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“Every great achiever is inspired by a great mentor.”  Lailah Gifty Akila 
 
You are a part of an organizational mentorship program where you are paired with a mentee. At 
the beginning of the program, you are provided sheet with your mentee’s name and information, 
and you are told that this will be your “person” for the year. You are also given some handouts 
with a list of references to consult to help the mentoring relationship. As you prepare to meet 
with your mentee, you realize that you are on your own. It is your responsibility to make this 
mentorship work and keep your mentee engaged. 
 
Unfortunately, the above scenario is not uncommon for company mentorship programs. Mentors 
are charged with being a source of advice and facilitation for their mentee, yet they don’t know 
how. Mentees are given someone they assume to be knowledgeable about multiple areas, but 
they are not sure what questions to ask or how to form a mentorship with a complete stranger. 
Without proper planning and preparation, it makes sense that many company mentorship 
program fail (Jones, 2017). 
  
Why I wrote this guide 
According to the 2016 Deloitte Millennial Survey, “mentoring is having a positive impact and 
six in ten (61%) Millennials are currently benefiting from having somebody to turn to for advice, 
or who helps develop their leadership skills.”  In order for mentorship to be successful, there 
needs to be an implementation in place. I wrote this book because, having been involved in 
organizational mentorship programs and talking to others involved in them as well, I realized 
that not many companies had a plan to follow. Most, not all, company peer-to-peer programs are 
grassroots-like in approach. In other words, there is an idea to start a mentoring program, a few 
people design it in their spare time, it gets implemented, and eventually it ends. The reasons for 
ending programs varies. It can be because: 
  

 Mentors do not have enough time to devote to their mentees.  
 Mentees do not know exactly what they want in a mentor.  
 There is no one to help resolve issues when they occur between the mentor and mentee. 
 The same group that started the program are not invested enough in it to continue it. 
 There are no company incentives.  

 
Regardless of the reason, it comes down to improper planning on all levels.  
 
Mentoring programs can be successful for every company, if the best steps for the organization 
are implemented. This guidebook is designed to give each company an idea of what they need in 
order to implement a peer-to-peer mentoring program. Based on the needs of the organization, 
this guidebook can be used to tailor what is already in place, or implement a new program.  

 

In order for mentorship to be successful, there needs 
to be a plan in place. 
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KNOWING WHAT YOU WANT 
 

“In the Millennials’ ideal workweek, there would be significantly more time devoted to the 
discussion of new ideas and ways of working, on coaching and mentoring, and on the 

development of their leadership skills” (The Deloitte Millennial Survey, 2016). 
 

It is not a secret that companies look to mentorship programs to retain their employees and offer 
professional development; but more and more research shows that employees (regardless of age 
and years of experience) want some kind of mentoring on the job.  
 
Not all peer-to-peer mentoring programs are the same, so it is important for leaders to decide 
what type of mentorship is best for their organization. Especially for companies that employ 
people of various generations (most companies), traditional peer-to-peer mentoring programs are 
not always the best option. Below are some alternatives for mentoring, based on the needs of 
employees. 
 
Traditional Mentoring 
Traditional peer-to-peer company mentoring follows the model one would envision. It pairs a 
seasoned employee (mentor) with a newer employee (mentee), and the mentor guides the mentee 
through their time at their organization (or at least their first year). This guidance involves 
answering questions, meeting face-to-face, assisting with career planning, and being the 
mentee’s go to person in the company. The mentor serves as a great resource of knowledge and 
wisdom for the mentee, and the mentee gains professional development at the company. 
 
Co-mentoring/Reverse Mentoring/Cross-Generational Mentoring 
Co-mentoring is a great option because it allows younger and newer employees to mentor older 
and more experienced employees, and vice versa. It is not uncommon for a company to employ 
up to five generations at one time (Knight, 2014); therefore, implementing a co-mentoring 
program could be beneficial to all involved. Digital natives can provide guidance on the latest 
technology, social media, and new ways to stay connected to difference audiences. This helps 
them develop their own leadership, teaching, and mentoring skills. “Cross-generational 
mentoring relationships can provide career-enhancing wisdom for young people, and protect 
older people from obsolescence” (Blanchard, 2017). Seasoned employees get to mentor on areas 
such as work-life balance/integration; politics within the workplace; career planning and 
mobility, etc. Essentially, each person acts as a mentor and mentee; they learn from each other 
quickly, leading to increased retention and engagement within the company. 
 
Group Mentoring 
Group mentoring takes the traditional pairing of a mentoring relationship, and adds opportunities 
for small group mentoring sessions with multiple mentors and mentees (Zimmerman, 2016). 
While each mentor/mentee pairing have their own dynamic and lessons to learn, having once a 
month or once a week group sessions allows mentees to gain advice from a variety of seasoned 
employees. They also might learn that their questions, concerns, fears, and challenges are similar 
to other mentees in the group. This setup acknowledges that one mentor will not have all of the 
answers, so providing opportunities to hear from multiple mentors is beneficial for mentees. 
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Incorporate Technology 
Since most companies employ multiple generations, and time seems more limited now, I suggest 
that a company not require mentoring groups/pairs to meet face-to-face at all times. Mentorship 
has been around for decades, but the way to facilitate this relationship has changed. Text, email, 
social media, Skype, and chat are just a few ways for mentors and mentees to connect. While a 
peer-to-peer mentoring program will happen within the company, do not assume that people 
have time to meet face-to-face. Reducing restrictions and allowing the mentorship to develop and 
evolve in a myriad of ways will greatly strengthen the relationship and add to the effectiveness of 
the program. 
 
Length of Program 
It is also important to know how long the mentoring program will last. While many programs 
may last a full year, it does not mean that one year is better than other time lengths. A six month 
mentoring program may be best for one’s company. That does not mean that mentorships cannot 
continue past the six month mark, but it can mean that the mentor/mentee has learned enough in 
the first six months to continue their relationship on their own. This is a great option of you train 
your mentors well in the first six months. This option also helps if mentorships are not going so 
well. They can end before the year is over.  
 
You may also decide to be lenient on ways in which mentors guide mentees. For example, a 
mentoring program may last the full year, but mentors/mentees may only be required to meet 
face-to-face a few times out of the year. In this case, the mentors and mentees have flexibility in 
how their mentorship will function. Some mentorships are better via email or Skype, even with 
people in the same company. Therefore, it is necessary to decide these seemingly small details 
early. 
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FORMING YOUR COMMITTEE 
 

“Planning without action is futile, action without planning is fatal.”  
Cornelius Fichtner 

 
Before starting a mentoring program, take the time to form a committee that will oversee the 
process. Often, companies do not take the time to carefully form the mentoring committee due to 
assumptions about how “easy” or “simple” the mentoring program will be. Usually, the thought 
is that once the mentor has been paired with the mentee, then the rest will take care of itself, but 
that is far from the truth. Being a mentor is work, as is being a mentee, and the organizing 
committee will see this relationship unfold from the outside. Your organizing committee should 
represent people from various levels within the company. If this will form an extremely large 
group, it is okay to pare down. Be sure to include a representative from human resources (HR) in 
the group as well (this is explained later). Here are some suggestions of other committee 
members: 
 

 HR representative 
 Senior-level manager 
 Mid-level manager 
 Employee with more than 3 years’ experience, who will not serve as a mentor. 
 Employee with at least 1 year of experience who will not serve as a mentee. 

 
*Suggestion: Consider adding a member who is outside of the organization for variety and 
objective thought. 
 
The organizing group will determine the goals and objectives of the mentorship program, decide 
the pairs (either manually or digitally), decide on and provide resources for mentors and mentees, 
conduct mid-year check ins, end-of-year check ins, post program evaluations, and handle cases 
when mentorships dissolve prior to the end of the program. Each person at a different level has 
something unique to offer. The newer employee remembers what it was like to be the “new kid” 
and will have a pretty good idea of what he/she needed to succeed. The employee with at least 
three years of experience will have insight into what a mentor will have to offer, along with the 
responsibilities that person has to handle. It would be great for this person to have mentoring 
experience as well because that is just more insight being added to the committee. A mid-level 
manager and senior-level manager will have their own knowledge of company procedures and 
policies, and they will have insight as to what a person needs to know to progress in their career. 
They will also know ways to work around professional challenges in case one of the mentors 
needs additional advice on how to answer a potential mentee’s question. Their experience will 
help if workshops or professional development opportunities are involved in the program. The 
HR representative will keep up with policies and procedures that need to be instituted, along with 
ways to handle challenging situations. 
 
Hire a consultant 
Make this a priority! If no one on your committee or in your organization has experience 
implementing a mentorship program, hire a consultant. You can hire one for the entire length of 
your program or during the implementation stage, but it is important to have an expert on hand 
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who can guide you through this process. Development of these programs take time, careful 
planning, and implementation, and you need someone who can devote that to your organization. 
Do this in the beginning so that you are not paying for it in the end. A mentoring program gone 
wrong means extreme damage control and having to repair working relationships. That does not 
lead to retention and engagement within the company. 
 
 

Questions to Help Form Your Committee 
 

1. Which person has the most experience at the company? 
________________________  ____________________________ 
 

2. Which employee has the least amount of experience, but promise of career mobility? 
_________________________  _____________________________ 
 

3. Which employee could use extra professional development, and learn something from 
this process? 

__________________________  ____________________________ 
 

4. Who from HR can best serve on this committee, knowing the rules and policies of the 
organization? 

___________________________  _______________________________ 
 

5. Are there possible conflicts of interest with anyone named?  Y  N  What are they and how 
can those conflicts best be managed? 

____________________________  ________________________________ 
 

6. Should we include someone outside of the organization?  Y   N   Who is that person and 
what can they offer the group in terms of experience and perspective? 

______________________________ _________________________________ 
 
*I advise that you select at least two people per question in case a) there is a serious conflict of 
interest with the first person, and/or b) the chosen person lacks time to commit to the process. 
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IDENTIFYING COMPANY NEEDS 
 

Common reasons for beginning a company mentoring program is due to employers recognizing 
three main issues within their staff: 1) there is a lack of employee engagement, 2) there is low 
employee retention (mid to high turnover rate), and 3) there is a lack of employee progression. 
 
Employee Engagement 
We live in a fast-paced world where we indulge in instant gratification. We can have what we 
want, when we want it, and how we want it. Just like students in schools, adults are finding out 
that their attention spans are not as long as they used to be, and they need something to keep 
them engaged. The same can be said for employees. Employees want to enjoy their jobs and be 
challenged by it (Heathfield, 2015). So in a work environment, it does not take long to become 
bored conducting the same routine each day especially if one’s value to the company is not made 
clear. With this, it is important for companies to quickly get employees engaged before they 
begin looking elsewhere.  
 
It is imperative that companies assess where engagement is lacking in order to establish an 
efficient mentoring program. As researchers from BC HRMA discovered, engagement with or 
being linked with an organization is “associated with reduced intent to leave as well as a 
reduction in actual departures” (2011). Is there little relationship between employees and their 
direct supervisors? Do employees, especially new employees, feel out of place among their 
colleagues?  Is the company too big for a person to understand where they fit or what their 
importance is?  Answers to these questions make it easier to identify problems and design 
mentoring objectives. 
 
Employee Retention 
Lack of employee engagement can lead to a lack of employee retention. Employees leave jobs 
for various reasons: lack of job satisfaction, poor leadership style, salary and benefits, lack of 
development opportunities, not enough work-life balance, toxic work environment, little social 
support, etc. (Kossivi et. al., 2016). Hard-working employees will also leave when they see non-
hard working colleagues get promoted over themselves and others (Bradberry, 2018). While all 
of this proves to be true, many of the reasons cited can be resolved via a mentorship program. 
Put simply, employees leave companies because they see a better opportunity elsewhere. They 
also leave because no one caught them ahead of their frustration, worrying, and questioning. This 
is where a strong mentor can fit in. The mentor would have known about the concern among the 
employee and offered advice on ways to handle it. Companies cannot assume that 1) they are so 
great that no one will look elsewhere, and 2) that with access to so many connections among 
social media, every employee has a mentor to help guide them.  
 
Employee Progression 
Another reason employees switch companies or even careers is because they no longer see where 
they can progress in their own organization. Sometimes this is true and decisions need to be 
made. Often, lack of progression is an assumption. Many employees, especially new employees, 
do not necessarily have a career path in place, and they do not know of all of the opportunities 
available in a company; therefore, the moment they hit a brick wall, the reasonable option is to 
jump ship. While a mentor does not have to be a sage in career paths, this person can help direct 
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their mentee towards other people and conversations in order to take the next best step. The 
mentee might not know that progression is possible within the next two years if they follow X 
number of steps. They may not know about professional development opportunities (Hint: they 
may not know to even ask about them).  
 
What are Your Company Needs/Concerns 
If the reasons listed above are the same reasons why you feel that you need a company 
mentoring program, then your program goals will be based off of those reasons. If you have 
other reasons, then it is important to decide what they are and choose your top 3. Here is the 
reason why I say to choose your top three: While your program will run for a year, it will take 
longer than you think to meet your goals based off of three objectives. A mentorship is a 
relationship, not an assignment, so there will be times where revision is needed.  
 
Company Needs/Concerns- choose the top 3 concerns you have for employees 

1. _______________________________________________________________ 

2. _______________________________________________________________ 

3. ________________________________________________________________ 

Next, write your goal(s) for the mentoring program based on the concerns listed above. 
 
Example  
Concern – We have high turnover among our new employees, with less than 3 years’ experience. 
 
Goal – Through the mentorship program, we will engage new employees early, leading to higher 
retention. 
 
Goals 

1. ______________________________________________________ 

2. ______________________________________________________ 

3. _______________________________________________________ 

To decide concerns and goals, it is best to have your organizing committee establish them after 
surveying employees in the company. 

 
 
 

[Employees] leave because no one caught them 
ahead of the frustration, worrying, and 

questioning. 
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IDENTIFYING MENTORS WITHIN THE COMPANY 
 

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

 
It is always a good thing when employees volunteer to mentor. After all, they have a lot to offer 
in terms of wisdom, guidance, and time. But, be weary of signing up everyone who wants to 
mentor. Below are some qualities to look for, along with information to share with soon-to-be 
mentors. 
 
More than three to five years of experience in the field 
A mentor should have no less than three years of experience in their role, and preferably within 
the field in which he/she is mentoring. There is a reason why I am particular about this. Usually, 
it takes about three years to really get comfortable with being in a role. The first year is to learn, 
second year is to address change, and the third year is to fully implement new ideas; therefore, 
by the time someone reaches their third year, they already know the cycle of the company, who 
the key players are, and how to implement change. That’s very important. By the time this 
person has reached their fifth year, everything is pretty routine. So while it is great to have a 
mentor who has been around the company for a while, three years minimum is enough to really 
help a new employee along. 
 
Now, notice that I also stated in the field. I did not state that the person had to have at least three 
years with the company, and that is because that is personal preference. I believe that experience 
within the field matters more than experience within the company (unless there is a drastic 
difference between your company and others). A marketing mentor of a new employee will have 
much to offer, even if they have not been with the company for very long, because guess what?  
Your new employee might not always be with the same company, but that employee may spend 
the next ten years in marketing.  
 
Proven time to dedicate to a mentee 
The mentor will need to be someone who manages time well because it can be shocking to 
people how much time mentoring takes. This person will not only need some preparation in the 
ways of mentoring, but this person will need to know, up front, how much time they should be 
prepared to devote to mentorship. Some mentees do not require much time (i.e. 2 hours per 
month) while others really take advantage (positively) of their mentoring relationship (i.e. 10 
hours per month).  
 
Reliable, positive employee with promise of moving forward 
Okay, this one is a special characteristic to look for in a possible mentor. You may have an 
employee who performs well at work, but if this person is a constant complainer, do you really 
want them influencing a new employee?  Probably not. A chosen mentor should be reliable. 
They should arrive at work on time, have good communication skills, and get along well with 
others.  Disclaimer: Getting along well with others does not mean this person never says 
anything negative. It means that they should be respectful.  This person should also have the 
promise of moving forward. What does that mean?  It means that you should be able to visualize 
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this person in a higher position, representing the company to others, whether they will actually 
do it or not. That is someone who should mentor others. 
 
Respectful and respected 
In the above paragraph, I mentioned that the possible mentor should be respectful, so let me 
delve into that a bit deeper. This person should know how to handle conflict, have challenging 
conversations, address issues with their superior, and even collaborate with their colleagues. A 
person who can do this respectfully is someone who has spent time crafting their ability to work 
with others. This is someone who does not shy away from tense situations, but knows how to 
confront them and achieve a level of resolution. This does not mean that a person never 
experiences a difficult day, but they should know how to handle that day. 
 
Also, this type of person should be respected among others. This means that his/her peers listen 
to them and considers their point of view. This is a person who has proven to be trustworthy, so 
that when they speak, colleagues know that they are not speaking in order to get something for 
themselves. This is a person with talent who would have much to offer a mentee. 
 
*Notice that so far, I have not mentioned seniority. A person can have seniority, but not possess 
anything that I have mentioned other than time on the job. Do not choose mentors based on 
seniority, alone. 
 
Time required and incentives 
I mentioned this earlier, but it is imperative that your soon-to-be mentors have an idea of how 
much time is required for a company mentorship program. Not only do they have to schedule 
time for learning about mentorship (reading books, articles, viewing videos, attending meetings, 
etc.), but they need dedicated, structured time for their mentee. Each meeting with the mentee 
should have an agenda, whether it is an informal agenda, or a formal one.  Each mentor should 
also be prepared to spend various amounts of time with their mentee. Some mentees do not 
require much. It could be a weekly meeting, or a couple of emails followed by once a month 
meeting, totaling 5 hours per month. BUT, other mentees require a lot of time. Sometimes it is a 
weekly meeting, plus emails, plus phone conferences. It is not uncommon for a mentor to spend 
up to fifteen hours a month (or more) with a mentee. This is why a person who manages time 
well is important, but mentors need a realistic idea of what this kind of commitment entails. One 
idea would be to have each mentor record their actual time spent with their mentee for the first 
year, so that the company will have a realistic view of the time commitment. 
 
Another thing to think about are incentives. Mentors (and mentees) are forming this relationship 
outside of working their regular hours, and any other responsibilities they may have. Regardless 
of the amount of time spent, mentors should be rewarded for this additional effort. Incentives can 
come in the form of bonus pay, time off of work without penalty, automatic letter of 
recommendation, a positive letter written as part of their file, or additional professional 
development opportunities. Whatever is chosen, any incentive as a form of appreciation shows 
that the company truly cares about those who volunteer to give their time to others. 
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Qualities of a good mentor checklist 
 
_____ Manages time well 

_____ Three or more years within the field 

_____ Reliable and positive 

_____ Active listening skills 

_____ Inquisitive 

_____ Good recommendations/evaluations from others 

_____ Ability to communicate well/Knows multiple ways to give feedback 

_____ Objectivity and fairness 

_____ Trustworthy 

_____ Forward thinking 

_____ Approachable 

*These are a few qualities to consider. 
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RESOURCES AND QUESTIONS 
 

As part of a mentorship program, it is great to have resources that mentors and mentees can 
reference, as well as activities for each one to complete over the course of the program. Below 
are a few book suggestions to help guide the relationship, and develop leadership and 
professional development skills. 
 

 360 Leadership Assessment (assessment for mentors and mentees) 

 Creating a Mentoring Culture: The Organization’s Guide by Lois Zachary 

 Emotional Intelligence 2.0 by Dr. Travis Bradberry 

 Strengthsfinder 2.0 by Don Clifton (consider incorporating the Strengthsfinder 
Assessment) 

 Stop Playing Safe: Rethink Risk, Unlock the Power of Courage, Achieve Outstanding 
Success by Margie Warrell 

 The Mentee’s Guide: Making Mentoring Work for You by Lois J. Zachary with Lory A. 
Fischler 

 The Elements of Mentoring by W. Brad Johnson and Charles R. Ridley 

 Total Leadership by Stewart D. Friedman (for mentors and mentees) 
 
The above list definitely does not cover all great resources on mentorship, but they are a good 
place to start. Consider giving each mentor and mentee one book at the beginning of the 
program. 
 
Questions for Mentees 
While the majority of mentorship programs focus on mentors (understandably), it’s important to 
give mentees and idea of what they can contribute. Again, depending on the type of mentorship 
program the organization implements, mentees will have various roles, but all mentees need a 
starting point. Most are not sure of what they need or what questions they should ask of their 
mentors. In order to help alleviate the feeling of overwhelmed or confused, start with the short 
list of questions below. Allow mentees to add on to this list throughout the year as points of 
conversations with their mentors. 
 
Who do I want to become? What values are important to me?   
 “When asked to state the level of influence different factors have on their decision 

making in the world, “my personal values/morals” ranked first [among millennials]” (The 
Deloitte Millennial Survey, 2016). These questions concerning values are different than 
“What do I want to be when I grow up?” These questions focus more on characteristics to 
be developed rather than titles. Most employees want to work for companies whose 
missions align with their personal values; therefore, they should be able to identify their 
values and know how it shapes them. 

 
What skills or attributes do I lack? 
 This is a great question to ask because the mentee may not have an answer at first, and 

that is alright. As they develop through their first year on the job, they will build a list, 
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which will form their professional development needs. Their mentors can help them find 
resources for these needs (books, webinars, conferences), and/or they can have the 
mentees participate in projects that build on these skills. The goal is to recognize where 
growth is needed and discover opportunities to nurture that growth. 
 

What major decisions am I making or have I recently made that need counsel (answer this 
throughout the year)? 
 While a mentee may not be able to catch their mentor in a time of need, it is important 

that they jot down major hurdles [i.e. decision-making] that take place over the course of 
a week. The mentee will have to make similar decisions like these again, so this gives 
them the opportunity to discuss their challenges, the decision(s) they made, and why they 
made them with their mentor. From there, they can get advice on things they should 
consider the next time (and there will be a next time). 
 

What are my weaknesses?  What are my strengths and how can I improve upon them? 
 Just as with some of the previous questions, this is a list that can grow over time and may 

start off blank.  Not everyone knows what their strengths are, and some do not recognize 
that attributes they possess are considered strengths (especially if no one told them).  The 
same can be said about weaknesses. Not everyone recognizes them, so this is where a 
trusting relationship with a mentor is needed. The mentor may be able to not only tell the 
mentee their weakness, but where it is most often seen. This then becomes another basis 
for professional development. 
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INCORPORATE LEARNING OPPORTUNITIES 
 
Aside from providing resources to mentors and mentees, do not forget to offer them learning and 
development opportunities as well. These opportunities should help them learn more about their 
roles within the mentoring relationship, but also learn about various aspects of leadership. 
Consider holding special webinars or conferences for your participants. Making learning easily 
accessible will ensure that your employees take part in their own professional development, 
while positively contributing to the mentoring program.  
 
For opportunities on mentoring, for example, sessions could guide mentors into things they 
should focus on throughout the year, such as: 

 Being an active listener;  
 Career guidance;  
 Beginning dialogue; or 
 Handling conflict.  

At the same time, mentees may learn about: 
 Following before leading;  
 Supervising the supervisor;  
 Drafting a career plan; or 
 Networking from scratch. 

 
Learning opportunities can take place collectively or individually, and should include online 
learning platforms, as well as face-to-face. These learning moments do not take the place of the 
mentoring relationship; they add to it, so be prepared to hold follow-up conversations about 
lessons learned (or provide a space for mentors and mentees to hold these conversations).  
Additional conversations can focus on mentors telling mentees how they have navigated lessons 
and scenarios proposed in various workshops. For example, a shy mentee would greatly benefit 
from hearing from their mentor about ways to network, and then compare that advice and 
strategy to information presented in a webinar.  
 
 
 
 
 
 
 
 
 
 

“There is more harm to be done by bad mentorship 
than there is good to be done by great mentorship.” 

Mel Jones 
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EVALUATION PROCEDURE  
 

Both the evaluation procedure and check-out system are policies and processes that should be in 
place for any effective mentoring program. The evaluation procedure allows those who designed 
the program to know what worked, what did not, and what can be changed, along with additional 
suggestions by mentors and mentees. For newer programs, your evaluations should more than 
likely be formative. 
 
Mid-point check in 
There should be a mid-point check in with both groups (mentors and mentees). This can take 
place as focus groups where the mentees get together to discuss their experiences and answer 
questions, and the same would be done for mentors. This could also happen individually (yes, 
you would interview each person in the mentorship program). I would not recommend 
interviewing the mentor and mentee together. Can you guess my reason for this?  If things are 
not going well from the mentees’ viewpoint, that person will likely not say anything because of 
the power structure. The mentor is the one with connections in the company, while the mentee 
has no foundation yet. More than likely, they will be nervous about saying anything negative.  
 
The goal of the mid-point check in is to see how the mentoring program is progressing. If 
everything is going well, a note of that should be made, along with specifics about what is going 
well. If relationships are not going well, then a note about that should be made as well, along 
with specifics about what could be better. Also be prepared for mentorships to be great, yet the 
program setup still lack efficiency. Mentors may feel that mentorship development is becoming 
stale. Mentees may feel that they are not learning as much as they thought they would. Be sure to 
write these things down in order to make adjustments later.  

 
End of Year Check-in 
There should also be an end-of-year check-in with everyone. This is separate from a final 
celebration officially ending the program. The end-of-year check in has a similar objective as the 
mid-point check in. It should be to evaluate the entire program, find out what should be adjusted, 
what went well, and what should not be included for the next year. Like the mid-year check-in, 
everyone in the mentorship program should be interviewed, whether in groups, individually, or 
via technology where everyone remains anonymous (I prefer this one).  Below are questions to 
consider: 

 
Mentees 

1. How did you feel about the selection and pairing process? 

2. Do you feel that you were paired with the right person? Why or why not? 

3. Were there any challenges you encountered with your mentor?  If so, please explain. 

4. Did you learn about leadership, the company, working with colleagues, and/or about your 

own strengths and weaknesses through this program?  Yes    No   If yes, share three 

things. If not, share three things that you did learn from the program. 
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5. Would you participate in this program again? Why or why not? 

6. Would you recommend your mentor again? Why or why not? 

7. Do you have any suggestions for improving the mentoring program? Please share below. 

Mentors 

1. How did you feel about the selection and pairing process? 

2. Do you feel that you were paired with the right person? Why or why not? 

3. Were there any challenges you encountered with your mentee?  If so, please explain. 

4. If there were challenges, how did you work through them?   

5. Would you participate in this program again?  Why or why not? 

6. Is there any resource or form of support you would have liked as a mentor that you did 

not receive?  If yes, please explain. 

7. What suggestions do you have for improving the mentorship program? 

 
*You can always add more questions, but this is a generalization of what to look for in end-of-
year check-ins. 
 
Check-out system 
Now, let us touch on a tough topic: what do you do if the mentee or mentor wants to end the 
relationship before the end of the program? What system should be in place for this? Let us be 
honest for a moment. Sometimes, the mentee/mentor pairing is not a good fit. The two have 
nothing in common, personalities clash, and no one grows from the experience. It happens. Each 
person should be able to end the mentorship without repercussions. Here is what I mean: If I 
want to end my mentorship as a mentee, I should be able to do so in a safe environment without 
fear that my mentor will somehow sabotage me at work. If I am the mentor, I should be able to 
end the relationship without fearing that I will be harassed or treated badly by my former mentee, 
and I would expect my company to have a policy in place for this. Therefore, it is important that 
the organizing committee (remember, a representative from HR should be a part of this 
committee) set this process up at the beginning of the program, and share it with all involved. 
 
Now, as a disclaimer, there are times when repercussions are needed. A person should not be 
penalized for ending the mentorship, but if during the mentorship, that person violated their 
mentor/mentee in any way, then obvious repercussions would take place. Again, it is important 
that the organizing committee decide how this will be handled. Will there be an exit interview 
with both parties before ending the relationship?  Will both parties be interviewed individually? 
Who should the mentor and/or mentee address first in order to properly end the mentorship? 
Whatever is decided, make sure that the necessary departments are involved so everyone has a 
safe space and clear directions. 
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END OF YEAR CELEBRATION AND POST-PROGRAM EVALUATION 
 

I love a good party, and what better way to celebrate a successful and effective mentorship 
program than to throw a celebration! This does not need to be anything fancy, but a thank-you to 
everyone involved. This could be a lunch program where original goals and objectives are 
reviewed, along with some mid-year check in results that are shared, and a drafted list of 
adjustments being made for next year’s participants. Once the celebration is over, the organizing 
committee should review the end-of-year check-ins in order to assess the program and answer 
the post-program evaluation questions. 
 
Questions to consider for program evaluation: 

1. Were the program’s goals met? 

2. How many hours did mentors spend with their mentees (on average)? 

3. Was this program beneficial to mentees? If so, in what ways? If not, explain. 

4. Were there sufficient resources for both parties? What else could have helped? 

5. What would mentors like next time? What would mentees have liked this time? 

6. How can we strengthen the mentoring program? 

 
*Do not expect to have a perfect program, especially if this is your first mentoring program. 
There should always be room for improvement. If this is the first time your company is doing 
this, do not feel discouraged by negative answers either. Use the answers to provide an even 
better program the next time. 
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