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 W
e all under-
stand the 
power of great 
teams. Teams 
help us execute 

our most important projects, collabo-
rate toward innovation, and fulfill an 
organization’s mission. If you’re lucky, 
you’ve also felt the impact of a wise 
mentor. Mentors guide us toward 
better decisions and breakthrough 
success by sharing some of the les-
sons they’ve learned throughout their 
careers, helping us make sense of 
complexity and see situations from 
different viewpoints.

So why aren’t we combining the power of teams and men-

tors? I’ve seen firsthand that good teams become great teams 

when a team mentor guides them. Mentorship can unlock 

new possibilities and results for your organization’s teams. 
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In the new normal of remote and hybrid work, it 

becomes even more important for teams to function well 

together. Distributed teams need a mentor’s guidance 

to keep them moving toward the same goals. A team 

mentor brings a fresh pair of eyes, a new perspective, 

and connections to others in the organization who can 

help the teams succeed faster and make team members’ 

voices heard.  

When designing a program for mentoring teams, L&D 

professionals should also be sure to help team mentors 

develop and strengthen mentorship skills. 

In this issue of TD at Work, I share:  

• The benefits of a team mentorship program

• Tips to determine whether it makes sense in  

your organization

• Steps for designing and developing a team  

mentorship program

• Implementation advice

• Long-term strategies to drive greater value creation 

from your program 

Benefits of a Team  
Mentoring Program

Your company may have a strong mentorship or coaching  

program. A team mentor program, though, is different. 

Rather than focusing on individuals’ performance and 

development, a team mentor program focuses on a team’s 

productivity and capabilities.  

Bolstering Team Success
A well-designed and well-executed team mentoring pro-

gram can offer benefits across an array of dimensions:

• Better project outcomes

• Improved teamwork and project capability

• Key employee development and retention

• Emerging leader identification and development

A team mentor helps a team be more successful in its 

work and deliver more value from team projects. A natural 

outcome from effective mentoring of teams is improved 

organizational capability to complete team-based work. 

Teams will have stronger individual team members, 

understand best practices in agile teamwork, and be 

aligned with the company’s core values.

A team mentor also helps a team perform to its 

potential by successfully leveraging the entire team’s 

inputs. That inclusion by design not only improves  

project outcomes; it also makes working on teams more 

fulfilling and enables all top performers to emerge. 

Manager Advantages
Consider the benefits to your organization from a man-

ager’s perspective. There is a strong case for separating 

management and team mentorship roles. Managers and 

mentors will have the same goals for teams and teamwork 

but distinct roles. Separating the roles enables individuals 

to perform their functions at the highest level.

Managers set performance objectives and hold 

teams and team members accountable. They also pro-

vide resources for their teams to succeed. In turn,  

managers are measured by how project teams deliver  

on their objectives.

Meanwhile, mentors provide trusted guidance to 

teams, including advising them on the most effective ways 

to work with their managers. Mentors can act as a pres-

sure relief valve for better, earlier communication with 

managers. They are measured directly by successful team-

work and people development (retention, performance) 

and indirectly by project outcomes.

Mentors enable teams to grow by failing and strive 

to balance challenge with opportunity for success. 

Managers face pressure to deliver results and therefore 

have less incentive to prioritize experiments or learning. 

Having mentors distinct from the organizational hierar-

chy can relieve workload and make it easier for managers 

to shine.

Individual Team Member Benefits
Investing in mentorship means investing in employees. 

In a time when staff engagement is a key challenge and 

retention is a primary concern, mentoring could  

be critical to engaging and retaining the company’s 

brightest stars.

Bhushan Sethi, people and organization joint global 

leader at PwC, recognizes mentorship programs as a way 

to keep people engaged. He also suggests that mentor-

ship could be a way to introduce employees to new lead-

ers, new ideas, and even new parts of the organization. 
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That in turn can give individuals new opportunities within 

the company, rather than seeking fresh employment. And 

when employers foster internal mobility, they can improve 

employee retention. In short, mentoring can benefit all 

involved, helping teams perform better, assisting managers, 

and giving individuals a way to develop and grow within the 

company. That then boosts the business as a whole. 

Before Beginning

There are two important elements intertwined in the jour-

ney to a team mentorship program: design and change. 

First, think like a designer. For analysis of the pro-

gram’s impacts and needs, as well as its design and  

development, use your skills and experience as an  

L&D professional, whether that means the ADDIE model 

Kotter’s Eight-Step Process for Change

Harvard Business School professor and change expert John Kotter developed an eight-step process for orga-
nizational change, writing about it in his book Leading Change. Here’s how Kotter’s process can work with a 
team mentoring program design. 
1. Create a strong sense of urgency around a big opportunity. Demonstrate the organizational value  

a team mentor program can deliver by performing a needs analysis. Identify and cultivate a champion  
who understands the potential value of a team mentoring program and will be your advocate. The cham-
pion will prompt senior leaders and key stakeholders to recognize the opportunities team mentoring 
could bring. 

2. Build and evolve a guiding coalition. Bring together key stakeholders from across the organization who 
will be required to provide input in the program’s design and support its implementation.

3. Form a change vision and strategic initiatives. Based on the early work with the guiding coalition, iden-
tify the key objectives for implementing a team mentor program and outline the lines of effort required to 
successfully design and pilot it.

4. Enlist a volunteer army. Reach out to the informal leaders at all levels of the organization.
5. Enable action by removing barriers. Be vigilant for factors that impede progress. Work with your cham-

pion and senior leaders to give teams the freedom and support to succeed.
6. Generate and celebrate short-term wins. Pilot the program. Create success stories by looking to the suc-

cessful outcomes of teams that have a team mentor and by listening to team members and their custom-
ers for evidence that teamwork is improving. Your goal will be to create an environment where teams that 
do not have a mentor are asking how they can participate.

7. Sustain acceleration. Scale the impact of your program by implementing it more broadly within the 
organization. As you scale, you will continue to learn what works and what doesn’t. Refine the program to 
ensure it thrives. 

8. Institute change. Formalize the program. Develop a train-the-mentor program and formally document 
procedures and practices. Make sure that continued program monitoring and improvement is hardwired 
into your process.

or a version of design thinking. Use what you are 

accustomed to and comfortable with. 

In the design thinking framework, customer discov-

ery will be a key input to your analysis. Based on that, 

you will frame your design challenge. Is a team men-

torship program right for your company now? If it is, 

engage your design skills for rapid program develop-

ment, iteration, and refinement. 

In contrast, you may come from a background in 

instructional design and prefer the ADDIE model.  

What matters is that you ground yourself and trust 

your design process—and don’t skip steps. 

If you want a refresher or aren’t familiar with  

the process, there are many useful references on 

human-centered design, such as the “When Design 

Thinking Meets ADDIE” issue of TD at Work and the 




