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You may be an existing mentoring coordinator, or it may be a brand-new role in your
organisation. Wherever you are in the journey of mentoring in your organisation, the role of
mentoring coordinator is central to building and maintaining an effective mentoring programme.
Mentoring can be one of the most effective methods of continuing professional development
(CPD) for practitioners. However, in order for it to be effective, certain conditions need to be in
place. The ETF’s mentoring framework outlines a set of practices to enable effective mentoring.
This short guide for mentoring coordinators accompanies the ETF’s mentoring framework. It
provides you with information and ideas about how to set up or enhance the coordination of a
mentoring programme in your organisation.
There are three other guides available: one for mentors, one for mentees, and one for leaders
and managers. We recommend that you familiarise yourself with the mentoring framework and
the contents of this guide first. Then encourage leaders, managers, mentors and mentees in
your organisation to access these publications as well. The ETF is also offering a range of free
CPD activities and resources for leaders, coordinators, mentors and mentees.
Please visit our website for the latest information.
At the end of this guide, you will find a list of suggested next steps so that you can take
mentoring in your organisation to the next level!

Mentoring Framework for Practitioners in
Further Education
Download

Guide for Mentors in
Further Education
Download

Guide for Leaders and Managers in Further Education
Download

Guide for Mentees in Further Education
Download
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What is mentoring?
There are many different definitions of mentoring and coaching. Contrary to what some people
say, there is no one ‘correct’ definition. These terms are used across the world and their meanings
can vary (a lot) depending on the context. You might already hold a firm view of what mentoring
means and what coaching means. However, from time to time, you are likely to encounter people
who hold a different, and perhaps even a contrasting, view to yours, and that’s okay!
Whilst some people draw a clear distinction between mentoring and coaching, at the ETF, we
use the term mentoring in a broad sense, which includes coaching.1 In other words, we consider
that a trained and skilful mentor is able to adopt a wide range of helping techniques, including
both mentoring and coaching activities, which they draw on in dynamic response to the individual
needs of the mentee.2
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1
2

These definitions of mentoring are based on ideas presented in Hobson and Maxwell 2020
For these reasons, from here on in, the terms mentoring and mentor are used in their broadest sense to include coaching and other helping roles.
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What is developmental mentoring?
Research into mentoring in education (Manning and Hobson, 2017) has found that there
are many approaches. Two particular approaches that have been identified in literature are
judgmental and developmental.
The term ‘judgementoring’ has evolved as mentors have become more involved in the
evaluation of teachers’ and students’ performance in the classroom. This focus on assessing
the teachers’ (mentees’) performance, with relatively little emphasis on developing the mentees’
own critical analysis of their practice, and little concern for their wellbeing has led to the role of
mentor being seen as judge and jury rather than a developer of people.

Chapter Four: How to
provide training and
support for mentors

The ETF concurs with the research (Clutterbuck 2004, Manning 2017) that mentoring must be
developmental and not judgmental in order for it to be effective and empower the mentees to
grow and develop as practitioners and as a person.

Chapter Five: The
role of supervision

“At the ETF, we advocate developmental mentoring, which is:
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programmes

For this reason, the definition of developmental mentoring that the ETF adopts is:

“teachers and trainers supporting colleagues on a one-to-one
basis, over a sustained period, to bring about professional
learning and development.”

► nurturing in nature
► rooted in collaboration and support
► adaptable to the individual needs of the mentee”.
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ONSIDE Mentoring
Andrew Hobson (2016) provides us with a developmental approach to mentoring teachers,
which may support your programme design. It is called the ONSIDE framework and is made up
of six elements:
The key features of ONSIDE mentoring are listed in the diagram to the right:
ONSIDE describes effective mentoring as developmental and collaborative. It highlights the
benefits of supporting mentees’ individual needs on an ongoing basis rather than adopting
an evaluative, performance-related approach. If your organisation has yet to introduce this
research-based model of mentoring, perhaps you can be the catalyst to make that happen!
In this video, Professor Andrew Hobson offers an introduction to the ONSIDE framework. This
is an additional video, hosted on YouTube.
To learn more about the ONSIDE framework, read the original article.

O
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ff‑line (separated from line management and supervision) and
non‑hierarchical

o

on‑judgmental and non‑evaluative

n

upportive of mentees’ psycho‑social needs and wellbeing

s

ndividualised – tailored to the specific and changing needs
(emotional and developmental) of the mentee

i

evelopmental and growth‑oriented – seeking to promote
mentees’ learnacy and to provide them with appropriate
degrees of challenge

d

mpowering – progressively non‑directive to support mentees
to become more autonomous and agentic
e
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What is the mentoring coordinator role in your organisation?
Is the role fulfilled by a number of different people? Is the mentoring coordinator role just one
element of your wider role? Are you reading this guide and starting to realise that you are, in
fact, a mentoring coordinator? Understanding the responses to these questions will help you to:
further understand the wider context of mentoring in your organisation; identify other mentoring
coordinators; explore the level of formality and importance attached to the role; and, possibly,
start to identify potential for developing the role further.

A mentoring coordinator:
Someone who manages a mentoring programme
or scheme.
As part of being a mentoring coordinator, it is vital to understand where mentoring sits within your
organisation, the size and significance of its role, and how the organisation views mentoring.

Developmental task: Clarify who carries
out the mentoring coordinator role at your
organisation and how it is carried out.
► Will the role of coordinator be a distinct role, or will it form
part of a wider job role?
► If you already have a mentoring coordinator in place, is that
person, or those people, aware that they are undertaking
the role of mentoring coordinator (or do they just see it as
part of another role)?
► How formal/informal is the mentoring coordinator role?
► Is this a new role or an established role?
► Is this a shared role?
► What is the wider understanding of the mentoring
coordinator role?
► How is the role recognised?

Gaining an understanding of the reach and perception of mentoring will help you to identify:
►
►
►
►

mentoring programme senior leads.
important stakeholders.
other supporting programmes in your organisation.
how mentoring fits with the organisation’s strategic objectives.

Further information:
If you are interested to find out more about the role of the mentoring
coordinator and the research into roles and responsibilities, visit
chapter 3 of THE ROLE OF THE MENTORING PROGRAMME
COORDINATOR: A RAPID EVIDENCE REVIEW Report of research
conducted by the University of Brighton and Sheffield Hallam
University, commissioned by the Education & Training Foundation.
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Who is a stakeholder?
Anyone who has an interest in the outcome of your mentoring programmes.
Some stakeholders actively contribute to the development and success of your programmes.
No mentoring programme can be a success without the skills and time of the mentors. Mentors
are key stakeholders.
Some stakeholders are affected by your programmes. Learners may not directly contribute
to your programmes, but any mentoring linked to teaching and learning will impact upon the
learner experience.
Some stakeholders fall in both categories. A human resources (HR) representative may
contribute to your programme by highlighting existing, or contributing to new, programme
documentation and guidance. They may also be affected by your programme as, for example, it
could result in increased levels of wellbeing and/or employee engagement, all of which support
and impact upon the work of HR.

We’ve explored the role of the mentoring coordinator but it’s also important to consider how
mentoring sits within your organisation. Your toolbox may need to be varied, depending on the
type of mentoring your organisation supports and the challenges that mentoring programmes
are seeking to tackle.

Reflective questions:
To help you consider what tools are right for your toolbox, reflect
on the following questions.
1.

How does mentoring currently fit within staff development?

2.

To what extent does mentoring form part of the
organisation’s CPD and induction programmes?

3.

Are leaders and managers aware of and have they completed
the ETF self-assessment for leaders and managers? Their
responses and input will be hugely beneficial in helping
you to identify the culture within which your mentoring
programmes sit.

4.

How is mentoring linked to the organisation’s strategic
priorities?

5.

How established is mentoring in your organisation? Explore
and understand the history.

6.

To what extent mentoring is part of a wider learning culture
across the organisation? Talk to colleagues and peers from
a cross section of your organisation.

Developmental task: Where are you now?
1. Consider what further information you might need and
questions you might want to ask to help you to establish the
full mentoring picture in your organisation.
2. In Appendix A, we have included a self-assessment for
mentoring coordinators. Complete the questionnaire to
identify to what extent your mentoring provision is aligned
with the ETF’s mentoring framework, and to see the steps
to develop it further.
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Your responsibilities as a mentoring coordinator are likely to be diverse. The scope of the role
will depend on your existing programme and the needs of your organisation. However, it is
likely that your responsibilities will include writing, or contributing to, the strategic mentoring
plan; developing strong relationships with stakeholders; providing training and development
opportunities for both mentors and mentees; managing a budget; monitoring the mentoring
journey for both mentors and mentees; and carrying out programme evaluation.

Koczka, 2017, p.248.
Having an understanding of the underlying approach of your mentoring programme will enable
you to be clear about the direction you will take in design and development. You should be able
to articulate the value and benefits of developmental mentoring as an approach to support
teaching and learning, as well as demonstrate how the mentoring programme fits with the
organisation’s overall strategy for professional learning and development.
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If you have not yet completed the self-assessment exercise (Appendix A) at the end of this guide,
we recommend that you look at this now in relation to your current roles and responsibilities.

Who is the mentoring coordinator?

As you read the self-assessment, consider the following questions:

Let us now consider the knowledge and skills of the mentoring coordinator. Whether this is an
existing role, a hybrid role or you are newly recruited, it is important to appreciate the diverse
range of knowledge and skills required to carry out this role effectively. By doing this from the
outset, you will enable the role to be both ‘recognised’ and ‘valued’, as instrumental in positively
impacting on the quality of the mentoring programme.

►
►
►
►

Which roles and responsibilities do you feel confident to undertake?
Which will be new to you?
Who should you speak with to explore how to carry out these roles and responsibilities?
If you are already in a mentoring coordinator role, reflect on what helps or hinders
mentoring coordination in your organisation. What can you do to address any barriers?
Revisit your job role and consider whether there are any elements missing. If there are,
what steps can you take to have these responsibilities recognised?

Developmental task: Where are you now?
1. Consider what further information you might need and
questions you might want to ask to help you to establish the full
mentoring picture in your organisation.
2. In Appendix A, we have included a self-assessment for
mentoring coordinators. Complete the questionnaire to identify
to what extent your mentoring provision is aligned with the ETF’s
mentoring framework, and to see the steps to develop it further.

Reflective questions:
1. Are there any other areas of knowledge or specific skills
that you would add?
2. In your opinion, which are essential and which are
desirable?
3. How will you address any gaps in your knowledge and skills?
4. What do you need to do to brush up on these skills?
5. Who do you need to contact for support?
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A mentoring coordinator will benefit from having:
► the ability to build positive relationships with staff, colleagues, and stakeholders
from across all levels of the organisation;
► a secure understanding of the benefits of developmental mentoring within further
education (FE);
► the ability to communicate the purpose, process and intended outcomes of the
mentoring programme, with participants and wider stakeholders;
► knowledge of mentoring and coaching theory, models, and tools;
► the ability to lead and manage priorities effectively and efficiently;
► effective administration skills, to facilitate the design and implementation of the
programme;
► a secure understanding of how adults learn;
► effective communication skills, enabling liaison with mentors, mentees, the
senior management team and stakeholders.
► the ability to understand the needs of/constraints on organisations, teams and
individuals connected with the development and delivery of the programme;
► knowledge of how best to collect, manage and present data and outcomes.

Further information:
The following ETF professional development programmes will
support your development in your mentoring coordination role:
How to coordinate mentoring and coaching programmes
effectively in Further Education
Advanced Mentoring Skills for Experienced Mentors
You may also wish to read the University of Brighton and Sheffield
Hallam University (2020) THE ROLE OF THE MENTORING
PROGRAMME COORDINATOR: A RAPID EVIDENCE REVIEW. The
final chapter offers some conclusions and recommendations for
FE providers on how best to support mentoring coordinators in
their organisation.
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The key to success in your mentoring programmes is the effectiveness of the relationship between the mentor and mentee. Whether your programmes are formal or informal, face to face or online,
group or one to one, it is important to consider the processes you will need to manage and support these relationships effectively.
Recruitment
Your recruitment plan should focus
on ensuring that you gather enough
information about the mentors and
mentees to enable you to match them
and deliver against the aims of your
mentoring programmes.
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Application
Whether you are running an informal
or formal mentoring programme, the
application process should provide the
applicants with a brief description of
the programme, the expected aims,
objectives and outcomes, as well as
details of the training, support and time
commitments.

What are you looking for in a mentor? What skills, experience and
commitment are required?
How will you promote your programmes and the requirement for mentors
and mentees?
What will your recruitment campaign look like?
Who will help you to launch and promote your recruitment campaign?
How many mentors do your programmes require?
Do your programmes have specific targets for the numbers of mentees to
be recruited?
How will mentors and mentees be recruited?
How much time will mentors and mentees be required to invest in the
programmes?
How will mentors and mentees apply to take part in mentoring
programmes?
Does your organisation have application forms in place?
What would these application forms need to include?
How will you take the time to ensure that mentees’ needs are met?
How will mentees be prepared for the mentoring journey?
Considerations
Regardless of whether or not a mentor is successful in their application,
feedback is crucial. As well as providing useful developmental support for
potential mentors, this feedback will generate positive perceptions about
the programmes within the organisation.

Matching
Understanding what makes a
successful mentoring relationship is
fundamental in the matching process.
What will you need to consider to
ensure that mentoring relationships are
effective?

Getting started
A positive start is key in:
• beginning a new and developmental
working relationship where you play
an instrumental role;
• providing a warm welcome and
therefore a positive perception of the
programme before the mentee has
started their journey;
• playing a crucial part of your marketing.
Ongoing mentoring
Once the match has been made, it is important that both the mentor and mentee take ownership of their participation
in the programme.

How will mentees and mentors be matched?
Who will be involved in the matching process?
What is the first step once a mentor and mentee have been matched?
What action will you take if the match is unsuitable?
Considerations
The mentor and mentee should arrange a meeting to give them an
opportunity to discuss how they will work together. This ‘chemistry’
conversation allows both parties the opportunity to decline the match
without it affecting their participation in the programme. Before arranging
another match, you should seek to establish why the match was not
suitable in this instance.
How will the mentoring programme start?
Do your mentoring programmes have a handbook? This could act as a
comprehensive guide to roles, processes and how mentoring works in
your organisation. This would be invaluable to all participants and would
be a useful ‘one stop’ document in raising awareness of mentoring.
Considerations
Before starting the programme, both mentor and mentee should agree their
commitment to the programme and how they will conduct themselves. You
may wish to consider developing a mentor/mentee agreement and a code
of conduct. An example of a mentoring contact is given in the ‘Mentoring
Framework: Guide for Mentors in Further Education’.

What time commitments are expected on your mentoring programmes, in
terms of duration and regularity of meetings?
How often will you meet with mentors and mentees as part of the review
process?
How will you involve the mentor and mentees in the ongoing promotion of
mentoring programmes?
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Programme monitoring

If you are interested to find out more about how to recruit and
select mentors and mentees, take a look at the following video:
Recruiting and selecting mentors and mentees - How to
coordinate mentoring and coaching programmes effectively in
Further Education - Education and Training Foundation (ETF)

Programme management includes monitoring and reviewing feedback from the mentors and
mentees throughout the programme. This ensures the programme is effectively supporting
the mentee, that the mentor is able to access any support needed from you, and that the
programme is delivering its aims and objectives. You may need to consider what remedial
processes to put in place if, for any reason, the programme is not delivering its aims.
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Developmental task:
Developmental task:
Review the questions and considerations on the previous
page. Reflect on what processes are needed to support the
management of mentor and mentee relationships. Consider the
extent to which these processes are in place in your organisation
and what timelines you would attach to some of these elements.

Barriers to the success of a mentoring programme could include:
►
►
►
►

the mentor losing credibility;
the mentee losing the momentum of their development;
loss of buy-in from key stakeholders; or
loss of funding.

One example of a barrier could be that mentoring meetings are
persistently missed or rearranged. You’ll need to find out why
this is the case. Reasons for this could include a breakdown in
communication between the mentor and mentee, the mentee
becoming disengaged, or a lack of progress. Mentoring relationships
do go wrong from time to time, but speedy detection can lead to the
situation being resolved. If the quality of mentoring is to remain high,
quickly picking up and resolving emerging issues is critical.
► What could get in the way of the success of your
mentoring programmes?
► What proactive measures could you put in place?
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The aim of any mentor training will be to provide the mentor with the theoretical knowledge and
the practical skills to become a successful mentor. At a minimum, this should include:
►
►
►
►
►
►
►
►
►
►

New and experienced mentors alike may benefit from completing one of the ETF’s
three mentoring programmes:
Getting Ready to Mentor Teachers and Trainers in Further Education: A self-directed
online course running over 3 weeks, providing an introduction to mentoring for
practitioners in the further education sector interested in mentoring teachers and trainers.
Mentoring Skills for New Mentors: A blended programme running over 4 months for
those who are new or relatively new to mentoring teachers in the further education
(FE) sector. This course will provide participants with an opportunity to experience a
variety of mentoring techniques.
Advanced Mentoring for Experienced Mentors: A blended programme for those who
have experience of mentoring teachers in the FE sector or who have qualifications
in mentoring. Practitioners will develop advanced mentoring skills and will critically
reflect on the contexts in which they work.
To find out more, please visit the ETF mentoring webpages.

how to build rapport and gain trust with the mentee: boundaries and confidentiality
listening and questioning skills
providing developmental feedback
goal-setting
how to use models and tools for the mentee effectively
exploring barriers to success
handling difficult situations and emotions
closing a mentoring relationship
the opportunity to practise mentoring skills
the practicalities of mentoring practice.
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Preparing mentees to be mentored

Ongoing support for mentors and mentees

So, we have thought about preparing the mentors, but it is equally important to consider how
you prepare the mentees for their mentoring experience. Whether they are trainee teachers,
early career teachers, teachers from industry or experienced teachers who are looking to
progress in their careers, mentees all need to understand both the purpose of, and the process
for, the developmental mentoring programme on which they are embarking.

The mentor training is only part of a mentor’s professional development. It is important to ensure
that your mentors (and mentees) feel supported throughout the mentoring programme. Having
the opportunity to network professionally, as well as stay informed about the latest mentoringrelated research will reassure and reward mentors for their commitment and contributions. It will
also provide you with an opportunity to enhance the quality of the programme.

They should be clear about what they can expect from the mentoring programme, as well as
what they will be expected to contribute. Read the ‘Mentoring Framework: Guide for Mentees
in Further Education’ to understand how to support your mentees to get the most out of their
mentoring relationships. Mentees may also wish to access the short course How to be an
effective mentee in Further Education which can be found on the ETF webpage.
Mentee mindset - To maximise the benefits of the mentoring experience, the mentee should be
encouraged to come with an open mind, a willingness to learn, and the capacity to seek and act
upon feedback. Adopting a positive ‘mentee mindset’ (Searby, 2014) will encourage the mentee
to become more self-aware, more reflective, and more proactive in identifying their own agenda
and goals within the mentoring conversations.
Share with your mentees - The protégé mentoring mindset: A framework for consideration.
International Journal of Mentoring and Coaching in Education, 3(3), pp.255–276.

Developmental task:
Make some notes about how you could introduce the following:
► Hold regular meetings to build a sense of mentor
community, allowing mentors to continue to develop their
skills and deal with challenging situations as they arise.
► Encourage mentors to join mentoring forums, either internal
or external.
► Make clear how mentors can access support from the
mentoring coordinator.
► Recognise mentors for their contributions and
achievements.
► Provide further training on specific organisational priorities,
e.g. mentoring for wellbeing.
► Provide supervision for mentors.
► Hold specific training for mentors who are mentoring online.
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Reflective questions:
Ask yourself these questions before you read on about supervision:
1. What does supervision mean to you?
2. What is your experience of receiving supervision or
supervising other mentors?
3. What benefits could holding supervision sessions bring to
the mentor/mentee/organisation?

There is no professional or legal requirement for mentors to receive supervision. Unlike other
similar professions, such as coaching and counselling, there has long been an assumption that
mentoring is more informal and requires fewer interpersonal and relationship management
skills. In the FE and skills sector, mentors have a wide-reaching role that can include protecting
the wellbeing of the mentee and supporting the mentee through stressful and challenging
professional situations. This is beyond the role of many other types of mentor.
To learn more about why mentors need supervision, read this article by David Clutterbuck:
https://davidclutterbuckpartnership.com/why-mentors-need-supervision/

Supervisors, like mentors, provide a critical developmental role for professionals in your
organisation. Given that mentors may need to deal with difficult situations in mentoring
relationships and will want to develop their own professional skills, a supervisor can provide
regular, structured and formal sessions, which offer:
►
►
►
►
►
►
►
►
►
►

expert knowledge of mentoring
guidance on the practice and theory of mentoring
a sounding board for difficult situations
professionalism and role modelling
reflection time
ethical considerations
new models and ways of working
quality assurance
challenge and critical friend support
a safe space to raise concerns about practice, context or mentees.

Further information:
The EMCC Supervision Competence Framework 2019 provides
a comprehensive list of the skills, knowledge and behaviour
expected of a supervisor.

The EMCC (2020) provides the following definition:
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“Supervision is the interaction that occurs when a mentor or coach
brings their coaching or mentoring work experiences to a supervisor
in order to be supported and to engage in reflective dialogue and
collaborative learning for the development and benefit of the mentor
or coach, their clients and their organisations.”
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Developmental task:
Have a look at the EMCC framework and consider whether
there is anyone in your organisation who may already be acting
as a supervisor for mentors or who may have the skills to do so.

Models of supervision
For supervision to be effective, it is useful to follow a model. This enables the conversation
to be structured whilst allowing opportunities to explore the different perspectives of the
mentoring relationship. The ingredients of structure and flexibility are key.
Various supervision models can be used in a mentoring context, as listed below.

Different types of supervision
There are different ways of delivering supervision, and which one you choose depends on the
size of your mentoring team and the budget you have.
► One-to-one supervision with a professional supervisor
Participating in one-to-one supervision with a qualified and/or experienced supervisor.
► Group supervision with a professional supervisor
Group supervision is where a single supervisor works with several mentors at the same
time. The same types of issues will be covered as in one-to-one supervision, but it will use
different models and techniques to provide support, analysis and challenge. This is a more
cost-effective method of providing supervision with a professional supervisor and brings
new thinking and insights to the mentors.
► Peer supervision
Peer supervision can take place in pairs, triads or in a group. As professional mentors, you
can learn a lot from each other and from coming together formally to carry out supervision
using a model. This is often a cost-neutral method and brings the advantage of building a
peer network who can support each other.

► The seven-eyed model of supervision (Hawkins and Smith, 2006) is taken from counselling
settings and can be adapted for the mentoring context.
► Systemic supervision (Grey, 2007) looks at the needs of the mentor and at the
organisational needs, including the mentee and wider stakeholders.
► The three pillars of supervision model (Hodge, 2019) makes the link between theory and
practice in supervision.
► The supervision triangle model (Hewson and Carroll, 2016) provides a structure for
addressing a wide range of issues that may arise within supervision.
► The full spectrum model (Murdoch, Adamson and Orriss, 2006) is a reflective and reflexive
model, as it examines supervision as a learning partnership and looks at the impact of self
on the way in which people supervise others.
► The original theory for the person-centred approach (Cooke, 2011) is taken from
humanistic counselling, where the ‘client’ is at the centre of all professional relationships.

References

18

Chapter Five:
The role of supervision
Contents
Introduction and
overview
Chapter One: What
is a mentoring
coordinator?
Chapter Two:
Your role and
responsibilities
Chapter Three:
How to manage the
mentor and mentee
relationships
Chapter Four: How to
provide training and
support for mentors

Further information:

Reflective questions:

Want to know more about supervision models? Do some
research and consider which one(s) would be most suitable for
your organisation

Now that you have learnt more about supervision, ask yourself
these questions:
1. How could supervision support your mentors’ selfawareness?
2. How could supervision support your mentors to develop
skills and knowledge?
3. How could supervision lead to better outcomes for
mentees?
4. Who could you talk to in your organisation about setting up
supervision practice for your mentoring programme?
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Evaluating the success of your mentoring programme is key to being able to promote it. You
cannot promote a programme if you do not have some metrics on the benefits it has achieved
for the mentees, the mentors and the organisation.
First of all, you need to know the purpose of your mentoring programme: what is it aiming to
achieve? How will you know whether your programme is effective?
Discussing these questions with stakeholders is a good starting point to help to measure the
impact of mentoring:
► What are the business benefits that you hope to achieve? These might include increased
morale, greater staff retention, better outputs, furthering of communities of practice, and
more skilled employees. What are the organisational, divisional and/or team goals? What
will success look like in each of these areas?
► What is the impact of mentoring on the individual? That might look like increased
confidence, better decision-making, increased awareness and skill levels, or improved
meetings. How does achieving these personal goals contribute to the achievement of the
organisational, divisional and/or team goals?
► What is the impact on the team/department? It could be increased involvement,
improved morale, more effective team-working, or better relationships.
► What are the organisational benefits? These could include fewer grievances, reduced
absenteeism, increased retention, increased productivity, and improved outcomes for
learners.
Source: ILM (2004) Level 5: Concepts of Coaching

Examples of outcomes for a mentoring programme:
1. Increasing new teacher retention
2. Improved quality of teaching, learning and assessment
3. Improved staff wellbeing
4. Increase in mentors confidence to deliver mentoring and development of their
own mentoring skills
5. Teachers improve their relationships and engagement with students

Once you have identified the outcomes, you can plan how to gather the data to measure
the impact of your programme. You might want to consider asking your human resources
representatives whether they already use a model of evaluation for training, as this may provide
you with a structure for your own evaluation.
Start thinking about the data you want to collect to evaluate your mentee programme. For example:
► using a questionnaire or interview at the start and end of the programme to assess the
skills the mentees have learnt, how they have applied their learning on the job, and how the
mentors’ confidence has improved in certain aspects of their role;
► benchmarking data on new teacher retention at the start of the programme and then
measuring it 3 months, 6 months and a year after the programme ends;
► if your mentoring programme is aimed at improving staff wellbeing, you will probably
include data from staff perception questionnaires and staff attendance data as part of the
key performance indicators (KPIs) to measure the impact of the mentoring programme.
Think about which questions and evaluative activities would best gain the information you need to help
your stakeholders to see the impact of the programme, from their perspective as well as more widely.
Once you have gathered the data, you can then analyse and interpret the results and share the
findings with your key stakeholders. This is one of the stages where you promote the success of your
mentoring programme.
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How to communicate the success of your programme:
► Measure the impact of the mentoring programme on the mentees. For example, how do
they feel about their confidence, happiness, creativity, and wellbeing before and after
the programme? Share the findings in an infographic, poster or other medium.
► Gather data on other metrics that show the success of your programme. For example,
has staff retention improved, staff sickness levels decreased, or teaching, learning and
assessment performance improved?
► Hold awareness sessions with staff so that they can experience what developmental
mentoring looks like and feels like, and so that they know what to expect. Ask current or
previous mentees to share their experiences.
► Share the profiles of the mentors, showing their experience, their interests and the CPD
they engage in. This will make the mentors more approachable and shows transparency
and credibility.
► Write regular reports for your leadership team, showing the progress and impact of the
mentoring programme. Use a format they are comfortable with and can share amongst
their peers.

Developmental task:
Complete these 4 steps to evaluate and promote your
mentoring programme
1. Agree the expected outcomes of your mentee programme
with your line manager/management team.
2. Identify how you will collect the data to evaluate your
programme.
3. Interpret the results and put it into an appropriate format.
4. Share the benefits that your mentoring programme is
bringing to the mentees, mentors and the organisation.

Further information:
The following CPD courses explore how to evaluate your
mentoring programme in more detail
► How to coordinate mentoring and coaching programmes
effectively in Further Education
► Advanced Mentoring for Experienced Mentors
More information is available on the ETF Mentoring webpages
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Thank you for reading this guide for mentoring coordinators in the FE sector. Our
goal is to raise the quality of mentoring for the benefit of mentors, mentees and
their learners. We hope that you have found the ideas presented in this guide useful
for developing mentoring in your organisation.

“This framework will help us enhance
mentoring across our organisation.”
Download Mentoring Framework

We recommend that you now consider undertaking the following next steps:
1. Undertake the self-assessment exercise (Appendix A) that supports this guide.
2. Create/amend your mentoring programme based on the mentoring framework and the
information in this guide.
3. Ensure that colleagues have copies of the mentoring framework and appropriate
supporting guides, shown to the right.
4. Consider enrolling on the ETF’s ‘How to coordinate mentoring and coaching
programmes effectively in Further Education’.
5. Visit the ETF website to see the ETF’s training and CPD opportunities for mentors,
mentees and leaders.

Download Guide for Mentees

“I wish I’d had this when I was
starting out in my leadership role, it
would have been really helpful!”
Download Guide for Leaders and Managers

“The inclusion of references to
established literature is really useful.”
Download Guide for Mentors
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“Lots of useful snippets of information.
I read it from start to finish!”
Download Guide for Mentees
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Appendix A:
Self-assessment
Establishing mentoring programmes

Current score
1-5 (1: not at all
– 5: to a great
extent
Have a detailed knowledge and
understanding of the organisation’s
mentoring policy. If no policy is in place,
consider how you can support the
leadership team to develop this.
Support the organisation in developing
and maintaining an up-to-date mentoring
coordinator role description.
Develop processes and planning to
support the development and running of
the mentoring programmes. This could
include: the mentor/mentee journey;
recruitment plan and process; mentor/
mentee matching process; and qualityimprovement processes.
Identify stakeholders in the
mentoring programmes and develop
a communication plan. Consider how
you will promote and communicate
the ongoing successes of mentoring
programmes.
Identify the tools you need to establish
and manage the programmes effectively.
Consider the following: budget and what
it includes; any allocated mentoring
coordination time; space for mentoring.

Actions to develop this
further

Appendix A:
Self-assessment
Enabling developmental mentoring programmes

Current score
1-5 (1: not at
all – 5: to a
great extent
Recruit, select and maintain a register
of mentors whose skills and experience
meet the aims of the mentoring
programmes.
Work with stakeholders to promote
developmental mentoring. Consider the
key influencers within your organisation,
the extent to which they support
mentoring, and how you can increase
your influence.
Encourage and support mentoring
relationships. Consider how you can
monitor the mentoring journey to ensure
that the experience is beneficial for both
parties.
Ensure that mentors and mentees
have undertaken appropriate training/
preparation for their roles.
Ensure that mentors undertake ongoing
CPD in mentoring. Consider to what extent
supervision processes are in place and
how you can further develop these.

Actions to develop this
further

Appendix A:
Self-assessment
Reviewing and enhancing mentoring programmes

Current score
1-5 (1: not at
all – 5: to a
great extent
Ensure that mentoring relationships are
brought to a successful close.
Evaluate mentoring, measure its impact
and work with stakeholders to implement
recommendations.
Explore opportunities to further enhance
and extend mentoring across your
organisation.
Connect with other mentoring
coordinators inside and outside your
organisation to share and learn from
effective practice.
Promote and celebrate programme
successes with a range of stakeholders.

Actions to develop this
further

Appendix A:
Self-assessment
Reviewing and enhancing mentoring programmes

Current score
1-5 (1: not at
all – 5: to a
great extent
Ensure mentoring relationships are
brought to a successful close
Evaluate mentoring, measure impact and
work with stakeholders to implement
recommendations
Explore opportunities to further enhance
and extend mentoring across your
organisation
Connect with other mentoring
coordinators both within and outside of
your organisation to share and learn from
effective practice
Promote and celebrate programme
successes with a range of stakeholders

Actions to develop this
further
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