
This project has been funded with support from the European 

Commission. This communication reflects the views only of the 

author, and the Commission cannot be held responsible for any use 

which may be made of the information contained therein. 
 

Learning to be a Good Mentor – LeGMe 

2013-1-RO1-GRU06-29565 1 

 1/10 

  

First draft of the Guidelines for developing new mentors' coaching/ training 

programmes 

 

 

I. SECURING THE RESOURCES FOR THE MENTORING PROGRAMME - PREPARATION 

FOR IMPLEMENTATION 

 

I.1. HUMAN  RESOURCES (MENTORS, MENTOR TRAINERS/ COACHES) 

a) The Mentors                                                           

Most of us can think of people in our lives, more experienced than ourselves, who have offered us 

advice, presented a challenge, taught us something new, initiated friendship or simply expressed an 

interest in our development as a person. They helped us negotiate an uphill path or find an entirely 

new strategy to reach a goal in our academic, career-related or personal lives. They showed us a 

world larger than our present neighborhood. They discovered talents that we hadn't noticed in 

ourselves before and stimulated conceptions about what we might be able to accomplish. And from 

time to time, they would also nudge us when we needed a nudge.                                                              

In this sense the best mentors are advisors, coaches, counselors and supporters all at the same time. 

They are experienced people who guide their mentées (their protégée) in various fields, but also 

challenge them to develop their independence. A good mentor will always help his or her mentée 

define personal goals, and then support the mentée´s quest to achieve them. He or she will share 

knowledge, provide encouragement, and hopefully inspire the mentée. Above all, a mentor should 

be someone the mentée can trust to always keep his or her best interest in mind. 

Mentors may offer the following: 

 Information                         

Mentors share their knowledge, experiences and wisdom. 

 Contacts            

Mentors provide valuable opportunities by facilitating academic, career-related and personal 

contacts. 

 Challenges            

Mentors stimulate curiosity and build confidence by presenting new ideas, opportunities, 

and challenges. 

 Support            

Mentors encourage growth and achievement by providing an open and supportive 

environment. 

 Goal Setting                         
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Mentors help mentées discover talents and interests and define and attain their goals. 

 Advice                                        

Mentors guide mentées in reaching academic, career-related and/or personal goals. 

 Role Models                                       

By sharing stories of achievement with the mentée, mentors can become role models. 

 

Although there might be as many definitions of a mentor as existing different mentoring programms, 

Shea´s definition (1992) in „Mentoring: a guide to the basics“ matches these ideas very well: 

 

“Mentors are people who, by their actions and their work, help others to achieve their potential. They 

help them to be what they like to be.” 

  

To sum up, a mentor has many different roles:  

 

POSITIVE ROLE MODEL, FRIEND, COACH, ADVISOR, SELF-ESTEEM BUILDER, CAREER COUNSELOR, 

ADVOCATE, ... 

 

b) The Mentor Trainers / Coachs 

The mentoring program management and the mentor trainers or coachs are key to successful 

mentoring efforts and the personal advancement of their mentées. Mentor trainers or coachs play a 

major role in getting new mentors started right, and their success or failure will affect the mentoring 

efforts.  

 

To keep in mind: 

 Clarify expectations and criteria at all levels, e.g. familys, college, working place etc. 

Explain the relationship of the criteria to the expectations of the culture of the specific 

mentoring project. Give clear notice of deadlines and timelines. Conduct annual evaluations 

seriously, oraly and in writing; make sure that strategies for correcting shortcomings are fully 

understood. Speak frankly, thoroughly, and early about tenure 

expectations.  

 Make sure the new mentor has the appropriate introductions, contact person(s),  

access to networks and resources in the community and organization as weill as   

distribution lists and any other appropriate information that contributes to a successful 

mentoring process. 

 Support mentor development activities. Give frequent and accurate feedback, conduct annual 

reviews. Assist the mentors in goal setting. Provide feedback through oral and / or written 

summary or evaluation. 

 Reduce impediments to progress by helping the mentor learn to protect his / her time and refuse 

excessive demands. Be sure that the mentor is aware of relevant policies such as children rights, 
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children´s welfare. Facilitate acquisition of resources to meet expectations. 

 The mentor trainer or coach can greatly facilitate the success of the mentoring program by 

encouraging the active participation of senior peer mentors in mentoring efforts and by 

educational efforts to overcome possible biases. 

 

 

I.1.1. RECRUITMENT, SELECTION, CONTRACTING OF VOLUNTEER MENTORS 

a) Launching the call for volunteer mentors 

1. Develop the requirements for applicant volunteer mentors  

- Who can be a mentor?  

- What need they be like? 

- What are our cirterias? 

2. Develop the criteria of selection  

- How will those who apply be selected? Consider recommendations, interviews... 

- How do I clarify the requirements of the mentors? 

3. What is our application procedure? 

- Can mentors only apply once a year to a certain deadline? 

4. Channels for launching the call for volunteers 

- If we want to publish help-wanted ads which media would be the most attractive for our target 
group? 

- Who of our network can help us find our potential future mentors? 
 

To keep in mind: 

 Don’t put in too many limits on who can be a mentor – but make sure that the minimum is eno-

ugh for what you expect of them; 

 Don’t make the selection too lengthy – the potential mentors may be scared off by too much 

bureaucracy; 

 Set a reasonable deadline for applications – not too long (or else they will forget; not too short, 

or else they may not be able to meet it); 

 Decide on the channels to distribute the call for mentors that are most likely to appeal to the 

volunteer mentors you target (e.g. do not use only electronic means for senior citizens unless 

you make it a requirement that they need to be able to use such means of communication) 

 Provide a reader-friendly form for the applicants to fill 

 Provide an easy contact point (e.g. telephone) for those applicants who may have questions be-

fore they make up their mind to apply; 

 Decide on a strategy to handle „weird” applicants. 

 

b) Contracting volunteer mentors – issues to address in the contract 

 Length of period and number of hours of work expected; 

 Requirement to participate in training / coaching sessions; 
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 Mentors' responsibilities and limits of their responsibilities (e.g. confidentiality vs obligation to 

report to coordinator, insurances etc.); 

 Expectations concerning reporting on mentor-mentee meetings 

 Financial conditions of work (e.g. reimbursement of costs for transport, consumables etc.); 

 Support structures available for volunteer mentors - facilitating mentor networking and reflecti-

on 

 Do we offer any insurances for the mentors? 

 

To keep in mind: 

- Are we offering the same contract for all or can we be flexible? 

- How to handle contract negotiation? Discuss it with a group or with individuals? How important 

is transparency? 

- Is there going to be a trial period for the mentors? 

- When is it best to sign the contract: prior to or after matching /attempting to match mentors and 

mentees? 

- What if there are more mentors than needed? 

- What if there are less mentors than needed? 

 

 

I.1.2. RECRUITMENT, SELECTION, CONTRACTING OF MENTOR TRAINERS / COACHES 

a) The mentor trainers / coaches’ job description (qualifications, roles, responsibilities) 

1. Develop the requirements for applicant mentor trainers / coaches  

- Who can be a mentor trainer?  

- What need they be like? 

- What are our cirterias? 

2. Develop the criteria of selection  

- How will those who apply be selected? Consider recommendations, interviews, curriculum vi-

tae... 

- How do I clarify the requirements of the mentor trainers? 

3. What is our application procedure? 

4. Channels for launching the call for volunteers 

 

To keep in mind: 

 High quality mentor selection is crucial for a successful mentor training and will affect the overal 

performance of your mentoring programm.  

 Set a reasonable deadline for applications; 

 Decide on the channels to distribute the call for mentor trainers.  

 Provide an easy contact point (e.g. telephone) for those applicants who may have questions be-

fore they make up their mind to apply; 

 Have personal interviews with your potential, future trainer and make sure he / she shares your 

visions and ethical codex 
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b) The contract and terms of reference – issues to address in the contract 

1. Length of period and number of hours of work expected; 

2. Requirements to deliver good mentor trainings 

3. Mentor trainers' responsibilities and limits of their responsibilities (e.g. when do they need to 

report to the mentoring programme manager) 

4. Expectations concerning reporting on mentor training meetings towards the mentoring pro-

gramme manager 

- What kind of tools / techniques for reporting do we want to apply? 

5. Financial conditions of work (e.g. reimbursement etc.); 

6. Support structures available for mentor trainers  

- How could we establish and foster a mentor trainers´ teamwork? 

 

To keep in mind: 

 Are we offering the same contract for all or can we be flexible? 

 Is there going to be a trial period for the mentor trainers? And how long would it be? 

 Do we offer a train-the-trainer programme for the future mentor trainers? And who could provi-

de it? 

 Can there be team coaching with more than one mentor trainer? 

 

I.1.3. INITIAL ASSESSMENT OF THE MENTORS’ LEARNING NEEDS 

a) Assessment instruments and their application 

- How do we assess our mentors in terms of initial and on-going learning needs? 

- How do we monitor the progress in their performance? 

- In what way do I provide feedback and evaluation of the mentors´work? 

- How do I reflect on the mentor training process and how do I organize the peer feed-back? 

- Do we want to work with a portfolio evaluation or a learning log? What other assessment in-

struments come to our mind that are useful in this context?  

- Do we dedicate time to have personal interviews in the begining of the mentoring to get to know 

the individual needs of our volunteers? 

 

To keep in mind: 

 Learner surveying and interviews have become increasingly important tools for understanding 

the educational needs of learners. 

 Assessment of our volunteers´ learning can be conducted using a variety of available instruments 

and methods. Many educational experts believe that a combination of assessment approaches 

can be the most effective way to measure learning. 

 

b) Documenting the findings and establishing the objectives for training / coaching 

- How do we keep track on our findings? 

- What consequences do we have to take after our first assessement?  

- What are our conclusions for our training of our volunteers? 
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To keep in mind: 

 The exact nature of your findings and what is reliable will vary. It is advisable to include more 

than one perspective. 

 Communication with your team, alternate approaches and good background knowledge will 

help you record your findings. 

 Peer review is a basic step in checks of reliability. Ask your colleagues who have a sound 

knowledge of the field, but have not been as close to the work as yourself. It is an essential 

and basic check of reliability. Better to have a colleague pick up a discrepancy at an early 

stage rather than experiencing a failure at a later one.  

 

 

I.1.4. TRAINING/ COACHING OF MENTORS 

a) Certification / recognition of mentors’ competences 

- How do we want to document the learning outcomes of our volunteers? 

- In what way do we acknowledge their competences? 

- Are there any instruments / certificates that we can fit in our programme to certificate the 

mentors´ learning achievements? 

- Are there similar programmes where learners recieve a kind of diploma that could be useful for 

our mentoring programme? 

 

To keep in mind: 

 The Erasmus+ Programme promotes the use of instruments and certificates like Europass, ECVET 

and Youthpass to validate the competences acquired by the participant during their experiences 

abroad. Maybe your mentoring programme can make use of such European Instruments / 

certificates? You might want to adapt them according to your needs?  

 

 

I.2. MENTOR TRAINING / COACHING PROGRAMME DEVELOPMENT 

I.2.1. PRELIMINARY ISSUES  

a) General framework of the training 

- Is the mentor training / coaching programme development a task for a team or for an expert? 

- Is the training compulsory or optional for the mentors? 

- Can the mentors obligate themselves to attend these training sessions? Do we have written 

agreements on this? 

- What if a mentor does not attend the training regularly? 

 

- Do the mentors have a say in the programme development? 

- How could they give their voice on it?  

- In what way can we empower them so they take responsibility for the elaboration of their train-

ing? 
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- Is this a brand new training / coaching programme or are we adapting an existing one? 

- Do we know any similar training / coaching programme on which we can build on?  

- What are positive aspects on existing training programmes which are valuable for us? 

- Which negative characteristics of other coaching programmes do we need to avoid? 

 

I.2.2. THE CURRICULUM  

a) GOALS AND OBJECTIVES OF THE MENTOR TRAINING / COACHING PROGRAMME 

- Why do we want to establish this mentor training? What are our ideas and purposes regarding 

this? 

 

b) CONTENT AND ACTIVITIES OF THE MENTOR TRAINING / COACHING PROGRAMME 

- What kind of infrastructure do we need for the training? 

- What kind of material do we want to hand out to our mentors to support their work? 

- What kind of ressources can we offer to the mentor training? 

- Do we have training schedules and /or agendas? 

- How can we provide an active involvement of our mentors in this training? 

- What if our training seems to have little real impact on our mentors´ performance? 

- How do we react if our training takes place in a vacuum?  

- What do we do if mentors visit the training sessions but there’s little support before or after to 

make sure they implement what they have learnt? 

 

To keep in mind: 

 In order to provide an effective mentor training, your mentoring programme design should 

include high quality mentor selection, training, assessment / evaluation and ongoing support in a 

mentor learning community. 

 

c) MENTORS’ STANDARDS INCL. ETHICAL ISSUES 

- Are the program expectations  clearly defined and understood by our mentors? 

- Do we provide commitment or / and confidentiality support agreements? 

- Do mentors know about the ethical codes of the mentoring project management? Do we have 

common ground in this issue?  

- How could we varify that there is consens on ethical questions between mentors, mentor 

trainers and mentoring programme managers? 

 

To keep in mind: 

- Provide a sound, well-articulated rationale (grounded on effective practices) that guides the de-

velopment of your programme goals and plans. It will help the mentor to life your standards and 

deliver support services for their mentée. 

- Only if the developmental needs of the mentée are clearly understood by programme designers 

and managers, standards and ethical codes are easy to establish.  



This project has been funded with support from the European 

Commission. This communication reflects the views only of the 

author, and the Commission cannot be held responsible for any use 

which may be made of the information contained therein. 
 

Learning to be a Good Mentor – LeGMe 

2013-1-RO1-GRU06-29565 1 

 8/10 

- Make sure that your mentoring programme has a clear code of conduct that ensures 

professionalism, confidentiality and ethical behaviour and make it public. 

- Be a role model and exemplify your ethical code through your own life. 

 

I.2.3. METHODOLOGY OF DELIVERY OF THE MENTOR TRAINING/ COACHING PROGRAMME 

a) TYPE OF TRAINING / COACHING (FACE-TO-FACE, DISTANCE LEARNING, BLENDED LEARNING) 

- What are the disadvantages / advantages of face-to-face, distance and blended learning in our 

context? 

- What kind of experiences do we have in these different methods? 

- Could we imagine a combination of those? 

- How do other mentoring training programmes deliver their coaching? What methodology of 

delivery do they use? Are there any best practices we can learn from? 

- What kind of personal / financial ressources can we provide in implementing a suitable method-

ology? 

- Which methodology would our mentors value? 

 

b) TIMELINE 

- How often do we meet for the training / coaching sessions? 

- How long does the training last? How many lessons per session? 

- When do we deliver the training: during the day, evening or rather on weekends? 

- When do we start? End? 

 

c) TRAINING / COACHING STRATEGIES 

1. Feedback 

2. Group reflection 

3. Intravisions – exchanging of best practices 

 

To keep in mind: 

 Make sure the trainer has experience in adult learning. 

  Try to support your mentors to learn about and become confident in meeting the diverse needs 
of the mentée and give them training in pedagogical approaches appropriate to circumstances. 

 Make sure that mentors who are not familiar with ICT receive advanced technical training in or-

der to follow the distance and blended learning sessions successfully.  

  

 

I.2.4. SUPPORT MATERIALS FOR THE MENTOR TRAINING/ COACHING PROGRAMME 

a) HANDBOOK/ HANDOUTS / WORKSHEETS 

- What specific material can we hand out to our mentors?  

- What information can enhance their learning and our training? 

- Can we provide a handbook on our mentoring programme that documents and supports the 

training? 
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To keep in mind: 

 Good handouts complement a training session but be careful not to overload it!  

 Handbook, handouts and worksheets should be a means of learning. So keep your training partic-

ipants engaged, choose a mix of practical exercises and trainer led material.  Surely, you want 

your attendees remain interested throughout the meeting, so they can improve their skills and 

competences thanks to your professional mentoring training and coaching. 

 

I.2.5. MONITORING AND EVALUATION OF THE MENTOR TRAINING / COACHING PRO-

GRAMME 

- What do we do if there is a lack of creativity and adaptability? And our mentor trainers deliver 

the same topics in the same way every time without respecting the mentors learning needs? 

- Does the training programme utilizes multiple measures of assessments to identify individual 

mentor needs? 

- Do we provide peer reviews with other mentor trainers to reflect on the training? 

- How do we collect feed back of our mentors regularly? 

- What is our monitoring plan? 

- How can we analys the work performance of the mentoring trainer to the benefit of the learning 

outcomes of our mentors? 

- How could we collect assessment data from the trainees? 

- Does the trainer have an instrument to reflect his / her work, e.g. a reflection log? 

- What kind of other artifacts or feed backs could be appropriate to find out the quality of our 

mentoring training? 

 

To keep in mind: 

 Your mentoring programme should utilize multiple measures for assessments to identify 

individual needs to improve the quality of your training and coaching. 

 Depending on the context of your mentoring programme, e.g. working with volunteers or not, be 

careful not to overload the training.  

 Don´t make your training too theoretical and try to garantee the practical relevance for your 

mentors. 
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