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The ROI of Mentoring 
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It is ironic that in this time of technological
achievement, the lifeblood of corporations is the
accumulated insight of the people who choose to
give their gifts of talent and commitment to any
given organization. So, the question is this: How
do we ensure that the intellectual legacy of our
people continues? 

A large portion of the answer lies with mentoring
initiatives. Mentoring is a powerful, dynamic
process—for both employees and organizations.
To share wisdom is to share life experience. No
matter which methodology is used, mentoring has
the potential to elevate corporate dialogue from
the mundane to the truly transformational. 

The case for mentoring is compelling. According
to an emerging workforce study done by Louis
Harris & Associates, 35 percent of employees who
do not receive regular mentoring are likely to look
for another job within 12 months. In contrast, just
16 percent of those with good mentors expect to
leave their jobs. Through mentoring programs,
protégés develop vision and expertise, and men-
tors become reinvigorated, knowing that they are
leaving a legacy to their organization, profession,
and community. 

Once an organization has accepted the value of a
mentoring program, what approach is the best?
While still popular, one-to-one mentoring is no
longer viewed as the only or best approach. Many
organizations find that group mentoring and vir-
tual mentoring are attractive alternatives or sup-
plements to traditional mentoring. Based on infor-
mation contained in a previous Info-line on
mentoring, this issue expands that focus and pro-
vides additional mentoring ideas. Here you will
find an overview of the three approaches to men-
toring, as well as techniques, guidelines, and tips
to make your mentoring programs successful.

The Business Case for Mentoring

Among other trends reflected in the changing
workforce is a growing employee commitment to
careers, rather than jobs. Beginning with their first
job out of college, today’s employees are looking
ahead to a solid career, and any individual job may
be little more than a convenient stepping stone to
a more ambitious end. Because of that, employers
stand a better chance of retaining top-performing

employees if they take an active interest in their
careers—and even help shape those careers
through mentoring initiatives.

Career Development: Tradition With a Twist

A key benefit to mentoring programs is that they
offer something other career development pro-
grams do not: individual attention. In a complex
organization, it is particularly beneficial for an
employee to learn how the system operates from
someone who is better educated or more experi-
enced. It is also worth noting that when a mentor
relationship works, it is the easiest way for an orga-
nization to support career development; once in
place, it usually no longer requires much involve-
ment from the organization. 

Traditionally, organizations are interested in
grooming employees to take over jobs of increas-
ing responsibility. On another level, they might be
concerned with retaining the bright young gradu-
ates who are still “testing the waters” but could
easily take their skills and enthusiasm elsewhere if
they are not quickly involved with the excitement,
goals, and—most important—people of the orga-
nization. The more specific the overall goal, the
easier the mentoring program is to design and the
better chance the organization has of receiving a
return on its investment.

Employers stand to gain as much as employees
through such efforts. Among other things, mentor-
ing programs can help resolve such organizational
problems as the premature departure of young
professionals, the stagnation and boredom of solid
performers, or the lack of qualified people to fill
senior management positions vacated by retirees.

Succession Planning Initiatives 

Organizations often look toward a formalized
mentoring program as a means of instituting a
management continuity system at a variety of lev-
els. Some use the program to groom middle man-
agement for senior-level jobs. Mentoring pro-
grams are an effective means of increasing the
political savvy, exposure, and visibility middle
managers need if they are going to succeed in top-
level management positions.

Copyright © April 2000, Info-line, ASTD.
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Because many organizations are challenged by
ever-evolving work environments, the implemen-
tation of such a succession, or replacement, plan-
ning program requires using change management
strategies that put the right people in the right
places at the right times. To find those employees
who have the skills to meet organizational chal-
lenges, the planning process entails the following
elements:

● identification and analysis of key positions

● assessment of candidates against job and per-
sonal requirements

● creation of individual development plans 

● selection of candidates

To meet the goals of their succession planning
programs, organizations are asking managers to
coach and mentor in more intensive ways than
they have in the past. Mentoring helps develop
future executives through structured activities that
allow employees to acquire leadership skills as a
part of their natural rate of development. 

Mentoring can take at least three forms, and many
variations of each are possible depending on the
organization’s needs. One-to-one mentoring
uses mentoring partners, traditionally called pro-
tégés and mentors. Historically, this relationship
was seen as rather patriarchal, with a powerful
mentor responsible for guiding the career of a
junior up-and-coming employee. The updated
view of one-to-one mentoring is that of two part-
ners, each with areas of expertise and contribu-
tion, who work together to achieve the develop-
ment or learning goals of the protégé partner. The
new view of one-to-one mentoring acknowledges
that mentors often gain as much from the relation-
ship as the protégés.

Group mentoring is a format in which small
groups of people commit to jointly support and
pursue one another’s learning goals. The group
has a learning facilitator, who takes on the role of
group mentor. In addition, each group member is
considered a mentor to the others, serving as feed-
back giver, supporter, and ally. This mentoring
method leverages the power of group motivation
and knowledge exchange. It is an appropriate
model for many of today’s fast-paced and flexible
organizations that rely on knowledge networks and
include everyone in the decision-making process.

Virtual mentoring is a form of one-to-one or
group mentoring that is conducted by telephone,
email, and video conferencing. Once considered a
“last resort” mentoring method, it is growing in
popularity because of geographic considerations.
While it overcomes the challenges of distance, it
requires special rigor and disciplined implementa-
tion to compensate for lack of face-to-face contact.

One-to-One Mentoring 

Despite all their advantages, one-to-one mentor-
ing programs are not easy to establish. To set up a
mentoring program you need to be familiar with
program components, mentor selection, and what
mentors and protégés do.

Mentoring
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Why We Mentor
Mentoring is a tool to accomplish the following goals:

● Attract and retain high performers.
● Upgrade employee skills and knowledge.
● Promote diversity of thought and style.
● Develop leadership talent.
● Preserve institutional memory.
● Create inclusion.
● Develop a line of succession.
● Foster a collaborative environment.
● Ease the transition to new assignments.
● Strengthen corporate competitive advantage.

Types of Mentoring Programs
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Program Components

There are five essential components of mentoring
programs. 

1. Determine the purpose of the mentoring ini-
tiative and set specific goals. Frequently cited
outcomes include high potential development,
leadership development, support for diversity
initiatives, knowledge transfer, and retention
of key individuals.

2. Identify and match mentors and protégés.
Select participants based on fair, attainable,
and known criteria, and make sure that match-
ing mentors and protégés is voluntary. Experts
have found that the best matches occur based
on the development needs of the protégés.
Some companies find cross-functional match-
ing valuable as well.

3. Train mentors and prepare protégés. Good
mentor/protégé matches alone do not guaran-
tee success. Improve chances for successful
mentoring by training mentors how and when
to apply skills such as empathetic listening,
conflict resolution, flexible leadership,
assertiveness, providing feedback and positive
reinforcement, motivating, and using effective
instructional techniques. Prepare protégés by
helping them define their goals for the men-
toring relationship. 

4. Monitor the mentoring process to make sure
that protégés are achieving their goals. The
monitoring phase offers opportunities to iden-
tify poor matches and allow participants to
request specific persons to replace their cur-
rent mentor or protégé.

5. Evaluate the program. Base your program
evaluation on the overall objectives for the
mentoring initiatives. 

Selecting a Mentor 

Mentors find their roles to be rewarding and
developmental, but they must be seasoned
employees who fulfill specific criteria. Here are
items to consider when selecting mentors:

Job Performance 

● Are prospective mentors recognized as effective
leaders, and have they performed well in lead-
ership roles?

● Are they considered role models of character
and values consistent with their leadership
competencies?

● Do prospective mentors support the organiza-
tion’s vision and goals?

● Do they develop subordinates well?

Business Acumen

● Do prospective mentors have a long-view per-
spective? Are they comfortable with strategic
business outlook planning and thinking?

● Do they deal well with the inherent ambiguity
and complexity of any organization? Are they
role models of flexibility and change manage-
ment?

Copyright © April 2000, Info-line, ASTD.

Mentoring Myths
There are several common myths about mentors:

● All mentors are good communicators.

● Mentors control the next career step.

● Mentors have the latest information available on the 
organization.

● It is the mentor’s job to keep the protégé’s boss informed. 

● A mentor should have information on special career path
possibilities.

● People should have the same mentor for their entire careers.
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Learning Capacity

● Are prospective mentors aware of their
strengths and weaknesses? Are they willing to
talk about these with others?

● Are they personally committed to continuous
growth and receptive to new approaches and
ideas?

What Mentors Do

Every mentor brings unique experience and
expertise to the relationship. Here are the roles
most mentors perform: 

Guide. A guide takes you through a journey,
shows you a path, and helps you see important
things along the way. This role can be accom-
plished in two forms. The wise owl offers perspec-
tive about what is going on in the organization;
while the teacher helps people teach themselves
by asking the right questions, throwing out ideas,
and keeping conversation moving. These mentors
lead with questions, share their views freely, and
reflect on their own journeys.

Ally. An ally can help by offering honesty and
friendship while helping others understand how
they are seen in the organization. The role can 
be one of a sounding board, where the mentor
creates an environment for venting feelings and
frustrations. Or the ally can take the form of a
straight talker, where the mentor provides honest
and candid feedback from his or her vantage
point. Allies tell it like it is, feel comfortable when
others are venting, and freely offer their own feel-
ings and views.

Catalyst. A catalyst may use ideas and knowledge
from his or her own experiences to stimulate oth-
ers to explore the culture and environment that
surrounds them. This mentor can be an entrepre-
neur, helping the protégé to see the organization
in a new light, or a creative motivator, stimulating
the person to discuss feelings, ideas, visions, and
creative concepts. Catalysts know the inner work-
ings of the organization, think of themselves as
creative or idea persons, and get excited when
they see others get excited about new possibilities.

Interpersonal Skills

● Do prospective mentors have a history of positive
relationships with a broad scope of individuals?

● Are they seen as trusted resources in their own
organization?

● Do they have a history of freely sharing exper-
tise and insight with others?

What Protégés Do 
Protégés bring their own personalities and perspectives to the
mentoring relationship. Their fresh outlook and enthusiasm can
make a real contribution to the organization, as they and their
mentors develop their relationship. These are the characteristics
found in good protégés:

Proactive Learner

Nowhere is the notion of “active learning” more important than
in mentoring relationships. While the mentor is a respected and
valuable resource, it is the role of the protégé to grasp learning
opportunities, take learning risks, and engage the mentor as an
active development partner.

Change Agent

The best mentoring relationships are action oriented and empha-
size doing, trying, and practicing versus telling, listening, and
passive learning. The role of change agent means that the pro-
tégé realizes that growth and development are goals of the
process. Indeed, the protégé’s role is to change based on this
learning relationship.

Contributor

A hallmark of a successful relationship is that the mentor learns
as much from the protégé as the protégé does from the mentor.
A key role of the protégé is to share ideas and expertise with the
mentor, and view the relationship as one of reciprocal learning.
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Savvy Insider. The savvy insider knows the ropes.
Insiders understand how things really get accom-
plished in the organization. They can be people
connectors, putting protégés in touch with people
in the organization who can take their learning to
another level, or they can be information
providers, supplying specific data that comes from
their connections and activities. 

Advocate. The advocate actively seeks to propel
the protégé’s growth and helps him or her develop
action plans. Advocates may be champions, using
their positions to help protégés gain visibility and
exposure, or serve as a powerful voice, taking
action on one or more of the protégés. These men-
tors go to bat for their people, let others take
responsibility and share credit, and enjoy strong
credibility and the respect of their peers.

Tips for One-to-One Mentors

Here are some ideas for achieving success in the
mentoring relationship:

■ Get in Gear
Every mentoring relationship needs two elements.
First, what are the protégé’s goals for the relation-
ship, and what are your own—what do you want to
learn or achieve as well? Second, what role does
the protégé want you to play? Are you comfortable
with that role? Explore these questions at your
first, and most important, mentoring meeting—it
is the foundation for the relationship.

■ Recognize the Power of Feedback
Mentors provide the gift of feedback. By sharing
unbiased perceptions in a kind and honest way,
mentors have tremendous impact. Be sure to pro-
vide coaching points, and recognize growth and
change. Feedback given in the spirit of helpfulness
and progress is appreciated and acted on, as long
as it is specific and direct, solicits the protégé’s
input, and points the way to change in the future.

■ Be Yourself
Be straightforward about your own strengths and
weaknesses. By doing so, you model how a suc-
cessful person deals with reality. Offer your own
lessons learned, struggles, and successes. Being a
mentor does not mean being perfect. Many pro-
tégés report that their mentors helped them by
disclosing how they had handled difficult aspects
of their own personalities.

■ Be a Question Coach
Mentors do not have all the answers, but they can
help their partners self-discover. Use questions to
help others reflect on their experience and draw
out key learning points. The fast-paced action ori-
entation of the business day does not allow much
time for reflection, so promote insight by asking
questions such as these: “What did you learn from
this situation?” “How might you approach this situ-
ation in the future?” “What patterns are you notic-
ing about yourself?”

■ Shine a New Light
Mentors have the luxury of being distant from
their protégé’s work problems and trials. Use this
distance to provide the “big picture” as a context
for daily ups and downs. Take the long view, and
teach your protégé to do the same.

Conversation Starters for Mentors
At first, it may be difficult for mentors who are new to the role
to get started in the relationship-building process. Here are a
few suggested ways to get the conversation going:

● Which assignments in the past have provided you with the
most challenge? The least challenge? Why?

● Tell me about an accomplishment of which you are particu-
larly proud.

● What are your most important values? Which values are met
and not met at work?

● What makes you unique? What about your values, interests,
competencies and skills, personal traits, and style?

● What part of your education or work experience has been the
most valuable to you over the years?

● What actions have you taken to manage your career? What
assistance may I provide?

● What lessons have you learned from your successes and fail-
ures?

● What is your biggest challenge in trying to balance your work
life and personal life?
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■ Let Actions Speak Louder Than Words
Ask your protégé to accompany you on projects
that will expand his or her point of view. Look at
your own job for situations that could provide
learning experiences. Most people learn by doing,
so bring the protégé along. Afterward, spend time
debriefing the events and relating them to the pro-
tégé’s development. Share your thought process
regarding how you handled or acted in the situa-
tion. In the process, the protégé may have some
valuable feedback to contribute. 

Group Mentoring

Today’s organizations are flat, sparse, team based,
and self-directed. They must constantly learn new
ways to serve customers and beat competitors.
Employees are required to look everywhere, even
outward, not just upward. In these environments,
structuring one-to-one relationships may be the
wrong way to go. Such relationships only
strengthen patriarchy, and the notion that someone
“else”—at a higher level—must have the answers.
Furthermore, copying the one-to-one relationships
that work so well in the informal system gives us a
different animal when we try to “formalize” them.
So, why replicate? Why not invent something
totally different?

A group approach, whereby a mentor works with a
group of protégés, sets very different dynamics in
motion. Protégés are responsible for the group
agenda—setting it, requesting what they need for
their development, and working together. Peers
recognize how much they can learn from one
another, and group mentors, when freed from the
responsibility of coming up with an agenda, can
respond more candidly to real concerns and issues.
All participants feel better about the process and
learn more as a result.

Mentors look forward to the group meetings.
With shared agendas, they learn too. Some bring
their own current organization issues to these
meetings, to elicit the fresh viewpoints of their
protégés who have a different status and tenure in

the organization. Many group mentors do not
look upon this as the added burden they felt in
earlier one-to-one efforts.

The group mentoring concept has a number of
pluses. It places a successful organization veteran
with a group of four to six less-experienced pro-
tégés. As a group they do the following things:

● exchange ideas
● analyze development issues
● receive feedback and guidance
● build team-development skills
● build interpersonal interaction skills 
● become a “learning group”

The Learning Group

The mentoring group should be assembled with
care. Participant qualifications include not only
demonstrated ability to perform, but also interper-
sonal skills and a willingness to learn from others.

Group composition. The ideal protégé group
consists of four to six high-performing employees
who are seen as making important contributions
to the organization currently and in the future.
Typically, their names are on the succession-plan-
ning lists. They have expertise the organization
does not want to lose—whether the expertise is
technical, managerial, or administrative.

In selecting high-performing people for a protégé
group, it is important to consider the interaction
and the synthesis of the group as a whole. Diver-
sity in position levels, functions, gender, race, and
career goals serves several purposes. A diverse
protégé group creates a unique opportunity for
the members to learn the perspectives of people
in different positions and areas of the organiza-
tion. It also helps create a peer network of con-
tacts. In addition, when people in a group do not
think alike, valuable interaction is more likely. But
achieving diversity in a small group is usually
deliberate. The members must be selected with
diversity in mind.
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Do

Look at employee retention rates, the percentage of senior
managers who will reach retirement in the next five to 10
years, and current bench strength; then develop objectives.

Set long-term goals that will help make your organization
a better place to work, increase productivity, make people
more savvy about managing their careers, connect people,
increase diversity, and build trust and communication.

Benchmark the practices of other successful mentoring
programs. Consider the limited use of outside consultants
to advise and provide feedback to the program developers.

Publicize the program in a variety of forms and forums.
Conduct briefings, enlist champions, and create mentor-
ing resource centers.

Carefully screen protégés and mentors to assess their level
of interest and commitment. Pair participants who can and
want to help reach learning goals.

Provide training and coaching to participants about creat-
ing specific and appropriate learning goals, building trust,
communicating, and defining roles and responsibilities.

Encourage mentoring partners to meet face-to-face and
connect via telephone or email at least once a month. Rec-
ommend that they plan at least one event outside of the
office during their relationship.

Make continuous improvements to your program based on
what you learn along the way. Use surveys and exit inter-
views to assess effectiveness.

Don’t

Develop a mentoring program because it is popular or
because you have read that it works for other organizations.

Develop a mentoring program without setting goals.

Develop a mentoring program that relies solely on internal
resources.

Expect employees to flock to the program without an
aggressive internal marketing plan.

Develop a program that mandates relationships or is lim-
ited to certain employees, such as high-potentials.

Expect people to know how to mentor and be mentored—
even senior-level executives who have had significant
mentors in their lives need guidance. 

Let more than three or four weeks go by without contact
between mentoring partners, or the relationship may falter.

Rest on your laurels. 

Mentoring Do’s and Don’ts 
The difference between mentoring success and failure lies in the ability to retain intellectual capital and integrate learn-
ing continuously. Here are some do’s and don’ts for successfully rolling out a mentoring program:

Adapted from “Play ‘20 Questions’ to Develop a Successful Mentoring Program,” 
by J.G. Lindenberger and L.J. Zachary in Training & Development, February 1999, © ASTD.
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Learning needs. Protégés need many broad
opportunities for growth to attain their potential.
Development assignments outside the group set-
ting are a vital program component. Such assign-
ments provide an excellent laboratory for a
research and development manager who has not
had much experience in a business unit. Or, a
budget officer who needs field experience in what
it takes to manage a profit center. Many protégés
have never managed teams, run meetings, negoti-
ated contracts, or planned client presentations.
Consequently, they need opportunities to round
out their repertoires. Group members must be
willing to experiment. Testing new waters should
be a stimulating challenge, providing grist for
group meetings.

The learning continues when group members
come together again to discuss the meaning of
their on-the-job experiences. But the key is to
make the learning deliberate. Ask group partici-
pants to take on specific development assignments
that will offer growth opportunities in the work-
place. Such assignments fall into the following
three categories:

1. Platform. These assignments enable group
members to learn new skills in a temporary
work assignment or short-term project con-
structed specifically for them. After the assign-
ment is completed, the “platform” is dismantled.

2. On-the-job. These assignments enable group
members to try out new skills and responsibili-
ties while working at their jobs.

3. Dedicated. These assignments enable group
members to gain exposure and experience in
different areas of the organization. The mem-
bers are accountable for the work they do
while on the assignment, and they must live
with the consequences.

Managers and mentors need to continually debrief
the learning embedded in these assignments.

Group action. Typically, a protégé group meets
with its mentor each month for several hours. The
agenda should accommodate any topics or con-
cerns, and anyone should be permitted to initiate
a dialogue. The leader and group members share
the responsibility for learning every step of the
way. In The Fifth Discipline, Peter Senge suggests
that through an open framework of shared respon-
sibility, groups are able to pursue dialogue rather
than discussion. Discussion involves:

● attempting to influence others
● seeking solutions
● determining actions
● making decisions
● gaining consensus
● maintaining hierarchy 

Organizing Mentoring Groups
When forming mentoring groups, take into consideration the fol-
lowing guidelines:

● Diversity makes a difference. Select groups with diverse racial
and gender representation to foster different ways of thinking
about careers and success.

● Group mentors do not necessarily need to be the very high-
est-level executives in the organization. Choose people who
are about two levels above the protégés.

● Group mentors should be outside the protégés’ functional
chain of command.

● Don’t forget the protégés’ immediate managers. Their roles
are crucial too. Plan some meetings that include the protégés’
managers, in order to help clarify those roles.

● Give group mentors some ideas for getting dialogue started—
questions to ask, concepts to discuss, and experiences to
share. But mentors are not in charge of the process. They
should encourage the group to set the agenda.
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Dialog, which is critical to the group model,
entails the following elements:

● thinking more freely at deeper levels
● talking about beliefs
● exploring ideas and gaining insight
● adding knowledge
● stretching oneself
● diverging toward varied interests

The Group Mentor

The ideal group mentor is someone concerned
with his or her own learning, the learning of oth-
ers, and the future of the organization. The group
mentor should be a senior person on the technical
or management track, preferably at the manager
or director level. The mentor’s experience must be
broad (acquired at different organizational levels),
and his or her insight should stem from having
done the job.

Specifically, a group mentor’s track record should
include the following things:

● success in his or her field
● contact with a wide variety of people
● vast accumulated experience
● substantial power 
● history of fostering employees’ development
● control of substantial resources
● broad organizational experience
● success in managing teams
● reputation for competence

It is crucial for group mentors to be sensitive to
diversity. They must approach diversity issues with
candor and understanding, especially when differ-
ences related to gender, race, or ethnicity arise in
the learning group. Group mentors also must
have, and be able to pass on, appreciation for the
paradox of organizational life, which is not neces-
sarily rational, formula driven, or goal oriented. It
is full of variables with competing and conflicting
demands. This awareness and admission can help
people deal with ambiguity just when they thought
they had things figured out.

Tips for the Group Mentor

To make a group mentoring process successful, do
the following things:

■ Ask the Right Questions
This is often more important than giving the right
answers. Opening the conversation so that the
group can take charge of the process is essential to
success. Do not push them to look for answers to
problems and issues, but rather to look for all the
various options and consider what they really think
about the issues. Preparation is a critical factor in
making a group meeting successful. Simply jotting
down four or five questions that will get the group
thinking can be your best prework.

■ Listen More Than You Talk
Do not feel that just because you are the leader of
the group, it is your responsibility to do most of
the talking. Once the group has jelled, members
should be able to generate dialogue themselves,
and you should not need to spend much of your
time talking. It may be easy to get into the trap of
being seen as the guru or the leader of this small
group and always being there to provide insight
and advice. Yet for true learning to take place, it is
necessary for you to hold back and allow the group
to find their own answers and solutions. You are
more of a facilitator of this process.

■ Let the Group Create the Agenda
If group members feel that they are responsible
for what is being discussed at each session, they
will have a much greater sense of ownership in the
process. This, in turn, will stimulate attendance
because the sessions are of their own making. You
can guide and assist members in the process of
creating the agenda, but do not let this be your
sole responsibility.

■ Do Not Have All the Answers
Many questions and issues will come up in this
group for which you do not have the answers, and
there is no reason you should assume that you must
have answers for every situation. It will be far more
interesting for everyone if the group brainstorms
answers or ways to obtain answers together, rather
than looking to the learning leader. You do not
want to create a student-teacher environment
where there is a built-in sense of inequality. The
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group should feel collegial, recognizing that
answers grow out of its collective intelligence, and
work together rather than exclusively.

■ Give Advice Through Storytelling
Often the best way to give examples is to use the
lessons of your own experiences. This will increase
your credibility and breathe real life into your sug-
gestions so that the group can identify with you on
an intimate level. You can make the dialogue
richer by considering articles that the group has
read in advance of the meeting. But if the conver-
sation becomes theoretical or didactic rather than
personal, it will not have the same learning poten-
tial. Encourage the group to tell stories and give
individual examples related to their readings and
assignments so that they personalize the learning.

■ Have Something Up Your Sleeve
Do not assume that just because you are not
responsible for the agenda you should not have
some ideas for group dialogue ready to interject.
For the most part, conversation will come easily as
the members of the group get to know one
another and the issues with which they are most
concerned. If the easy flow of dialogue gets
jammed up, however, you will want to be pre-
pared to get things moving again. 

The Manager

Because protégé group activities go beyond group
meetings, it is crucial that the managers of the
protégés be committed to making the group expe-
rience a success. Some managers may view learn-
ing groups as tugging at the allegiance of their
own direct reports, taking them away from job
tasks and work groups. To that end, managers
should receive orientation or training on the bene-
fits of the mentoring process. An orientation leads
managers through several activities that teach
them how to help employees think through a
development assignment. 

Managers explore their roles in facilitating devel-
opment conversations and providing feedback and
coaching. They also link high-performing employ-
ees to organizational information and networks,
helping them to shape goals and process learning
on an ongoing basis. Development-minded man-
agers enrich the process by encouraging members

Mentoring in Action
Many organizations have been successful in establishing men-
toring programs. Here are just two examples:

Chemical Company 

Begun originally by one business unit as an effort to gain vertical
parity for its women and minorities and develop leadership
capabilities, group mentoring gradually spread throughout a
global chemical company. Approximately 30 protégés moved
through the year-long program each time it was offered. Protégé
groups included six to eight high-potentials from diverse loca-
tions. Each group was assigned to a mentor who met with the
group once a month for a minimum of two hours.

Mentors were selected by senior management. Protégés were
those tapped for succession planning and continuity planning.
Groups developed their own agendas and asked their mentor for
the kinds of interaction and discussions they felt were important.
Managers of the protégés met with mentors at the beginning of
the process and kept in touch on an individual basis after that. All
groups were brought together four times during the year to join
in a learning community and hear from other senior leaders.
Groups reported that the interaction with their peers was as
important in their learning as the interaction with their mentor.

City Government 

When the engineering group of a large California city saw that it
needed to develop not only its future leadership but also its mid-
dle managers, it launched its own group mentoring effort. Pro-
tégés self-selected into the program by completing an applica-
tion describing their interest in the process and talking about
their career goals. Members of the protégé group selected men-
tors they thought demonstrated a concern for development. All
protégés attended a career development class and then used the
subsequent meetings with their mentors to discuss various
aspects of this learning. Mentors attended a brief training ses-
sion, followed by get-togethers to learn more about each other’s
experience in the mentor groups. Groups met for a year,
decided their own agendas, and also decided whether or not to
continue once the year had ended. 
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to explore new ways of contributing to the job
while still monitoring their continued responsibil-
ity. Such managers understand their role in terms
of day-to-day authority and skill building.

As partners in the process, managers perform the
following functions:

● Provide personal feedback to learners on values
and mindsets that arise in group meetings.

● Cultivate people’s capabilities for their current
and future jobs.

● Help craft and debrief challenging learning
assignments in partnership with learning lead-
ers and learning group members.

● Endorse experimentation, applaud new
approaches, and permit mistakes.

● Ask questions to encourage discussion on what
participants are learning and how. 

Copyright © April 2000, Info-line, ASTD.

When deciding to harness the benefits of informal men-
toring activity, organizations should take the time to plan
management strategies that guarantee results. These are
the issues they should consider: 

Business Case for Mentoring

What are your reasons for developing the program? What
business impact do you want to achieve? What success
indicators will tell you that the mentoring initiative is suc-
ceeding? (Consider both quantitative and qualitative mea-
sures.) 

Organizational Concerns

What is your organizational history with mentoring pro-
grams? How have previous mentoring efforts been per-
ceived? How will this history affect how you implement
and communicate the current initiative? Do you have
organization-wide cooperation and support from top man-
agement? Will you request organization-wide input or
advice from a limited number of experts and decision
makers? Does the organization have positions for the new
talent it develops in mentoring programs? 

Communication

What will you name this mentoring initiative? How will
you present the program? What will you say about its pur-
pose, objectives, goals, mechanics, and benefits? What are
the benefits to the organization and the program partici-

pants? How will you publicize the program? What
resources do you have (memos, discussions, meetings)?
How will you regularly communicate the purpose,
progress, and results? 

Roles and Responsibilities

Who will be the process owner? Who will be the day-to-
day manager? What other resources and roles are needed?

Implementation

How will you select participants for the program? What
will the selection criteria entail? How will you present
these criteria to interested candidates? Will participation
be voluntary or mandatory? Why? How will the program
foster and support mentor-protégé relationships? Will it
provide opportunities for mentors and protégés to meet
and exchange views and opinions so they can assess their
own suitability? Or will the program assign mentors to
protégés? 

Evaluation

How will you evaluate the results and outcomes of the
program? When will you make adjustments to ensure
accomplishment of program goals? Is the mentoring pro-
gram the best way to impart skills and knowledge and to
develop human resource potential? What are its advan-
tages over other training methods?

Mentoring Strategies 
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Use the following guidelines for organizations setting up
programs, mentors working with protégés, and protégés
seeking mentoring relationships.

Organizations

□ Get top management support of the program. Man-
agers should endorse and be willing to fund the pro-
gram as well as give mentors, protégés, and learning
groups time away from the job to meet and form rela-
tionships. 

□ Make the mentoring program part of succession plan-
ning, or a larger career or management development
effort to help employees.

□ Start with a short program—six months at most—to
accomplish specified learning goals without imposing a
long-term, burdensome commitment. 

□ Minimize the dropout rate by making the program vol-
untary and by establishing clear expectations. 

□ Publicly announce the criteria for selecting program
participants. Selection criteria should be fair and attain-
able so as not to invite the resentment of those who
feel they have been unfairly excluded.

□ Select mentors with high levels of expertise, rank, and
power. Select protégés who have basic skills and capa-
bilities, but most important, the desire to learn from
mentors.

□ Give mentors and protégés an orientation that
addresses the concerns, expectations, and benefits to
participants and the organization. 

□ Allow for diverse mentoring styles, providing structure
but permitting flexibility. Prevent problems by specify-
ing responsibilities of mentors, protégés, and their
immediate supervisors or managers. 

□ Document the progress of the mentoring program
using evaluation instruments, meetings, reports, and
logs, and use this documentation to recommend main-
taining, expanding, or eliminating the program.

Mentors

□ Expect to invest considerable time and effort. Like any
other strong relationship, the one between mentor and
protégé or learning group requires a solid foundation of
mutual trust and understanding. 

□ Be prepared to initiate the relationship; protégés often
are apprehensive about approaching senior advisers. 

□ When the time is right, let protégés or learning groups
go. If they are gradually given more independence to
act and make decisions on their own, protégés will be
prepared mentally for separation. 

□ Have realistic expectations of the relationship. Do not
expect lifelong gratitude; some protégés may consider
this a business arrangement to which they owe
improved job performance only.

Protégés

□ Look for a mentor among the ranks of middle and
senior managers. Observe work and communication
styles to select the kind of mentor who would be right
for you.

□ Do not wait to be chosen. Express your interest by ask-
ing middle and senior managers for advice.

□ Know what you want from the relationship, based on
your current situation. Think about your competencies,
the skills you would like to develop, and your long-
range career plans. 

□ Know what is expected of you in the relationship.
Besides providing mentors with respect and psycholog-
ical support, as your relationship develops into one of
mutual assistance, you will be returning the mentor’s
help by acting as his or her agent. 

□ Have realistic expectations. Relationships may not last a
lifetime and most cannot fulfill every need, because indi-
vidual mentoring styles vary as do degrees of mentoring.

Mentoring Guidelines
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● Do not begin by replacing teleconferencing
with email. Email is very useful, but early on
you will want to hear each other’s voices, and
the spontaneity associated with live conversa-
tion is important. 

● Combine communication methods. For exam-
ple, use email to supply detailed information in
conjunction with a planned teleconference or
project review. Send a follow-up email after a
telephone conversation. 

● Listen with a third ear. Be sensitive to tone of
voice as a substitute for seeing body language. 

● Ask “why” and “how” questions to obtain
deeper understanding in conversations. 

● Connect at conferences or organization-spon-
sored events. 

● Create a mentoring group at your site for peo-
ple who have distance mentors. Form a collabo-
rative group to support mutual development. 

● Plan field trips to your partner’s site when you
have opportunities to be near or at his or her
location. 

Putting It All Together

While the time-honored practice of mentoring has
always been with us, today it is a dynamic tool for
employee development. Whether you select one-
to-one mentoring, learning groups, or virtual men-
toring, know that relationship learning forges an
environment that reduces learning curves and
development cycles.

Yes, there is time investment. And mentoring in
any form requires careful preparation and fit with
business objectives. The payback comes not just in
rewards for the organization, however, but also in
personal dividends for the participants. Use the
ideas and tools in this Info-line to unleash the
potential for you and your organization.

Virtual Mentoring

Cross-site or distance mentoring often involves
alternative communication such as telephone,
email, and video conferencing. Whichever methods
you choose, you will want to use some strategies to
compensate for less face-to-face time. Communica-
tion research shows that it takes about 25 to 30 per-
cent more time to build a personal relationship
when you build it at a distance. That is because you
miss the gestures, body language, and subtle com-
munication of direct contact. The good news is that
people involved in distance mentoring report high
satisfaction because they often develop better lis-
tening skills and plan their time more carefully than
face-to-face mentoring partners. 

Tips for Virtual Mentoring

To make virtual mentoring programs successful,
consider the following suggestions: 

● Pay special attention to outcomes and objec-
tives. Be clear and precise about the relation-
ship’s purpose.

● Exchange photos. If you are not familiar 
with each other’s sites, send some photos of
your facilities, work areas, co-workers and any-
thing else that would help your partner get to
know you. 

● Exchange “artifact” boxes. Package up and
send items that will help your partner under-
stand your site’s products and your job. Use
your imagination.

● Establish a “mentor hotline time.” This is peri-
odically designated time dedicated to mentor-
learning partner conversation. 

● Keep commitments. If you view conversations
as “just a telephone call,” it is easy to cancel or
postpone them. Follow through on plans and
activities. Dependability contributes to strong
partnerships. 

● Exchange information that paints a “whole pic-
ture” of each person’s work environment on a
routine basis. For example, share regular status
reports.



Mentoring

References & Resources

14 Copyright © April 2000, Info-line, ASTD.

Benabou, Charles, and Raphael Benabou.
“Establishing a Formal Mentoring Pro-
gram for Organizational Success.”
National Productivity Review, Spring
1999, pp. 7-14.

Coley, Denise Bolden. “Mentoring Two by
Two.” Training & Development, July
1996, pp. 46-48.

Gunn, Erik. “Mentoring: The Democratic
Version.” Training, August 1995, 
pp. 64-67.

Jossi, Frank. “Mentoring in Changing
Times.” Training, August 1997, 
pp. 50-54.

Kaye, Bev, and B. Jacobson. “Mentoring: A
Group Guide.” Training & Develop-
ment, April 1995, pp. 22-27.

———. “Mentoring: A New Model for
Building Learning Organizations.” OD
Practitioner, volume 28, number 3
(1996), pp. 35-44.

———. “Reframing Mentoring.” Training
& Development, August 1996, pp. 44-47.

Kaye, Bev, and Devon Scheef. “Shared
Brain Power.” National Business
Employment Weekly, Nov. 23-29, 1997,
pp. 11-12.

Lindenberger, Judith G., and Lois J.
Zachary. “Play ‘20 Questions’ to
Develop a Successful Mentoring Pro-
gram.” Training & Development, Feb-
ruary 1999, pp. 12-14.

Messmer, Max. “Mentoring: Building Your
Company’s Intellectual Capital.” HR
Focus, September 1998, pp. S11-12.

Robinson, S. “Mentoring Has Merit in For-
mal and Informal Formats.” Training
Directors’ Forum Newsletter, May 1990,
p. 6.

Articles

Scandura, Terri A. “Mentorship and Career
Mobility.” Journal of Organizational
Behavior, March 1992, pp. 169-174.

Simmons, Kathy. “Growing a Successful
Mentor Program.” Executive Update,
December 1999, pp. 42-45.

Tyler, Kathryn. “Mentoring Programs Link
Employees and Experienced Execs.”
HRMagazine, April 1998, pp. 98-103.

Van Collie, Shimon-Craig. “Moving Up
through Mentoring.” Workforce, March
1998, pp. 36-42.

Van Slyke, Erik J., and Bud Van Slyke.
“Mentoring: A Results-Oriented
Approach.” HR Focus, February 1998,
p. 14.

Books

Bell, Chip R. Managers As Mentors. San
Francisco: Berrett-Koehler, 1996.

Caruso, Richard E. Mentoring and the
Business Environment. Brookfield, VT:
Dartmouth Publishing, 1992.

Fritts, Patricia J. The New Managerial
Mentor. Palo Alto, CA: Davies-Black,
1998.

Huang, Chungliang Al, and Jerry Lynch.
Mentoring: The Tao of Giving and
Receiving Wisdom. New York: Harper
San Francisco, 1995.

Jeruchim, Joan, and Shapiro Jeruchim.
Women, Mentors and Success. New
York: Fawcett Columbine, 1992.

Kaye, Bev. Up Is Not the Only Way. Palo
Alto, CA: Davies-Black, 1997.

Kaye, Bev, and B. Bernstein. MentWork-
ing™—Building Relationships for the
21st Century. Scranton, PA: Career Sys-
tems International, 1998.

Kaye, Bev, and B. Jacobson. Learning
Group Guide. Scranton, PA: Career
Systems International, 1998.

Kaye, Bev, and Sharon Jordan-Evans. Love
‘Em or Lose ‘Em. San Francisco:
Berrett-Koehler, 1999.

Kram, Kathy E. Mentoring Relationships at
Work. Lanham, MD: University Press
of America, 1988.

Murray, Margo, and Marna Owen. Beyond
the Myths and Magic of Mentoring. San
Francisco: Jossey-Bass, 1991.

Peddy, Shirley. The Art of Mentoring.
Houston, Texas: Bullion Books, 1998.

Senge, Peter. The Fifth Discipline. New
York: Doubleday, 1990.

Wickman, Floyd, and Terri Sjodin. Mentor-
ing: A Success Guide for Mentors and
Protégés. New York: McGraw Hill, 1997. 

Zeldin, Michael, and Sara S. Lee, eds.
Touching the Future. Los Angeles:
Hebrew Union College, 1995.

Zey, Michael G. The Mentor Connection.
Homewood, IL: Dow Jones-Irwin, 1984.

Info-lines

Callahan, Madelyn R., ed. “Alternatives to
Lecture.” No. 8602.

———. “Design Productive Mentoring
Programs.” No. 8609 (out of print).

Gibson, Richard. “Selecting a Coach.” No.
9812.

Slavenski, Lynn, and Marilyn Buckner.
“Succession Planning.” No. 9312
(revised 1998).

Younger, Sandra Millers. “Learning Orga-
nizations: The Trainer’s Role.” No. 9306
(revised 1999).



Program Outline/Planner
When you are charged with setting up a mentoring program for your organization, use this outline as a guide. In it you will
find the questions you need to address in order to have a successful program.

1. State the objectives of the mentoring program: 

__________________________________________________________________________________________________

__________________________________________________________________________________________________

2. List the benefits of the mentoring program for each of the following:

a. Organization:
__________________________________________________________________________________________________

__________________________________________________________________________________________________

b. Mentor: 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

c. Protégé: 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

3. Which mentoring method(s) can help you achieve your goals?

□ One-to-one mentoring

□ Group mentoring

□ Virtual mentoring

4. Who are the key stakeholders in the mentoring initiative, and what will their involvement look like?

Stakeholder Involvement
____________________________ ________________________________________________________________
____________________________ ________________________________________________________________
____________________________ ________________________________________________________________

5. Consider the following questions concerning the structure of your mentoring program:

a. What criteria will you use to select mentors? 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

b. What criteria will you use to select protégés? 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

c. What role do you see for the managers of the protégés? 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

d. How will you orient mentors, protégés, and managers to the mentoring process and prepare them to be successful? 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

Mentoring
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e. How will you “match” mentors and protégés?
__________________________________________________________________________________________________

__________________________________________________________________________________________________

f. What plans do you have to follow up on the process and gather periodic input from all participants? 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

g. How will you recognize and reward all those involved? 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

6. How will you present the benefits and selection criteria (bulletin board, employee newsletter, and so forth)?
__________________________________________________________________________________________________

7. How will the program foster mentor/protégé relationships? List ways of providing support for the participants (program
guidelines, weekly meetings, councils, and so forth). 

__________________________________________________________________________________________________

__________________________________________________________________________________________________

8. List the positions that the organization has for the protégés. Are there enough? Will the organization create new ones? 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

9. Consider the following when deciding on evaluation factors:

a. How will you evaluate the program? State your method(s)—questionnaires, surveys, interviews, and observations. 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

b. How did the program affect protégés? 
__________________________________________________________________________________________________

__________________________________________________________________________________________________

● Attitudinal effect: ________________________________________________________________________________

● Behavioral effect: ________________________________________________________________________________

● Accomplishments: ________________________________________________________________________________

c. How did the program affect mentors?
● Attitudinal effect: ________________________________________________________________________________

● Behavioral effect: ________________________________________________________________________________

● Accomplishments: ________________________________________________________________________________

d. How did the program affect the organization?

● Overall performance rating: ________________________________________________________________________

● Productivity: ____________________________________________________________________________________

● Condition of corporate climate: ____________________________________________________________________
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