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Are you ready to get started? This three-step process will guide you through questions to answer as you build your mentoring program and start moving in the right direction. 

Step 1: Determine the Purpose of Your Mentoring Programs 
Use these questions to determine the focus or type of program needed most at your organization:
· What leaders, departments, or functions are requesting mentoring programs? 
If requests are from specific departments, consider skills coaching programs.
· Does your organization experience high employee turnover between six and 12 months of tenure?
If so, consider onboarding mentoring programs.
· Does your organization have enough skilled leaders to fill upcoming leadership positions successfully?
If not, consider high potential mentoring programs or succession planning programs.
· Does your organization need to provide support and development for underrepresented groups?
If so, consider DEI mentoring programs, such as women’s networks, BIPOC resource groups, or veterans’ mentoring programs.
Step 2: Describe the Participants of Your Mentoring Programs
Use these question prompts to define mentees and mentors for your mentoring program:
· Who is your target population for mentees (such as specific departments, new hires, or emerging leaders)?
· Is participation in the program restricted to a target population or available to anyone?
· How many potential mentee participants could be involved in the mentoring program?
· Who is your target population for mentors (for example, frontline managers, peers, or senior leaders)?
· How will you recruit and invite mentors?
· How many mentors are needed for the mentoring program?
Step 3: Describe the Metrics of Success for Your Mentoring Programs
Use these prompts to consider which metrics are important for determining the success of your mentoring program:
· What metrics will describe mentoring program participation?
Number of applicants to the program
Number of mentees and mentors accepted
Number of relationships matched
Duration of relationships
· How will you measure learning outcomes for your program?
Goals set, progress made, goals accomplished
Anecdotal stories of success
· What metrics indicate improved performance or influence on the job?
Skills assessment results
Observation forms
Talent reviews
Multi-rater assessments
· How will you measure strategic impact?
Retention
Engagement
Promotions
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