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1. MODULE M2: Conducting the mentoring activities
Module 2 enables the mentee to learn the basic concepts related to the implementation and
assessment of the work-based mentoring process. It contains three modular units:
•
•
•

M2_03: Analysis of conditions significant for the work-based mentoring process
M2_04: Implementation of the mentoring process
M2_05: Record and analysis of the mentoring process

Module 2 aims at the presentation of how to perform mentoring activities in practice (after a
theoretical module concerning planning activities within the scope of mentoring - M1).

2.1 Specific goals of Module M2
• To introduce the principles of conduction of the mentoring process;
• It will provide learners with a good understanding of the conditions relevant to the mentoring
process at the workplace;
• The learners are to be introduced on how to conduct record and review the mentoring process.

2.2 Training schedule of Module M2
DURATION (hours)

CONTENT
M2. CONDUCTING THE MENTORING ACTIVITIES

Total

In class

Elearning

WBL

24

4

12

8

2

2
3

1

Introduction to the Module M2
1.
2.

Specific objectives
Learning outcomes

M2_03. Analysing the conditions relevant to the
mentoring process at the workplace
1.
2.
3.
4.
5.
6.
7.

4

Corporate culture
Problems regarding the learner’s job satisfaction or
mentoring process
Organisational policies and procedures relevant to the
mentoring process
Operational context of the employing organisation and
working methods
Resources and relevant personnel of the employing
organisation
Pitfalls and barriers affecting the mentoring process in
the workplace
Problems and causes affecting the mentoring process
and possible solutions
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M2_04. Conducting the mentoring process
1.
2.
3.
4.
5.
6.
7.
8.
9.

3.

4.

5

5

6

4

2

Use mentoring techniques and methods for achieving
learner’s learning outcomes and goals
Mentoring using the GROW model
How individuals learn
Work with learner to undertake the learning
Ensure that the learner has an adequate support by
workplace management and colleagues for learning
Mentoring to support successful work‐based learning
programmes
Conflict during the mentoring process
Conflict Styles
Conflict resolution theory, methods and models that
can be used during the mentoring process

M2_05. Recording and reviewing the mentoring process
1.
2.

10

Analysis of the mentoring process and mentoring types
Principles and methods of assessment and monitoring
of the mentee's progress
Feedback in the learning progress assessment and in
the mentoring process
Feedback provision methods and techniques

Feedback / Evaluation of M2

2

2
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2.3 Training Material of Module M2
MODULE/Units
In class
M1. PLANNING THE MENTORING ACTIVITIES
Introduction to the
Module M2

E-learning

WBL

FACE TO FACE
MEETING
Introduction to
Module M2
(also available on the
e-learning platform)

M2_03. Analysing the
conditions relevant to
the mentoring process
at the workplace

LESSONS
M2_03_E1.What is the
“corporate culture”
M2_03_E2.Uncover
problems regarding the
learner’s job satisfaction
or mentoring process
thanks to inputs from
the mentee
M2_03_E3.Organisation
al policies and
procedures relevant to
the mentoring process
M2_03_E4.Operational
context of the
employing organisation
and working methods
M2_03_E5.Resources
and relevant personnel
of the employing
organisation
M2_03_E6.Pitfalls and
barriers affecting the
mentoring process in
the workplace
M2_03_E7.Problems
and causes affecting the
mentoring process and
possible solutions
M2_03_E8.Bibliography

EXERCISES
M2_03_W1.Describe
Corporate Culture of
your company
M2_03_W2.The
Mentoring
Agreement
M2_03_W3.The
Action Plan: Setting
SMART objectives
Assignment
M2_03_W4.Conducti
ng Mentoring
Meetings
M2_03_W5.Underst
anding good practice
in workplace
mentoring
M2_03_W6.Barriers
and solutions
(available on the elearning platform)

6

EcoMentor Trainer’s Handbook of Module M2

MODULE/Units
M2_04. Conducting
the mentoring process

In class

E-learning
LESSONS
M2_04_E1.Use
mentoring techniques
and methods for
achieving learner’s
learning outcomes and
goals
M2_04_E2.Mentoring
using the GROW model
M2_04_E3.How
individuals learn
M2_04_E4.Work with
learner to undertake
the learning
M2_04_E5.Ensure that
the learner has an
adequate support by
workplace management
and colleagues for
learning
M2_04_E6.Mentoring
to support successful
work-based learning
programmes
M2_04_E7.Conflict
during the mentoring
process
M2_04_E8.Conflict
Styles
M2_04_E9.Conflict
resolution theory,
methods and models
that can be used during
the mentoring process
M2_04_E10.Bibliograph
y

WBL

EXERCISES
M2_04_W1.Think
about your role as a
Mentor Quiz
M2_04_W2.Expectat
ions from mentoring
process
M2_04_W3.Mentori
ng using the GROW
model
M2_04_W1.Questio
ning: when to ask
questions
(available on the elearning platform)

7

EcoMentor Trainer’s Handbook of Module M2

MODULE/Units
M2_05. Recording and
reviewing the
mentoring process

M2_Assessment
Feedback and
discussion to M2

In class

E-learning
LESSONS
M2_05_E1.Analysis of
the mentoring process
and mentoring types
M2_05_E2.Principles
and methods of
assessment and
monitoring of the
mentee's progress
M2_05_E3.Feedback in
the learning progress
assessment and in the
mentoring process
M2_05_E4.Feedback
provision methods and
techniques
Self-evaluation: 9 open
questions to be
answered

WBL

EXERCISES
M2.05.W1.Selfcorrecting questions
M2.05.W2.I-message
- tasks to be
performed
M2.05.W3.Informati
on sandwich - tasks
to be performed
(available on the elearning platform)

Forum
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ANNEXES: E-learning and WBL material of M2
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M2
Introduction
Introduction to Module M2
Mentoring constitutes a feature of the knowledge-based organisation that emphasises
development of human resources. In such an organisation employees are allowed to learn
through their own experience, while concentration on tasks is reduced for the benefit of an
increased emphasis on relations. Relations are developed to achieve a good atmosphere,
positive climate, mutual respect, openness to cooperation and, ultimately, to stregthen
intellectual capital. In such an organisation it is obvious for all employees that their most
important obligation is constituted by continuous deepening of knowledge, acquisition of
new skills and competences, and then sharing this knowledge and skills with others.
Interactions established in such teams allow for generation of innovative solutions.
Work in a modern organisation is equal to the necessity of continuous learning, while the
mentoring relation facilitates this task a lot. Mentoring constitutes the strengthening of
valuable elements of an organisational culture, due to the possibility of full transfer of skills,
methods of work and systems of values by authorities (mentors) to employees.
Module 2 enables the mentee to learn the basic concepts related to the implementation and
assessment of the work-based mentoring process. Module 2 contains three modular units:
•
•
•

M2_JM_03 - Analysis of conditions significant for the work-based mentoring process
M2_JM_04 - Implementation of the mentoring process
M2_JM_05 Record and analysis of the mentoring process

Module 2 aims at the presentation of how to perform mentoring activities in practice (after a
theoretical module concerning planning activities within the scope of mentoring - M1).
Modular unit M2_JM_03 Analysis of conditions significant for the work-based mentoring
process
The prepared modular unit enables mentees to achieve the following effects/results:
•

•
•
•
•

knowledge of the context and impact of the organisational culture (corporate
culture) on ethical standards, relations inside an organisation, including methods of
communication, approach to learning (including lifelong learning),
skill of integration of the mentoring process, including procedures and interactions
between the mentor and the mentee into the corporate culture,
organisational culture (including various models of implementing mentoring in the
organisation),
knowledge and skill of designing roles of particular stakeholders in the mentoring
process
diagnosing barriers in the implementation of mentoring at the organisation and
mentee level.
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Learning outcomes within the framework of the modular unit M2_JM_03
Knowledge

Skills

Competence

• Understands the
organisational policies
and procedures relevant
to the mentoring process
• Understands the
operational context,
working methods,
resources and relevant
personnel of the
employing organisation
• Understands the key
personnel and support
available from the
learner's school, training
organisation
• Understands the
common factors and
barriers affecting the
mentoring process in the
workplace

• Is able to explain the
term 'corporate culture'
in general to the learner
and to describe the
specifics of corporate
culture of the specific
company or organisation
• Is able to uncover
problems that may arise
regarding the learner's
job satisfaction or
mentoring process
taking into account the
input from the learner
and help in their
solution

• Take responsibility for his/her
own work approach and role Respect the client’s need for
information, commitment and
confidentiality within legal and
organisational requirements
• Comply with, and ensure that
others comply with, legal
requirements, industry
regulations, organisational
policies and procedures and
professional codes
• Identify opportunities for
mentoring - Invite a two-way
exchange of information and
feedback with the learner and
others

Modular unit M2_JM_04 - Implementation of the mentoring process
The prepared modular unit constitutes the heart/core of the mentoring process, as within its
framework the mentee will learn about stages of the mentoring process and basic mentoring
tools and methods.
In this modular unit, the mentee should achieve the following results/outcomes:
•
•
•
•
•
•
•

knowledge of mentoring techniques and tools, including their application as
elements of work-based adult learning,
knowledge of mentoring stages, skill of designing them in the working environment,
knowledge and skill of integration of tasks for the mentee, mentor and organisational
activities into the mentoring stages,
knowledge of organisational needs for the mentoring process and support of
organisation/workplace for the mentee,
knowledge of basic tools and techniques of work between the mentor and the
mentee, including, particularly, communication and active listening methods,
knowledge of the concept of conflict and techniques of dealing with conflicts within
the framework of the mentoring process,
knowledge of designating purposes of mentoring and methods of their achievement,
2
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•

knowledge and significance of support for the mentee by the workplace, introduction
to the mentoring process, the mentee's place in a team, continuous support in the
learning process.

Learning outcomes within the framework of the modular unit M2_JM_04
Knowledge

Skills

• Is able to use mentoring
techniques and methods
for achieving learner’s
• Understands the
learning outcomes and
principles, approaches, and
goals
methods of mentoring in
• Is able to work with
the context of
learner to undertake the
implementation of
learning
successful work-based
• Is able to ensure that the
learning programmes
learner has an adequate
• Understands the conflict
ongoing level of support
resolution theories,
by workplace
methods, and models that
management and
can be used during
colleagues for learning
mentoring process
and where relevant
settling into the
organization

Competence
• Take responsibility for his/her
own work approach and role
• Act in a way that shows you
are willing to help the learner
• Create and maintain an
effective relationship with the
learner that will help the
learner to reach their
professional goals
• Adapt your personal style to
empathise with different
types of learner
• Seek to understand people's
needs and motivations
• Enable the learner to take
responsibility for and
ownership of their objectives
and goals

M2_JM_05 - Record and analysis of the mentoring process
In this modular unit, the mentee should achieve the following results/outcomes:
•
•
•
•
•
•

knowledge and understanding of principles and methods of monitoring the learning
progress,
knowledge of principles of providing the mentee with effective feedback,
knowledge of methods and tools (and skill of their application) of the mentoring
process analysis,
knowledge and understanding of organisational principles and procedures in the area
of analysis, assessment and reporting the work-based mentoring process,
skill of agreeing on methods of assessing the mentoring process results that are
appropriate, effective, corresponding with selected learning methods,
skill of analysing educational progress with the mentee – regular assessment,
appropriate tools and techniques, analysis of achieved objectives, help to the mentee
3
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in analysing achieved results, designing activities supporting achievement of
purposes and learning.
Learning outcomes within the framework of the modular unit M2_JM_05
Knowledge

Skills

Competence

• Understands the principles
• Build and maintain rapport
and methods for assessing
over sustained periods
and monitoring learner’s
• Is able to agree and record • Take responsibility for
progress and providing
his/her own work approach
the interactions,
feedback
and role - Create and
outcomes, and progress
• Understands the methods
maintain an effective
towards objectives and
and tools of review for
relationship with the learner
goals with the learner
mentoring process
that will help the learner to
according to
• Understands the
reach their professional
organisational
organisational
goals
requirements
requirements for recording
• Respect the client’s need for
• Is able to review the
and reporting the
information, commitment
learning progress with the
interactions, outcomes,
learner at regular intervals and confidentiality within
and progress of the
legal and organisational
workplace mentoring
requirements
process
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1. What is the “corporate culture”
Corporate culture refers to the beliefs and behaviours that determine how a company's
employees and management interact and handle outside business transactions. Often, corporate
culture is implied, not expressly defined, and develops organically over time from the cumulative
traits of the people the company hires. A company's culture will be reflected in its dress code,
business hours, office setup, employee benefits, turnover, hiring decisions, treatment of clients,
client satisfaction and every other aspect of operations.

Creating a Corporate Culture
A company’s culture is shaped by a number of tangible and intangible components that together
create an environment that is conducive, or not, to good work. Here are some of the most-oftencited facets:

Values and Ethics. Whatever it is that a company states is its driving force – what it values – will
affect what its employees focus on. The culture of a company that values caring will be different
from one that values, say, creativity or speed or precision. One isn’t necessarily better than
another; it simply will impact the types of employees that are hired and what everyone is working
toward.

Employees. To build a corporate culture that matches what leaders want the business to be
known for, you have to hire carefully. Each and every employee needs to match the culture and
the company’s values. Companies with the most desirable corporate cultures invest a lot of time
recruiting and interviewing potential new hires because they recognize how essential each person
is to supporting the culture.

Work Environment. Where employees have to work will have a major impact on the
organization’s culture. Pack everyone in a tight space like sardines, with little light and few
creature comforts and you will likely build a culture centred on negativity and complaints.
Whereas a space that is open and airy, with ample workspace, will foster positive feelings and
lower stress. Workspace matters.
1
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Actions. How a company demonstrates its values and priorities also shapes its corporate culture.
Do its actions align with its values, or not? Companies that put customer satisfaction as its highest
priority should have processes and procedures that ensure customers are delighted with its
dealings with the company. Satisfaction guarantees, no hassle refunds, and no expiration dates on
returns could be policies that support such a value.

Opportunities for bonding. Companies that set aside time outside of work to socialize and get to
know each other create opportunities for more fulfilling personal relationships to form. Some
companies have annual off-site meetings that bring together all employees to talk about what’s
going well and what’s not. Other companies schedule more frequent, and less formal, gettogethers, such as softball teams, potluck dinners, and Friday cocktail hour.

How employees feel about, and express satisfaction with, their employer is the basis of a
corporate culture. The more positive and fulfilled employees are with the organization they work
for, the more loyal and effective they will be. That’s the benefit of a positive corporate culture.

Look at this video by S+B Strategy+Business to know more about “What Is Corporate Culture?”
https://youtu.be/gficoigz1xs
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2. Uncover problems regarding the learner’s job satisfaction or mentoring process
thanks to inputs from the mentee
Mentoring is “to support and encourage people to manage their own learning in order that they
may maximise their potential, develop their skills, improve their performance and become the
person they want to be” (Eric Parsloe, The Oxford School of Coaching & Mentoring).
Putting the mentee first: An effective mentoring programme ensures that it fully understands the
circumstances and specific needs of its clients and delivers a service which is geared to serving
their best interests and supporting their individual progress. A statement of the values will signal
commitment to providing a service which reflects the mission and vision of the programme and
which demonstrates good practice. For example, we aim to:
•

provide structured and supported relationships that meet the needs of the mentee and the
mentor;

•

promote caring and supportive relationships;

•

encourage individuals to develop to their fullest potential;

•

help individuals develop their own vision for the future.

Mentors and mentees should build in a regular review of the relationship and the progress they
are making. Failure to do this can reduce the chances of achieving the goals which have been set –
goals and actions need to adapt and in some instances change as things progress. If you do not
monitor and review the quality of the relationship regularly and with honesty, problems may go
unrecognised or acknowledged causing, in some instances, irreparable damage to the relationship.
Mentoring is a protected relationship in which learning and experimentation occur through
analysis, examination, re-examination and reflection on practice, situations, problems, mistakes
and successes (of both the mentors and the mentees) to identify learning opportunities and gaps.
Mentoring is about helping the learner/mentee to grow in self-confidence and develop
independence, autonomy and maturity.
The mentoring relationship is a special relationship where two people make a real connection with
each other. In other words they form a bond. It is built on mutual trust and respect, openness and
honesty where each party can be themselves. It is a powerful and emotional relationship. The
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mentoring relationship enables the mentee to learn and grow in a safe and protected
environment.
As a Mentor, it can be very easy to want to just jump in and solve Mentee’s problems for him/her.
However, Mentor’s role is to help the Mentee think for him/herself, and to do so, this involves
asking thought-provoking questions in order to help Mentee to reflect on his/her experiences and
learn from Mentor’s ones. Dialogue between Mentor and Mentee is an opportunity to:
•

Uncover additional facts and information about the mentee;

•

Confirm mentee’s goals, aspirations, and needs;

•

Explore strong feeling about situations;

•

Define problems and possible solutions;

•

Discover mentee’s commitment to his/her growth.

Monitoring and evaluation strategy: It’s important to establish the strategy for monitoring and
evaluating impact during the early design stage and integrate it into the day to day activity. This
will provide evidence to guide on-going quality improvement and enhancement.

Monitoring is conducted on an on-going basis as a health check, allowing for early intervention
when things go off-plan or to alter aspects of the programme in light of experience. Mentors and
mentees should be primary contributors to the process of monitoring and to the final evaluation.
Asking them what they found most useful and what they feel needs to change will empower
participants and provide valuable evidence about their experience of mentoring.
Methods of gathering monitoring data can include:
•

scheduled meetings with mentors and mentees;

•

methods for collecting on-going feedback (suggestion boxes, mentor supervision sessions);

•

written records e.g. meeting logs, action plans which track the mentee’s journey;

• evidence from support and or supervision sessions with mentors;
It’s important to ensure that the purpose of the evaluation is clear, knowing what to evaluate will
help identify where goals have been met and to what extent. Demonstrate and communicate
results which show that the programme has made a difference.
The evaluation process should be based on an outcome analysis of the programme and of the
mentoring relationships.
4
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Suggested methods of gathering evaluation data:
•

interviews or feedback sessions (singly or as groups) with mentors, mentees and line
managers at appropriate intervals;

•

include exit interviews;

•

focus groups;

•

self-report questionnaires from mentors and mentees. Decide how often this is done. This
will depend to some extent on the duration of the mentoring activity;

•

assessment of achieved and missed milestones, goals and outcomes which are identified
and recorded through action planning processes against desired outcomes.

5
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3. Organisational policies and procedures relevant to the mentoring process
One of the cornerstones of any mentoring program is a Policy and Procedure Manual that provides
governance and guidance in the delivery of services defining policies, procedures, and
responsibilities.
The mentoring program should have formal policies, procedures, and responsibilities in place to
ensure the purpose and goals are met. At a minimum, policies and procedures should be
established for the following aspects:
•

Duration of the mentoring relationships (i.e., 6 months, 1 year, etc.);

•

Matching rules (mentees to mentors);

•

Roles and responsibilities for program manager, mentors, mentees and other stakeholders;

•

Whether participation in mentoring program group activities is mandatory or optional;

•

Dealing with a Mentee-Mentor Mismatch;

•

Closure (of the mentoring relationships).

There are many important facets to administering a quality mentoring program and written
policies and procedures can contribute greatly to the long-term stability and safety of the
mentoring program by:
•

Providing documentation of the organization’s vision and operating principles. A policy
and procedure manual provides a clear statement of the program’s mission, values, and
vision and provides the framework that defines the mentoring program’s operating
principles and processes.

•

Providing staff with clear guidelines on how to administer a program. A policy and
procedure manual provides detailed, step-by-step instructions on how to administer the
mentoring program and clearly defines staff roles, company’s expectations, and routine
operating guidelines.

•

Addressing risk management issues. A policy and procedure manual is the cornerstone of
the risk management plan because it provides clear and explicit instructions on how every
part of your mentoring program will be administered. Developing a policy and procedure
manual will help eliminate uncertainties concerning how to safely, effectively, and
consistently run the mentoring program.
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•

Ensuring consistent operations despite possible turnover in key staff. If policies and
procedures are not documented, the organization risks losing crucial program operations
knowledge if a key staff member leaves. By clearly detailing, in writing, how the mentoring
program is run, it’s possible to minimize organizational knowledge loss and program
disruption. A policy and procedure manual will help the program to maintain continuity of
services and will assist the mentor in training new staff members.

•

Serving as a blueprint for program replication and expansion. A policy and procedure
manual gives a consistent model for program expansion or replication.

•

Serving as a baseline for continuous improvement. Although developing the policy and
procedure manual is hard work, this important task forces the organisation to examine its
mentoring program and be honest about the structure of current program practices. Once
written, the policy and procedure manual provides a concrete starting point that will allow
continually improving and refining the mentoring program.

Policies
Policies are high-level program statements that embrace the goals of mentoring program and
define what is acceptable to ensure program success and effective and consistent program
operations. Policies are crucial to the mentoring program achieving its goals and are mostly
developed for program practices that are mandatory and non-negotiable in nature. For example, a
policy might address the level of screening all mentors must complete or whether your program
allows interactions outside the context and working hours between mentors and mentees.
Policies are typically approved and monitored by a board inside the human resource department
of the company.

Procedures
Procedures are statements that describe how a particular operational function is implemented
and managed within the mentoring program. Procedures are brief statements that describe the
step-by-step process necessary to implement policies and other organisation’s practices.
Procedures often include who should carry out tasks and when those tasks are to be done.
Examples of mentoring program procedures include the process for conducting background
7
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checks, the steps staff follow when matching a mentor and mentee, and the sequential process for
closing a match between the mentor and mentee. Procedures are usually governed by the
mentoring program coordinator or other staff but may also require executive director and/or
board approval.
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4. Operational context of the employing organisation and working methods
Operational context
There is no one perfect model for every organisation. When designing a mentoring program it’s
important to keep in mind and identify the main aspects of the employing organisation.
1. Goals. Are you developing tomorrow’s leaders? Or working on educating employees about
certain procedures? Identify your key objectives.
2. Desired outcomes. What do you want the results to be? Improved performance now? Longerterm management skill development?
3. The methods to achieve the outcomes. For skills training, a month-long coaching program may
be the method. For succession planning, perhaps a longer mentoring type of program will work
better.
When deciding to employ mentoring please remember to consider the “Five Cs”:

Contract

Content

Context

Circumst
ance

Culture

1. Five Cs (free elaboration)

9
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1.Contract: How directive does the organization want to be with the individual’s development?
Are these voluntary programs or not?
2.Context: What are the business objectives to be fulfilled by the program? Stage of career
development, succession planning, etc.
3.Culture: How credible are coaching and mentoring within the culture? Are senior executives
available to serve as mentors? Do you have senior level support for your program?
4.Circumstance: What sort of budget does the organization have for talent development? Can the
objectives just be outsourced to external coaches?
5.Content: What subject matter will be discussed within the mentoring relationships?
Understanding the possible content will help determine the type of developmental dialogue to
employ.
Identifying these parameters up front will help point you to the types of coaching and mentoring
programs that will work for the employing organization.
Working methods
Although mentoring arrangements traditionally refer to a partnership between two people, other
models have been developed over time reflecting the changing priorities and practices of the
workplace. Responses to challenges such as capacity building, leadership development and quality
improvement have led to the creation of a range of more creative approaches to mentoring. The
following five models can provide a starting point. They are by no means exhaustive and can be
adapted and evolved to suit other contexts and circumstances with two or more models operating
within a single mentoring programme.
The five models are:
1. traditional one-to-one peer mentoring (one mentor/one mentee);
2. group peer mentoring (one mentor/one to four mentees);
3. two-by-two (two mentors/two mentees);
10
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4. team peer mentoring (one or two experienced mentors from out with the team working
with a group of mentees in the same work team);
5. E-mentoring.

1. Traditional one-to-one peer mentoring
2. Group peer mentoring
3. Two-by-two
4. Team peer mentoring
5. E-mentoring

2. Five Mentoring Models (free elaboration)

1.One-to-one peer mentoring (one mentor/one mentee): Mentee is matched with a dedicated
mentor who will support their professional and personal development.
2.Group peer mentoring (one mentor/one to four mentees): A group of mentees meet regularly
over a designated period of time, with the support of an experienced mentor. This type of
mentoring can offer colleagues who lead a team and who may feel isolated, an opportunity to
work together with peers on shared challenges and potential areas for development and growth.
If there is a shortage of mentors within or across organisations, a mentor may work with several
mentees, meeting with them as a group. This may also be the model of choice. It has the added
bonus of allowing the mentor as well as the mentees to benefit from a wider pool of knowledge
and experience. We recommend that mentors offer one-to-one sessions out with the group
setting if requested.
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3.Two-by-two (two mentors/two mentees): This model can provide opportunities for new mentors
to work alongside someone with more experience in the role whilst offering mentees the option of
one-to-one sessions with a mentor. It is also beneficial for mentees as they have a wider pool of
skills and knowledge on which to draw.
4.Team peer mentoring (one or two experienced mentors from out with the team working with a
group of mentees in the same work team): Team peer mentoring can involve a diverse group
including experienced, well-established people as well as newcomers to the team. Newcomers will
have the added benefit of ready access to networks that will offer support, important information,
and contacts. A team environment with the same goals and objectives is ideal for mentoring.
Members can support and help one another, ultimately making the entire team stronger. This is
an opportunity for the mentors who provide this service to develop and demonstrate their
leadership skills.
5.E-mentoring: In these times of increasing technological change and electronic communication, it
is not surprising that web-based technology is being used to assist with mentoring and mentoring
programs. E-mentoring relies on computer-mediated communication (CMC) such as email and
other electronic communication technologies to enable the mentoring to take place.
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5. Resources and relevant personnel of the employing organisation
Key personnel in the mentoring process
Mentoring can improve employee satisfaction and retention, enrich new-employee initiation,
make the company more appealing to recruits, and train the leaders. And the best part is that it's
free. Unlike similar learning incentives like training programs or offering to pay for courses,
mentoring utilizes the resources that the company already has.
The relevant personnel involved in the mentoring process are:
1. HR Manager that works also as Mentoring Program Manager: he/she oversees
development, implementation and evaluation of the mentoring program; together with
the mentor and the mentee he/she defines goals and objectives for the Individual
Mentoring Program (IMP);
2. Mentor: he/she works with the mentee in developing and implementing an Individual
Development Plan (IDP), ensures mentee work projects have start and end dates, and do
not distract from the mentee’s official duties, meets routinely with the mentee to discuss
and monitor progress, provides feedback and recommendations for program
improvement;
3. Mentee: he/she meets routinely with mentor, actively participates in mentoring activities
and goal accomplishment, and provides feedback and recommendations for program
improvement.
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Mentoring
Program Manager
Mentor
Mentee

3. Key personnel in the mentoring process (free elaboration)

Mentoring program documents and resources
The following documents need to be developed and provided to support a smooth process for
potential mentees and mentors, to evaluate and continuously improve the mentoring program:
•

Applications (for mentees and mentors)

•

Confidentiality Agreement

•

Mentoring Agreement

•

Mentee Action Plan

•

Mentoring Log

•

Evaluation Forms

Applications: Mentees and mentors must apply to participate in the mentoring program by
completing an application, submitting it to their supervisor for approval before submitting it to the
organization’s Mentoring Program Manager.
Confidentiality Agreement: The mentoring program must be a safe environment for mentees and
mentors to freely share information about one another. To help build trust, they must be able to
establish clear boundaries on how the shared information is to be treated.
Mentoring Agreement: The mentoring agreement establishes how and when the mentee and
mentor will meet.
14
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Mentee Action Plan: To determine activities to ensure mentoring goals are met, a mentee action
plan is a must. The mentee will complete the plan with help from the mentor.
Mentoring Log: The mentee and mentor should record their meetings and activities to show
progress achieved and assist with end-of-program feedback.
Evaluation Forms: At the mid-point of the program and at the end, you must ask the mentees and
mentors to evaluate the program. Their input will help you make any necessary adjustments to
ensure the program remains effective.
It could be also useful to establish a library of materials and resources to assist mentors and
mentees during the program. Examples include how-to guides, job aids, and recommended
reading materials and websites.

15
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6. Pitfalls and barriers affecting the mentoring process in the workplace
Several pitfalls and barriers can cause programmes to fail. The following list is not definitive but
can serve to stimulate discussion, during the planning and design phases, of some of the factors
which can cause programmes to fail.

Pitfall 1: Mentoring without a clearly identified purpose
Relationships will fail if there is no clearly defined and agreed purpose. Meetings will have little or
no structure, can stray easily into territory out of the boundaries of mentoring practice, will waste
time and will be difficult to review, monitor and evaluate effectively.

Pitfall 2: Having no defined end point
Without timescales the relationship is likely to drift aimlessly. Having an end point makes it easier
to set goals. However, this does not mean that timescales cannot be reassessed in light of
developments. It can also influence how often you hold meetings.

Pitfall 3: Irregular meetings and postponing meetings regularly
Both parties are busy people who will not always be in a position to change arrangements at the
last minute. Knowing in advance when the meeting will be held allows the mentor and mentee to
schedule their week and more readily set their objectives and prepare for their meetings.

Pitfall 4: Not knowing how to structure meetings and how to begin the process
It is important that there is an agenda for each meeting. Identifying and setting goals at the
beginning of the relationship, which you can explore in more depth as meetings progress, is also
crucial.

Pitfall 5: No, or inadequate, preparation for closure or ending of the relationship
Both parties need to prepare for the end of the relationship. Taking the time to discuss and
acknowledge that it will not go on forever and having an idea about when it will end as a formal
arrangement, will go some way towards avoiding dependency and feelings of loss. When you
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reach the end point the relationship may end completely or continue on a different basis: different
timeline, different goals.

Pitfall 6: Confusion of roles - coach or counsellor
There is common confusion about the role of the mentor, for example sliding into the role of
counsellor. Having a role description with clearly stated objectives and the opportunity to
participate in a robust training session will provide opportunities to explore the role and its
boundaries and to consider additional sources of support and guidance for issues which may arise.

Pitfall 7: Lack of mentoring experience - believing that being an effective manager or supervisor
is a good predictor of mentoring success
The credentials for mentoring are not necessarily within the skillset of successful managers or
supervisors. Mentoring is a skill, like all others, which improves with training, reflection, practice
and experience.

Pitfall 8: Mentor as line manager
Many organisations appoint line managers as mentors. This rarely works. The role of manager is
generally seen to be incompatible with the mentor role as both have different aims and objectives
in their relationship with the mentee/employee - the mentor focuses on the mentee and the
manager focuses on the work and the organisation.

Pitfall 9: Failure to review progress and the effectiveness of the relationship
Mentors and mentees should build in a regular review of the relationship and the progress they
are making. Failure to do this can reduce the chances of achieving the goals which have been set –
goals and actions need to adapt and in some instances change as things progress. If you do not
monitor and review the quality of the relationship regularly and with honesty, problems may go
unrecognised or acknowledged causing, in some instances, irreparable damage to the relationship.
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7. Problems and causes affecting the mentoring process and possible solutions
Problem

Possible cause

Possible solution

Managers use mentoring to

Don’t understand program

Discuss program goals, role of

deal with poor performers

goals, avoiding alternate action mentor versus supervisor

Time-management issues

Program is placing unrealistic

Review program expectations

demands on participants, lack

Review HR strategy and the

of commitment, program not

place of mentoring in this.

an integral part of the human
resource strategy, orientation
and training takes too long
Lack of immediate visible

Unrealistic expectations, Not

Allow reasonable time before

result

enough time available for

judging outcomes, provide

participants to work on

time for participants to

relationships and goals

allocate to the relationship

Few people want to participate Inadequate advertising and

Review communications

as mentors or mentees

promotion, lack of support for

strategy, Clarify goals Provide

participants, too many other

adequate resources

work pressures
Unsuccessful matching

Personality clash, difference in

Review selection and matching

styles or standards, poor

procedures, allow no fault

selection and or matching

divorce

Discontent among

Jealousy for not being

Increase opportunities for

nonparticipants

selected, misunderstanding of

appropriate matchings,

program goals

promote program goals more
widely

Mentoring partnerships not

Role expectations not clearly

Renegotiate expectations,

operating according to

established, poor training,

provide adequate training,

guidelines e.g. not taking their

inappropriate selection

renegotiate partner

role seriously, failing to
provide or accept feedback,
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one party taking credit for the
other’s work, the mentor using
the mentee as member of staff
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Exercise 1. Describe Corporate Culture of your company
Being able to describe company culture is important because it can influence how you make
decisions about whom to hire and how to interact with other businesses and the general public.
Try to describe the key elements of your company culture:
Mission
What does your company ultimately aim to accomplish? Do you want to bring innovation to the
world, provide the best customer experience possible, or craft quality products that people can’t
stop talking about? Your mission statement may be as short as a single sentence or as long as a
paragraph or two, but it should be as succinct as possible.
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
________________________________________________________________________________
Values and Ethics
What do you believe in? The values and ethics that are dominant in your business will affect many
aspects of everyday life in your workplace. Here is a list of some values that many companies
prioritize:
•

Respect and fairness

•

Trust and integrity

•

A growth mind-set

•

Teamwork

•

Employee engagement and opportunities for advancement

•

Communication and transparency

•

Diversity

•

Results

•

Work-life balance

•

Community involvement

__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
1
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__________________________________________________________________________________
________________________________________________________________________________
Work Environment
Google is famous for its main office complex, which is basically a playground for adults. With nap
pods, massage rooms, and free gourmet meals, it’s a place that most people only dream of working
at. While you may have neither the desire nor the funds to imitate Google’s work environment, you
should give serious thought to how people feel when they are in your office.
The overall configuration of your office is something you need to take into account. For example, if
teamwork is one of your most treasured values, you’re hurting yourself if your office is nothing but a
series of cubicles that cut team members off from one another. You should think about switching to
a more open concept.
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
________________________________________________________________________________
Interactions between Team Members
Company culture might be at its most obvious when you’re observing how your team members
interact with one another. Is there a continual, open flow of ideas, or do your employees tend to
ignore one another or engage in mean-spirited competition?
If you don’t like what you see, you may have to adjust your company’s culture guidelines to foster a
better environment. By embodying your ideal company culture and hosting social events for your
team, you can create an atmosphere of innovation, communication, and trust.
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
________________________________________________________________________________
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Exercise 2. The Mentoring Agreement
Think about your mentoring role:
How often will you meet?

When is the best time to meet?

Where is the best place to meet?

How long should you spend together?

What are you going to discuss in your
meeting?

3
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Fill in the Mentoring Agreement togheter with your Mentee:
THE MENTORING AGREEMENT

Things I will do:

MENTOR
Things I will not do:

Things I can do:

Things I cannot do:

Things I will do:

MENTEE
Things I will not do:

Things I can do:

Things I cannot do:

4
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Exercise 3. The Action Plan: Setting SMART objectives
Targets can be set based upon:
• Taking on new responsibilities
• Developing role at work
• Skills acquired over time
• Level of support given by a mentor/ coach
• Interpersonal Skills
• Attitudes and behaviours
A simple acronym used to set objectives is called SMART objectives. SMART stands for:
1. Specific – Objectives should specify what they want to achieve.
2. Measurable – You should be able to measure whether you are meeting the objectives or
not.
3. Achievable - Are the objectives you set, achievable and attainable?
4. Realistic – Can you realistically achieve the objectives with the resources you have?
5. Time – When do you want to achieve the set objectives?
When setting targets:
• Break the overall goal into separate chunks
• Be clear on what it is you need to do in each step
• Be specific on each step
• Identify what, when and how?
• Identify who you need to help you achieve your goals
• Set time aside to review your progress and adjust the plan if you need to.
TARGET What needs to be done

How will it be done

1

2

3

…

5

When

Who
Mentor/Mentee
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Exercise 4. Conducting Mentoring Meetings
Below are 20 statements to consider. Place a tick in the appropriate box according to
whether you agree or disagree.

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.

In mentoring meetings, the mentor should always be ‘in
the chair’ controlling the process.
The mentor should be the one asking the questions
The mentee should be the one asking the questions.
The mentor is the person who must ensure the
conversation keeps on track.
They should both always stick to the subject in hand
There is no place for ‘social’ chat in mentoring meetings
Any conflict between the two should be aired and
addressed.
The process ‘ground rules’ should always be agreed
beforehand.
The reasons for something are not as important as getting
action.
Nodding can be taken to indicate agreement
Both parties should always know the agenda beforehand
An action plan should always be written up and distributed
by the mentee.
Time allowance for each part of the meeting should be
specified and adhered to.
Once the agenda is completed, the meeting should end
Both parties should agree a finishing time for the meeting
prior to the start.
It is important for the mentor to summarise the meeting at
the end
A date for the next meeting should always be agreed
before leaving.
The meeting should always be on neutral ground
A line manager should always receive a copy of the agenda
and the action plan
If the mentor encounters a problem with the mentee,
he/she should inform the line manager

6
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√
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Exercise 5. Understanding good practice in workplace mentoring
Company:
Mentee Name:
TASK

Mentee Name:

This assignment requires you to consider your knowledge and understanding of the context and
environment for effective mentoring within the workplace.
You are then asked to consider the process and content of workplace mentoring in
practice.
.........................................

Understanding the context for effective
workplace mentoring

Describe and define the purpose of workplace
mentoring
• Explain the role, remit and responsibilities of
an effective workplace mentor
• Describe the knowledge, skills and behaviour
of an effective workplace mentor
• Explain what a workplace mentoring
contract should include to ensure a quality,
ethical mentoring relationship
•
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Understanding the process and content of
effective workplace mentoring

Explain how a model of mentoring can be used
to manage a workplace mentoring relationship
• Explain the range of tools and techniques
(including diagnostic tools and those
exploring learning preferences) that can be
used to support effective workplace
mentoring
• Explain why it is important to maintain
basic records of workplace mentoring and
what these should contain
• Identify any potential barriers to workplace
mentoring and explain suitable strategies
to overcome these barriers
•
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Exercise 6. Barriers and solutions
List barriers under the following headings and identify possible solutions:
Mentor

Mentee

Environment

e.g. Poor
communications skills
e.g. Not motivated
e.g. Not confortable

9

How to overcome
barriers
Training in skills
Explain benefits of
mentoring
Change venue
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1. Use mentoring techniques and methods for achieving learner’s learning
outcomes and goals
Mentoring can be used for a wide variety of situations and different points in someone’s working
life for example:
•

Induction for a new starter;

•

Individuals working towards promotion;

•

Staff who have changed roles in the department or across the organisation;

•

Staff on structured learning programmes;

•

Changes to job roles for example following a restructure;

• Continuous Professional Development (CPD).
There are different ways a Mentee can be supported, encouraged and given constructive
feedback. With each technique, it is important to be aware of its purpose, appropriateness, the
likely impact and its value to the Mentee.
Techniques can include:
•

Giving advice – offering the Mentee your opinion on the best course of action;

•

Giving information – giving information on a specific situation (e.g. contact for resource);

•

Taking action in support – doing something on the Mentee’s behalf;

•

Observing and giving feedback – work shadowing and observation by either or both
parties. Observation coupled with constructive feedback is a powerful learning tool;

•

Reviewing – reflection on experience can develop understanding allowing one to consider
future needs, explore options and strategies.

The selection of techniques can be guided by a number of factors, such as:
•

Values and principles underpinning the Mentoring scheme – in this case, encouraging selfsufficiency and empowerment;

•

Shared understanding between Mentee and Mentor of the purpose behind the Mentoring
relationship;

•

Quality and level of the professional relationship;

•

Level of experience and need of the Mentee;

•

Level of Mentor’s own awareness and comfort with the Mentoring process.

1
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Mentoring is an empowering experience for the Mentee; it is therefore vital that the strategies
chosen encourage the Mentee towards autonomy. The Mentee is expected to negotiate the forms
of support needed at the initial contracting stage; by making use of processes that are self-helping
such as learning logs, self-review journals, reviewing meetings and feedback. The relationship can
be used to develop skills for both parties and is dependent on clear communication. This allimportant communication can benefit from analysing a number of key skills, active listening and
questioning.

The skill of Active Listening
Active listening is the ability to listen and internalise what is being said; essentially listening and
understanding. You can use your whole self to convey the message of an active listener involved in
the discussion, showing interest, gaining trust and respect.
This can be achieved by using verbal and non-verbal communication. Non-verbal communication
has more impact than words alone, so facial expression, eye contact, non-verbal prompts (e.g.
head nodding) and body posture (leaning slightly towards the Mentee, showing interest) will
contribute towards building upon the professional relationship and improving discussions.
Your surroundings can also be utilised to create a climate appropriate for discussion to occur. The
aim is for a quiet, pleasant and relaxed environment with no physical barriers (e.g. a desk between
Mentor and Mentee) to be used to conduct the meeting in.

Using the art of questioning
Questioning, if used effectively, is a very useful and powerful tool. It allows the Mentee-Mentor
relationship to develop, assisting the Mentor in understand the Mentee’s situation or dilemma,
assisting the Mentee in exploring and understanding their experiences with the hope of
formulating avenues and actions for the future. There are many reasons to ask questions, they
may be:
•

To satisfy curiosity

•

To obtain or clarify information

•

To assist in exploring an issue

•

To look at possible alternatives

•

To check understanding
2

M2_MU_04
Conducting the mentoring process
•

To challenge contradictions, views etc.

•

To move the discussion forward

•

To direct the discussion

With the effect questions have and their power, it is important to select those which are of
greatest use. Questions can essentially be broken down into two types, closed or open questions.
Open Questions: These are questions which require more than just a ‘yes’ or ‘no’ response and
usually begin with ‘How?’ ‘Where?’ ‘What?’ ‘Who?’. Questions beginning with these can be used
to:
•

Gain information – ‘What happened as a result of…?’

•

Explore personal issues – ‘What is your view on…?’ ‘What are you expecting to achieve?’
‘How are you feeling having...?’

•

Consider and explore avenues – ‘What are the possible options for...?’ ‘What may help
when...?’ ‘How would you deal with...?’

Closed Questions: These are questions which evoke a ‘yes’ or ‘no’ response and in doing so narrow
down the opportunity for the Mentee to expand, closing down the discussion e.g. ‘Do you…?’; ‘Did
you…?’. Continual use of closed questions will restrict the discussion, resulting in the Mentee
saying less and the Mentor asking more and more questions. The overall effect is poor
communication and a difficult environment to work within. There are times when closed questions
are useful. They can be used to summarise and confirm a discussion, bringing parties up to speed
and to the same level e.g. ‘So, you are saying that you don’t have an issue with...?’.

Avoid asking multiple questions. These are a number of different questions asked within the same
sentence. They are unclear, cause confusion and stop both parties from focusing on the meeting.

3
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2. Mentoring using the GROW model
The GROW model is a good way to structure a meeting with your mentee. You can either start
with the goal or work logically through the model or you can move the model around, starting
with the reality and then the goal, if this works best. Remember to always finish with the way
forward and ensure that this is set and owned by the mentee. The model is outlined below.

1. GROW Model (Manchester Metropolitan University)

Goal – Get the mentee to focus on the future and on what THEY want to achieve as an individual.
It is not where you think they should be aiming.
Reality – Ask questions to help the mentee establish where they are now. If you work with the
individual directly you may need to give feedback on actual performance. Encourage the individual
to get feedback on their performance from their direct line manager if you do not work with them
directly as this will help them to identify their current reality.
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Options – help the mentee to identify what different options are open to them and ask questions
to help them explore the reality of each of these options. Share your own experiences if the
mentee is struggling to identify sufficient options and beware of being too directive.
Way Forward – Encourage the mentee to design an action plan which they have set and
encourage them to set SMART (Specific, Measurable, Achievable, Results-focused, Time-bound)
objectives, objectives that are specific, measurable, achievable and realistic for the mentee in their
current position and that have clear timescales attached.

SMART stands for:
1. Specific – Objectives should specify what they want to achieve.
2. Measurable – You should be able to measure whether you are meeting the

objectives or not.
3. Achievable - Are the objectives you set, achievable and attainable?
4. Realistic – Can you realistically achieve the objectives with the resources you have?
5. Time – When do you want to achieve the set objectives?

5
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3. How individuals learn

ACT

RECALL
AND
REFLECT

INSIGHTS

NEXT
STEPS?

UNDERTAKE
NEXT ACTION

2. Learning Model (free adaptation from Manchester Metropolitan University)

This diagram shows the process of learning. By following the diagram through we are able as
individuals to embed our learning and part of the role of a mentor is to encourage mentees to
work through the learning cycle. An individual’s learning style will determine where they will
naturally want to spend the most time. For example, activists will want to spend time moving onto
new experiences and will have to be encouraged to recall and reflect on experiences they have
just been engaged in. Theorists will be reluctant to try out new things until they have all the
information they can possibly find. Pragmatists will want to think about and have lots of time to
plan how they will approach things. Reflectors will need to be moved on from reviewing what has
happened to trying out new experiences.
Understanding the learning style of your mentee is helpful in showing you the part of the learning
cycle they will lean towards naturally and where you may need to give a little push. An easy way to
find out an individual’s learning style is to ask them to describe something they learned how to do
and how they did it. For example, riding a bike, learning a musical instrument, learning a language
or how they approach building flat packed furniture. This give you a good indication know about
6
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how your mentee likes to learn. It is helpful to also recognise your own learning style so you are
aware of the areas you may gloss over as they don’t suit your own natural way of learning.
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4. Work with learner to undertake the learning
The Mentor’s role
The relationship between Mentor and Mentee is very much Mentee-centred – focusing on their
professional and personal development. It may include the giving of advice, information,
establishing facts, sign-posting, self-appraisal, etc. Whatever the techniques, the emphasis is on
enabling and empowering the Mentee to take charge of their development and their
environment. To allow this transition the importance of interpersonal skills is essential. These skills
include listening effectively, empathy, understanding a non-judgemental approach and the ability
to facilitate through skilled questioning.
The role of the Mentor is to: listen, question, give information, knowledge about organisation, give
advice on career development, offer different perspectives, offer support and encouragement,
draw on own experience when appropriate, confront and discuss current issues, take the lead and
make decisions in the early stages of the relationship.
And to encourage the Mentee to: listen, clarify understanding, share thinking, review and reflect
on oneself, change assumptions, consider different perspectives, develop and manage a career
plan, take responsibility for their own development, make decisions to maximise the outcomes of
the Mentoring relationship.

The Mentee’s role
The Mentee is expected to take ownership and drive the relationship, drawing on the Mentor’s
knowledge and experience as required. The Mentee is expected to be open, honest and receiving
to enable and empower the Mentor to talk openly and honestly in order to assist the Mentee to
take charge of their development and their environment.
Interpersonal skills are essential and include effective verbal communication, listening,
questioning and understanding in order to extract and use the required information from the
Mentor.
The role of the Mentee is to: communicate their circumstances clearly, concisely and honestly,
question where they do not fully understand or comprehend, provide information, knowledge
about organisation/occupation and career to aid their Mentor with the provision of advice and
support, act upon advice on career development, accept differing perspectives, accept support
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and encouragement, provide own experience to aid discussions, take the lead, guide and make
decisions – when the relationship is established.

The Mentoring relationship
The Mentoring relationship can be a very powerful positive experience. It enables and develops a
greater sense of confidence, enhancing the professional and personal skills of both parties. To
make sure the experience/relationship is a success, a number of factors need to be addressed.

Factors for success
There are a number of factors which will contribute towards a successful relationship between
Mentor and Mentee:
•

Clear guidelines for the roles and responsibilities of both parties

•

Agreed and shared understanding of the nature and type of support

•

Commitment towards the principles and values of the Mentoring scheme

•

The skills of both the Mentor and Mentee

•

Clear communication in both directions

•

Clear communication is the cornerstone on which all the other factors sit.

It is through constructive and empathic dialogue the relationship can develop allowing both
parties to bring forward their ideas, enter discussions and maintain professional development. It is
within this environment both parties can flourish.

9
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5. Ensure that the learner has an adequate support by workplace management
and colleagues for learning
Traditionally, mentoring is the long term passing on of support, guidance and advice. In the
workplace it has tended to describe a relationship in which a more experienced colleague uses
their greater knowledge and understanding of the work or workplace to support the development
of a more junior or inexperienced member of staff. It’s also a form of apprenticeship, whereby an
inexperienced learner learns the 'tricks of the trade' from an experienced colleague, backed-up as
in modern apprenticeship by offsite training.
An important component of the mentoring process is the organization, the atmosphere in which
mentoring takes place. It is usually assumed the organization is supportive for a formal mentoring
program to exist. This is something that cannot be assumed or left to chance. The organization
must be an active participant. The organization is not to enter into the privacy of the mentoring
relationship; rather it should develop mentors and mentees through training and education. It
should provide the time and resources necessary for the personnel to participate. The
organization should, through coordinators and committees, constantly evaluate the processes, be
available for intervention, help, and correction.
Not all workplaces or all jobs offer equal opportunities for learning. Perhaps the most important
contextual factor related to workplace learning is how work is organised.
The traditional Fordist organization represents an extreme form of division of labour: the workers
have narrow job descriptions, repetitive tasks, controlled procedures and little opportunities for
autonomous decision making. In such work there are few opportunities for learning and
development. At the end of the other continuum there are organizations in which work
continuously provides new challenges and learning opportunities. In these workplaces workers are
rotated between jobs, tasks are carried out by collaborative and self-managed teams with a lot of
autonomy, and workers are encouraged to share their expertise and develop their work.
While the organisation of work sets the context and conditions for learning, it continues to be the
reciprocal interaction between the individual and the workplace that determines learning. The
nature of individuals’ participation in workplace learning depends both on the extent to which the
workplace provides opportunities for such participation and on the extent to which individuals
choose to avail themselves of those opportunities. Thus, while the workplace creates the
10
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possibilities, it is how individuals participate and interact in their workplaces that is central to their
leaning. On this view, knowledge is co-constructed through interactions between social practice
and the individuals participating in that practice. It is therefore important to acknowledge
workplaces as sites for learning.
An expansive work community offers opportunities to take part in many different communities of
practice, whereas a restrictive work community limits the opportunities for participation.
Three types of learning opportunity are central to the creation of expansive learning
environments:
1. the chance to engage in diverse communities of practice in and outside the workplace;
2. the organisation of jobs so as to provide employees with opportunities to co-constructing
their knowledge and expertise;
3. the chance to deal with theoretical knowledge in off-the-job courses (leading to
knowledge-based qualifications).
Organisational studies on workplace learning have also emphasised that it is the responsibility of
the work organisation to create a propitious climate and other prerequisites for learning by
individuals, groups and whole work communities. In other words, space for learning and thinking
is needed.

11
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6. Mentoring to support successful work‐based learning programmes
What is Work‐Based Learning?
Work-based learning programs provide internships, mentoring, workplace simulations, and
apprenticeships along with classroom-based study. In a work-based learning program, classroom
instruction is linked to workplace skills through placements outside of the school that allow
students to experience first-hand what adults do in jobs.

In the context of career pathways, work-based learning plays a central role in bridging the
classroom and the world of work, leading to improved educational and employment outcomes for
participants.
Work-based learning helps students contextualize, reinforce, and put into practice their classroom
learning while crystalizing their education and career goals and improving their immediate and
longer-term employment prospects.

Work-based learning is made of activities that occur in workplaces and that involve an employer
assigning a worker or a student meaningful job tasks to develop his or her skills, knowledge, and
readiness for work and to support entry or advancement in a particular career field.
Work based learning extends into the workplace through on-the-job training, mentoring, and
other supports for a continuum of lifelong learning and skill development.

Participants in work-based learning must have opportunities to engage in appropriately complex
and relevant tasks (i.e., those that are representative of work in a particular industry, rather than
general support roles) aligned with participants’ career goals.
Work-based learning should take place in work environments that support learning by providing
appropriate mentoring and supervision. Participants should have opportunities to engage in workbased learning over a sustained period of time in order to ensure that they have adequate
opportunity to perform meaningful job tasks.
Such tasks are important because they provide learners with opportunities to develop skills and
gain experience relevant to a specific industry, positioning them for successful career entry and
advancement.

12
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Role of Mentors for Successful Work‐Based Learning
Workplace mentoring has been identified as an important aspect of work-based learning in
projects conducted under the School-to-Work Opportunities Act. By establishing relationships with
caring and competent adults who can provide emotional support and facilitate skill development,
less-experienced youth and adults are more likely to bridge the gap between school and work.
Workplace mentoring requires a partnership commitment that involves time, energy, and
resources of qualified mentors, school personnel, and learners themselves. As in other
endeavours, workplace mentoring requires planning, training, monitoring, and assessment to
ensure that the individuals being mentored will achieve successful outcomes.

Mentors play an influential role in promoting work-based learning and skill development whereby
mentees enhance efficiency and productivity at work. The role of mentors has become crucial in
facilitating individual learning and skill development. On the other hand, mentoring can help
mentors reinforce or, in fact, double their knowledge base. It boosts their self-esteem and gives
them increased job satisfaction. Mentoring has benefits for everybody.

Mentors can be effective promoters of workplace learning in that they:

Create a Personalized Learning Environment: Mentors can create an informal setting whereby
mentees can feel free to approach them for suggestions. They can understand an individual’s
learning styles and the preferences of their mentees and mould the learning process to suit those
styles. Thus, they can provide effective guided learning for the best advantage of their mentees.

Facilitate Transition from School to Workplace: Fresher’s come with skills but lack experience in
putting those skills to better use in the new environment. Here, mentors can help mentees
transform those skills to suit their job responsibilities by timely analysis and guidance.

Provide Emotional and Professional Support: Mentors are out to help mentees in all situations
arising in the new workplace. They do everything necessary for the well-being of the mentees.
They see that mentees feel comfortable and give of their best. When mentees are sure that there

13

M2_MU_04
Conducting the mentoring process
is an experienced colleague looking after them, they can make a focused approach to learn the job
skills in a short span of time.

Plan, Monitor and Assess Individual Learning: As in any other pedagogical process, work-based
learning too requires planning, monitoring and evaluating individual progress towards the
intended outcomes. Mentors play this role to perfection.

Inspire and Throw New Challenges at Mentees: Mentors exude great command of the subject they
deal with. Thus, they are not afraid of challenging their mentees who perform below the mark by
playing a proactive role as a guide. They behave and act in the best interests of their mentees,
thus commanding their respect.

Teach How to Learn in Practice: Out of their experience gained over the years of practice in the
field, mentors can give useful anecdotes to their mentees which enable the latter to deal with
various difficult situations in the workplace. Thus, they can contribute to confidence-building
measures in their mentees.

14
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7. Conflict during the mentoring process
A positive mentor–mentee relationship is essential for a successful mentoring process.
Mentor should be able dealing with conflict, identify issues and find solutions.
Effective mentors create a supportive environment in which mentors and mentees can:
•

express freely and with confidence and trust the source of conflict;

•

seek to identify a common goal through compromise;

•

remain solution focused:

•

manage and evaluate the risks presented by conflict.

Conflicts are a natural result of putting diverse people together and asking them to work as
partners. If a mentoring pair can work through conflicts by valuing how diverse they are, the
richness of their different viewpoints, background, and experience, then they can learn a great
deal more from each other, precisely because they are not thinking the same way. Seen from this
perspective, differences can be a strength, not a weakness of any relationship.
Conflict management can be a healthy way to open up lines of communication, initiate problem
solving and discuss change. Knowing how to best manage conflict can have many benefits both
mentor and mentee. In many cases, conflict in the workplace just seems to be a fact of life. We've
all seen situations where different people with different goals and needs have come into conflict.
And we've all seen the often-intense personal animosity that can result. The fact that conflict
exists, however, is not necessarily a bad thing: as long as it is resolved effectively, it can lead to
personal and professional growth. In many cases, effective conflict resolution can make the
difference between positive and negative outcomes.

The good news is that by resolving conflict successfully, you can solve many of the problems that it
has brought to the surface, as well as getting benefits that you might not at first expect:

Increased understanding: The discussion needed to resolve conflict expands people's awareness of
the situation, giving them an insight into how they can achieve their own goals without
undermining those of other people.
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Increased group cohesion: When conflict is resolved effectively, team members can develop
stronger mutual respect and a renewed faith in their ability to work together.

Improved self-knowledge: Conflict pushes individuals to examine their goals in close detail, helping
them understand the things that are most important to them, sharpening their focus, and
enhancing their effectiveness.

However, if conflict is not handled effectively, the results can be damaging. Conflicting goals can
quickly turn into personal dislike. Teamwork breaks down. Talent is wasted as people disengage
from their work. And it's easy to end up in a vicious downward spiral of negativity and
recrimination. If you're to keep your team or organization working effectively, you need to stop
this downward spiral as soon as you can.

16
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8. Conflict Styles
In the 1970s Kenneth Thomas and Ralph Kilmann identified five main styles of dealing with conflict
that vary in their degrees of cooperativeness and assertiveness. They argued that people typically
have a preferred conflict resolution style. However they also noted that different styles were most
useful in different situations. They developed the Thomas-Kilmann Conflict Mode Instrument (TKI)
which helps you to identify which style you tend towards when conflict arises. Thomas and
Kilmann's styles are:

1. Competitive
2. Collaborative
3. Compromising
4. Accomodating
5. Avoiding
3. Conflict styles (free adaptation from Thomas and Kilmann)

1.Competitive: People who tend towards a competitive style take a firm stand, and know what
they want. They usually operate from a position of power, drawn from things like position, rank,
expertise, or persuasive ability. This style can be useful when there is an emergency and a decision
needs to be make fast; when the decision is unpopular; or when defending against someone who
is trying to exploit the situation selfishly. However it can leave people feeling bruised, unsatisfied
and resentful when used in less urgent situations.

2.Collaborative: People tending towards a collaborative style try to meet the needs of all people
involved. These people can be highly assertive but unlike the competitor, they cooperate
effectively and acknowledge that everyone is important. This style is useful when a you need to
17
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bring together a variety of viewpoints to get the best solution; when there have been previous
conflicts in the group; or when the situation is too important for a simple trade-off.

3.Compromising: People who prefer a compromising style try to find a solution that will at least
partially satisfy everyone. Everyone is expected to give up something and the compromiser him- or
herself also expects to relinquish something. Compromise is useful when the cost of conflict is
higher than the cost of losing ground, when equal strength opponents are at a standstill and when
there is a deadline looming.

4.Accommodating: This style indicates a willingness to meet the needs of others at the expense of
the person's own needs. The accommodator often knows when to give in to others, but can be
persuaded to surrender a position even when it is not warranted. This person is not assertive but
is highly cooperative. Accommodation is appropriate when the issues matter more to the other
party, when peace is more valuable than winning, or when you want to be in a position to collect
on this "favour" you gave. However people may not return favours, and overall this approach is
unlikely to give the best outcomes.

5.Avoiding: People tending towards this style seek to evade the conflict entirely. This style is
typified by delegating controversial decisions, accepting default decisions, and not wanting to hurt
anyone's feelings. It can be appropriate when victory is impossible, when the controversy is trivial,
or when someone else is in a better position to solve the problem. However in many situations
this is a weak and ineffective approach to take.

Once you understand the different styles, you can use them to think about the most appropriate
approach (or mixture of approaches) for the situation you're in. You can also think about your own
instinctive approach, and learn how you need to change this if necessary. Ideally you can adopt an
approach that meets the situation, resolves the problem, respects people's legitimate interests,
and mends damaged working relationships.

18
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8. Conflict resolution theory, methods and models that can be used during the
mentoring process
A process to respond to and resolve conflicts should be defined.
We want to introduce the "Interest-Based Relational Approach (IBR)". This type of conflict
resolution respects individual differences while helping people avoid becoming too entrenched in
a fixed position.
In resolving conflict using this approach, you follow these rules:

Make sure that good relationships are the first priority: As far as possible, make sure that you treat
the other calmly and that you try to build mutual respect. Do your best to be courteous to oneanother and remain constructive under pressure.

Keep people and problems separate: Recognize that in many cases the other person is not just
"being difficult" – real and valid differences can lie behind conflictive positions. By separating the
problem from the person, real issues can be debated without damaging working relationships.

Pay attention to the interests that are being presented: By listening carefully you'll most-likely
understand why the person is adopting his or her position.

Listen first; talk second: To solve a problem effectively you have to understand where the other
person is coming from before defending your own position.

Set out the "Facts": Agree and establish the objective, observable elements that will have an
impact on the decision.

Explore options together: Be open to the idea that a third position may exist, and that you can get
to this idea jointly.

By following these rules, you can often keep contentious discussions positive and constructive.
This helps to prevent the antagonism and dislike which so-often causes conflict to spin out of
control.
19
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A Conflict Resolution Process
Based on this approach, a starting point for dealing with conflict is to identify the overriding
conflict style employed by yourself, your team or your organization. Over time, people's conflict
management styles tend to mesh, and a "right" way to solve conflict emerges. It's good to
recognize when this style can be used effectively, however make sure that people understand that
different styles may suit different situations. Look at the circumstances, and think about the style
that may be appropriate. Then use the process below to resolve the conflict:

1

• Set the Scene

2

• Gather Information

3

• Agree the Problem

4

• Brainstorm Possible Solutions

5

• Negotiate a Solution
4. Conflict resolution process (free adaptation of IBR Approach)

Step One: Set the Scene
If appropriate to the situation, agree the rules of the IBR Approach (or at least consider using the
approach yourself.) Make sure that people understand that the conflict may be a mutual problem,
which may be best resolved through discussion and negotiation rather than through raw
aggression. If you are involved in the conflict, emphasize the fact that you are presenting your
perception of the problem. Use active listening skills to ensure you hear and understand other's
positions and perceptions.
•

Restate.

•

Paraphrase.

•

Summarize.
20
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•

And make sure that when you talk, you're using an adult, assertive approach rather than a
submissive or aggressive style.

Step Two: Gather Information
Here you are trying to get to the underlying interests, needs, and concerns. Ask for the other
person's viewpoint and confirm that you respect his or her opinion and need his or her
cooperation to solve the problem. Try to understand his or her motivations and goals, and see
how your actions may be affecting these. Also, try to understand the conflict in objective terms: Is
it affecting work performance? Damaging the delivery to the client? Disrupting team work?
Hampering decision-making? Or so on. Be sure to focus on work issues and leave personalities out
of the discussion.
•

Listen with empathy and see the conflict from the other person's point of view.

•

Identify issues clearly and concisely.

•

Use "I" statements.

•

Remain flexible.

•

Clarify feelings.

Step Three: Agree the Problem
This sounds like an obvious step, but often different underlying needs, interests and goals can
cause people to perceive problems very differently. You'll need to agree the problems that you are
trying to solve before you'll find a mutually acceptable solution. Sometimes different people will
see different but interlocking problems – if you can't reach a common perception of the problem,
then at the very least, you need to understand what the other person sees as the problem.

Step Four: Brainstorm Possible Solutions
If everyone is going to feel satisfied with the resolution, it will help if everyone has had fair input in
generating solutions. Brainstorm possible solutions, and be open to all ideas, including ones you
never considered before.

Step Five: Negotiate a Solution
By this stage, the conflict may be resolved: Both sides may better understand the position of the
other, and a mutually satisfactory solution may be clear to all. However you may also have
21
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uncovered real differences between your positions. This is where a technique like win-win
negotiation can be useful to find a solution that, at least to some extent, satisfies everyone.

There are three guiding principles here: Be Calm, Be Patient and Have Respect.

Be Calm
Be Patient
Have Respect
5. Three guiding principles (free elaboration)

Key Points
Conflict in the workplace can be incredibly destructive to good teamwork. Managed in the wrong
way, real and legitimate differences between people can quickly spiral out of control, resulting in
situations where co-operation breaks down and the team's mission is threatened. This is
particularly the case where the wrong approaches to conflict resolution are used. To calm these
situations down, it helps to take a positive approach to conflict resolution, where discussion is
courteous and non-confrontational, and the focus is on issues rather than on individuals. If this is
done, then, as long as people listen carefully and explore facts, issues and possible solutions
properly, conflict can often be resolved effectively.
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Exercise 1. Think about your role as a Mentor
Please answer all of the following questions as completely as possible.

1. Why do you want to become a mentor?
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
2. Do you have any previous experience teaching, mentoring or working with youth? If so,
please specify
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
3. What qualities, skills, or other attributes do you feel you have that would benefit a youth?
Please explain
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
4. How would you describe yourself as a person?
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
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5. What challenges do you think young people face today entering the labour market that they
need help with the most?
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
6. Mentoring a young person is a big responsibility and can change the lives of both the mentor
and the mentee. What do you hope to gain from the experience and what do you hope the
mentee gains from the relationship?
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
7. What types of activities would you do with a mentee?
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
8. What do you think your natural mentoring style would be? Do you think you would tend
towards being more directive or non-directive? What kind of circumstances would make you
adopt an approach further towards the other end of the scale?
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
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Exercise 2. Expectations from mentoring process
A successful mentoring relationship relies on agreeing what to expect from the relationship.

This can be clarified at the outset to ensure that there is no confusion and that expectations are
managed.
It is a good idea if the mentor and mentee do this exercise separately and at the same time to
compare what your expectations are. It may be that you would have to come to an agreement
about how the relationship is going to grow.

Consider what your expectations are of:

(i)

The mentor

________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________

(ii)

The mentee

________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________

(iii)

Others around you

________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
_____________________________________________________________________________
________________________________________________________________________________
3
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Exercise 3. Mentoring using the GROW model
The GROW model is a good way to structure a meeting with your mentee. You can either start
with the goal or work logically through the model or you can move the model around, starting
with the reality and then the goal, if this works best. Remember to always finish with the way
forward and ensure that this is set and owned by the mentee.
Please apply the GROW model to an ideal mentoring situation.

GROW Model
What?

When?

Goals

Reality

Options

Way Forward

4

Where?

How Much?
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Exercise 4. Questioning: when to ask questions
At the start of a session
• Encourage the mentee to relax and feel comfortable with the session
• Establish changes since last session
• Identify preparation for the meeting
• Check understanding and retention from previous sessions
• Engage attention by inviting mentee to share relevant experiences
During the session
• Encourage further examination of experiences and scenarios
• Hypothesise about “what if scenarios”.
• To clarify and challenge assumptions and perceptions
• Help to make connections between what is known and what to learn
• Encourage self-reflection and analysis
At the end of a session
• To reflect on the session and what has been learned
• To identify what future actions as a consequence of the session
• To confirm progress made
Consider the following questions and which stage of the session you would use them:
Question
Stage: start/during/end
What surprised you about what you have just learned?
What do you know now that you didn’t know before?
Can you write on your mini whiteboard one example of
what you have learned from the session?
What were the benefits and drawbacks of working in the group
format chosen?
What did you do in your groups that helped you learn?
What got in the way of your learning?
If you were to do that activity again, what would you
do the same and what would you do differently?
Where else could you use the skills that you have
used in your groups?
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1. Analysis of the mentoring process and mentoring types
Among many mentoring kinds/types, we may distinguish:
•

informal mentoring

•

formal mentoring

Informal mentoring: usually has a dyadic form (it is traditional, individual). Relation with the
mentor is established gradually and it is difficult to unambiguously indicate its beginning.
The mentor-mentee relation is developing naturally, without interference from the side of
an organisation (workplace). This type of mentoring may be commenced both by the mentee
and by the mentor. The need for being needed constitutes the mentor's motivation to start
an informal mentoring. However, there prevails the opinion that the future mentee is more
often an initiator.
Informal mentoring does not depend on social roles played by the mentor (master). In this
case, the mentoring relation is long-term, referring to various aspects of learner's
functioning. Usually, it is described with great intimacy and familiarity resulting from the
similarity of the system of values and (mentee's) perception of the mentor as a role model.
The mentor perceives a "younger version" of itself in its mentee.
This mentoring type is more satisfying (informal relations develop slowly, so building trust is
easier and relations - deeper), as mentors performing their function by their choice are more
involved, while personality match of the mentor and the mentee is generally better.
In this case, the mentoring process analysis is based on an agreement (often spoken)
between the mentor and the mentee. Analysing progress within the scope of learning,
meeting the mentoring goals is based on honest conversations, analyses founded on mutual
trust. The mentor's communication skills and competences concerning the feedback
provision are highly important.
Formal mentoring is the second mentoring type, significant from the point of view of
assessment and analysis of the process. It is usually initiated by company representatives (in
the workplace), while the mentor's function constitutes here an element of corporate
culture related to the transfer of knowledge and skills by more experienced employees.
1
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Within the framework of formal mentoring, we may have to deal with individual mentoring
(often supported by e-mentoring), but usually it is the mentor's relation with a group of
mentees (group mentoring). This mentoring type corresponds well with the working
environment (mentor: experienced employee – mentee: young, lay employee, intern).
Here the mentoring relation is usually concentrated on the achievement of objectives
determined by the mentee, compliant with the enterprise's objectives, and is subject to
assessment by the organisation.
Now the majority of organisations implements mentoring in a systemic way. Usually, we
have to do with formal and group mentoring (with elements of or only in the form of ementoring), while the mentoring process is supervised by persons responsible for human
resources management. Process standardisation consists mainly in the establishment of the
method of monitoring the mentoring process, i.e. answer to the following questions:
Is mentoring conducted within the framework of some project for which external financial
support has been acquired?
- If yes, usually its provisions impose the monitoring obligations and tools that should be
applied
- If not, subsequent question should be formulated:
Is it necessary to report the course of the mentoring process for the achievement of an
enterprise's strategy objectives, implementation of the human resources development
policy?
If yes, decide:
- how often reporting should be conducted (frequency should depend on the assumed
duration of the mentoring process and on frequency of assumed meetings/consultations
of the mentor and the mentee),
- to what extent and how the mentoring process reports are to be prepared? – it should
be kept in mind that the mentor-mentee relation is based on trust, while the mentoring
contract always includes a spoken provision or agreement concerning confidentiality
that must be kept.
2
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- If not, subsequent question should be formulated:
How will we verify effectiveness of the implemented mentoring process?
-

i.e. establishment of who and according to what criteria shall assess effectiveness of the
mentor-mentee work. It should be kept in mind that assessments may be external, but it
can also be a mutual assessment system (or combination of both systems).

If mentoring is implemented in the organisation gradually as a formal mentoring, within the
framework of the process employees must have all the information concerning assessment,
monitoring of the learning progress in the organisation, and access to documentation
concerning their progress, achievement of objectives, etc. Clear (simple) and efficient
communication appears to be crucial in this process.

2. Principles and methods of assessment and monitoring of the mentee's
progress
Correctly planned and executed mentoring process assumes continuous monitoring,
combined with feedback for the mentee. The mentee's progress assessment should consider
principles of assessment of adult education. Therefore, if adult motivation for learning (while
mentoring is a form of learning, available at various stages of professional development) is
determined by the following factors:
success (belief in the capability of learning new things and skills)
will (co-determination of a form and content of performed educational activities)
value (benefits for use in professional and everyday life)
pleasure (satisfaction)
description of methods of assessment and monitoring of the mentee's progress is worth of
being referred to this scheme.

Success constitutes the combination of the principle of individualisation and
compensation.
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The individualisation principle refers to the preferred learning styles – therefore, assessment
should include an answer to the question whether, within the scope of mentoring, as a
mentee I am provided with learning methods and tools adjusted to my needs, so also the
communication method? This principle is easier to be respected in the individual mentoring
(especially informal), as every standardisation related to formal mentoring entails lesser
individualisation.
Compensation – related to equality of educational opportunities, is significant, if in the
mentoring process our mentees are at various age, with different educational experience.
Assessment should cover the following aspects: whether in the mentoring process one
draws attention to various educational experience of participants? whether in case of
significant diversification mutual learning from each other is possible (elements of lateral
mentoring)?

Will is the co-determination of a form and content of performed educational activities. By
assumption, mentoring is a process in which the mentee defines goals that it wants to meet.
The mentor accompanies it at creative discovery and development of its potential.
Questions worth of being asked as a part of assessment of the mentee's progress include:
does mentoring suit my educational needs?
if it is formal mentoring in which the organisation defines the main goals, do my
individual developmental goals correspond with them?
what is my relation with the mentor, is it a partner relation assuming bilateral
cooperation? are educational goals my goals, or are they formulated "top-down" by
the mentor?

Value, that is benefits for use in professional and everyday life
Here, professional and practical knowledge and experience of the process participants
constitute the starting point. Mentoring may be treated as training of skills acquired
previously and transferred by experienced employees to learners (trainer-player relation).
The mentee acquires skills of efficient operation in a given sector, discipline.
Questions worth of being asked as a part of assessment of the mentee's progress include:
can I apply new skills acquired in mentoring in everyday work and which one?
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does my experience constitute the basis for sharing with others?

Pleasure (satisfaction) - mutual respect and the principle of inclusion.
In mentoring, trust and respect for oneself, as well as drawing up objectives and activities
that will allow for meeting goals are crucial. Realistic goal setting and their proper staging
guarantees satisfaction with the learning progress (positive satisfaction consisting in
achieving small successes). Mentoring, especially for new employees, is also a type of
socialisation (which is assumed by the principle of inclusion), getting to know a group and a
team with whom somebody works. This principle may be particularly useful in international
companies, where an aspect of getting to know and understanding cultural differences often
constitutes an element of mentoring.
Questions worth of being asked as a part of assessment of the mentee's progress include:
is the relation between the mentee and the mentor based on respect?
do I achieve small successes throughout the educational process (perform activities
that bring me closer to achievement of the assumed goals)?
does the mentoring process affect better cognition of colleagues, team integration?

3. Feedback in the learning progress assessment and in the mentoring process
In order to make self-improvement and achievement of assumed objectives conscious and
motivating, it is necessary to provide the mentee with constructive feedback. Feedback
provision constitutes one of the most important tools for the mentor's disposal, allowing for
affecting the mentee's competences and behaviour, notifying it of its progress and what else
it should learn. The mentee must accept (with understanding) feedback, approve the
transferred content and respond to feedback in the form of specific activities (sometimes
adjustment of adopted goals).
Feedback constitutes one of communication methods. Communication is a key element of
mentoring, but when conducted incorrectly it may constitute a serious barrier to it. The most
frequent communication errors affecting the mentoring process concern:
lack of skill to take a look at the situation from the speaker's perspective (inability to
empathise with somebody)
5
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susceptibility to emotions
perceptual difficulties, but also mood
use of stereotypes
criticising, threatening and insulting the speaker
commanding
preaching
interrupting and confrontational attitude
failure to listen and selective attention
decision-making for the other person
advice offering
being convinced of one's right (without orientation to dialogue)
lack of a clearly specified purpose of conversation (communication)

Feedback constitutes the most important tool at the mentor's disposal in order to provide
the mentee with information on progress and assessment of activities in the mentoring
process.
To be effective, feedback must meet the following criteria:
•

The mentor's motives must be clear, there is no place for such emotions as anger or
resentment.

•

Statement must be coherent – verbal and non-verbal signs should be compliant with
each other, moreover permanent eye contact is recommended.

•

The speaker (here mentor) should speak only in its own name, use the I-message, e.g.
"I don't see any commitment from your side..."

•

Feedback should be oriented towards the future and one's expectations, instead of
past errors and their reproaching.

•

Feedback should help, instead of destroying interpersonal relations, that is why it
should be problem-oriented, not people-oriented. Feedback should concern an issue,
task, behaviour, instead of a person or feature that it has.
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•

Feedback should indicate specific behaviour on which the given mentee may have
influence. It should refer to a specific situation, as generalisation and such phrases as
"always", "everybody", "never", received by the mentee as unfair and offending,
should be avoided.

•

Feedback should include the comparison with an applicable standard, and not with
other employees, as it should be describing, not assessing.

•

Remember that messages (should be simple) should be addressed only to the
interested person.

•

Feedback should occur shortly after an event it concerns, it should include
justifications so that an addressee (mentee) may understand why the communicated
information is important.

•

Feedback should be provided in a deliberate and accurate way, it should never
transform into providing advice

•

One should ensure (by asking questions) that an interlocutor understood what one
wanted to say.

•

Remember that nothing works better than one's own example – so care about
coherence of what you expect with an example you give with your behaviour.

4. Feedback provision methods and techniques

In order to provide feedback in an effective, efficient and successful way, it is worth to learn
about feedback provision methods and techniques, including:
I-message
information sandwich
FUO model
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model "keep it up"

I-message - it is to express one's feelings related to some situation and to formulate one's
expectations concerning this situation.
The I-message includes four parts:
FEELING – we describe our current feelings related to a given situation – I feel
SITUATION – we present facts, description of a specific situation – when you
RESULT – we indicate results of a given situation (its consequences) – because
EXPECTATION – we disclose our expectations concerning the mentee – I want you to
We formulate the I-message with use of the following phrases: I feel / when you / because /
I want you to
Remember! The I-message does not include assessments, focuses attention (of mentor and
mentee) on action, facts, not on a person. It facilitates the problem solution, simultaneously
not causing negative emotions and not violating the speakers' limits. It focuses attention on
important issues and allows for the adjustment of behaviour. It is the clear information on
the addresser's feelings and needs, thus making communication more specific and honest.
Thanks to the I-message development principles, it performs well e.g. in the superiorsubordinate communication or between persons with a large age difference.

Information sandwich is the feedback provision method in which we include praise and
criticism against the learner. We start from positive information. Then we say what is wrong,
that is we communicate negative information. At the end, we say something positive to end
optimistically.
The information sandwich scheme is as follows:
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The third model of feedback provision is FUO

The FUO model is an acronym of names of parts that form it:
FACTS (F) – naming, defining a specific behaviour
ATTITIUDE (U) – definition of emotions and one's response to the learner's given
behaviour in the area/place of work – consequences for me/company resulting from
the other person's behaviour
EXPECTATION (O) – information on the preferred and/or recommended (by us as a
mentor) behaviour
The fourth feedback provision model is named: "keep it up" (it is named also "square in
square")

The "keep it up" model contains five elements:
1. Start doing something you have not been doing so far and what would contribute
to the improvement of your performance
2. Stop doing something that puts you off achieving good results
3. More – do more of what you have already been doing, but what, when intensified,
would let you improve your performance
4. Less – reduce intensity of works that do not require such an expenditure of labour
or can be reduced without harming the results
5. Keep it up – what works very well and what is worth of being continued
9
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Exercise M2.05.1 - Self-correcting questions
Self-correcting questions:
1.

Feedback provision tools do not include:
a) information sandwich
b) i-message
c)

FUO model

d) "keep it up" model
Correct answer: b

2.

Tools applied in the mentoring process include:
a) GROW model
b) SWOT analysis
c)

PURE filter

d) all of the above
Correct answer: b

3.

Enumerate in order four elements of the I-message:
a) ………………………………………………………………………………….
b) ………………………………………………………………………………….
c)

………………………………………………………………………………….

d) ………………………………………………………………………………….
Correct answer: a) feeling b) situation c) result d) expectation
4.

Features of effective feedback do not include:
a) coherence of what you expect with an example you give with your behaviour
b) verification of feedback acceptance
c) assessment, not description
d) problem-orientation, not human-orientation
Correct answer: c
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5.

Indicate a false statement:
a) feedback provision constitutes one of the most important tools at the mentor's
disposal
b) mentoring is oriented mainly towards results, that is why the process monitoring is
needed
c) mentoring is a partner mentor-mentee relation, within the framework of which
objectives to be achieved are established and monitoring allows for tracking the
mentee's progress
d) mentee's tasks include: acceptance of feedback and response to it (performance of
activities)
Correct answer: b

Exercise M2.05.2. I-message - tasks to be performed
I-message
Below you may find three briefly described situations that may happen during the workbased mentoring process. For every situation, propose feedback with use of the I-message.
Write your proposal to compare it with an exemplary correct answer.
Situation 1 You lead a team, while one of its members is notoriously coming late to your
meetings. It was the fourth time in that month when other co-workers were waiting 15
minutes for him.
Proposal of the I-message
I feel that you don't respect other team members, you are late for our meeting for the
fourth time in this month, and we will not have time for discussion about all items planned
in the programme. I would like you to stop coming late and to start respecting other people's
time.
Situation 2

You arranged with your younger colleague that he would teach you new

software. You met as arranged, he started to explain to you and show capacities of new
software, but simultaneously he was talking with someone on the phone and responding to
2
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an e-mail. When you were asking questions, he was answering irritated: I have been already
explaining that to you.
Proposal of the I-message
I feel that you offered me your help with software learning only out of politeness, you were
not a patient teacher who answered questions, that is why this software is still difficult for
me and I don't know how to use it. I would like you to have time reserved only for me when
offering your help and to answer my questions comprehensively.
Situation 3 Your colleague with whom you share your office room is a person who enjoys
order, so she moves all things in your room. Recently she has moved your documents,
necessary for performance of an urgent task for the boss. You were searching for them for
20 minutes when it appeared that she put them to the cupboard.
Proposal of the I-message
I feel that you have overstepped boundaries, moving my documents without permission. I
couldn't find them and the boss needed them. Next time, please do not move my documents
without my consent.

Exercise M2.05.3. information sandwich - tasks to be performed
Construct feedback with use of the information sandwich (write down your proposal to
compare it with an exemplary correct answer)
Situation:
As the mentor you see that the mentee with whom you work does not meet the assumed
goals. He does his best, comes to meetings, even takes notes on them, but between your
sessions he doesn't really use them and does not try to implement new skills in his job.
Proposal of the information sandwich:
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I see that you are active on meetings, you take a lot of notes, however it is a pity that you do
not use them after all, while you do not use knowledge acquired on our meetings in your
job. I'm sure that if you looked through your notes every other day, it would be easier for
you to achieve your goals determined in mentoring.
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Question 1
Define the "corporate culture" and list the minimum aspects that should be included

Question 2
Describe the five models that could be used during the mentoring process

Question 3
Identify five pitfalls and barriers affecting the mentoring process in the workplace

Question 4
Describe the mentoring process using the GROW model

Question 5
List and describe the most common conflict styles during the mentoring process

Question 6
Describe the conflict resolution process

Question 7
Identify the differences between formal and informal mentoring

Question 8
Describe briefly the principles of assessment the mentee’s progress

Question 9
Describe two techniques that could be used to provide feedback during mentoring process

