
Creating a
Mentoring 
Program
Mentoring Partnerships 
Across the Generations

Annabelle Reitman  
Sylvia Ramirez Benatti



© 2014 American Society for Training & Development (ASTD) 

 

All rights reserved. Printed in the United States of America. 

 

 

No part of this publication may be reproduced, distributed, or transmitted in any form or by any 

means, including photocopying, recording, or other electronic or mechanical methods, without 

the prior written permission of the publisher, except in the case of brief quotations embodied in 

critical reviews and certain other noncommercial uses permitted by copyright law. For 

permission requests, please go to www.copyright.com, or contact Copyright Clearance Center 

(CCC), 222 Rosewood Drive, Danvers, MA 01923 (telephone 978.750.8400; fax: 978.646.8600). 

 

ASTD Press is an internationally renowned source of insightful and practical information on 

workplace learning, performance, and professional development. 

 

ASTD Press 

1640 King Street Box 1443 

Alexandria, VA 22313-1443 USA 

 

Ordering information for print edition: Books published by ASTD Press can be purchased by 

visiting ASTD’s website at store.astd.org or by calling 800.628.2783 or 703.683.8100. 

 

Library of Congress Control Number: 2014934636 (print edition only) 

 

Print edition ISBN: 978-1-56286-898-7 

PDF e-book ISBN: 978-1-60728-404-8 

2014-1 

 

ASTD Press Editorial Staff: 

Director: Glenn Saltzman 

Manager and Editor, ASTD Press: Ashley McDonald 

Community of Practice Manager, Human Capital: Ann Parker 

Editorial Assistant: Ashley Slade 

Text Design: Lon Levy and Bernard Bello 

Cover Design: Marisa Kelly 
 



iii

Contents

Preface ..............................................................................................................................v

Part I: The Mentoring Partnership Guide ................................................................1
Chapter 1: Introduction .................................................................................................3
Chapter 2: Overview of Model Formal ......................................................................13
Chapter 3: Mentoring Partnership Program Orientation .......................................17
Chapter 4: Launch Meeting: Formalizing the Partnership .....................................43
Chapter 5: Mid-Point Meeting: Checking In ............................................................63
Chapter 6: Planned Celebration and Closure Meeting ............................................71
Chapter 7: Program Administration ..........................................................................79
Chapter 8: Promotional Activities ..............................................................................85
Chapter 9: The Next Steps: Planning for the Future ................................................93

Part II: The Mentoring Partner’s Workbook .........................................................97
Chapter 10: Introduction .............................................................................................99
Chapter 11: Overview of Model Format .................................................................105
Chapter 12: Mentoring Partnership Program Orientation ...................................109
Chapter 13: Launch Meeting: Formalizing the Partnership .................................119
Chapter 14: Mid-Point Meeting: Checking In ........................................................137
Chapter 15: Planned Celebration and Closure Meeting .......................................143
Chapter 16: The Next Steps: Planning for the Future ............................................149

References and Recommended Reading  ................................................................151
About the Authors ......................................................................................................155



3

Chapter 1
Introduction

If you enter “mentoring” in the search engine of a major online bookseller, you will 

receive 10,261 results. By adding the word “business” and narrowing the search, 

you will still have 263 results. Mentoring in a great variety of arenas appears to be a 

very hot topic, but why? Ensher and Murphy (2005) pointed out that it seems like 

a fad, here today and gone tomorrow, along with all of the help books and hype. 

But we would argue that it’s here to stay, and adds true value. Mentoring can be a 

great tool to prepare the next generation of leaders, share intellectual capital,  pass 

on organizational history, and engage employees or members in an organization.

The Organization’s Overall Perspective 
When your organization considers the initiation of a mentoring program, the first 

set of questions that needs to be asked is: What are our expectations and goals for 

this program? Will a mentoring program’s purpose be aligned with the organiza-

tion’s objectives? How will this program tie into the organization’s strategy for its 

employees or members’ development and its succession planning?
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Senior Leadership’s Perspective 
The next set of questions is focused on the organization’s senior leadership and 

support for the program. Does the senior leadership understand the benefits of 

a mentoring program? What do they see as the value-added asset of having this 

additional learning opportunity available? How can they be made aware of the 

importance of their support? With their endorsement of a mentoring program’s 

proposal, other people such as managers, directors, and staff will follow. However, 

if the attitude is that this is nice to have but not necessary, then others may not be 

as willing to give their time and effort to be involved in this activity.

Employees’ or Members’ Perspective 
The last set of questions is regarding the organization’s employees or members 

and their concerns. Would they want a mentoring program to be offered? How 

do they see this activity as a benefit to their development and growth? Are they 

able and willing to commit a certain minimum amount of time to their participa-

tion? Today, mentoring is a commonplace involvement; however, it means some-

thing different to different people. In addition, it cannot be assumed that every-

one knows or understands the merits of a mentoring relationship. Employees or 

members need to be fully aware that an agreement is formalized and commit to at 

least a six-month period to have a worthwhile experience.

A Mentoring Program’s Essential Elements 
The Matching Process 

A screening process needs to be developed for application to the program. The 

extent of any qualifying criteria for candidates should be at the discretion of the 

organization. The senior leaders of the organization should know the composition 
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of their employees or members and who can benefit from participating in a mento-

ring relationship. Criteria should be established prior to the start of the program.

There are a number of options for accomplishing the matching procedure. 

They include: 1) a formal method of pairing candidates whereby a third party, 

usually the human resources department, reviews the submitted application forms 

and determines appropriate matches from the information received; and 2) infor-

mal networks where one hopes to connect with a suitable person to establish a 

mentoring relationship.  

The Mentoring Partnership Model offers a nontraditional matching option—a 

self-selection process—where participants identify what they want to learn and 

what they can teach, and with the exchange of the information independently match 

themselves. Finding the appropriate match is critical to the success of a mentoring 

experience. Beyond the mutual learning that takes place, the existing synergy or 

chemistry between the partners contributes to the depth of the experience.

In a traditional mentoring relationship, one individual gains knowledge and 

guidance while the other person gains the opportunity to give back to a profes-

sional community or build a legacy within the organization. However, the Mento-

ring Partnership Model allows for mutual learning and active involvement for 

both partners. Therefore, an organization will have its history and intellectual 

capital passed on to the next generation, keep employees or members (both senior 

and junior) retained and engaged, and potentially identify candidates for their 

succession schedule.    

Feedback and Evaluation 

Ongoing feedback and evaluation are equally important to both the participat-

ing individuals and the organization. Feedback is a crucial communication tool 

between partners, between the program coordinator and partners, and to follow up 
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with organization leadership. An open, honest, and accepting dialogue in a mento-

ring relationship is vital to the individual’s growth and to the quality of the learning 

accomplished. Understanding how to deliver and receive feedback are skills that an 

individual can apply to other situations.  

An evaluation process helps to determine if goals have been achieved. To keep 

the process on track and the goals focused, structured interim evaluations of the 

program’s activities and management are recommended. A final evaluation indi-

cates the rate of success, the specific areas where it has been accomplished, and to 

how the goals were ultimately met.

For the program coordinator and the organization, feedback and evaluation 

are equally important. The coordinator needs to know about his performance 

level—what was carried out well and where improvements are needed. Everyone 

needs to know if the program went as envisioned; whether goals were met, unre-

alistic, or not suitable; and if additions or changes are needed. Specific strengths 

and weaknesses are reviewed to learn what successes can be replicated and decide 

where improvements are necessary. Everyone involved in the program, from 

senior leadership to participants, should contribute to a list of lessons learned.

Taking all of these points into consideration is very important for establishing a 

mentoring program that benefits the individual participants and the organization. 

Mentoring programs can be a great asset to an organization, whether through the 

traditional model or the partnership model. They can increase engagement and 

retention of employees or members. Professional development can be provided 

across the organization, to share and retain valuable intellectual capital. In addi-

tion, a mentoring program also demonstrates how the company or organization 

values its employees and their professional and personal growth.
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Basic Characteristics of Mentoring 
Traditionally in a mentoring relationship, a senior-level person provides guidance, 

support, and information for a younger person just beginning her career. Today, 

with several generations in leadership and workplace situations, diverse commu-

nications and professional styles are exhibited. Participants need to be authentic, 

open minded, and have empathy for other points of view in order to understand 

the challenges and opportunities that can be encountered in a mentoring rela-

tionship. Cross-generational mentoring is happening more frequently—people 

are acknowledging that everyone can benefit from assistance in some area and 

that everyone has some wisdom to exchange. Just growing up in different eras 

and seeing the world through different lenses can contribute to shared insights. 

In accepting this perspective, people are able to move their mentoring experience 

forward and have successful and rewarding interactions.

There are many types and styles of mentoring. Regardless of the model or form 

the mentoring program takes, each has comparable goals and objectives to help the 

participants increase knowledge, skills, and capacity. The basic purpose includes: 

• developing skills and competencies for future career plans 
 and professional capability

• exploring future career direction and work options

• providing a sounding board to listen and to ask the difficult question

• sharing life experiences, specifically those dealing with new  
or difficult situations

• giving support and encouragement to seek new challenges, not become 
discouraged, and persevere.

The difference is in how these components are combined, integrated, and put 

into action—their modus operandi. In a traditional model, the majority of these 
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elements go one way—down toward the junior or younger employee or member, 

the mentee. In a partnership model, all elements apply equally to each individual.

Characteristics of an Effective Mentor 
Effective mentors are willing to commit to building productive and strong work-

ing relationships with their partner. They support the workplace values, mission, 

and goals. They bring their own unique organizational history and experience to 

a mentoring approach. In a traditional mentoring relationship, the mentor acts as 

role model.

Successful participants involved in a mentoring relationship are able and 

willing to:

• Spend meaningful time in focused give and take discussions.

• Create an environment that is comfortable for being open and honest 
about views, feelings, and opinions.

• Share knowledge about the organization and its “way of doing things.”

• Make introductions to people who can assist in achieving short-term  
professional and long-term career goals.

• Check periodically to ensure that expectations of both parties are in 
sync and realistic regarding the existing relationship.

• Allow feelings of frustration to be expressed and give candid  
and constructive feedback.

• Encourage the testing of new waters, trying out different roles, and 
practicing new skills.

• Follow through on agreements made.

• Provide access to informal communication networks.

• Expand opportunities for visibility.
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• Review career objectives and plans for their achievement and offer 
suggestions for improvement.

• Reinforce “lessons learned” when failure occurs and that risk is OK.

• Celebrate achievements and successes.

Qualified participants for a mentoring relationship are:

• enthusiastic about another’s dreams and aspirations

• motivating and encouraging about the other person’s new challenges, 
changes, or difficulties

• open to sharing their experience with the other person about similar 
concerns, issues, or encounters

• empathic toward another’s feelings, ideas, and outlook

• supportive toward the other’s needs and concerns 

• objective regarding the other person’s solutions and action plans.

Productive mentoring results in experiences that are quite rewarding, educa-

tional, enriching, and appreciated by both parties.

The Mentoring Partnership Approach 
The Mentoring Partnership Model is distinctive because it is intentionally designed 

and planned to build relationships that provide two-way inclusive interactions 

exchanging insights, knowledge, and expertise, which result in mutual learning 

benefits for both participants regardless of generational or workplace status. The 

diversity of our generations, cultures, and experiences bring so many learning 

opportunities to the table. Why limit the learning to only one side of the conversa-

tion? In today’s society we say that we value diversity because it emboldens creativ-

ity and opens more ways to bring new ideas. Why shouldn’t this apply to taking 
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advantage of promoting individual and community learning? Why not use what we 

value—the diversity of knowledge and experience—to broaden our development?

As mentioned in the preface, the design of the Mentoring Partnership Model is 

based on the interactions we saw between the generations in our intergenerational 

conversation exercises. We saw their interest in what the other generation could 

teach them. Creating an environment that values what individuals contribute to 

the development of their colleagues enhances self-esteem and self-confidence. 

When someone comes to you to learn from you, this enhances your own feelings 

of self-worth. Too many times we (the senior members) determine that we must 

teach the junior. While there is always something to learn, do we acknowledge that 

the junior has knowledge that we could learn from? And also, if we seem to always 

be designated as the ones who must give and share knowledge, when do we learn?

This model provides a structure enabling two members of separate age groups 

to work as a team, assisting each other to improve and expand their strengths for 

themselves and their organizational success. This relationship involves a “give-and-

take” style whereby people feel free and comfortable to express ideas and sugges-

tions, ask for help, voice disagreements, and so forth. It is a connection whereby two 

people see themselves as colleagues bringing compatible learning styles and desired 

skills, experience, and knowledge to the relationship. A Mentoring Partnership team 

is an equitable association that connects two individuals bringing talents, skills, 

and experiences to the table, which the other person wants to acquire. Examples 

of learning that can occur include: passing on the organization’s story, imparting 

technical skills, exchanging generational characteristics, advising how to fit into the 

organization’s culture, and exchanging job skills across departments.
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Individual and Organization Benefits 
The participants involved in a Mentoring Partnership Program and the organi-

zation sponsoring the program benefit from it. Thus, it is a “win-win” situation 

enhancing both the individuals and the organization. Individual benefits:

• Receive desired customized learning in a one-on-one situation,  
convenient in time, place, and method.

• Create new and stronger bonds among colleagues.

• Expand knowledge, insights, and expertise in organizational, personal, 
and professional arenas as a two-way learning exchange.

• Develop larger professional networks by having access to a new range  
of contacts made possible by a mentoring partner.

Organization benefits:

• Inspire new talent to identify with the organization and its culture by 
building stronger ties and working relationships.

• Retain the engagement of senior-level members with opportunities  
to learn while passing on their legacies.

• Sustain engagement and prevent loss of emerging talent.

• Enhance leadership and succession planning.

To establish and build an effective and successful mentor partnership, guide-

lines and support resources are needed. This Guide (part I) provides the informa-

tion, format, and exercises to plan, initiate, and coordinate a Mentoring Partnership 

Program for nonprofit/community-related, business/for-profit, and government 

employers. The Workbook (part II) introduces the participants to the program and 

discusses recommendations and tips for developing a meaningful and productive 

working relationship. 



Chapter 1

12

Flexibility of Venues 
In addition to the workplace, this model can be applied in other arenas as well. 

Some examples include:

• Elementary through high school education: Senior-level and first-year 
teachers can form partnerships. First-year teachers have new and 
innovative techniques by virtue of being recent graduates; senior 
teachers have hands-on experience in the classroom and in the system.

• Higher education: Tenured faculty can learn the latest teaching trends 
and tools from junior faculty; while junior faculty can learn about the 
tenure process and its requirements.

• Trade and professional associations: Being a member of an association 
allows for opportunities to build relationships across the generations, 
resulting in continuous learning for senior members and for junior 
members as they gain networking possibilities and knowledge. 

As mentioned previously, one specific and unique audience in professional 

associations are their senior members, who wish to continue to benefit from their 

membership as well as to continue to contribute to the association’s value. There-

fore, it’s essential to be proactive in recruiting the more experienced and active 

members for involvement by stressing the two-way learning and exchange that 

will take place.


