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Establishing a Mentorship Program Framework 

November 8, 2011 

 

Project Summary 

More and more organizations are creating formal mentoring programs for various reasons. From 

increased morale to increased organizational productivity and career development, the benefits of an 

organization that actively supports mentoring are numerous. However, successful mentoring programs 

do not just happen. Organizations must first make a strong business case to demonstrate why the 

organization should devote the time, attention and resources required to make a formal mentoring 

process work. Reasons for establishing a mentoring program must be linked to the organization's 

business goals. Some of the reasons why agencies choose to establish mentoring programs include:  

 On-boarding process  

 Skills Enhancement 

 Professional Identity  

 Career Development  

 Leadership and Management Development 

 Education Support  

 Organizational Development and Culture Change 

 Customer Service  

 Staff Retention  

 Recruitment  

 Knowledge Management/Knowledge  
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Project Goal 

 As part of the On-boarding process -- mentoring helps new recruits, trainees or graduates settle 

into the organization;  

 Skills Enhancement -- mentoring enables experienced, highly competent staff to pass their 

expertise to others who need to acquire specified skills;  

 Professional Identity -- when younger employees are early in their careers, they need help 

understanding what it means to be a professional in their working environment. Professionals 

embody the values of the profession and are self-initiating and self-regulating. Mentors play a 

key role in defining professional behavior for new employees. This is most important when 

employees first enter employment in State government;  

 Career Development -- mentoring helps employees plan, develop, and manage their careers. It 

also helps them become more resilient in times of change, more self-reliant in their careers and 

more responsible as self-directed learners;  

 Leadership and Management Development -- mentoring encourages the development of 

leadership competencies. These competencies are often more easily gained through example, 

guided practice, or experience rather than solely education and training;  

 Education Support -- mentoring helps bridge the gap between theory and practice. Formal 

education and training is complemented by the knowledge and hands-on experience of a 

competent practitioner;  

 Organizational Development and Culture Change -- mentoring can help communicate the 

values, vision and mission of the organization; a one-to-one relationship can help employees 

understand the organizational culture and make any necessary changes;  

 Customer Service -- mentoring assists in modeling desired behaviors, encouraging the 

development of competencies in support of customer service, and above all, cultivating the right 

attitudes;  

 Staff Retention -- mentoring provides an encouraging environment through ongoing 

interactions, coaching, teaching, and role modeling that facilitates progression within the 

organization; mentoring has been found to influence employee retention because it helps 
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establish an organizational culture that is attractive to the top talent clamoring for growth 

opportunities. Mentoring is a tangible way to show employees that they are valued and that the 

company’s future includes them;  

 Recruitment -- mentoring can enhance recruitment goals by offering additional incentives to 

prospective employees; and  

 Knowledge Management/Knowledge Transfer -- mentoring provides for the 

interchange/exchange of information/knowledge between members of different organizations.  

Project Outcome 

Develop a framework for the implementation of a Mentoring program at any state agency.  

 

Project Benefits 

Because a mentoring program, either for career or interpersonal enhancement, is built on 

mutual trust and respect of the individuals involved, much care should be given to its 

development and implementation. While organizational mentoring programs may take on 

different shapes and structures, there are certain critical steps that must be considered by 

any group embarking on establishing a mentoring program. Below are elements of effective 

practice that have proven effective in a wide range of existing mentoring programs. [Note: 

These activities are taken from Best Practices of current mentoring programs from State 

and Federal agencies, private sector, and from secondary research.]   

Project Team 

For more information about this project, contact team members 

 Larome Myrick — Larome.Myrick@drc.state.oh.us  

 Ryan Brenneman - Ryan.Brenneman@dot.ohio.gov 

 Lawrence Yawn — Lawrence.Yawn@dot.state.oh.us 

 Karl Koenig — Karl Koenig@ode.ohio.gov 

 Elena Sanders — Elena.Sanders@ode.ohio.gov  

 Helena Carter – Helena.Carter@odc.ohio.gov 
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 Introduction 

 Business Case 

 Project Charter/Scope 

 Project Cost Management 

 Risk  Management/Quality 

 Communication Plan 

 Lessons Learned      



Provide agencies with the resources 
necessary to start a Mentorship 
programs 

Low cost, internal professional 
development during tough 
economic times 

MORE from Managers 



By November 3, 2011 the project team must 
deliver to the sponsor:  

 Executive Summary 

 Best Practice manual 

 Power Point overview 

 Mentorship Training materials repository 

 Project documents 



 Expecting agencies utilizing a mentorship 
program will have a more productive and 
stable workforce  

 Mentees who participate in the program will 
stay with the agency for the foreseeable 
future  

  

 



 Materials developed for one agency can, with 
minor changes, be utilized by other agencies 

 Our project sponsor will be our lead SME 

 DAS has the capacity to market the finish 
product 

 



 Constraint: Not all project members will be 
available to meet during scheduled project 
meetings due to previous obligations  

 Constraint: Access to several SME’s will be 
limited  

 Limited project time (ex. 6 weeks) 

 



Framework for Mentorship Programs 

Executive Summary  

Identify Key Points 

Marketing 

Provide to sponsor 

for feedback 

Revise 

Sponsor 

Acceptance 

Implementation  

Manual  

Business Case 

Developing 

Mentoring 

Program 

Implementing 

Mentoring 

Program 

Program Examples 

Success Stories 

Project Management Docs  

Project Charter 

and Scope  

Project Risk 

Assessment and 

SWOT 

Work Breakdown 

Structure & 

Communication Plan 

Project Schedule 

and Cost 

Project PowerPoint 

Metroship Programs 

Repository 

ODRC PACE 

ODOT  CMTP 

US Office of 

Personnel Services 





Initial Budget Estimate 

$15,950 

Actual Project Cost 

$19,800  

Actual Cost Variance 

$3,850 

• Labor – 319 hours at 

$50/h blended rate 

• Labor – 396 hours at 

$50/h blended rate 

• Labor – 77 hours at 

$50/h blended rate 





Strengths  

 Providing future managers with practical 
knowledge 

 Employee Retention 

 Cost Savings 

 Increase knowledge base of employees 

 More focused to mission statement of agency 



Weaknesses 

 “Buy In” – Managers & Employees 

 Commitment 

 Agency Support – Decrease 

 

Opportunity 

 Employee Advancement 

 Communication w/experienced managers 



Threat 

 Employee fear of replacement 

 Delay in retirements 

 Employees leave agency despite program 





Event Target 
Audience 

Message 
Objectives 

Timing Vehicles Sender Feedback Impact 

Project Core Team 
Meeting Minutes 
and Agenda 

PM Team Review of 
assigned action 
items; General 
review of the 
project status; 
Record 
activities/ 
SME Notes ; Risk 
assessment; 
Review change 
request  
 

Agenda 
circulated 
to core 
team within 
48 hrs. of 
meeting;  
Meeting 
minutes 
circulated 
no later 
then 72 
hrs. after 
meeting 

E-mail 
Face to Face 

Lawrence 
Yawn 

Meeting 
minutes and 
agenda  will be 
archived on 
the DAS 
Sharepoint Site 

Low 

Project Core Team 
Communications 

PM Team Record action 
items that have 
been completed 
or worked on; 
Record of actual 
PM Team effort,  

Daily E-mail 
SharePoint 
Face-to-Face 

Team Project core 
team 
communicatio
ns will be 
archived 
contained on 
DAS 
Sharepoint Site 
 

Med 

Weekly Project 
Status Updates 

PM Team 
Sponsor (Rich 
Martinski) 
Nelson 
Gonzalez 
 
 
 

Project status 
updates;   
Risks 
encountered;  
Constraints 
encountered; 
Project timeline 
update 

Weekly E-mail 
SharePoint 
Face-to-Face 

Team Weekly project 
status updates  
will be 
archived on 
the DAS 
Sharepoint Site 
 
 

Med 

Bi-Weekly Project 
Updates 

PM Team Status & 
Progress 
report 

As needed E-mail 
SharePoint 
Face-to-Face 

Team Med 



Submit change control requests to 
sponsor for approval 



Are deliverables addressed and meet 

sponsor expectations? 

Is formatting standard & consistent? 

Are spelling and grammar correct? 



Positives 

 Understanding the value of a WBS 

 Developing and following a project schedule 
is critical for success 

 Resourceful sponsors make a project 
successful 

 Full involvement by entire team 

 

 



Negatives 

 Understanding the difference between the 
“project” expectations and the “product” 
expectations 

 More time 

 



 As one of the deliverables from our Sponsor, 
our project team developed a PowerPoint 
presentation that can be used to demonstrate 
the benefits of mentoring and how to 
implement a program in their agency. 
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 Morale 

 Organizational Development  

 Retention 

 Efficiency 

 

 



Mentoring is a low cost way for agencies to 
improve the morale of mid-level managers by 
taking an active approach in professional 
development.  



 As with morale, a mentorship program is a 
low-cost option that allows agencies to 
provide professional development tailored to 
their agency. 

 

 Implementing mentoring will foster collective 
growth of both mentors and mentees. 



 Mentoring provides a way to keep knowledge 
within your agency. 

 

 By having managers mentor with other 
managers, they expand their skills and retain 
institutional knowledge. 



 Confident managers improve morale and 
efficiency 

 

 

 Confident managers bring consistency and 
stabilization to your agency.   

 









Ohio Department of Rehabilitation and 
Correction (ODRC) 

Professional Alliance of Correctional Employees 
(PACE) 

 

PACE is an interdepartmental organization that 
assists employees with career advancement.  
•Voluntary program for both mentors and mentees 
•Mentors and Mentees meet for one day (8 hours) 
once a month for six months 
•Takes 54 hours to complete the program 
(approximately 2.6% of their time during a fiscal 
year) 



Ohio Department of Transportation 
(ODOT) 

 County Manager Training Program 
(CMTP) 

  

•Pairs experienced County Managers with 
less experienced managers 
•Shared projects allow for collaboration and 
knowledge transfers 
•Journals are reviewed and assessed 



 

 

 

 

Mentoring Gets MORE 

From Managers  
 

 
 

 

 

  



Mentoring gets MORE from Managers 
 

2 | P a g e  
 

 

 

Table of Contents 

 
Mentoring gets MORE from Managers ......................................................................................................................3 

Things to Consider in Developing and Implementing a Formal Mentoring Program ................................................7 

Developing a Mentoring Program ...............................................................................................................8 

Implementing a Mentoring Program ......................................................................................................... 10 

Why Focus Mentoring Program to Only Managers? ............................................................................................... 16 

Examples of Agency Developed Mentoring Programs ............................................................................................ 16 

Ohio Department of Rehabilitation and Correction (ODRC) Professional Alliance of Correctional Employees 

(PACE) ...................................................................................................................................................... 17 

Ohio Department of Transportation (ODOT) County Manager Training Program (CMTP) ............................ 18 

References……………………………………………………………………………………………………………………………………..……19 

  



Mentoring gets MORE from Managers 
 

3 | P a g e  
 

 

Mentoring gets MORE from Managers 
"Mentoring is a brain to pick, an ear to listen, and a push in the right direction." - John Crosby 

 

Budget cuts, diminishing workforce due to retirement of an aging workforce, and more 
expectations are problems every agency in the State of Ohio must solve in order to 
provide the services expected in the 21st Century.  Pairing your mid-level managers with 
a mentor can provide your agency a way to approach solving the problems listed above.  
By providing employees opportunities to learn from another manager, you diversify 
your existing workforce. By following the template, your agency can implement a 
strategy that is a viable succession planning option.    

Mentoring gets MORE from managers.   Morale 
Organizational development  
Retention 
Efficiency 

 

Morale: Mentoring is a low cost way for agencies to improve the morale of mid-level 
managers by taking an active approach in professional development.  Starting a 
mentoring program will show confidence in employees and gets them to start thinking 
about your agency long-term.  Employees who feel they can grow and see a place within 
your agency are happier and more productive. 

Organizational Development: As with morale, a mentorship program is a low-cost 
option that allows agencies to provide professional development tailored to their 
agency.  Implementing mentoring will foster collective growth of both mentors and 
mentees.  By working together on common problems, agencies develop a network of 
capable managers who can come together to tackle future issues.  As the managers 
learn from one another, the insight and lessons learned can be passed throughout the 
agency, moving your agency forward.  

 

Retention: Mentoring provides a way to keep knowledge within your agency.  By having 
managers mentor with other managers, they expand their skills and retain institutional 
knowledge.  The documents your mentors and mentees produce will provide your 
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agency with best practices and insight into process. With an aging workforce, it is critical 
for agencies to think about how to keep process knowledge within their agency. 
Mentoring is a low-cost approach allowing training for their own employees, providing 
the agency with another person who is familiar with a process and can be called upon to 
move the agency forward when turnover or the unforeseeable happens. 

Efficiency: Confident managers improve morale and efficiency.  By giving your 
employees an opportunity to learn more, Best Practices are shared.  Approaches from 
other areas can be applied; streamlining process and diminishing the silo effect bring 
consistency and stabilization to your agency.   

 

Our process has a two-fold approach to create a mentorship program within your 
agency.  By identifying the right candidates to serve as a mentor and selecting the best 
candidates to become a mentee, agencies will take an active part in the growth of their 
agency.  Our template will provide an overview of the benefits of mentoring and the 
steps necessary to start this process allowing your agency to select a program that will 
work for you.  

By undertaking this process, your agency will get MORE from your managers.   
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Introduction to Mentoring 

 

Mentoring can be a formal or informal relationship between two people—a senior mentor (usually 
outside the mentee’s chain of supervision) and a junior mentee. Mentoring has been identified as an 
important influence in professional development in both the public and private sector. Within the 
State of Ohio some agencies have their own mentoring programs but there is not a framework that 
would allow an agency to start a program. Successful mentoring programs require proper 
understanding, planning, implementation and evaluation.  This document will provide your agency 
insight into how to implement a mentoring program within their agency to get MORE from managers.   

 

Business Case: Why Organizations Implement Mentoring Programs  

 

More and more organizations are creating formal mentoring programs for various reasons. From 
increased morale to increased organizational productivity and career development, the benefits of an 
organization that actively supports mentoring are numerous. However, successful mentoring programs 
do not just happen. Organizations must first make a strong business case to demonstrate why the 
organization should devote the time, attention and resources required to make a formal mentoring 
process work. Reasons for establishing a mentoring program must be linked to the organization's 
business goals. Some of the reasons why agencies choose to establish mentoring programs include:  

 As part of the On-boarding process -- mentoring helps new recruits, trainees or graduates 
settle into the organization;  

 Skills Enhancement -- mentoring enables experienced, highly competent staff to pass their 
expertise to others who need to acquire specified skills;  

 Professional Identity -- when younger employees are early in their careers, they need help 
understanding what it means to be a professional in their working environment. Professionals 
embody the values of the profession and are self-initiating and self-regulating. Mentors play a 
key role in defining professional behavior for new employees. This is most important when 
employees first enter employment in State government;  

 Career Development -- mentoring helps employees plan, develop, and manage their careers. It 
also helps them become more resilient in times of change, more self-reliant in their careers and 
more responsible as self-directed learners;  

 Leadership and Management Development -- mentoring encourages the development of 
leadership competencies. These competencies are often more easily gained through example, 
guided practice, or experience rather than solely education and training;  

 Education Support -- mentoring helps bridge the gap between theory and practice. Formal 
education and training is complemented by the knowledge and hands-on experience of a 
competent practitioner;  
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 Organizational Development and Culture Change -- mentoring can help communicate the 
values, vision and mission of the organization; a one-to-one relationship can help employees 
understand the organizational culture and make any necessary changes;  

 Customer Service -- mentoring assists in modeling desired behaviors, encouraging the 
development of competencies in support of customer service, and above all, cultivating the 
right attitudes;  

 Staff Retention -- mentoring provides an encouraging environment through ongoing 
interactions, coaching, teaching, and role modeling that facilitates progression within the 
organization; mentoring has been found to influence employee retention because it helps 
establish an organizational culture that is attractive to the top talent clamoring for growth 
opportunities. Mentoring is a tangible way to show employees that they are valued and that 
the company’s future includes them;  

 Recruitment -- mentoring can enhance recruitment goals by offering additional incentives to 
prospective employees; and  

 Knowledge Management/Knowledge Transfer -- mentoring provides for the 
interchange/exchange of information/knowledge between members of different organizations.  

 

Types of Mentors  

 

There are mainly four types of mentors:  

Career Guide -- promotes development through career guidance, counseling and visibility;  

Information Source -- provides information about formal and informal expectations;  

Friend -- interacts with the mentee socially and provides information about people; and  

Intellectual Guide -- promotes an equal relationship, collaborates on research projects and provides 
constructive feedback and criticism.  

When planning and developing mentoring programs, agencies must consider the types of mentors and 
decide which type(s) of help will be most appropriate given the program goals.  

 

Formal and Informal Mentoring Programs  

 

Formal mentoring programs are structured, have oversight, and have clear and specific organizational 
goals (for example, the Ohio Department of Transportation (ODOT) County Management Training 
Program (CMTP) and the Ohio Department of Rehabilitation and Correction (ODRC) Professional 
Alliance of Correctional Employees (PACE) programs. Unlike formal mentoring, informal mentoring has 
minimal to no structure and oversight and may or may not have a clear and specific goal. Informal 
mentoring is normally for interpersonal enhancement, but can also promote career development. 
Nevertheless, the success of either type of mentoring is greatly dependent upon clearly defined roles 
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and expectations in addition to the participants’ awareness of the benefits of participating in the 
mentoring program.  

 

Benefits of Mentoring for the Mentor  

 

As a result of being a mentor, the person:  

 Renews their enthusiasm for the role of expert;  

 Obtains a greater understanding of the barriers experienced at lower levels of the organization;  

 Enhances skills in coaching, counseling, listening, and modeling;  

 Develops and practices a more personal style of leadership;  

 Demonstrates expertise and shares knowledge, and;  

 Increases generational awareness.  

 

Benefits of Mentoring for the Mentee  

 

As a result of having a mentor, the employee:  

 Makes a smoother transition into the workforce;  

 Furthers his/her development as a professional;  

 Gains the capacity to translate values and strategies into productive actions;  

 Complements ongoing formal study and/or training and development activities;  

 Gains some career development opportunities;  

 Develops new and/or different perspectives;  

 Gets assistance with ideas;  

 Demonstrates strengths and explores potential, and;  

 Increases career networks and receives greater agency exposure.  

 

Things to Consider in Developing and Implementing a Formal Mentoring 
Program 

 

Because a mentoring program, either for career or interpersonal enhancement, is built on mutual trust 
and respect of the individuals involved, much care should be given to its development and 
implementation. While organizational mentoring programs may take on different shapes and 
structures, there are certain critical steps that must be considered by any group embarking on 
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establishing a mentoring program. Below are elements of effective practice that have proven effective 
in a wide range of existing mentoring programs. [Note: These activities are taken from Best Practices of 
current mentoring programs from State and Federal agencies, private sector, and from secondary 
research.]  

 

Developing a Mentoring Program  

 

1. Conduct Needs Assessment  

Any organization interested in developing a formal mentoring program needs to create a business case 
and address why this program is needed, what the organization hopes to gain, and what components 
the program should include. Needs Assessments can be conducted by the agency’s human resource 
office, training office, or a steering committee/working group via on-line or paper surveys (e.g., 
organizational assessment surveys and exit surveys), focus groups, and interviews with staff. Statistical 
data from secondary research such as retirement trends, attrition rates, succession plans, knowledge 
management processes, and performance ratings can be used in the needs assessment. Depending 
upon the goal of the program and the target group the audience can include new hires, junior 
employees, mid-level employees, managers, senior level experts, and senior leaders. Here are some 
sample questions that can be included in a survey, focus group and/or interview:  

 If the agency were to develop and implement a formal mentoring program, how would you 
benefit?  

 Would you participate as a mentee?  

 Are you available to be a mentor?  

 What specific knowledge, skills and abilities do you look for in a mentor and/or mentee?  

 Do you have access to mentors outside this agency?  

 What kinds of activities would you like to see implemented in a mentoring program?  

 Do you utilize other career development activities provided to employees? If so, how have you 
benefited from these activities?  

 Do you believe the agency encourages a mentoring culture (e.g., creating readiness for 
mentoring within the organization, facilitating multiple mentoring opportunities)? 

 Do you currently receive any type of mentoring? If so, are you getting any benefits out of the 
mentoring relationship?  

 Do you have access to mentors in this agency?  

 

2. Develop a Mentoring Program Roadmap  

A mentoring program roadmap should include a business case, project plan, and implementations 
plan. A roadmap should also include needs assessment findings, project plans with key milestones, and 
the program description. The program description should include:  

 The goal(s) of the mentoring program;  

 Success factors and desired outcomes;  

 Targeted population;  
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 Duration of the program;  

 How the agency plans to market and recruit mentors and mentees;  

 Benefits to mentors and mentees;  

 Benefits to the agency (e.g., increased morale, transfer of knowledge from one employee to 
another);  

 Budget (include contractor cost if planning to use one);  

 Matching process;  

 Outline of the orientation session;  

 Types of materials provided to mentors, mentees, and supervisors; and  

 Potential mentoring and career development activities.  

 

3. Gain Upper Management Support and Commitment  

A formal mentoring program will succeed only if senior leadership supports the program and makes it 
part of the learning culture. It is best to identify a champion (preferably a senior leader) of the program 
who will play a major role in marketing the program and recruiting mentors. Agencies currently 
operating successful formal mentoring programs have support and commitment from leadership and 
management. Not only do these leaders pledge their support and commitment, they participate as 
mentors. When senior leaders participate as mentors it shows a true commitment to the program and 
will encourage agency employees to participate.  

To help maintain commitment from senior leaders, it is advisable to ask senior leadership to define a 
“successful mentoring program.” After Senior Leaders are able to define a successful mentoring 
program, present them with continuous success stories and best practices contributing to their 
definition of a successful mentoring program. When leadership and management see the program is 
successful, they will continue to support it and possibly provide more resources.  

 

4. Commit a Program Manager  

Most successful mentoring programs have a full-time employee dedicated to managing and 
administering the mentoring program. The program manager’s role is crucial in making the program a 
success. The role of the program manager involves:  

 Working with the Steering Committee or Working Group (see #5) to assist in developing a 
needs assessment, building a business case, and implementing the goals and objectives of the 
program;  

 Creating the roadmap (see #2);  

 Developing and working with the budget;  

 Working with a contractor/vendor if services are acquired;  

 Marketing the program;  

 Recruiting and following-up with mentors and mentees;  

 Developing activities for the program including orientation, training workshops, and the closing 
ceremony;  

 Maintaining a database on a pool of mentors and mentees, and mentoring pairs;  
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 Sustaining relationships with mentors and mentees; and,  

 Assisting with any problems that occur throughout the duration of the program.  

 

5. Create a Steering Committee or Working Group  

A formal mentoring program is tied directly to the organization’s leadership. To represent that 
leadership, a steering committee or working group should set the goals and objectives of the 
mentoring program. This committee or group should consist of representatives from different offices 
of the agency, not primarily from the human resource or human capital office. The committee 
members should be committed to creating a learning culture within the agency. The committee or 
working group should establish a charter. The charter should contain the following:  

 The purpose of the committee or working group;  

 List of members;  

 Roles and responsibilities (includes hiring or designating a program coordinator, reaching out to 
leadership and management for support and commitment);  

 Tasks to complete (includes building a business case); 

 Outcomes; and,  

 Program Evaluation.  

The committee or working group can also take the lead in conducting a needs assessment to establish 
a need for a mentoring program. 

 

Implementing a Mentoring Program  

 

1. Develop a Recruitment and Marketing Strategy  

Communication is crucial in assuring a successful mentoring program. A good marketing strategy will 
effectively advertise the program and help recruit mentors and mentees. In addition to other 
challenges in communication, one of the biggest challenges of a mentoring program is recruiting 
mentors. Oftentimes, employees who could be potential mentors do not understand the value of 
participating in a mentoring program. To combat this problem, an agency’s marketing strategy 
showcases benefits to both mentors and mentees. Here are other strategies to recruit mentors and 
mentees. [Note: Contact information should be clearly displayed on any marketing materials]:  

 Develop brochures, fliers, and posters to distribute around the agency;  

 Send an email from the “Champion” (either the agency head or another senior leader) asking 
for participants;  

 Post a message on the agency’s intranet site advertising the program and asking for 
participants;  

 Conduct “brown bags” or career development sessions on the importance of mentoring;  

 Ask for supervisors and office chiefs to advertise the program and encourage participation from 
their employees;  
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 Work with organizational leaders to set a target number of mentees for each senior person to 
mentor (3 to 5 is considered a reasonable number);  

 Provide agency-wide feedback regarding the value of mentoring along with program results; 
and  

 Provide ongoing recognition of mentors.  

 

2. Match Mentors and Mentees  

Agencies have found web-based mentoring tools as valuable in the mentor/mentee matching process. 
Web-based mentoring tools reduce the administrative and paper burden of matching mentors and 
mentees by electronically matching participants, tracking meetings, and providing participants access 
to career development materials. A web-based tool also assists with:  

 Identifying competency strengths and opportunities for growth;  

 Determining the goal(s) of the mentoring relationship;  

 Determining preferences for a possible mentor (e.g. a mentor with similar interests, mentor of 
the same race, ethnicity, or gender)  

 Identifying choices for possible mentors (or mentees);  

 Tracking dates and other mentoring activities;  

 Accessing resources for additional learning needs;  

 Conducting evaluations by sending an online evaluation to all participants; and  

 Analyzing results from the evaluations and providing an overall report.  

 

Future directions for web-based mentoring tools include virtual mentoring meetings and group 
mentoring activities. Paper-based matching requires the collection of bios from mentors. The mentees 
review the bios, and indicate their top choices (usually two or three). The program coordinator then 
matches the mentee with one of their top choices, if possible. Mentees should be matched with 
mentors outside their office or unit. Some mentees may prefer to be matched with their supervisor’s 
boss or another senior manager in their chain of command; however, matching a mentee with a 
mentor within the same chain of command may cause conflict within the office or unit.  

It should be noted that sometimes mentoring relationships do not work. In such cases, the program 
manager should intervene and explore whether the mentoring relationship should be revised or 
terminated. In these cases there should be a process in place to amicably terminate the relationship 
and match the mentee with another, more suitable, mentor.  

 

3. Conduct an Orientation Program  

The orientation is a vehicle for matching pairs to get acquainted, establish a mentoring agreement, and 
begin working on a mentoring action plan. Orientation is usually a half to a full day. The orientation can 
include a workshop or session on tools and techniques to begin and enhance a mentoring relationship. 
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Exercises during the orientation should allow mentors and mentees to practice the tools and 
techniques presented to them.  

 

4. Develop an Instruction Guide for Mentors and Mentees  

The instruction guide for mentors and mentees should:  

 Define a mentoring relationship;  

 Make clear roles and expectations;  

 Recommend topics to cover at mentor/mentee meetings;  

 Present other ideas to enhance the mentoring relationship;  

 Highlight the time commitment for both mentors and mentees;  

 Highlight qualities a mentor and mentee should either have before the beginning of the 
relationship or work to improve during the relationship;  

 List critical skills and/or competencies for a successful mentoring relationship; and  

 Explain a successful mentoring relationship depends on the commitment to the relationship 
and the participants understanding of their roles.  

Instruction guides can include exercises for both mentors and mentees to build the mentoring 
relationship and improve on critical interpersonal skills including listening, negotiating, and providing 
constructive feedback. Some books, articles and organizations in the Resources section below discuss 
critical skills and qualities of both a mentor and mentee.  

 

5. Develop an Instruction Guides for Supervisors  

It is a good idea to develop a separate instruction guide for supervisors. Supervisors can be critical to 
the success of a mentoring relationship. Without the support of the supervisor, the mentor and 
mentee may not have the opportunity to accomplish their goals. The supervisor can suggest 
developmental goals to the pair and provide continuous feedback to both the mentor and mentee. 
This guide should include:  

 Time commitments from mentors and mentees;  

 Benefits to the mentor and mentee;  

 Benefits to the supervisor; and  

 The role of the supervisor during the program.  

 

6. Conduct a Pilot  

Before an agency implements a full-blown mentoring program, it is suggested the agency begins with a 
pilot. A pilot does not need to have all the components listed above but can be implemented 
piecemeal. For example, the first phase could include the matching process, orientation, instruction 
guides, and evaluation. If the pilot is successful, the agency could add career development activities to 
the next phase. A rigorous pilot should include a mechanism that allows continuous feedback and 
input. Feedback can be received in numerous forms including:  

 Evaluation forms;  
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 Surveys;  

 Interviews;  

 Focus Groups; and  

 Direct Observations.  

 

Once the pilot has been completed and all feedback and data have been collected, the data should be 
presented to senior leadership along with lessons learned and recommendations for improvement to 
the program. Once changes are made and the program is fully implemented, it is wise to continue to 
present results, Best Practices, lessons learned, and further recommendations for improvement to 
senior leadership. This is important in maintaining ongoing commitment and support for the program.  

 

7. Develop a Mentoring Agreement  

Agencies can allow mentors and mentees to develop their own mentoring agreements or develop a 
standard mentoring agreement to use during the program. An agreement should contain:  

 The roles, responsibilities, and expectations during the program duration for a mentor and 
mentee;  

 An action plan completion date;  

 The number of times the mentor and mentee will meet;  

 A confidentiality clause;  

 Termination of agreement rules, and;  

 Signatures of the mentor and mentee.  

This agreement can be included in one’s Individual Development Plan (IDP). Some of the 
goals/activities can be included in both the IDP and action plan.  

 

8. Develop a Mentoring Action Plan  

Agencies with successful formal mentoring programs require the mentees to develop a personal action 
plan or developmental plan (similar to an IDP). These plans include goals and objectives, learning 
activities to accomplish the set goals and objectives, and desired outcomes. Numerous web-based 
tools provide electronic mentoring action plans as a convenience to mentors and mentees (see 
Organizations under the Resources section).  

 

9. Provide a List of Topics to Discuss  

To assist mentors and mentees in their discussions, the program coordinator can suggest periodic 
topics to discuss during the mentor and mentee’s meetings. Some suggested topics are:  

 Managing conflict within the office or unit;  

 Career progression;  

 Networking;  

 Influencing others;  
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 Managing politics in the office and organization;  

 Newest trends in technology;  

 Time management;  

 Work/life balance; and  

 Leadership development.  

 

10. Provide Developmental Activities  

Most successful mentoring programs offer numerous developmental opportunities to participants. 
Some activities are:  

 Career development seminars;  

 Training activities that provide tools and techniques to maintain effective mentoring 
relationships;  

 Networking events; and  

 Guest speakers – possible guest speakers can include community leaders, clergy, school 
(teachers, students, and administrators), retirees and other organizations.  

Mentors and mentees can attend these together, discuss what they learned and develop a plan to 
implement the knowledge gained into their current and future work. It may be difficult to get full or at 
least a large percentage of mentors and mentees to participate in these activities due to schedules and 
other work priorities so web based activities like webinars may be more appropriate in some cases. 
Materials from developmental activities should be made available to those participants who are unable 
to attend.  

 

11. Conduct an Evaluation  

Evaluations should be conducted throughout the program. They can be conducted online using a web-
based mentoring tool or manually using traditional paper evaluations. Evaluations should be 
conducted for mentors, mentees and supervisors. Evaluating the experience for both the mentor and 
the mentee is a critical step to ensure a successful program. Evaluation can aid the mentoring program 
by capturing relevant information such as interaction, activity and satisfaction level. It is also critical for 
supervisors to evaluate the program from their point of view. The supervisor can provide feedback on 
ways the mentoring program has improved the employee’s performance and contributed to their 
office or unit goals. Supervisors can also make valuable recommendations on improving the program.  

The evaluation process should occur at least twice throughout the duration of the program or agencies 
can conduct an annual evaluation of the program/participant results. One evaluation should be 
conducted at mid-point and the other at the end of the program. Here are some sample questions that 
could be included in an evaluation:  

 What were the goals of the mentoring relationship?  

 Were the goals met?  

 How many times did the mentor/mentee pair meet?  

 What were some obstacles that prevented you from accomplishing the goals?  
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 How suitable was your mentor/mentee match (possible response scale – Excellent, Good, Poor, 
and Not Sure)?  

 How supportive has your supervisor been during the mentoring program (possible response 
scale: Very Supportive, Somewhat Supportive, Not Supportive, and Not Sure)?  

 What have you learned so far from the mentoring program?  

 What aspect of the mentoring program would you like to see improved? 

In addition to a program evaluation, mentors can provide written reports to their mentees on their 
thoughts of the program, accomplishments as a pair, and recommendations for future interaction. 
Mentees could also provide a similar report to their mentors.  

 

12. Conduct an End-of-Program Graduation/Recognition Ceremony  

Agencies with successful formal mentoring programs have a program graduation/recognition 
ceremony. Senior leaders should be invited to speak on behalf of the program. Awards, such as 
certificates and/or books can be presented to the mentors and mentees. 
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Why Focus Mentoring Program to Only Managers? 

 

Starting a mentoring program within your agency will take careful planning and implementation.  
Focusing on a small or narrow pool of mentees allows for greater emphasis on the development of the 
program.  Once the process has been refined, your agency could expand to include more employees.  
Another benefit of limiting the programs to managers in the initial stages is that it will have a trickle 
down affect.  By focusing on employees that currently oversee other employees, knowledge and skills 
learned as a result of this program will have a chance to be passed down from the supervisor to 
employee. 

If your agency has employees who are in the bargaining unit, careful consideration should be given 
when looking at the possibility of expanding this program beyond managers.   As part of the bargaining 
unit contract, your agency cannot engage in practices that can be considered prior selection.  
Expanding this program to employees in the bargaining unit should be research with consultation from 
your Human Resources department, Union Leadership, Legal Counsel, and Upper Management.    

 

Examples of Agency Developed Mentoring Programs 

 

The preceding sections provide an understanding of the benefits of implementing a mentoring 
program within your agency.  Steps are given to show how your agency could go about developing and 
implementing a mentoring program.  Rather than start the process from the beginning, our process 
provides two examples of State of Ohio agency created programs.  Both agencies completed Needs 
Assessments and determined that a mentoring program would be beneficial to their agencies.  The 
type of program (mixture of formal and informal versus formal), program design (free formed versus 
structured), and selection process (voluntarily versus targeted) are different.  The purpose of including 
these examples is to illustrate how developing a mentoring program will take careful consideration 
within your agency. What will work best with your existing workforce must be decided by a 
collaborative effort within your agency to determine which approach will work best.  Our process 
should show you the benefits of implementing a mentoring program; it is up to you to decide which 
will work best for your agency. 
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Ohio Department of Rehabilitation and Correction (ODRC) 

Professional Alliance of Correctional Employees (PACE) 

 

PACE is an interdepartmental program that assists employees with career advancement. PACE 
specifically conducts motivational and developmental training conferences for DRC employees 
interested in promotional opportunities and learning more about the agency. The group also organizes 
staff mentor pairing, which typically manifests into a “shadowing” experience. Similar to on-the-job 
training, when an employee shadows another staff member, he or she spends the day with the person 
learning about his or her specific job duties. Other activities also are designed specifically for 
correctional staff. The PACE program has one conference annually; for instance, the FY 10 graduates 
will be recognized in the Fall 2011. 

 

 PACE is a voluntary program for both mentors and mentees. 

 Programs are facilitated by PACE coordinators with the Department of Rehabilitation and 
Corrections. 

 PACE participants seek permission from their supervisors to have release time equaling 54 
hours to complete the program (approximately 2.6% of their time during a fiscal year). 

 Mentors and Mentees meet for one day (8 hours) once a month for six months. 

 Mentees are required to produce a report at the end of the program to the PACE coordinator. 

 Mentors are encouraged to give mentees an assignment or project which will give the Mentor a 
tool at evaluating their mentee as well as gives the mentee practical experience. 
 

Calendar of Events: 

 April: Applications are posted and those interested have 1 month to get the application turned 
in to their PACE Coordinator. 

 July: Applications receive approval or denial from their supervisors/designated authority 

 August: Mentors are sought out to mentor the mentees. Mentors and mentees are matched 
up.  

 September: Interested parties are notified of their acceptance/rejection into the PACE 
program.  If accepted, employees are given instructions to report for a one day seminar 
explaining what exactly the PACE program entails. 

 October: PACE Kickoff Symposium. Each year there is a different theme. At each event, the 
Director normally comes in and speaks about the event. Also, past mentors and mentees 
receive their certificates for attendance and participation in the program. Also, the Mentor of 
the Year is announced. At this time, the mentors and mentees are introduced to one another. 
There are also breakout sessions that are separate for the mentee and the mentor.  

 November- May: Employees are given 8 hours per month to spend time with their mentor. 
Employees are given 6 visits to spend time with one another. 
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Ohio Department of Transportation (ODOT)  

County Manager Training Program (CMTP) 

 

The Ohio Department of Transportation (ODOT) realized they were facing a problem with their 
workforce.   After an analysis of their existing workforce, ODOT determined the majority of their upper 
management would be eligible to retire within five years.  As a solution to this problem, the CMTP 
program was developed by the Office of Training within ODOT. 

CMTP is a training program established to train and mentor current managers in preparation for a large 
portion of county managers that were eligible to retire.  This program allows current County Managers 
to mentor existing lower- level managers to facilitate a knowledge transfer between mentor and 
mentees.  The knowledge transfer between the mentors and mentees allowed ODOT to improve the 
level of skill of their existing workforce by using the resources within.  Using a structured training 
program, mentors and mentees would attend trainings together and then work through problems 
together.  The program’s primary focus is communication and documenting the shared knowledge 
between mentor and mentee.   

 Each region’s Human Resource department was required to nominate a County Manager to 
participate in the program as a mentor. 

 Mentees participate on voluntary basis within ODOT as long as they were in a management 
level position. 

 CMTP is facilitated by the Office of Training with ODOT. 

 The CMTP program has three levels – each with several required classes for mentors and 
mentees. 

o Level One:  6 months 
o Level Two:  12 months 
o Level Three:  12 months 

 Subject Matter Experts (SME)s are invited to teach the variety of classes offered as part of the 
CMTP. 

 Journals authored by mentors and mentees are expected at the end of each class. 

 ODOT estimates the cost for participating in the program to be $2,362 per trained employee. 
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