it is really difficult 

because not all the applicants have the right skills and the motivation for doing this job. So, one 

strategy could be using the acquaintances of the mentors that are already in charge, in order to 

know better the personalities and skills of the applicants (Garringer, 2006). This is the first way 

to find new mentors but of course it is not enough, so it is indispensable to use some creativity 

to find new aspirants with the right knowledge related to the topic’s programme and the proper 

tenancy to bear the entire course. Therefore, there is the necessity to create a network through 

acquiring mentors. The creation of a good network between people and companies allows the 

recruiter to optimize his time, directing his job proposal to people who are interested and have 

the necessary requirements. Thus, to properly manage a good network, the manager has to 

evaluate his work, verifying if the message of his programme is clear and well spread. There is a 

need to use one's network effectively by optimizing one's communication channels as much as 

possible. In this case, a self-analysis is very important to understand what is not working and how 

to fix it.  



 

38 

 

Following Garringer to create a good structure on which to base good recruitment, it is necessary 

to develop some important points: 

➔ Focus on the specific qualities and range of age of the mentors and mentees. In particular 

mentors have to be chosen in function of the mentees’ needs. In either case it is extremely 

important to be clear, trying to convey an easy message that can attract a specific target.  

➔ Have a good branding and some important sponsors that can convey professionalism and 

commitment.  

➔ Check all the elements up and try to observe some hypothetical barriers that block the 

procedure’s development. 

➔ Create a clear and simple advertisement, where the profile of the requested person emerges. 

The qualities, qualifications, skills and also everything that the job entails, both in terms of work 

effort and remuneration, should be listed.  

➔ Have the right communication channels to disseminate the advertisement. Therefore, related 

to this point, it is extremely important to find the right environment where to spread the ads job 

in order to find the proper candidates.  

➔ The financial management of the whole programme is fundamental, so the number of people 

to look for should be decided in relation to the budget. To try to improve one's performance, it 

is essential to be able to exploit opportunities such as developing new partnerships. 

 

Moreover, to be more successful in the recruitment campaign there is the necessity to motivate 

people towards job offers. Therefore, it is necessary to do a survey of the target group to try to 

appeal to what they are most interested in. In this operation it is very important to try to solve 

any social barriers or preconceptions that prevent many people from entering the world of the 

mentorship programme. 

 

3.2 Provide training support for mentors and mentees  

Training is the beating heart of the whole activity. Therefore, a proper organisation of all 

scheduled activities is essential since every phase is important. The training for mentors and 

mentees has a rather similar structure, but with activities directed towards different goals. First 

of all, it is necessary to understand the target group of the people to work with and to establish 

a rapport. 

It is extremely important to make a differentiation between adult learners and young learners.  
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To interact with adult learners, it is better to use several tips: 

➔ Adults learners feel the need to assimilate knowledge that is directly transferable in their 

work. 

➔ Adults learners prefer to work within a supportive environment and therefore prefer an 

attitude of cooperation rather than competition 

➔ It is very effective to work with adult learners by building on their previous experiences 

➔ Giving immediate feedback during the training helps learners to understand better 

➔ The use of many practical activities helps the adult learners to fully absorb the teaching. 

Repetition in this case is essential to fix the concepts learned. 

 

Instead, for the young learners it is more efficient a different approach:  

➔ Adjusting the length of the lesson is crucial as it is proven that a child's attention span varies 

from three to five minutes per year of life. In addition, high school teenagers, on average, have 

an attention span of over an hour. Therefore, it is extremely important to organize a schedule 

with proper breaks that help the student in relaxing their mind. 

➔ Refer to unconventional activities that go beyond the classical type of teaching. 

➔ Building a trusting relationship with the mentees to make them know that they are supported 

in their abilities.  

➔ Creating an atmosphere where students can feel at ease. 

➔ Try to keep mentees’ attention through short and focused explanations, without getting lost 

in secondary details. 

➔ Dividing students into groups helps them to work more cooperatively and also allows them to 

loosen up emotionally. 

Once the target group has been well identified, the objectives to be achieved by the training 

activity are drafted. 

So, at this point, it is extremely important to define the main goals to achieve for mentors and 

mentees: 
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Mentor Mentee 

➔ Making participants aware of 

the mentor's role, emphasising strengths 

and responsibilities. 

➔ Discovering the qualities of a 

mentor and knowing how to master them 

properly in order to best guide young 

learners. 

➔ Make participants understand 

the whole mentoring programme in 

order to better understand which tools 

can be relied on and which ones need to 

be paid more attention to. 

➔ Effectively conveying the tools 

for good communication and relationship 

building. 

➔ Teaching how to be a good 

listener, helping mentees to share their 

experiences and ideas. 

➔ Understanding the role and 

function of the mentor. 

➔ Observe and understand the main 

obstacles that do not allow us to have good 

communication with mentors. 

➔ Making mentees understand that 

they have responsibilities in their 

relationship with their mentor. 

➔ Make the mentees understand 

the structure of the programme and the 

importance of following its rules 

➔ Starting a real relationship of 

growth and sharing with a mentor. 

➔ It is necessary to make young 

learners understand the limits of their 

relationship with their mentor so that they 

do not get into unpleasant situations. 
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In order to get off to the best possible start in training, it is extremely important to take care of 

every need. Therefore, it is recommended to prepare and to check all the following elements: 

➔ Prepare a well-equipped space with sufficient tables and chairs to accommodate the 

participants and any accompanying persons. 

➔ Find an arrangement of chairs and tables that will help participants to listen and participate 

actively.  

➔ Make plenty of refreshments to facilitate an informal atmosphere that puts participants at 

ease. 

➔ Arrange all the materials and accessories necessary for the proper development of the 

activity. 

➔ Try to entertain participants with an activity that allows them to express and share their 

ideas. It may be useful to take an approach that keeps listeners entertained in order to maintain 

high interest and participation. 

Once everything is in place, it is time to focus on the training activity. The teaching method has 

to be more informal; the trainer has to act more as a guide than as a teacher. For this reason, it 

is necessary to eliminate any form of judgment and to try to help the students in the dialogue, 

making their ideas emerge. The three main forms of teaching are Kinesthetic, Auditory and 

Visual. Kinesthetic is a form of teaching that operates through the use of a practical activity. 

Auditory, on the other hand, is a methodology that pursues the transfer of knowledge through 

the use of oral explanation. Finally, the visual methodology uses visual tools to facilitate learning. 

There is no one methodology that is better than another, but mixing different methodologies can 

be a winning strategy. In fact, the average person remembers 20% of what they see, 40% of what 

they see and hear and 80% of what they discover for themselves (Jucovy 2001). The ultimate goal 

of the trainer is to guide the learner to the answer so that he/she can find the solution on his/her 

own. 

According to Taylor, the process of learning in general and especially for young students 

comprehend the following steps: 

➔ Cognitive learning: the cognitive abilities of youth learners develop with age, which means 

that age-appropriate training must be implemented. So, it is very important to manage the 

number of information that the mentor is going to provide and also it is important to well allocate 

the breaks during the activity. It is recommended to use several examples during the explanation 

and to follow a logic thread, in order to help young learners to understand. 

➔ Experiential learning: offering the opportunity to apply theoretical concepts through an 

experience that helps to internalize the lessons which become increasingly difficult to forget. In 



 

42 

 

these activities, the debriefing is fundamental, because the concepts are definitively settled, 

doubts are clarified, and ideas are shared. 

➔ Social learning: working in groups is extremely useful for developing the social skills students 

will need in the working world. Therefore, it is recommended to carry out group activities where 

people can feel free to express themselves without any judgment. This will strengthen self-

confidence, respect for others and the ability to work in a team. 

➔ Environmental learning: during the activity it is appropriate to take into account the social 

environment from which the participants come. It is necessary to take into account the 

differences between the students in order to be able to cluster them in the best possible way to 

ensure a good exchange of ideas and experiences. Learning from each other is a fundamental 

objective to be pursued. 

At the end of each activity there is a debriefing activity, in which all come together as a group 

and share what they have learned from the experience. In this important moment, it is necessary 

to try to take stock of the activity or the whole programme, trying to fix in head the notions just 

acquired. It is also a special moment to share impressions and ideas about the programme. In 

particular, it is important to work on the relationship between mentor and mentee, in order to 

try to eliminate any barriers that may in any way hinder the final goals. Therefore, one tries to 

evaluate one's own performance in order to improve oneself and to choose the most appropriate 

and effective activities. 

 

3.3 Match mentors and mentees 

Match mentors and mentees is probably the key to having a success programme for working with 

youth. At start it is necessary to understand all elements involved in the process. Therefore, it 

has to be written including all the information about mentees and mentors, in order to help the 

matching phase. To match mentors and mentees there are different modalities as: 

➔ Make mentees decide which kind of mentors they want, based on a list of them.  

➔ Make mentees express their preferences and then assign them with the most suitable 

mentor. 

➔ Creating a sort of preliminary meeting where mentees and mentors can meet each other 

and then take a decision based on feeling and common interests. 

➔ Adopt a matching based on reports and personal information of mentors and mentees.  

All these modalities present some pros and cons, but the scientific studies have demonstrated 

that an open dialogue between mentors and mentees results in more efficient working 

(McDonald et al, 2016). Indeed, it is essential to create a relationship of trust between mentor 
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and mentee from the very beginning. This is why making both sides involved in the choice is a 

good way to start the work. If one decides to proceed with a method that excludes both parties 

from the final decision, one must be aware of the danger of such a procedure. Indeed, it can be 

of great help as it speeds up the whole process, but on the other hand it can jeopardise the whole 

work. Once it has decided on the type of matching, it becomes necessary to look at all the useful 

elements that can be crucial in facilitating this process, such as: 

➔ Age, gender and ethnicity. 

➔ Previous experience. 

➔ Share interests and similarities. 

➔ Specific needs. 

➔ Religion and background. 

➔ Geographical distance. 

The moment of the first meeting is crucial to establish a good connection between the mentor 

and the mentee. In order to make this happen in the best possible way, it is recommended to 

provide both parties with all relevant information about the other person. In addition, it is 

advisable to create an informal atmosphere for the moment of the meeting where mentors and 

mentees can get to know each other without feeling uncomfortable.  

The final step that closes the whole matching process is the signing of the agreement where all 

the essential elements of the relationship contract are underlined, that are: 

➔ The entire schedule of the programme with the starting date and the end date. 

➔ Roles, responsibilities and objectives. 

➔ The boundaries of the relationship between mentor and mentee. 

At this stage it is also decisive to talk about the goals that are committed to achieving. It is here 

that the feeling between the two parties is crucial, as the mentor must make the mentee aware, 

responsible and motivated to achieve the goal. 

Sometimes, it could be important for the entire programme to get involved with the parents of 

the mentee to make all procedures clearer and more transparent. 
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3.4 Set up the mentoring relationship 

 

 

 

 

The mentorship relationship is very complex and must be taken very seriously as all the objectives 

of the mentorship programme depend on it. The relationship changes depending on the 

situation, the duration and the programme undertaken. The literature emphasizes that there are 

well-defined stages in the growth process of the relationship between mentor and mentee. In 

particular, resuming Clutterbuck (2005) there are five phases:  

➔ Rapport building: this corresponds to the first phase of the relationship where mentor and 

mentee get to know each other and lay the foundations for building a lasting relationship. They 

both show their character and gradually observe whether the previous matching procedure was 

really correct. In this phase, it is also very important that there is good cooperation between the 

two of them, so that any problems that arise are dealt with straight and spontaneously. 

➔ Direction setting phase: In the second phase, an attempt is made to direct the relationship 

towards a concrete aim. In particular, an assessment is made of all the goals that the mentee 

decides to achieve by talking to the mentor. In this way, mentees and mentors draw up a 

programme, trying to take into account any unforeseen events. 

➔ Progress-making: Having helped the mentee to define and commit to personal change, the 

mentor has to guide and support him/her as needed.  
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➔ Winding down: The mentee begins to achieve the goals pursued and his/her growth becomes 

more and more evident. At this point, the mentor has to start loosening the reins and let the 

mentee start his/her journey more independently, waiting for the day when he/she no longer 

needs guidance. 

➔ Moving on/professional friendship: In the last phase, the so-called abandonment of the nest 

by the mentee is addressed. In fact, once the training and mentoring process is over, it is 

necessary to let the mentee have his/her independence and space. The relationship is then 

transformed into a new rapport that can be defined as a casual-relationship or a professional 

relationship. 

In this relationship both mentee and mentor must be aware of their responsibilities and roles. 

However, the figure of the mentor plays a key role in all this, and in order for this relationship to 

be successful, it is necessary that he/she has certain skills. 

Resuming Clutterbuck, the most important skills to be mastered for a mentor are:  

➔ A great deal of self-awareness is required on the part of the mentor due to good work done 

on oneself. It is necessary for a mentor to be able to put themselves in the mentees’ shoes and 

consequently guide them in the most appropriate way to overcome obstacles. It has been shown 

that mentors who can show empathy are better able to manage the ups and downs of the 

mentee relationship. 

➔ Communication is one of the most important skills for a mentor. More specifically, besides 

having to have a good talk, what is crucial is what is known as active listening. Active listening 

means trying to understand the person from whom the words come. It is not simply a matter of 

listening, but of comprehension. In this way, a real connection is created and it inevitably leads 

to growth for both individuals. 

➔ Commitment to personal growth and helping other people is extremely positive as a mentor 

with these skills is driven to want to improve and learn from their mistakes. Furthermore, driven 

by a desire to share, he/she tries to help others knowing that at the same time he/she is helping 

him/herself. In this way, the connection between mentee and mentor becomes very strong. 

➔ The ability to give feedback to one's mentee in a comfortable way is a very important skill. 

Being able to correct a person's characteristics in a way that does not dishearten them, but 

excites them, is not at all easy. 

➔ Finally, a good mentor must be able to manage emotional intelligence, i.e. the ability to 

manage emotions within oneself and in others. Therefore he/she must be able to deliver 

speeches that activate the mentee's enthusiasm without activating emotions that may be 

negative in other contexts. 
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Undoubtedly, as mentioned above, the skills of the mentee are also essential. In particular, the 

various literatures reveal various skills that are necessary for the complete success of a training 

programme. In this case, the ability of the mentee to understand and implement the mentor's 

advice is. 

The most important skills for a mentee to manage a god rapport are:  

➔ the ability to be productive in training, always behaving respectful with others. Indeed, the 

mentor must be able to count on genuine cooperation from the mentee, who recognises the role 

and qualities of the mentor and relies on his/her guidance. So, enthusiasm and a willingness to 

take the initiative are two qualities that greatly help the relationship between mentee and 

mentor. 

➔ The mentee must demonstrate willpower and commitment to learning. In particular, he/she 

must be active and interested, asking many questions to better understand the concepts and 

taking due pauses for reflection to get the lessons firmly fixed in his/her mind. 

➔ Be aware of the entire work with the mentor. The mentee must understand the actions and 

words of the mentor in order to grow in independence and personality. 

➔ Time management is another important skill that the mentee must possess in order to manage 

daily activities. In this way, the mentee is able to perform better in terms of growth and 

maturation. 

➔ Good mentees should have the “drive to succeed”. This ability refers to the talent that some 

people have for wanting to succeed in the activities they undertake. This drive to accomplish 

goals makes these people very tender and focused on their work. 

➔ Be a good listener since many times, problems or obstacles are created along the way, just 

because somebody has not listened well to the other person. 

 

3.5 Recognize the success of the programme 

At the end of each mentoring programme an evaluation of the results achieved has to be carried 

out. This is crucial for the continuous improvement of mentors and training activities. The 

evaluation process is crucial for the success of the whole training programme.  

According to National Center for Women & information Technology (2011), there are three steps 

to follow in order to evaluate the training activity: 

First step: Identification of the purpose of the evaluation. 

Basically, there are two ways of evaluating mentorship training: Formative evaluation and 

summative evaluation.  
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Formative evaluation involves collecting all relevant information about the training course and 

then making an overall evaluation using the data collected. Summative evaluation, on the other 

hand, highlights evidence of whether or not the objectives have been achieved. The initial 

elements from which it is advisable to start any kind of evaluation are the descriptive data about 

the training programme and its participants. 

Second step: Verifying programme goal 

At this stage it is necessary to picture the goals pursued in the long term. In order to properly 

define the objectives, it is necessary to look for measurable outcomes closely linked to the 

programme and the time-schedule. Usually, the acronym SMART (specific, measurable, 

achievable, realistic and time-bounded) is used to help in finding the correct outcomes. All this 

procedure allows a better resolution of the final evaluation. 

Third step: Choosing methodology 

The last step is to choose the methodology for evaluating the training programme. The choice is 

between the quantitative method and the qualitative method. The quantitative method involves 

collecting quantitative data linked to the programme, such as the number of participants, 

salaries, mentor information, budget elements and so on. Instead, the qualitative method 

involves the collection of questionnaires and interviews concerning the quality of the service 

provided. Both methodologies would be certainly better if the whole staff is involved in gathering 

data 

Thanks to the result of the assessment made, it can be constructed as an index of the success of 

the activity. The more data it has, the more efficient the index is. In addition, another very 

important yardstick for judging the programme is the observation of organisations working in the 

same sector and comparing their own results with those of others to see points of strength and 

weaknesses. Learning from others is decisive for self-improvement. This activity is called 

benchmarking operational and it is often used by companies to understand their position in the 

market.  

 

4. Programme evaluation 

4.1 The mentoring evaluation and its role 

It is essential to monitor the development phases of the mentoring process in order to ensure its 

successful outcome. 

For the realization of a correct mentoring path, specific subjects must be selected and chosen, to 

whom to address an accurate training for the purpose of a greater acquisition of those skills 

required for the success of the program. 
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In order to carry out a constant monitoring of the path, some work tools must be provided, 

represented by cards, to record and preserve a memory of the meetings carried out between 

mentors and beneficiaries. The control boards provided allow you to constantly monitor the 

results of the procedure. In them must be recorded, on the basis of mentoring interviews, the 

blocking areas, the needs of individuals, the needs of contacts and, from time to time, progress 

compared to previous meetings. 

The main function, therefore, of the control boards is to keep a trace of the work done and the 

results achieved. Then it is essential to use an additional card, this time with the aim of collecting 

some final evaluations on the mentoring path completed. 

The monitoring tools serve, therefore, to check that the process proceeds according to the 

established guidelines and allow you to identify in time and correct any elements that do not 

work. The evaluation sheets are instead intended to evaluate the mentoring process from the 

point of view of those who participated. 

The evaluation form must then be verified in order to detect the positive and possibly critical 

aspects of the implementation of the mentoring process; their compilation allows to collect the 

impressions and suggestions from the subjects involved and users of the intervention, measure 

the effectiveness of the activity, but also, and above all, of the relationship established with the 

mentor. Although structured as interviews, with a series of consequential questions, they gave 

the respondents the opportunity to express their considerations and observations freely. 

The evaluation aims to frame the goodness of a mentoring program. Through the analysis of the 

data collected, conclusions are drawn about the quality, value, importance and merit of the 

program. These results can be transmitted to those who have a personal interest in the program 

(stakeholders) and can be used to improve the quality of the program itself. 

Evaluation is a key step in the mentoring program; the results of the evaluation could determine 

the fate of the programme. It is therefore essential that the assessment is carried out correctly 

and that the following pitfalls are avoided: 

1. Unfair assessments by the assessor 

2. Using incorrect evaluation methods 

3. Non-understanding of the data collected 

4. Misrepresentation of collected data 

5. Use of "shortcuts" during the evaluation process due to lack of experience/resources. 

Evaluation is a valuable process because it provides an opportunity to use the results to make 

positive changes to the ongoing mentoring program or because it can provide the incentive to 

extend a pilot program to multiple departments. 
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Mentoring programs implemented within an organization can vary in size and structure. This 

difference can be due to several factors: 

1. Size of the organization 

2. Number of departments within the organization 

3. Perceived need for a mentoring program 

4. Available resources 

5. How long the mentoring program has been in place (it can be piloted in one or two 

departments, before being extended to the entire organization). 

The following pictures show the possible differences between two different structures of a 

mentoring program: 

 

Organization chart showing an example of mentoring program 

 

 

 

 

Organization of the steps for the supervision of the mentoring program 
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The evaluation process is a systematic approach that, using evaluative thinking: 

1. Make assumptions about why you believe your strategy, initiative or programme will work. 

2. Determine the expected changes during and after the implementation of the planned 

actions. 

3. It collects and analyzes data to understand what happened. 

4. Communicate, interpret and reflect on the results. 

5. Make informed decisions to make improvements. 

Evaluation is a collaborative approach involving several stakeholders, including: 

1. Entities involved in the funding of the programme 

2. Organizational staff 

3. Participants in the mentoring program 

4. Participating organisations (e.g. subcontracted external assessors) 

5. Subjects that define organizational policies 

  

The evaluation process must be focused on usefulness. In other words, the results of the 

evaluation must be practical and useful for end users/stakeholders. Therefore, the assessment 

must take into account: 

1. Implementation and impact as an ongoing process and what one's actions need to 

strengthen, rather than replace 

2. Existing information systems to promote sustainable improvements over time 

3. Previous lessons learned from research and current stakeholder expectations 

4. Expected results and ability of reality to differ from theory 

5. The value of the results obtained through the evaluation process 

The mentoring program implemented within the organization will influence the monitoring and 

evaluation strategy. A small program with few active users (e.g. mentor, mentee, mentoring 

manager) will require a different assessment approach than, for example, a mentoring program 

that affects the entire organization with many participants and many levels. In addition, a 

mentoring program can be formal or informal, regardless of the number of subjects involved. 
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 A formal mentoring program is more likely to use policies and procedures that will be valuable 

for monitoring and evaluation planning. In this section we will discuss methods and techniques 

of evaluating a mentoring program. This will allow you to make an informed decision when 

developing your assessment plan. 

 

4.2. Principles and methods for evaluating the mentoring process 

The evaluation of mentoring can be formative or summative. Formative and summative 

assessment can be carried out using two key methods of evaluation: processes and results. 

Process assessments focus on implementing a program as planned, how it is experienced, and 

the need to make changes to address any issues (e.g., difficulties in hiring and retaining tutors, 

high mentee turnover, high program management costs). 

Evaluations of results focus on the possible effects produced by the programmes. You can, for 

example, compare goals with results or examine differences between mentoring approaches. 

Information of this kind is essential for self-monitoring and can provide answers to key questions 

about programmes and relationships. 

Evaluations of processes and results can be carried out using: 

1. qualitative assessment; 

2. quantitative evaluation. 

  

Quantitative evaluation: Quantitative methods are those that express results in figures. They 

tend to answer questions like "How many?" or "How many?" or "How many times?" 

Qualitative evaluation: Qualitative methods do not in themselves provide numerical results. 

They may involve the writing of "essays" on complex issues by the evaluated subjects or the 

observation of interactions in difficult situations.  

Qualitative and quantitative methods complement each other. Both have complementary 

strengths and weaknesses compared to each other and, together, can present a clearer picture of 

the situation. Often the most accurate information is obtained using different versions of each 

method. It is not always possible, but when it happens, you can get the best results. 
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Evaluation methods 

When determining the evaluation strategy, the mentoring relationship must be taken into 

account. The purpose of the mentoring program is essentially to promote the growth and 

satisfaction of the participants. 

Mentoring relationships are successful and are satisfactory to all parties involved when certain 

factors are established and both the mentor and the mentee take on active roles. 

The following factors are recommended as key indicators for participants in the mentoring 

program in order to evaluate the effectiveness of the results. 

  

Purpose: 

1. Both sides are clear why they are interacting 

2. Roles and objectives were discussed and agreed on by both sides 

3. Both parties will know when they have achieved their goals 

 

Communication: 

1. Mentor and mentee communicate as they like 
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2. Report to each other according to agreed timelines 

3. Both sides listen carefully and remember the information 

4. Information exchange and conversation are bidirectional 

5. Nonverbal language is monitored (e.g. body language supports verbal conversation) 

 

Trust: 

1. Information is welcome and kept confidential 

2. Commitments shall be respected and, unless compelling reasons, shall not be cancelled 

3. None of the parties speaks negatively to others, nor is it unfairly critical. 

4. With the progressive development of the relationship and trust, the sharing of information 

increases 

 

Process: 

1. The meetings are regular and take place at the time set by the parties 

2. Sessions are usually of appropriate length 

3. Meetings must be beneficial for both parties 

4. The mentor and mentee must be aware of the four stages of formal mentoring (establishing 

the relationship, establishing direction, sustaining progress and finishing the formal part of the 

mentoring relationship) and must work through them 

5. Both parties must be satisfied with the pairing and must evaluate it regularly to ensure 

compatibility 

 

Progress: 

1. The mentee has identified appropriate life goals and is making significant progress towards 

achieving skills to achieve those goals 

2. Both parties identify interesting learning experiences and work together on the results 

 

Feedback: 
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1. Both sides discuss and agree on the format of the feedback 

2. Feedback must be provided honestly and tactfully and with the agreed frequency 

3. Feedback should be welcomed and neither side should be defensive, but must take 

immediate steps to act on it. 

Using these six key parameters, you can determine assessment questions and create a 

measurement framework to identify data sources, frequency of data collection, and qualitative 

and quantitative measures of change. This information, along with data collection methods, 

analysis strategies, and plans for reporting and communicating results, is collected to develop 

the evaluation plan. 

Once the evaluation plan is complete, you can start collecting the data and then analyze it. 

Some analyses can be simple and linear. For example, if the goal of the evaluation is to find out 

the impact of the mentoring program implemented by the organization, the sequence of 

activities is more or less linear, as indicated below. 

1. Collection of data from stakeholders before the start of the program 

2. Data collection in the middle of the program or at the end of the program (or both) 

Data analysis using statistics (e.g. percentages) and encoded qualitative data 

The stages following data collection and analysis concern the communication and interpretation 

of results and the adoption of informed decisions about improvements and the following steps. 

The reporting, interpretation and examination of the results of the evaluation are deepened in 

the section "Evaluation of the mentoring process". 

 

4.2.1. Subject of the analysis 

The object of the analysis is the organization, personnel, program model, policy or strategy, etc. 

The evaluation is not limited to a single topic and can include one or more at the same time. 

Based on the scope and timing of the commitment and expectations of all key stakeholders, the 

objective of the assessment can be decided. 

When the object of the analysis is the individual: 

1. The changes experienced by the individual are documented. 
2. The evaluation will usually focus on two aspects: 
3. The degree of implementation of the strategy, initiative or programme, and 
4. Whether the individual participants have achieved the desired results. 

When the object of the analysis is the organization: 
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1. Evaluation of changes in the organization's priorities, policies and practices. 

2. The evaluation process should be used to collect and analyze data on key result indicators, 

such as the degree of success of the organization in these respects: 

3. Involve and assist the involvement of different groups of people 

4. Provide resources for a mentoring program 

5. Develop key documentation and guidelines (e.g. policies and strategies) for the Programme 

6. Provide and/or support growth and opportunities for mentees 

When the object of the analysis is the mentoring program: 

To evaluate these initiatives or programs, new or adapted, you can conduct a study to 

understand: 

➔ How the initiative was implemented. 

➔ What elements made it effective. 

➔ What worked and what didn't and why. 

➔ What knowledge, skills and other skills are required of staff to implement the initiative. 

➔ Most importantly, how to refine the initiative. 

Much of the data collected could be qualitative. When the elements of the initiative or 

programme have become final and stable, it is possible to conduct an evaluation of the results or 

summative and combine the use of a quasi-experimental project using the above methodology 

to assess its effectiveness. A quasi-experimental project evaluates the causal effects of a program 

by comparing two groups of participants (a "treatment" group and a "comparison" group) or by 

comparing data collected from a group of participants before and after their participation in the 

program 

 

4.2.2. Internal and external evaluation in comparison 

Internal evaluation is conducted by an employee of the organization that is implementing the 

program or entity being evaluated, while an external evaluation is conducted by an evaluator 

who is not an employee of that organization. 

Whether an organization conducts an internal or external evaluation usually depends on the 

available resources, the qualifications of the internal or external assessor, the scope of the 

assessment and the needs of the funder. However, this decision also depends on other equally 

important factors: 

1. External evaluators can offer a broader perspective, while internal evaluators tend to have a 

thorough understanding of the operational context of the strategy, initiative or programme. 
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2. External evaluators can be perceived as a threat, while internal evaluators can be perceived 

as less objective. 

Sometimes, you have no choice because the lender requires an external evaluation. Regardless 

of whether you choose an internal or external assessor, you need to clearly define the lines of 

responsibility from the outset. 

 

4.3 Stakeholders 

Because the assessment involves multiple stakeholders, you should carefully consider how the 

information and results shared with them, including your evaluator, can be used (or misused). 

Therefore, you need to make sure that the data collected for evaluation cannot be interpreted 

out of context or incorrectly. If there is a designated evaluator, it is appropriate to cooperate with 

him on this issue. 

The first step in the stakeholder identification and engagement process is to answer the question: 

It is necessary to consider who is interested in knowing the evaluation of the program and identify 

who is interested in the answers to questions such as: 

1. Is the mentoring program running as planned? Who will benefit and who will not benefit 

from the way the program is managed? 

2. Do participants benefit from the implementation of the programme, as hoped? 

3. Who will benefit and who will not, whether they will? 

4. Is the mentoring program making an impact? Who will benefit and who will not, whether or 

not it produces an impact? 

5. Can the results have an impact on policies? Who will benefit and who will not, whether they 

will or will not? 

 

Consideration of different types of stakeholders 

The following table can help identify stakeholder needs for your organization's mentoring 

program. 

 

Use of evaluation by different types of stakeholders 
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Different stakeholders are likely to use the assessment for different purposes, resulting in some 

benefits, but also potential risks that can be avoided if you already have a strategy to address 

them. 

The following table provides general examples to help you assess the benefits and risks for each 

group and how to avoid them, to the best of your ability, as each situation is different. 

 

4.3.1 How to identify key stakeholders 

When determining requirements for stakeholders, you need to define your assessment needs 

and who to involve. Since not all stakeholders have the same value, the reasons for inviting 

certain individuals or groups to participate should include the following: 

1. They know the programme being evaluated (e.g. the experienced staff and consultants you 

have hired). 

2. They represent a variety of perspectives and experiences. 

3. They are affected by the program (for example, program participants). 

4. They occupy positions of influence (e.g. board members, funding bodies). 

5. They are supporters of the evaluation process and participate in its design and 

implementation. 

6. They are responsible for deciding on the evaluation and the programme (e.g. programme 

director, management). 

 

4.4 Development of applications, framework and evaluation plan 

Assessment is a key tool that will be used throughout the duration of a mentoring program. It is 

therefore essential that the tools used for evaluation allow the process to be effective. 

Using a logical model results in effective initiative design and provides more learning 

opportunities, better documentation of outcomes, and a shared knowledge of what works and 

why. But above all, the logical model helps to ensure that evaluative thinking is integrated into 

the evaluation project and its implementation. 

A logical model helps to break down program implementation in a systematic way, highlighting 

the connections between needs, program resources, activities, outputs, outcomes, and the long-

term impact of a mentoring program. In this way, evaluation issues such as: 

1. How should the program work? 
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2. What are the differences between the planned implementation process and reality? 

3. In what aspects does the implementation strategy have gaps or unrealistic expectations? 

4. Which areas of the logical model seem to produce the strongest mutual outcomes or 

relationships? 

5. What are the elements of the model that do not work in practice? 

6. Are there any key factors that have not been integrated into the programme's strategy that 

should be? 

By organizing your assessment questions according to the logical model, you are able to better 

determine which questions to ask as part of an assessment. 

There is another aspect to keep in mind when developing assessment questions. The questions 

also depend on the type of assessment you want to conduct: a performance assessment, a 

process or training assessment, or a result or summative assessment. 

A performance evaluation shall cover: 

1. Ensure accountability 

2. Demonstrate that resources are being used as expected and are managed correctly 

3. Monitor and report on progress towards the targets set 

4. Promptly report problems to management 

  

A process or training assessment focuses on: 

1. Understand if a program is being implemented as planned and on schedule 

2. Evaluate whether the program is producing the desired outputs 

3. Identify the strengths and weaknesses of the program 

4. Provide information to make corrections during construction 

  

A result or summative assessment shall cover: 

1. Examine whether the programme has achieved the desired results and what has made it 

effective or ineffective 

2. Make corrections to the initiative in progress 
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3. Assess whether the initiative is sustainable and replicable 

 

4.4.1 Two different ways to formulate evaluation questions on the programme 

Here is a method to facilitate the formulation of evaluation questions. Look at the logical pattern 

and start with these five elements: 

1. Who - Who wanted to benefit from their own initiative, strategy or programme? 

2. What - What did you want to achieve with the initiative? In what context did the initiative take 

place and how could this have affected its implementation and results? 

3. When - When did the activities take place? When did the desired changes begin? 

4. Why - Why is the initiative important to your organization or community? Why might it be 

important for people who are part of other organizations or communities? 

5. How - How should the initiative produce the desired changes or achieve the desired results? 

Below are some examples of assessment questions to ask for the previous sample scenario: 

Another method of formulating evaluation questions is to consider different aspects of the 

strategy, initiative or programme and generate questions on each of these aspects. 

Using the logical model and knowing the questions for which you want an answer, you can 

develop a measurement framework, as an assessment planning tool. The development of a 

measurement framework will make it possible to determine how progress towards achieving 

results is to be assessed and to answer evaluation questions. 

A measurement framework for the initiative provides a clear idea of how to conduct the 

evaluation. The measurement framework gives stakeholders an opportunity to further define 

results. With it, you can evaluate the result in more concrete terms. 

 

Main elements of the measuring panel: 

The measuring panel consists of seven main elements: 

1. Outputs are the direct product of activities and may include the type, level and objectives of 

services to be achieved by the strategy, initiative or programme. 

2. The results are the immediate, intermediate and long-term changes or benefits that need to 

be documented. These results must be the same as those indicated in the logical model. 
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3. The indicators indicate the progress made towards the change that is hoped to be achieved 

with the strategy, initiative or programme. 

4. Change measurements are values – quantitative and qualitative – that can be used to assess 

whether progress has been made. 

5. Data collection methods are strategies for data collection. This may include quantitative 

methods, such as conducting surveys or analysing existing data, or qualitative methods, such as 

conducting interviews or document analysis. 

6. Data sources are the places (e.g., national databases, program surveys) or people (e.g., 

program participants) from which data is obtained. 

7. The frequency of data collection is the frequency with which you plan to collect data. 

 

How to use a measuring panel: 

Once you have identified your outputs and immediate, intermediate and long-term results, you 

can list each output and result in the first column of the measurement framework. After listing 

each of them, you can come up with a clear plan to assess the progress made towards that 

particular output or outcome. This involves switching from left to right through the rows of the 

measuring board to identify indicators, measures of change, data collection methods, sources, 

and frequency of data collection for each result. Note that once the measurement panel is 

complete, some components may contain overlapping responses. For example, the source of the 

data for two results may be the same. 

When developing assessment questions, these four categories should be taken into account 

when measuring mentoring programs: 

1. Relationship processes 

2. Program Processes 

3. Results of the report 

4. Results of the programme 
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5. Evaluation plan 

Using the logical model, assessment questions, and the measurement framework tool as basic 

components, you can now begin to develop an assessment plan that brings together all of these 

elements and more. 

A good evaluation plan must contain the following elements: 

1. Background information about the program. 

2. Assessment questions: specific and measurable questions. 

3. Evaluation design: methods for data collection; types of data that will be collected; sampling 

procedures; analysis approach; measures taken to ensure accuracy, validity and reliability; 

limitations. 

4. Calendar: Completion dates and durations for key stages and deliverables. 

5. Plan for the communication of outcomes and the use of results. 

6. Evaluator/evaluation team: Specify who is responsible for conducting the evaluation 

process and what that role entails. This can be an external evaluator, an internal evaluator or an 

internal evaluator with an external consultant. 

7. Budget information: May include the cost of staff working hours, the cost of consultants' 

working hours, travel, communications, supplies, and other costs (e.g., attendee incentives, 

translation and interpreting expenses). 

Some parts of the evaluation plan can be copied and used to write the assessment report. The 

following table shows the general lines of the evaluation plan and the evaluation report. 

 

Evaluation plan Evaluation report 

Cover: clearly includes the title, name and 

location of the strategy, initiative or 

programme; the period taken into account 

by the evaluation. 

Cover: clearly includes the title, 

name and location of the strategy, 

initiative or programme; the 

period taken into account by the 

evaluation or the date of 

completion of the evaluation. 

Background information of the initiative: 

purpose of the evaluation, the origin and 

objectives of the initiative, the activities and 

Summary: brief independent 

description of the programme, 

description of the aims and 



 

62 

 

services, including the theory of change and 

the logical model. 

objectives of the evaluation, 

methods, summary of outcomes 

and recommendations. 

Assessment questions: Specific, measurable 

questions that may require to be prioritized 

to focus resources and keep assessment 

manageable. 

Introduction and background: 

purpose of the evaluation, the 

origin and objectives of the 

initiative, the recipients, activities 

and services, the examination of 

related research, questions and 

overview of the evaluation, 

description of the report. 

Assessment design: data collection 

methods; types of data to be collected; 

sampling procedures; analysis approach; 

measures taken to ensure accuracy, validity 

and reliability; and limitations. 

Evaluation design: data collection 

methods; types of data to be 

collected; sampling procedures; 

analysis approach; measures taken 

to ensure accuracy, validity and 

reliability; and limitations 

(including change theory and 

logical model). 

Calendar: Completion dates and durations 

for key stages and deliverables. 

Evaluation results: evaluation 

outcomes, answers to evaluation 

questions, visual representations 

of the results (e.g., diagrams, 

graphs, etc.). 

Plan for communicating outcomes and using 

results for informed work: details about the 

products that will be developed and what 

will be included in each product. Potential 

users and desired recipients include program 

staff and administration, program 

participants, community leaders, funders, 

public officials, and partner organizations. 

Summaries, conclusions and 

recommendations: summary of 

results, implications of outcomes, 

factors that may have influenced 

the results, clear and actionable 

recommendations. 

Budget information: This may include the 

cost of staff working hours, the cost of 

consultants' working hours, travel, 

communications, supplies, and other 
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administrative costs. (If the plan is to be 

shared with a larger group of people, you can 

exclude information about staff and 

consultants.) 

Evaluator and evaluation team: specific 

guidance on who is responsible for 

conducting the evaluation process and the 

tasks of that role. This can be an external 

evaluator, an internal evaluator or an 

internal evaluator with an external 

consultant. 

 

 

  



 

64 

 

IV. SAMPLE MENTORING PLAN AND PRACTICAL 

IMPLEMENTATION GUIDELINES 

 4.1 Introduction 

The implemented mentoring programme was started in the year 2016. The introduction of the 

mentoring programme resulted from the need to build and develop the potential of the 

University of Agribusiness in Łomża (further referred to as WSA) based on its own research staff 

oriented towards their career development. An important factor from the point of view of WSA 

as a professional university was to attract employees with extensive professional and practical 

experience, who want to pursue their further professional careers through scientific 

development and obtaining a doctoral degree. From the point of view of the participant, the 

programme provided him with development in new areas combining his previous experience and 

using it in his teaching and research work. The path of such development is the doctoral degree.  

The conditions of such an approach to the development of the WSA staff result from the fact that 

it is not authorized to confer a doctoral degree. Therefore, the WSA has taken an innovative 

approach to the problem by selecting mentors from among its own full-time employees and 

researchers from other universities cooperating with the WSA. They have been involved in the 

programme as mentors:  

➔ full-time academic staff of the WSA - 1 PhD and 1 MD of the University, and  

➔ two external academics collaborating with the WSA - 2 PhD professors of the University. 

An important element in the selection of mentors was that they had professional experience 

outside the university in professional work correlated with the areas of support for mentees, 

including running their own businesses.  

Mentors with extensive professional experience, high ethical standards, and high communication 

skills were engaged to implement the mentoring programme. This professional experience of the 

mentors consisted of previous work and professional experience gained while working outside 

the university in the business or industry sector, holding management positions at various levels 

in business and NGOs including the business environment.  

  

4.2 The objective of the monitoring programme 

The monitoring programme aims to obtain highly qualified scientific and teaching staff with 

professional experience and practical knowledge: 
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· to identify individuals interested in scientific development and in obtaining a doctoral degree, 

with high development potential in terms of using their professional experience and practical 

knowledge in teaching and scientific work,  

· support to successful candidates in planning the next steps in obtaining the doctoral degree, 

choosing the topic of the doctoral thesis, preparing the thesis, preparing for required 

examinations, and defending the doctoral thesis.  

  

4.3 Rules for participation in the mentoring programme 

Participation in the programme is free of charge. Recruitment takes place continuously by 

individually identifying candidates who meet the university's expectations. Potential candidates 

for the programme are invited for an initial interview with a potential mentor. During the initial 

interview, the candidate learns about the ideas of the programme and the possibilities for his/her 

professional and academic development, and the expected course of the programme. The 

mentor recognises the potential of the candidate and his/her motivation for further professional 

and scientific development. The candidate presents his/her expectations concerning professional 

and scientific development and support by the mentor. In case of a positive outcome of the 

interview, the participant is qualified for the programme. The interview ends with the formation 

of a mentor-mentee pair.  

The mentor's responsibilities include: 

➔ supporting mentees by sharing their knowledge and experience, 

➔ setting objectives for tasks to be carried out,  

➔ capacity building for transition to work in a new environment for researchers,  

➔ supporting the mentored person in making decisions, 

➔ assistance in planning the professional and academic path for obtaining the doctoral 

degree, including the choice of the university where the doctoral thesis is to be carried out, 

➔ jointly with the mentored person to establish an action plan including the preparation of 

scientific publications, selection, and participation in scientific conferences, selection of a 

dissertation topic, preparation of a dissertation outline and plan, 

➔ preparing a timetable of activities related to the scientific development and preparation of 

the doctoral thesis,  

➔ assessing progress in preparing the work identifying problems and risks and correcting 

them, 

➔ to build the mentee's capacity and enhance his/her motivation to pursue a chosen path of 

scientific development,  

➔ periodic and systematic mentoring sessions in person and online,  
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➔ assistance in establishing scientific contacts and implementation with academics from 

other universities.  

  

The mentored person's responsibilities include: 

➔ participation in mentoring sessions, 

➔ preparing materials and tasks resulting from the mentoring plan and consulting them with 

the mentor, 

➔ to contribute and reinforce their capacity to achieve the objective  

➔ participating in the evaluation of the programme. 

  

4.4 Mentoring participants  

So far 5 people have been qualified for the programme. They are persons with higher master's 

education. Among these persons  

· 2 persons have professional experience corresponding to the field of agricultural sciences 

acquired during many years of professional work at the variety evaluation station and 

cooperation with the WSA, 

· 2 persons have experience corresponding to the area of economic sciences in the field of 

economics, acquired, inter alia, during running their own business, working in managerial 

positions in public and private instructions,  

· 1 person had experience in the field of economic sciences in the field of management, acquired 

among others in the course of professional work in a public institution in managerial positions.  

Higher education and professional experience are correlated with the needs of the university in 

terms of scientific and teaching staff necessary for the fields of study.  

Of these, 3 completed the mentoring programme and defended their PhD thesis including: 

· 2 persons of agricultural engineering scope, 

· 1 person in the field of economic sciences.  

Two persons are in the process of successful implementation of the mentoring programme, of 

which 1 person has prepared a doctoral thesis in the field of economic sciences, has passed all 

required exams, is waiting for its reviews, and is preparing to defend the thesis and the other 

person has passed all required exams, is at the stage of preparing a doctoral thesis in the field of 

management.  



 

67 

 

 The mentoring plan includes the following assumptions/tasks:  

Tasks 1 year: 

· preparation of a minimum of 2 scientific publications, 

· participation in a minimum of 3 scientific conferences, 

· choosing the area and topic of work, 

· preparing the first version of the thesis outline and outline, 

· the choice of the university where the doctoral programme is to be carried out. 

Year 2 tasks: 

· preparation of a minimum of 2 scientific publications, 

· participation in a minimum of 2 scientific conferences, 

· developing and agreeing on a plan for the content of the doctoral thesis, 

· preparation of documents for the opening of the doctoral programme,  

· starting to prepare a doctoral thesis,  

Year 3 tasks: 

· preparation of a minimum of 1 scientific publication, 

· participation in a minimum of 1 scientific conference, 

· opening of the doctoral programme and passing the required examinations,  

· intensive preparation of the doctoral thesis, 

Year 4 tasks: 

· preparation of a minimum of 1 scientific publication, 

· participation in a minimum of 1 scientific conference, 

· intensive preparation of the dissertation, submission for acceptance and appointment of 

reviewers, 

· defence of the doctoral thesis.  
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4.5 Course of mentoring 

The mentoring process took into account the recommendations of the report ,, Summary report 

from in-depth interviews with academic teachers and business representatives”. Based on the 

experience of the mentors, the duration of the monitoring programme was set at 4 years with 

the possibility of its extension by one year. Mentoring is realised individually between the mentor 

and the mentored person. The parties agree individually on the frequency, time, and subject 

matter of individual mentoring sessions, which allows for a flexible combination of the new 

obligation with the existing ones. The choice of the form of meetings in person or online is 

adapted to the needs of the participants and the prevailing conditions. The mentor periodically 

assesses the progress of the tasks (timeliness, content) and the mentee's commitment and 

motivation. The mentor supervises the process of each stage of the mentoring plan with an 

emphasis on maintaining and increasing the mentee's commitment and motivation. He also 

provides his professional experience and contacts in the scientific environment. After the 

realization of each successive stage of mentoring, it is jointly analysed and evaluated, on this 

basis conclusions are drawn for the future as an element of improvement of the mentoring 

programme. The control areas are: 

· the course of mentoring - whether it is going according to the schedule and assumptions, 

whether there are deviations, their type, and cause, whether they pose a threat, and what 

remedial action should be taken, 

· The attitude of the mentee - commitment, motivation, cooperation with the mentor, willingness 

to work, conscientiousness, conflict situations and how to resolve them,  

· Self-assessment of the mentor - assessment of the effectiveness of the mentoring, conflict 

resolution, effectiveness of motivating the mentee, regularity of conducted assessments, 

meetings,  

· The success of the mentoring process - the creation of an atmosphere of cooperation, the 

degree to which the individual set goals and tasks are achieved, the development of the mentee's 

skills, 

The mentored person ends his/her participation in the programme when the main objective of 

the programme, which is to obtain a doctoral degree, has been achieved.  

  

4.6 Evaluation of mentoring  

The purpose of the evaluation is to determine: 

· The effectiveness of the mentored persons' support, i.e. whether the effort and commitment is 

adequate to the results obtained, 
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· effectiveness, i.e. the assessment of the achievement of planned objectives and results,  

· the level of growth of soft skills by the mentee.  

Evaluation is an ongoing process and is carried out by the mentor throughout the programme. 

The basic tool is the observation by the mentor and joint periodic sessions summarising the 

individual goals and tasks achieved. The results of the evaluation are jointly discussed with the 

mentee as important feedback for both parties. Mentoring is also evaluated in terms of: 

· relevance, i.e. the extent to which the defined monitoring objective was relevant to the 

participant's needs 

· usefulness, i.e. what benefits the mentoring participant received and whether the programme 

contributed to the objectives set.  

The results of the evaluation show a positive evaluation in these areas, as those who completed 

the mentoring programme started to pursue a career in a new area as research and teaching 

staff.  

  

4.7 Reports from selected participants 

Programme participant 1 

 At a certain point in one's life, one wonders what one has done and what one has not done in 

one's life. My working life has been devoted to passing on knowledge and skills to adults in the 

Centre for Further Education and Training that I run. However, throughout this period, I have had 

a sense of inadequate academic development. At a certain point in my life, I concluded that I 

should use my professional experience and combine it with scientific development and teaching. 

 The most important element of this decision was the fact that during my professional work I 

cooperated with the Agribusiness College in Łomża and there I met the Mentoring Programme in 

which wonderful young scientists were active. The meeting of these people influenced my 

decision to join the programme and introduce important changes in my professional life. 

 I was supported in the mentorship programme by 2 mentors. Their invaluable contribution in 

shaping my path was to very patiently and effectively show me the different steps in fulfilling my 

dream of obtaining a PhD. It started with joint discussions, defining the goal and creating an 

action plan. Then I pursued the next steps and tasks including at first writing collaborative than 

individual research papers and participating in conferences. Mentoring provided me with 

scientific support and built my capacity for further professional work in a new area. It allowed 

me to adopt best practices and settle in the scientific environment.  
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Preparing for my PhD was a completely new path requiring new approaches and skills as well as 

dedication and commitment. Thanks to the mentoring sessions, my confidence in success was 

strengthened and I achieved my goal by defending my PhD thesis in 2020.  

 It was a period of hard work for me during the research process, writing and submitting my thesis 

and preparing for its defence. I would like to emphasise that participation in the programme has 

provided me with mentoring and support. I believe that without participation in the mentoring 

programme and the mentors' care, success would not have been possible.  

Programme participant 2 

My professional work has at some point merged with being an academic teacher at the School 

of Agribusiness in Lomza. Both areas coincided in terms of my professional experience. Working 

at the university was an interesting part of my previous career. However, this area became a 

challenge for me which was supported after I applied for the mentoring program implemented 

by the university.  

In this way, I was given opportunities and support to develop myself in the scientific field and to 

participate in the programme from year2019 one. We agreed with the mentors on goals, needs, 

and how to achieve them. From the perspective of my experience, it was very valuable to be able 

not only to participate in regular monitoring sessions but also to have access to mentors at times 

when there were problems that required the support of the mentors' experience. It was also 

valuable that one of the mentors had professional experience gained outside the university. I am 

currently working on my PhD thesis entitled "The role of internal and external communication in 

the concept of community policing in the Polish Police". The mentoring support included not only 

substantive and mentoring care but also guiding the choice of university and introducing me into 

a new academic environment as well as extending direct scientific contacts hitherto narrowed 

down to my home university. Summing up my experience, I can state with certainty that the 

university mentoring programme involving academics and employees with experience outside 

the university in the business environment is an important support element, which should be 

implemented at all stages of higher education, also with the participation of employers.  

  

Programme participant 3 

For 5 years I have been running my own business in the field of economic consultancy for 

companies and farms. When I learnt that it was possible to take advantage of a project raising 

my professional qualifications - consisting in carrying out, under the supervision of WSA mentors, 

a doctoral thesis in the field of economic sciences - I did not hesitate to take advantage of such 

an opportunity. From the very beginning, the mentors were extremely committed to the project, 

e.g. by using their professional experience to help me: 
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- in the choice of my dissertation topic, which was based on a sound recognition of my interests, 

aptitudes, and the availability of literature and research, 

- in the literature review of the subject, which was carried out in the pre-research phase based 

on a list of nearly 500 items suggested by the mentors.  

While carrying out the analysis of the researched articles I was always able to share my insights 

with my mentors. The support of the mentors included helping me to create a plan where the 

main goal is to defend my PhD thesis. Achieving this goal is very important in my career as I will 

gain the ability to work in a new area (teaching and research) while using my previous practice 

and work experience. Mentors support me at every stage of the mentoring plan in particular:  

- establishing a timetable for work on the doctorate,  

- They prepared me to speak at my PhD opening seminar with an emphasis on presentation skills 

and the non-verbal side of it, 

- preparing the research questionnaire - paying attention to its formulation corresponding to the 

respondents, 

- creating a supportive environment in the research target group, 

- keeping up to date with the progress of the doctoral thesis and ensuring that it is corrected. 

An important element of mentoring for me was the motivation to work on my PhD in a timely 

manner as well as the opportunity to consult and find solutions to problems that were beyond 

me with the support of mentors. 

To sum up, I would like to say that I was very fortunate to have the opportunity to participate in 

the mentoring program realized by WSA in Łomża and to meet mentors of great persistence 

(much greater than my own), their almost caring attitude in leading me through the meanders of 

economic sciences and incredible expertise in the issues I studied. I consider my participation in 

the programme to be my and the mentoring programme's success as I have prepared my PhD 

thesis which is now at the review stage. I, on the other hand, am preparing to defend my 

dissertation with the necessary support from the mentors. I believe that participation in the 

programme will allow me to broaden my current professional area by research and teaching 

using my previous experience as an entrepreneur. 

  

4.8 The effects of mentoring 

The mentoring programme has been running since 2016. The programme aims to obtain highly 

qualified research and teaching staff with professional experience and practical knowledge: 
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- to identify individuals interested in scientific development and in obtaining a doctoral degree, 

with high development potential in terms of using their professional experience and practical 

knowledge in teaching and scientific work,  

- support successful candidates in planning the next steps in obtaining the doctoral degree, 

choosing the topic of the doctoral thesis, preparing the thesis, preparing for required 

examinations, and defending the doctoral thesis.  

So far, the programme has covered 5 people of this:  

- 3 people successfully completed their participation in the mentoring programme, i.e. they 

defended their doctoral theses, 

- 2 people are implementing the mentoring programme as planned.  

The mentoring programme run by the WSA in Łomża is a very effective tool from the point of 

view of both the participant and the university. This programme was created based on 

experience and observations in removing barriers related to the lack of opportunities for the 

scientific development of people in small academic centres, where universities do not have the 

right to confer a doctoral degree. Individuals wishing to use their professional experience and 

potential in teaching and research work in a new area require support in achieving their goal and 

establishing themselves in the scientific environment. 

Based on the programme implemented so far, the following conclusions emerge: 

- The transition from one area of employment to academic work is very difficult without 

mentoring support, 

- The work of the mentor is an important element in achieving the main objective because the 

mentor, by recognising the potential of the mentee, directs him/her and his/her development so 

that the implementation of the objective is effective, 

- the mentor eliminates many potential barriers by creating a friendly environment to achieve 

the goal, 

- high involvement of the mentor increases the likelihood of success,  

- a university without the right to award a doctoral degree may obtain new staff with doctoral 

degrees by creating targeted mentoring programmes aimed at supporting individuals from local 

communities with high potential interested in scientific and teaching development,  

- The experience of the implemented programme shows that mentoring is a good tool for 

recruiting and developing teaching and research staff according to the needs of the university, 

- This approach ensures that you get staff with the expected qualifications and who are mentally 

prepared to work in the new environment,  
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- The role of the mentor is not to order or delegate tasks, but to share experience and knowledge 

and to inspire and motivate to work hard.  

The mentoring programme provided support for those working professionally and running their 

own businesses to make the transition to teaching and research. These individuals have learned 

and adopted good mentoring practices during the programme. Their work both at the university 

and outside it will involve mentoring support to help the transition to a new professional 

environment for students at the university who are finishing their studies and taking up 

employment or in the company for young employees starting their careers. The experience of 

the WSA mentoring programme can be used successfully by successful business people, public 

administrators, clerical technicians, directors of the social economy, and other technical staff 

when mentoring in their workplaces because the idea of mentoring is to promote and transfer 

the skills they need and want to have in their organizations. 

 

V. EXPERIENCE REPORT 

Given the importance of mentoring in the development of students' skills to better prepare them 

for the transition from education to employment, the WSA in Lomza has accepted that the 

mentoring methodology will be applied in practice as an element of education in parallel with 

the didactic process carried out by the University. Accordingly, the teaching staff was prepared 

in terms of content. The roles and importance of mentoring were presented. The staff was 

familiarised with the expected benefits for the recipients/students, the academic staff and the 

university. Staff with relevant skills were selected to participate in the testing. They were also 

introduced to the mentoring methodology. The selection of mentors took into account their key 

skills as well as their willingness to actively engage in the process. This approach resulted in the 

selection of suitable mentors who were able to demonstrate both their skills and commitment 

to the process. The key skills according to which the mentors were selected included :  

➔ use of constructive criticism, 

➔ organizing work effectively, 

➔ speaking freely, 

➔ the ability to actively communicate with mentees by asking questions in an appropriate 

way and actively listening.  

➔ speaking frankly, 

➔ having authority in the academic community and among students. 

The reaction of the academic staff was to welcome and understand the need to participate in 

testing not only as part of the university's offer of the teaching process but also as an opportunity 

to improve and expand their professional skills and competences. The staff were keen to 

familiarize themselves with the tasks from an organizational and content-related perspective. 
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The activities carried out were in line with the methodology developed by the partnership and 

included the following activities: 

Preparatory activities 

The preparatory activities involved representatives of entrepreneurs who are members of the 

university's board of experts, students from the student government, and academic staff. There 

was an involvement of all stakeholder groups in the process of testing the methodology. Practice 

indicated that this step ensured acceptance and a friendly climate for the planned measure. 

Given the organizational conditions and the uncomplicated structure of the University, the 

Academic Career Office was responsible for testing the methodology. Within the ABK, a team 

was established responsible for: 

- conducting recruitment, 

- organizational support for the implementation of the mentoring programme, 

- evaluation and assessment of the programme and methodology, 

- assessing the quality and impact of the programme and methodology on the mentee, mentors 

and the university,  

- liaising with the business and the business environment on the programme. The way the team 

was organized and the tasks assigned to it were appropriate and allowed for the organizational 

implementation of the testing of the mentoring methodology.  

This solution proved to be very practical as it did not disrupt the existing structure and the unit 

was substantively prepared for this activity. In addition, it was in line with its content-related 

tasks. As a preparatory step, a promotional and information campaign was carried out among 

the academic community. Information channels used were those used at the University, i.e. 

university television, TEAMS, and informal communication, which was, however, limited due to 

the pandemics and the need to communicate at a distance. It had the expected effect i.e. interest 

in mentoring.  

An assessment of staff resources was also made taking into account expected characteristics such 

as: 

- professional experience supported by practical and theoretical knowledge, 

- an attitude displaying culture and tradition at work in terms of professionalism and ethos, 

- having authority among staff and colleagues and students,  

- ability to adapt the way he/she imparts knowledge and conducts communication to the needs 

of the mentee,  
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- ability to listen to the mentee, 

- the ability and capacity to be a leader that mentees follow,  

- the preparation in terms of content for mentoring, 

- motivation and dedication to mentoring. 

Based on the analysis and assessment of resources, a database of mentors (lecturers, 

entrepreneurs, graduates, representatives of business environment institutions) was created.  

The method of selecting mentoring staff proved to be accurate and effective, which translated 

into success in subsequent steps. 

Step 2 Development of the mentoring programme 

A mentoring programme was developed according to the tested mentoring methodology in 

which: 

- an initial version of the mentoring programme and its implementation was prepared, 

- the opinions of all stakeholders (mentors, business, students) were consulted and gathered, 

- developed the mentoring programme for implementation after consultation.  

The following objectives were identified for the mentoring programme: 

- to strengthen the mentees by building an ethical and professional foundation in them,  

- to build greater awareness and concreteness at the stage of entering the labour market, 

- increasing students' self-confidence and ability to make changes, 

- stimulating the development of professional awareness, 

- transferring professional and social experience resulting from the mentor's career path, 

- building awareness of the need to adapt to new requirements or changes in the environment. 

The socialization of the mentoring programming process and the broad involvement of 

stakeholders allowed for the creation of a common platform for carrying out mentoring. The 

consultation also had the effect of making the programme attractive to each of the mentoring 

parties. This ensured that the programme was understandable to all parties and was successfully 

implemented despite the COVID pandemic19. Due to the pandemic, testing was carried out 

extensively using distance communication tools in particular the TEAMS platform, which is used 

as standard in the teaching process at the University.  
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The mentoring programme has become a new level of cooperation between the university and 

business aimed at developing students and better preparing them for the transition to the labor 

market  

An important element of the mentoring programme was the building of relationships between 

the parties. In practice, it turned out that the inclusion of external mentors (representatives of 

business and business environment institutions and successful graduates) was an element of 

increasing its attractiveness. Mentoring contact with people from outside the University brought 

new experience to the mentoring parties as well as to the ABK team and WSA academic staff.  

The course of the mentoring programme and its evaluation. 

According to the tested methodology, a team of 4 mentors was selected. Due to project and 

COVID considerations, the testing and evaluation period of the methodology was adopted for 1 

semester. There was a familiarization of the mentors with the students concerned and mentor-

mentee pairs were formed after conducting cognitive sessions. This is an important element of 

the methodology and is fundamental to the success of the programme, as inappropriate 

matching of mentor-mentee pairs will not ensure the creation of the right relationship, mutual 

trust and proper communication between them. The pairs agreed on the goals to be achieved 

and how the mentoring would be carried out, as well as its plan. 

The evaluation of the programme showed that the pairs achieved their goals and that the 

mentoring programme was implemented within the tested methodology. It can be assessed that 

the implementation of the mentoring programme according to the tested methodology was 

successful. The methodology includes important elements of the mentoring process with 

associated benefits:  

(a) for the students/mentee: orientation towards the conscious and structured realization of 

professional goals, reinforcement of commitment to the improvement of professional and 

leadership skills, reflective analysis of professional opportunities in relation to personal value 

system and life goals, possibility of constant confrontation and analysis of one's own ideas using 

the mentor's knowledge, receiving individualized support and understanding according to needs, 

benefiting from the mentor's experience and skills, acquiring the skills and understanding of 

combining future professional and private life, increasing awareness of one's own potential and 

developing talents, taking on from the mentor attitudes and respect for the profession and its 

ethos, receiving support and recommendations in choosing an appropriate career path, building 

a relationship with a mentor with a wealth of experience that can become an inspiration, building 

relationships among top students, acquiring the ability to self-assess one's own development, 

being able to find a potential employer. 

b) for mentors: building professional and social standing and the satisfaction of helping others to 

develop, the satisfaction of sharing one's own social and professional experiences as good 

practice, the opportunity to see and understand the way of doing things from the perspective of 
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new generations, networking, gaining, broadening professional and mentoring experience, the 

opportunity to identify and attract potential best job candidates, developing one's interpersonal 

competences thanks to the unique relationship with the mentee, gaining new opportunities and 

a source of stimulation for one's own development, the opportunity to put one's professional 

experience into practice, influencing the personality formation of future new employees, 

promoting the mentor to his/her environment and to the University. 

c) for the University: discovering and developing the potential of students, development of staff 

by acquiring, developing, increasing knowledge, skills and motivation, maximizing the potential 

of employees and the opportunity to better prepare successors for important positions, 

providing talented employees with the opportunity to develop and exchange experiences with 

their own and external mentors, establishing new relationships, raising awareness related to the 

need and importance of using mentoring at the university, the opportunity to benefit from 

business diversity and use the experience of other organizations, increasing the image of the 

university as creating conditions for the personal and professional development of students and 

academic staff, increasing interpersonal relations with the social and business environment of 

the university. 

Due to the pandemic, the programme was implemented in the form of: 

- individual thematic meetings between mentee and mentors, 

- periodic sessions summarizing the stages of implementation of the mentoring programme. 

Despite limiting the implementation of the programme to these forms, the assumed effects, 

results and goals were achieved. The inclusion in the methodology of the way in which mentoring 

was implemented through face-to-face contact and mentoring sessions proved to be appropriate 

and feasible also under pandemic conditions with the use of distance communication tools.  

Evaluation of the methodology in terms of establishing the quality of the results of the mentoring 

programme 

In order to evaluate the results obtained and the objectives according to the methodology, the 

following were used: 

- measuring the change in the desired impact on the mentee in relation to the outcome achieved 

and the original goals and objectives,  

- periodic interviews with mentees, (questionnaires and interview scenarios),  

- periodic surveys, 

- discussions as part of daily communication, 

- mentee self-assessments, 

- mentor feedback.  
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The above tools enabled a multifaceted, comparative and objective evaluation of the mentoring 

programme. 

Summary 

The test implementation of mentoring based on the partnership's mentoring methodology at the 

university was a challenge and a new approach to the teaching process considering the 

preparation of students for the transition from study to employment. As usual, the introduction 

of change and innovation is accompanied by a natural resistance due to reluctance to change and 

fear of changing the current position. Change brings with it the need to adapt, take on new 

responsibilities, change activities and relationships. The tested methodology takes into account 

the potential risks involved. It allows a mentoring programme to be introduced to the university 

in a soft way. The successive steps create a climate of understanding, interest and acceptance. 

The proposed method of implementation does not destabilise the existing structure, but rather 

strengthens it by enriching the university's offer to students. The methodology aptly points to 

the need to take into account the needs and interests of all stakeholder groups. With the 

approach set out in the mentoring methodology, sensitisation achieves a number of positive 

additional effects. Among the most important are the creation, development and deepening of 

relationships with business, motivating the creation of new areas of cooperation to better 

prepare students and equip them with the skills expected by entrepreneurs.  

In conclusion, the tested mentoring methodology was constructed correctly. Its elements are 

coherent and logical and allow it to be applied in universities of different types and sizes.  

 

VI. CONCLUSIONS & RECOMMENDATIONS 

This methodology has been developed on the basis of international research carried out as part 

of the project identifying the need and scope for mentoring as a tool to enhance soft skills 

expected in the labor market. The developed methodology and the mentoring plan prepared on 

its basis with practical guidelines will be a complementary tool allowing the university to develop 

in students not only professional competences but also soft skills. An important element of the 

mentoring programme is the creation and development of cooperation between the university 

and business and the intertwining of these spheres. Any mentoring programme should take into 

account the following recommendations obtained as a result of the above-mentioned research: 

 

RECOMMENDATIONS ON THE FIGURE AND PROFILE OF THE MENTOR: 

1. the mentor should have professional experience supported by practical and theoretical 

2. knowledge, 

3. the mentor should have professional experience supported by knowledge 
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4. the mentor should be characterized by an attitude that presents culture and tradition at 

work in a professional and ethical dimension, 

5. the mentor should be a person with authority among employees and colleagues, 

6. the mentor should have a sufficiently mature profile so that he or she can be an authority 

for the mentee 

7. the mentor should have the ability to adapt the way knowledge is transmitted and 

8. communicated to the client's needs, 

9. the mentor should have the ability to listen to the mentee, 

10. the mentor should have the skill and ability to be a leader followed by the mentee, 

11. the mentor should be prepared in terms of content for mentoring and continuously expand 

his workshop in terms of transferring knowledge and working methods, 

12. the mentor must be motivated and committed to mentoring. 

 

RECOMMENDATIONS FOR THE MENTORING PROGRAMME: 

1) the mentoring programme should be attractive to all parties, 

2) the mentoring programme should have clear and precise objectives, among other things: 

a) to strengthen the mentee by building an ethical and professional basis in them, 

b) building greater awareness and concreteness in the labour market entry phase, 

c) increasing self-confidence, 

d) stimulating the development of professional awareness, 

e) transfer of professional and social experience resulting from the mentor's career path, 

f) building awareness of the need to adapt to new requirements or changes in the 

environment, 

3) the mentoring programme should include support for the personal and professional goals of 

the mentee, 

4) the programme should be based on a careful selection of mentor and mentee taking into 

account the specific characteristics of the mentee's personality and needs, 

5) the mentorship programme should be understandable and enable the mentee to take over 

from the mentor, 

6) the mentoring programme should also be part of everyday professional work, 

7) the mentoring programme should be modular and include short programmes/courses in 

different subject areas tailored to the needs of the mentees, 

8) the mentor's programme should include its practical examples related to the mentor's 

experience, 

9) the mentoring programme should include a coherent and understandable way of measuring 

the impact of mentoring and its quality through self-assessment of the mentor, self-assessment 

of the mentee, ongoing observation and discussion of the results of this  

observation as feedback to the mentee, 

10) the mentoring programme needs to define/explain its objectives and tasks in terms of 
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content, 

11) mentoring programmes must have a clear, logical framework with clearly allocated 

responsibilities and well-defined objectives and criteria for assessing progress, 

 

How to assess the quality of mentoring and its impact on the mentee: 

1) useful tools to evaluate mentoring programmes can be regular interviews with mentees, 

daily communication discussions, ready-made questionnaires, academic achievements, etc., 

2) to assess the quality of the mentoring programme it is advisable to set SMART indicators, 

3) evaluations must be carried out during and at the end of the programme and for a moment 

after its completion 

4) at the beginning of the mentoring programme, an assessment of the desired impact on the 

mentee should be made, and then the effect achieved should be assessed to compare it with the 

assumptions, 

5) the impact of mentoring should be assessed using a direct interview with the mentee at 

intervals of 1-2 years and compared with the assumptions, 

6) mandatory tasks for mentees whose positive assessment, together with the mentoring grade, 

will be the basis for issuing a certificate of participation in the mentoring should be used during 

the mentoring, 

 

Recommendations on the organisational scope of the mentoring programme: 

1) the timeframe of the mentoring programme is essential - the programme should not be too 

long but also too short (proposed duration of the programme 2 to 3 years), 

2) the programme should provide for at least three face-to-face meetings between the mentor 

and the mentee and many meetings via web-based platforms, 

3) the implementation of the mentoring programme should be combined with the networking of 

mentors, 

RECOMMENDATIONS ON HOW TO IMPROVE THE SOFT SKILLS OF STUDENTS: 

- the mentees must understand that the mentor is not a headhunter or psychologist, so he or she 

is not a person to which one can complain or have a passive or negative attitude. 

- the monitoring programme serves the mentees to inspire them to change the status quo and 

achieve their goals in short courses, 
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- the length of the mentoring programme (the longer the programme, the higher the impact) has 

a npositive impact on the acquisition and shaping of the desired characteristics of the mentee, 

- the length of the mentoring programme results in higher efficiency of soft skills development, 

- the targeting of individual short courses should respond to the identified competence gaps, 

- the predispositions and interests of the pupils should be taken into account when selecting 

individual courses, 

- the work mentor treats the mentees, especially apprentices and trainees, seriously, 

- providing feedback by discussing events and decisions taken on a given day and in retrospect, 

e.g. after a week, 

- "simulation" problem solving as part of mentoring, 

- capacity-building should start with courses that develop the personality and identity of the 

mentees, 

- conducting discussions and work on the search for areas of mentoring, taking into account 

predispositions and talents, 

- the courses should include increasing the creativity of the pupils using different techniques, 

- stimulating the work and motivating the mentees to make an effort to achieve the long-term 

goal. 

 

RECOMMENDATIONS ON HOW TO IMPLEMENT MENTORING PROGRAMMES: 

1) mentoring programmes should have a broader dimension by creating a base of staff with 

qualities and mentoring preparation, 

2) mentoring programmes should be developed in cooperation between universities and 

businesses in the area of mutual expectations, and mentoring programmes should be updated 

and made more flexible, 

3) mentoring programmes should include feedback from the business community, 

4) the process of implementation of mentoring programmes should be formalised and fit into the 

management structure and in line with strategic documents, 

5) the implementation of mentoring programmes should be combined with activities to make 

students aware of the need to participate in mentoring and the benefits of career development 

and to facilitate the transition from study to work, 
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6) the implementation of mentoring programmes should be linked to the implementation of 

activities 

7) to make researchers aware of the need for mentoring in the group and individual teaching 

work, 

8) the implementation should be carried out with the use of mentoring tools by teaching and 

research workers as mentors and their support in this process, 

9) the development of mentoring at universities should be supported through transnational 

cooperation, exchange and adaptation of good practice, 

10) improved mentoring should also be achieved by creating standard solutions in international 

cooperation, 

11) implementation and running of mentoring monitored by persons responsible for the 

mentoring programme at the university, 

12) before the start of the mentoring programme, the expectations and possibilities of both 

mentee and mentor should be defined, thoroughly discussed and agreed upon, 

13) mentors should be allowed to participate in the initial preparation training before taking on 

the role of mentor and mentoring, 

14) the start of mentoring should be preceded by a clear agreement between the mentor and 

the mentee, it is important to establish expectations on both sides, 

15) mentors must be supported by mentoring programmes (guidelines, toolbox, templates, etc.), 

16) the relationship between mentor and mentee should be equal, 

17) the mentoring programme should be supported by internet platforms to facilitate the 

exchange of information and group work between mentor and mentee, 

18) the staff of university mentors should be diversified with external mentors, e.g. successful 

graduates and entrepreneurs cooperating with the university. 
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VII. APPENDICES 

1. Programme timeline checklist  

 

The following is a timeline for a 12-month formal mentoring programme 

 

Task Description Time period 

PROGRAMME DESIGN AND PLANNING 
Pre-

programme 

Plan the type of 

programme  

Decide on the most appropriate type 

of programme to be delivered (formal, 

informal, e-mentoring, group 

mentoring) 

 

Set the programme 

goals 

Consider what is aimed to be achieved 

with the programme by setting SMART 

(specific, measureable, attainable, 

relevant and time-bound) goals 

 

Define the target 

audience  

Identify who is going to take part in the 

programme (mentors, mentees) 

 

Identify the resources Plan the resources needed to run the 

programme 

 

Outline the recruitment 

and matching process 

Develop and write policy and 

processes for the programme, 

including selection criteria, 

recruitment and matching process. 

 

Map out the 

programme 

implementation 

Determine the structure and contents 

of the programme from start to finish 

 

Set out the programme 

evaluation process 

Set out how, when and by whom the 

programme will be evaluated 
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PROGRAMME MANAGEMENT  Month 1 

Appoint a programme 

manager and a team 

Recruit / appoint and provide training 

for the programme manager and the 

team 

 

Manage the 

programme paperwork 

and maintain financial 

records 

Set up the controls for the 

management of programme 

paperwork and for maintaining any 

financial records at the start of the 

programme. 

 

Set up monitoring and 

feedback procedures 

Define procedures to evaluate if the 

programme has reached the targeted 

groups set out in the design and 

planning phase. 

 

Plan mentor training 

and mentee briefings 

Identify trainers to carry out training 

and development of mentors and 

briefings for mentees. 

 

Prepare a marketing 

plan to promote the 

programme 

Develop a marketing plan and 

materials to actively promote the 

programme. 

 

Prepare a risk 

management policy 

Address risks within the programme to 

ensure the management group is 

aware of them and have strategies to 

mitigate them. 

 

PROGRAMME DELIVERY Months 2-12 

Recruit and select 

mentors and mentees 

Run a recruitment campaign. 

Interview mentors and mentees.  

Select people for the programme  

 

Provide training 

support for mentors 

and mentees 

Carry out training and development of 

mentors and briefings for mentees for 

a minimum of two hours. 
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Match mentors and 

mentees 

Match mentors and mentees on the 

basis of information from application 

(gender, goals, career interest, skills).  

Month 3 

Set up the mentoring 

relationship 

Formal opening of the programme 

that allows for the first 

mentor/mentee meeting. 

Month 3 

Recognize the success 

of the programme 

Celebrate and recognise the 

accomplishments of the programme 

and mentors’/mentees’ contributions 

Annually at a 

minimum 

PROGRAMME EVALUATION AND CLOSURE Month 12 

Evaluate programme 

results 

Measure outcomes and conduct 

evaluation 

Annually 

Review programme progress and 

refine as needed 

Annually 

Reflect on and disseminate findings Annually 

 

2. Sample mentor application form 

 

1.PERSONAL INFORMATION  

1.1 Name:______________________________________________________

______ 

1.2 Department/role:_____________________________________________

______ 

1.3 Email:______________________________________________________

______ 

1.4 Phone 

number:____________________________________________________ 
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1.5 Age: ☐ 20-30 

☐ 30-40 

☐ 40-50 

☐ 50-60 

☐ 60-70 

☐ 70+ 

1.6 Gender: ☐ Male ☐ Female 

2.PROFESSIONAL BACKGROUND 

2.1 Previous experience in practice and relevant personal experiences: 

____________________________________________________________

____________________________________________________________

________________ 

____________________________________________________________

________ 

2.2 Areas of practice and professional expertise: 

____________________________________________________________

____________________________________________________________

________________ 

____________________________________________________________

________ 

2.3 Training and management qualifications: 

____________________________________________________________

____________________________________________________________

________________ 

____________________________________________________________

________ 

3.MENTORING EXPERIENCE AND INTERESTS 

3.1 Please outline any previous experience of mentoring. 

E.g. Were you involved with a formal or informal mentoring scheme? 

Was it group or individual? Was it in practice or student mentoring? How 

long did the mentoring relationship last? 
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____________________________________________________________

____________________________________________________________

____________________________________________________________

________________________ 

3.2 Why do you want to become a mentor?  

Please include how you feel it fits in with your professional development 

and make mention of anything that has come up in your appraisals or 

reviews. 

____________________________________________________________

____________________________________________________________

____________________________________________________________

________________________ 

3.3 Where would you prefer to meet your mentor? 

E.g. in practice or outside? 

____________________________________________________________

________ 

3. Sample mentee application form 

 

1.PERSONAL INFORMATION  

1.1 Name:______________________________________________________

______ 

1.2 Department/role:_____________________________________________

______ 

1.3 Email:______________________________________________________

______ 

1.4 Phone 

number:____________________________________________________ 

1.5 Age: ☐ 20-30 ☐ 50-60 
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☐ 30-40 

☐ 40-50 

☐ 60-70 

☐ 70+ 

1.6 Gender: ☐ Male ☐ Female 

 

2.PROFESSIONAL BACKGROUND 

2.1 Previous experience in practice and relevant personal experiences: 

____________________________________________________________

____________________________________________________________

____________________________________________________________

___________________________ 

2.2 Areas of practice and professional expertise: 

____________________________________________________________

____________________________________________________________

__________________ 

____________________________________________________________

_________ 

2.3 Qualifications: 

Please provide details of your professional qualifications and outline any 

professional training you have undertaken: 

____________________________________________________________

____________________________________________________________

__________________ 

3.MENTORING EXPERIENCE AND INTERESTS 

3.1 Please outline any previous experience of mentoring. 

E.g. Were you involved with a formal or informal mentoring scheme? 

Was it group or individual? Was it in practice or student mentoring? How 

long did the mentoring relationship last? 
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____________________________________________________________

____________________________________________________________

__________________ 

3.2 What areas do you feel a mentor can help you develop?  

Please include how you feel it fits in with your professional development 

and make mention of anything that has come up in your appraisals or 

reviews. Please outline your goals and aspirations. 

____________________________________________________________

____________________________________________________________

__________________ 

3.3 Where would you prefer to meet your mentor? 

E.g. in practice or outside? 

____________________________________________________________

____________________________________________________________

__________________ 

 

4. Sample mentoring contract 

The purpose of this template is to provide assistance in documenting mutually agreed upon goals 

and parameters that will serve as the foundation for a mentoring relationship. This template is 

expected to be altered to meet individual needs. 

 

This contract is between: 

 

Name and surname ____________ “Mentee”    

 

and 

 

Name and surname ____________ “Mentor”  
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The Mentor and the Mentor voluntarily and mutually agree upon the following terms and 

conditions of the mentoring partnership: 

   

1. Subject of the Mentoring Contract 

1.1 The Mentor has agreed to provide mentoring services to the Mentee, on the terms of this 

agreement. The services will consist of meetings and/or phone calls and/or email or other written 

communications between the Mentor and the Mentee from time to time, the exact content, 

frequency and duration of which will be as agreed between the Mentor and the Mentee. 

1.2 The Mentor shall not at any time be obliged to provide or continue to provide any 

mentoring services to the Mentee, but if and to the extent that it does so, such services will be 

provided free of charge. 

1.3 The Mentee shall not at any time be obliged to request or receive mentoring services from 

the Mentor. 

 

2. Roles of the Mentor and the Mentee 

2.1 he Mentor’s primary role is to provide guidance and support to the Mentee based on their 

unique career development needs, and to give honest and constructive feedback to the Mentee. 

2.2 The Mentee’s role is to identify the skills, knowledge, and/or goals to achieve and to 

communicate them to the Mentor.  

2.3 The Mentor and the Mentee will both seek to achieve the following agreed upon goals and 

objectives during the term of this contract: 

______________________________________________________________________________

______________________________________________________________________________

_____________________________________________________ 

 

3. Duration of the Mentoring Contract 

3.1 This contract will continue in force for twelve months or until terminated by any party by 

written notice to the others sent to the addresses given below. 

4. Confidentiality and Copyright of Materials  

4.1 The Mentor will treat the Mentee’s writing in full confidence and not share that work with 

anyone else.  
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4.2 The Mentor owns copyright to any of the Mentor’s own writings delivered as part of the 

mentoring partnership. 

4.3 The Mentee and the Mentor will keep in strict confidence the existence and content of this 

agreement and the Mentee shall keep confidential all information, suggestions, advice or 

guidance provided by the Mentor to it as part of this contract.  

4.4 All parties will keep in strict confidence all and any information of a confidential nature which 

it obtains about either of the other parties as a result of the arrangements contemplated by this 

agreement. This clause shall not apply in relation to any information that is already available in 

the public domain other than as a result of a breach of this clause by any party. 

 

5. Miscellaneous 

5.1 A person who is not a party to this agreement shall not have any rights under or in connection 

with it. 

5.2 This agreement shall be governed by, and construed in accordance with, _____ law, and the 

parties irrevocably submit to the exclusive jurisdiction of the courts of _____. 

 

This contract is delivered by each party when (and shall not have effect until) it is dated. 

 

I _________________have read and agree with the above contract and understand what is 

expected of me as a participating Mentor. 

 

_________________________ ___________________________ 

Signature Date 

 

I _________________have read and agree with the above contract and understand what is 

expected of me as a participating Mentee. 

 

_________________________ ___________________________ 

Signature Date 
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5. Sample code of conduct 

This document is to set the social norms and responsibilities between the participants in a 

mentoring programme. This is an important step to establish an inclusive view, where all the 

participants are aware of the attitudes and behavior expected between them.  

 

MENTORING PROGRAMME 

Mentee Responsibilities  

➔ The mentee should have the best interest at heart to participate on the program, respecting 

the mentor as a support to their development, taking into consideration the mentor personal 

experience, work-related knowledge and the fact that the mentor is a volunteer in the program.  

➔ The mentee is responsible to manage his/her own learning, identify and achieve the goals, 

using the mentor as a support for this learning.  

➔ The mentee should be aware that this relation is confidential on the content, but the need 

for capitalization and the supervising role taken by the Mentoring Programme Coordinator, will 

naturally imply a sharing of know-how, expertize and lessons learned.  

➔ The mentee and mentor will maintain a high level of confidentiality which is appropriate and 

is agreed at the start of the relationship.  

➔ The mentee will ensure that his/her capability is sufficient to enable him/her to operate 

according to this Code of Conduct and any standards that may subsequently be produced.  

➔ The mentee will be focused on and have the opportunity for learning. 

➔ The mentee will respect personal boundaries to ensure preserved privacy and promote a 

healthy balance in the relationship.  

➔ The mentee understands that professional responsibilities continue beyond the termination 

of any mentoring relationship. These include the following: maintenance of agreed 

confidentiality of all information relating to stakeholders; avoidance of any exploitation of the 

former relationship; provision of any follow-up which has been agreed; and, safe and secure 

maintenance of all related records and data. 

➔ The mentee demonstrates respect for the variety of different approaches to mentoring and 

other individual’s mentor’s methods. 
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Mentor Responsibilities  

➔ The mentor should have the best interest at heart to participate on the program. 

➔ It is the primary responsibility of the mentor to provide support to the mentees in their 

personal development.  

➔ Even though the participation is volunteer, the mentor should commit with the programme 

and take the responsibility of what is agreed as a relation.  

➔ The mentor will use their personal experience and knowledge to meet the needs of the 

mentee, while suggesting additional references or resources where they may not have relevant 

knowledge or experience.  

➔ The mentor will ensure that their capability is sufficient to enable them to operate according 

to this Code of Conduct and any standards that may subsequently be produced.  

➔ The mentor will operate within the limits of their own competence, referring the mentee to 

other possible sources of information, if necessary.  

➔ The mentor should not attempt to do the mentees job for them - the mentee has the ability 

and the potential, the mentor’s job is to help them realise it. 

➔ The mentor will be focused on and have the opportunity for learning.  

➔ The mentor will maintain their professional competence through participation in continuous 

professional development 

➔ The mentor and mentee will maintain a high level of confidentiality which is appropriate and 

is agreed at the start of the relationship.  

➔ The mentor will respect personal boundaries to ensure preserved privacy and promote a 

healthy balance in the relationship.  

➔ The mentor will respond to the mentee’s learning and development needs. 

➔ The mentor will not exploit the mentee in any manner, including, but not limited to, financial, 

sexual or those matters within the professional relationship.  

➔ The mentor will ensure that the duration of the mentoring contract is only as long as is 

necessary for the mentee and agreed between them. 

➔ The mentor understands that professional responsibilities continue beyond the termination 

of any mentoring relationship. These include the following: maintenance of agreed 
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confidentiality of all information relating to stakeholders; avoidance of any exploitation of the 

former relationship; provision of any follow-up which has been agreed; and, safe and secure 

maintenance of all related records and data. 

➔ The mentor demonstrates respect for the variety of different approaches to mentoring and 

other individual’s methods. 


