
Mentoring Relationships
by Wayne Townsend, CTDP. Peer Mentor.net

Mentoring is first and foremost about Òrelationships.Ó It begins with the belief that there 
is an inherent desire of people to help other people. In spite of what we hear on the 
news, ÒhumanityÓ is alive and well and living in Toronto, today.

Although I have been at this business of training people with the skills of effective 
mentoring for a long time, I still get moved by programs that demonstrate outstanding 
results. Some resist this feeling (the innate desire to help) because of the day to day 
tribulations, time, self-centeredness, and overall stress of life, etc. Some set out to help 
others from time to time whenever they can. Yet, even others, by design, set out 
deliberate plans to support others freely and then make it happen.

This paper will summarize just such a program taking place in the Toronto region with a 
set of companies that will remain unidentified. It is not significant to know who made this 
program happen. It is significant that this program has achieved incredible results 
stemming from the sheer desire to help others. When I see programs like this, it 
refreshes my belief in humanity. Great things come from remarkable people. I refer to 
this phenomenon as ÒThe Power Of One.Ó

If one person makes up their mind to help another, it is amazing to watch how this ripple 
effect (like throwing a pebble in the water), impacts others in such powerful ways. ItÕs as 
simple as sharing a smile with someone and watching that smile spread to others. The 
power of one implies that everyday there are choices to do something worthwhile and 
good for others. One could call it ÒRandom Acts of Kindness.Ó However it gets 
described, it has its foundation in the value of humanity, acting kindly toward one 
another, and the free offering of unconditional caring.

Randomly and informally, mentoring can happen. However, this group engaged in a 
formal process for Mentor Leadership Training. They planned for it, organized it, 
assessed it, made improvements and now are re-doing it. In this case, it started from 
Mentor Leadership Training; and then, with intentional effort it became an amazing 
Mentor Program. The success of this program is largely due to the focus on 
ÒrelationshipsÓ at the outset and four people who decided to ÒMake It Happen.Ó
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Starting A Mentor Program:

A small group of four got together as a steering committee to begin a mentor program. 
They went out of their way to take a training course ÒMentor Leadership TrainingÓ from 
Peer Mentor.net. One year later, with some planning, they started their first mentor 
program. They began with approximately 13 volunteers who wished to help others as a 
mentor. Another list was created to identify people who wished to get some support from 
a mentor. The rationale for helping was profound as was the need for support. 

A ÒMentor Leadership TrainingÓ program was run with the potential mentors. Then 
another event to meet and greet mentors with potential partners. The matching was 
completed and this program ran for one year. The mentors met with their partners on 
average 8-16 times for one to two hours. The first meeting was used to develop a 
relationship by getting to know each other. Many met over lunch and on average the 
first meetings took from one to one and a half hours. There were a few whole group 
sessions around significant topics (ie. confidentiality, personality styles, etc.) And, lastly, 
there was a closing ceremony to acknowledge the commitment to the program. The 
program is now into its second year. 

Assessing A Mentor Program

How do you determine the value of a program? Some would look specifically at ROI. 
Lou Russell, an A.S.T.D. (American Society of Training & Development) trainer, stated, 
in the ASTD Journal January 2006, that there are three major things to consider: skills, 
knowledge & attitude. These are born out in Donald KirkpatrickÕs research as well.

For assessment, Donald Kirkpatrick created the ÒKirkpatrick ModelÓ in 1975 which 
clearly identified four levels of assessment. Level 1 ReactionÑinterest or perceived 
value of participation, Level 2 Learning ResultsÑlearning and impact on the participants 
skill, knowledge and attitude, Level 3 BehaviourÑapplication and practice into the on-
the-job setting, and Level 4 ResultsÑROI and impact on the organization. This model is 
still used today in one form or another.

Using ÒexpectationsÓ from both Kirkpatrick and Russell, an assessment was 
administered by Peer Mentor.net www.peermentor.net with the Toronto Mentor Program. 
It included anecdotal responses from both the mentors and the partners. The 
assessment was done largely by email with a number of one-to-one phone calls to 
follow-up. There are both qualitative and quantitative responses from the participants 
that include: skills, knowledge and attitude as per Lou RussellÕs approach mentioned 
above. And, these responses included the first three levels of the Kirkpatrick Model also 
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mentioned above. We were not able to follow-up with questions that considered the 
impact on the organization (Level 4 of KirkpatrickÕs Model.) However, these questions 
turned out to be quite effective in assessing the value in this Mentor Leadership 
Program. It was also interesting to get both the mentorsÕ and the partnersÕ perspective. 

The following questions and responses from both the mentors and their partners were 
extremely positive. Key responses are listed in this article to give the reader a sense of 
the quality and quantity of mentor program support. Mentor Programs can and do 
support people from within. When you think of the ÒPower of OneÓ and read the positive 
nature of these comments, it is easy to see how an effective mentor program can 
impact people and a company in such positive ways.  Mentor Programs like this one 
can empower people to stay within a company merely because they feel supported. 
Mentor support can improve productivity and save the company money because 
professional development happens within the company quite naturally and timely.

A.  Partners (Mentees, Proteges)
The final assessment questions asked of the partners were:

1. How was your first meeting?
2. What was most helpful in the beginning?
3. What is working in the relationship so far?
4. What would help to improve your time together?
5. What do you need to help you move forward?

Below are some sample responses to the questions (not all responses are included 
because they are redundant): 

1. How was your first meeting?
¥ The first meeting with my mentor went very well. My mentor and I had both 

chosen each other as our number 1 choice for the mentorship match. We were 
quite happy to have been paired up. The connection that we had at the initial 
Ômeet and greetÕ session was evident. Our first meeting flowed very nicely and 
many different topics were discussed.

¥ First meeting was great! Nice lunch to get to know one another and a general 
discussion on what my goals and expectations were for the program.

¥ First meeting with my mentor was good. We got to know a little more about each 
otherÕs professional and personal lives. She asked questions about my mid-term 
goals. We decided the monthly lunch meetings would work best for both of us 
and booked off dates for the next few months.

¥ Very good. I felt very good with my mentor. Our first meeting was more of a 
Ògetting to knowÓ each other on  a personal level than it was about work/career. 
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This meeting gave me more of an idea of her background and her personal 
outlook on life.

2.  What was most helpful in the beginning?
¥ Just knowing someone in the industry was there as a resource.
¥ Being able to speak with a fellow woman in the industry.
¥ In the beginning, the most helpful aspect of our mentor relationship was that we 

shared a lot of common ground, since we were both in the same field. I had 
many questions about that specific niche in the industry, and my mentor was very 
helpful in answering them. Also, she had many great insights into the workplace 
in general, and gave me advice on workplace relations which was quite helpful.

¥ I was in a particularly different situation than most of the partners. I had just been 
packaged out of my job shortly after the mentoring program began. I really 
appreciated being able to continue to participate because looking back, it was 
essentially the best timing in the world to have a mentor to talk to while I was 
going through the process of dealing with the emotions of the job loss, ramping 
up for a new job search and taking the time to figure out where I wanted to be in 
the industry.

3.  What is working in the relationship so far?
¥ When we do get the chance to meet, I feel that she is very much focused on me 

and trying to  learn about me and offer any help / advice that she can.
¥ The monthly lunches. I can store questions and issues for when we meet next.
¥ It seems that our personalities are working well together, and there is a comfort 

level present between myself and my mentor that makes it easy for me to ask 
questions and to look for suggestions and insight into various situations.

¥ I think my mentor and I are a really good match personality wise and 
professionally. It was interesting, because she wasnÕt my top choice for mentors 
when we were asked to choose at the beginning. I found it very welcoming to 
know that the program actually knew me better than I knew myself. I couldnÕt 
have asked for a better match and have really come to admire, respect and and 
feel very comfortable with my mentor. I thought I needed someone who was in 
the same type of role as I was in to relate to the issues that I wanted to expand 
on in my career or needed help. My mentor has brought a lot of interesting and 
unexpected perspectives to my thoughts about my career. She has a similar work 
ethic as I do; but, she has shown me better, more efficient ways to use that drive.

¥ We work very well. She has helped me with countless things. Always very prompt 
in responding to my email/calls outside of monthly meetings.

4.  What would help to improve your time together?
¥ Our time together is always enjoyable but cut short as we tend to meet for lunch 

and our blackberries are going off and then we have to get back to work.
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¥ Perhaps if I put more thought into specific topics or questions to focus on.
¥ I think a bit more structure in our meetings could prove to be helpful. Since we do 

share a certain level of comfort. I find that at times our conversation gets 
sidetracked into more friendly and casual topics as opposed to staying focused 
on professional matters.

¥ When I landed my new job, it took me out of the downtown core which has made 
meeting for lunches a challenge. But we have met after work. I think the biggest 
challenge has been just scheduling time together. IÕm in a new job which is very 
demanding, so it hasnÕt allowed for a lot of flexibility as far as getting together for 
meetings. But weÕve done the best we can. 

¥ If anything the program has been excellent for keeping me connected to a lot of 
the downtown industry relationships that I started before joining the mentor 
program.

¥ I think we have worked very well. I would not add any more structure to the 
relationship.

5.  What do you need to help you move forward?
¥ Personally, I believe that I need to re-examine my goals for the mentor 

partnership and decide what I want to achieve and gain out of the partnership. 
Only then can I frame the meetings and my questions to my mentor accordingly 
in order to be able to better achieve those goals.

¥ I say frequency of meetings has been the biggest challenge. Life gets busy for 
everyone involved in the program so IÕm not laying blame on anyone. One 
suggestion I was thinking of, is it would have been neat to have at least one 
exercise over the year that the whole group participates inÑsomething that you 
break out and work on with your mentor. Maybe followed up by a whole group 
short presentation or a working session after. That would be something that 
would encourage you to meet or talk with your mentor, have something to 
discuss together and work on, and then hopefully what comes out of the session 
would be of value to everyone in the program. For example, an exercise on time 
management skills. Who doesnÕt need to improve on that every once in a while. 
Negotiating skills, etc.

¥ I would like to stay in touch with my mentor, some other mentors and the 
partners.

¥ I would have liked more structure in the process. Looking back, I wish we had 
agreed to (for example) meet up once a month or set a date for a phone call. I 
feel that I have really benefited from my mentorÕs suggestions and guidance, but 
wish that we had met more often.

¥ I signed up for the mentorship program again this year because I wanted to get 
paired up with someone in my specific field. I think this could help me learn a lot 
and they would be able to answer a lot of my question regarding my specific field.
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B. Mentors

The final assessment questions asked of the mentors were:
1. How was your first meeting?
2. What is working in the relationships so far?
3. What would help to improve your time together?
4. From the training what has helped?
5. What is needed in further training?
6. What other questions do you have about mentoring?

1.  How was your first meeting?
¥ We had a very nice meeting, getting to know each other.
¥ Very comfortable. We met after work and got to chattingÑlearning about each otherÕs 

personal and professional lives. We ended up staying longer than expected (3 hours.)
¥ I enjoyed our first meeting a lot. My partner seemed like a very nice person and I 

wanted to get to know her better.
¥ Excellent. I had great rapport with my partner at the matching evening. So we were 

both pleased and excited to be working together. I asked her whether she had any 
specific goals / objectives to reach through the program. She indicated that she was 
really only looking for a friendly ear to bounce things off of rather than setting / 
meeting specific objectives.

¥ Overall good. My partner was easy to get to know. She appeared interested in 
learning. She had more general rather than specific goals.

¥ First meeting was good. I think we were both looking forward to beginning the 
process.

¥ Very good. We set the framework for how we would meet and communicate and what 
areas they were interested in. 

2.  What is working in the relationship so far?
¥ Our personalities fit well, and I find we can be open with each other.
¥ The evolution of our relationship has been most interesting to me. ItÕs rewarding to my 

partner become more confidentÑnot through anything I did for her other than listen 
and affirm her choices, decisions, ideas. It has been challenging to let her do that 
(learn not to problem solve.)

¥ Excellent. It is easy to communicate and find subjects to discuss. She is very bright, 
capable, determined and ambitious and we have talked about many subjects: 
business, family, and personal relationships. There is a great level of trust that goes 
both ways and we discuss everything under the Òcone of silence.Ó We discussed early 
on that her goals in business were quite lofty and that she was making great strides 
towards achieving them. Her business strategy was sound and I supported her on 
most things she did and tried to cheer her on to reach her goals. She did not appear to 
require any coaching.
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¥ Some common elements have worked.
¥ Hard to qualify. We have only had about six meetings owing to conflicting schedules 

and some meetings that were cancelled due to partner getting the flu. I would say that 
we have established trust and confidentiality and that I have assisted her in making 
some definite career decisions. I have also set up meetings for her with professionals 
in business practices in which she has expressed an interest.

¥ Ease of communication and comfort. When we can make the time, its enjoyable and 
pleasant.

¥ We have an open rapport. I get calls in between set meetings.
¥ We had good discussions about job issues / choices that my partner had faced 

recently. We had good discussions about where she wants to be in 5 or 20 years. She 
has taken questions from our sessions and worked / thought about them after and 
theyÕve stimulated discussion with her fiancŽ about their future plans.

3.  What would help to improve your time together?
¥ We have tried to map out an Action Plan but we keep deviating from the schedule so 

probably a more rigorous action plan and process would assist. We started out 
thinking we would meet monthly but it doesnÕt take long, if a scheduled meeting gets 
postponed to find you are really meeting once every two months.

¥ Structure, goals and results.
¥ We met regularly (more or less monthly) but did not always have a lot to talk about. 

We always confirmed in advance though. I think even the shorter meetings were good.
¥ Just more time. Maybe in the very rare times when we did not have something specific 

to talk about in our monthly meetings a ÒquickÓ what to talk about or cheat sheet of 
areas to ensure you cover what a good mentor would do.

¥ Refresher training for me.
¥ If we had more time (and since IÕve moved out of the city that doesnÕt help) but we 

also spend time on the telephone.

4.  From the training, what has helped?
¥ Training gave me a good idea of the mentor process. It was not specific to real estate 

or work but to all aspects of going forward and planning for life goals.
¥ Asking questions of the partner and not giving answers.
¥ Helped with expectations and communication.
¥ That it is definitely a 2-way street; itÕs not my role to give answers. My partner truly 

does just use me as a mirror. She has all the right answers and has become more 
confident as she realizes that.

¥ The fact that it was made clear that this relationship that helps the partner to move 
forward in their life / business.

¥ Understanding the difference between mentor and an advisor. Our extra sessions 
hosted were good. Good subject matter to evolve the partners focus and introduce 
new topics to discuss.
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¥ Nothing specific. But, I thought the role playing and asking the questions that would 
allow conversation to flow naturally and fluidly were good.

5.  What is needed in further training?
¥ Probably some more guidelines as to what you should try to accomplish within given 

timeframes. Perhaps the mentor and partner should write down 10 things that they 
want to accomplish within the year and use as a benchmark to check progress. 

¥ More direction to the partners. They might come into the program with a focus of what 
they want to get out of it and with tools to articulate it.

¥ More follow-up and connections with other mentors to see how they are managing.
¥ If we want to have consistency in how the various relationships and experiences are 

carried out, perhaps a more structured checklist with orientation tips, career 
conversation tips, how to be there.

¥ More discussion about how to set the boundaries and discussion of what happens at 
the end of the year. How to positively move on for both the partner and mentor and/or 
to decide whether more mentorship is required.

¥ Goal setting. Helping the partner to set goals.
¥ Create working examples either by type or topics to work through as a trust building 

exercise with their mentor. This may help form their expectations of the mentor and 
therefore contribute to the relationships direction.

6.  What other questions do you have about mentoring?
¥ How do we get more mentors involved.
¥ Mentor support would have been helpful in order to connect and chat how others have 

viewed the progress and how they are dealing with certain issues. My partner is a bit 
shy and hesitates to contact me. Sometimes it is hard to find something to chat about 
and she did not have any real issues or goals to come out of the relationship. That 
made it very difficult to go forward.

¥ For my own information, I would be interested to know if she found our time beneficial 
or not and how I could do a better job.

¥ My partner is a bit shy and hesitates to contact me. 
¥ How do we get feedback on how weÕre doing as mentors? Maybe I think itÕs going well 

and sheÕs getting value out it (she says she is;) but, how do I know how IÕm doing?
¥ I am good. I really enjoyed the relationship I fostered with my partner. My partner was 

amazing and we will continue even when our time is ended.
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Ending A Mentor Program

The above assessment responses to this program are highly positive. There were 
comments made that included knowledge, skills and attitude gained by both the mentor 
and the partner. Overall there were a few things to change regarding this program. 
¥ More time was needed to be spent with the mentors in training to get at the more 

subtle issues of mentoring. For example, how do mentors illicit responses from the shy 
partners?  

¥ More time was needed to be spent with the partners before beginning; largely to 
further clarify their expectations. 

¥ More large group meetings around specific topics were requested to be able to share 
what is working and what might be changed to improve. Also, there were requests for 
more global topics like ÒPersonality Styles.Ó This session was found to be most 
enlightening by the participants. 

¥ How do mentors come to understand the differences in each other and to, at a much 
deeper level, value these differences. 

¥ The issue of confidentiality was emphasized both in the training and in the follow-up 
large group settings making it safe for both the mentor and the partner to converse 
about larger sensitive issues in the work setting. This also added to the strength of the 
relationship.

The success of this program is largely due to the diligence of the four people who began 
the program. This is how the ÒPower of OneÓ became four, became thirteen, became 
fifteen, etc. The original four carefully worked through the issues of training in how to 
start and end the relationship. They also dealt with the issues of confidentiality and 
meeting times. Some mentors and partners needed more structure while others wanted 
less structure.

Overall mentors begin with a desire to help others and partners typically begin with a 
desire to be helped. When you examine ÒAdvantages To The MentorÓ from the Mentor 
Leadership Training manual, you will see that there are many advantages for the mentor 
in a mentor relationship. The partner obviously has much to gain when they are open to 
learning. This program was successful because the organizers took the time at the 
beginning to do it right. There was also a strong focus on the relationship between the 
mentor and the partner in the training. Within the training model, time was spent on 
listening skills and powerful questioning skills. See Peer Mentor.net for a list of 
ÒPowerful Questions.Ó 

The leaders of this Mentor Program started small and are expanding the program 
carefully within the context and financial support they have to continue the program 
successfully. For more information contact http://www.peermentor.net or 
waynetownsend@peermentor.net.
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