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The project supports women—including those who are unemployed, economically
inactive, and disadvantaged, particularly in remote areas—through mentoring, skills
development, and entrepreneurial opportunities. It aims to promote social inclusion,
equal opportunities, and the well-being of women, helping them build confidence,
discover their strengths, and open pathways to personal and professional development.

What “EmpowerHer” Offers

e Personalized mentoring - connecting mentees with a mentor whose experience
and values align with the mentee’s goals

e Learning resources - assessment tools, practical templates, and training materials

e International network—three organizations from Bulgaria, Greece, and Turkey that
work together and share experience and expertise

More information and resources: empowerher.me
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EmpowerHer

Welcome to the EmpowerHER Mentoring
Handbook

Welcome to your mentoring journey!

This handbook has been created to support women who want to learn, grow and build
meaningful connections through mentoring. Whether you are becoming a mentor, a
mentee or both, you are taking the first step towards a rewarding learning experience.

Mentoring is about more than sharing knowledge. It is about listening, asking
questions, building confidence and learning together.

Every mentoring relationship is unique, and every conversation offers an opportunity to
discover new ideas, develop new skills and support one another.

This handbook provides practical guidance, simple tools and useful activities to help you
build a positive and successful mentoring relationship.

You do not need previous mentoring experience—only curiosity, openness and a
willingness to learn.

We hope these pages will inspire you to share your experience, support others and
believe in your own potential.

Every journey begins with a single conversation.

Let yours begin today
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CHAPTER 1 - What is Mentoring? - Types and
Distinctions from Other Learning Activities

Mentoring is far more than sharing advice or professional experience. It is a purposeful
partnership built on trust, mutual respect, and a shared commitment to learning and
development. Within a mentoring relationship, both mentor and mentee actively
contribute to the learning process, creating an environment where reflection, dialogue,
and personal growth can flourish.

Although mentors often bring greater experience in a particular field, mentoring is not
based on hierarchy or authority. Instead, it is a collaborative relationship in which
mentors encourage mentees to discover their own strengths, explore possibilities,
develop confidence, and make informed decisions. At the same time, mentors themselves
benefit from fresh perspectives, renewed motivation, and continuous learning.

Effective mentoring creates opportunities that extend beyond immediate problem-
solving. It supports long-term personal and professional development by fostering
independent thinking, resilience, self-awareness, and lifelong learning.
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1.1 Definition of Mentoring

Mentoring is a structured developmental relationship in which a more experienced
individual supports the learning, growth, and professional or personal development of
another person through guidance, reflection, encouragement, and shared experience.

Unlike simply giving advice, mentoring is based on meaningful conversations that help
mentees think critically, recognise their own potential, and develop solutions that fit their
individual circumstances.

Successful mentoring is characterised by:

e mutual trust and respect;

e Qactive listening and open communication;
e curiosity and meaningful dialogue;

e shared responsibility for learning;

e encouragement of independent thinking;

e |ong-term personal and professional development.

A mentor does not solve problems on behalf of the mentee. Instead, the mentor creates a
safe environment where ideas can be explored, challenges discussed, and opportunities
identified together. The ultimate goal is to empower the mentee to become increasingly
confident, self-reliant, and capable of making informed decisions independently.

Mentoring is therefore a partnership rather than a one-way transfer of knowledge. Both
participants contribute their experiences, perspectives, and ideas, making the relationship
beneficial for everyone involved.
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1.2 Different Types of Mentoring

Mentoring can take many different forms depending on the objectives of the programme,
the participants involved, and the organisational or community context. While every
mentoring relationship is unique, several common mentoring models are widely used.

One-to-One Mentoring

This is the most common mentoring model, where one mentor works with one mentee
over an agreed period of time. The relationship allows for personalised guidance,
individual goal setting, and the development of strong mutual trust.

Peer Mentoring

Peer mentoring brings together individuals with similar levels of experience who support
each other's learning through collaboration, reflection, and the exchange of ideas. Rather
than relying on differences in seniority, peer mentoring emphasises shared experiences
and mutual learning.

Group Mentoring

In group mentoring, one or more mentors work with several mentees simultaneously.
Participants benefit not only from the mentor's experience but also from the diverse
perspectives and experiences of other group members. This approach encourages
collaborative learning and networking.

Reverse Mentoring

Reverse mentoring involves a less experienced individual mentoring someone with
greater organisational seniority in a specific area of expertise, such as digital technologies,
innovation, or emerging social trends. Both participants learn from each other, creating a
mutually beneficial exchange of knowledge.
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Cross-Organisational Mentoring

Mentors and mentees may come from different organisations or sectors. This approach
broadens professional networks, encourages the exchange of diverse perspectives, and
reduces potential conflicts of interest within the same organisation.

Virtual Mentoring

Advances in digital communication have made online mentoring increasingly common.
Meetings take place through video conferencing, email, or other online platforms,
allowing participants to build productive mentoring relationships regardless of
geographical location.

Regardless of the mentoring model, the fundamental principles remain the same:
trust, respect, open communication, confidentiality, and a shared commitment to
learning and development.
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1.3 Distinction Between Mentoring, Coaching,
Consulting, Training and Counselling

Although these development approaches share some similarities, they serve different purposes
and require different relationships between participants.

Mentoring

Coaching

Consulting

Training

Counselling

Focuses on long-term
personal and professional
development.

Focuses on improving
performance or achieving
specific goals.

Provides expert advice and
solutions to defined
problems.

Delivers structured
knowledge and develops
specific skills.

Supports individuals in
dealing with emotional,
psychological, or personal
difficulties.

Encourages reflection and
independent decision-
making.

Helps individuals improve
performance through
structured questioning.

Consultant analyses
problems and recommends
solutions.

Trainer teaches predefined
content to learners.

Counsellor helps individuals
understand and manage
personal challenges.

Relationship is collaborative
and developmental.

Relationship is goal-oriented
and performance-focused.

Relationship is expert-client.

Relationship is instructor-
learner.

Relationship is therapeutic or
supportive.

Learning occurs through
dialogue and shared
experience.

Learning occurs through
focused coaching
conversations.

Solutions are largely
provided by the consultant.

Learning follows a structured
curriculum.

Focus is on emotional
wellbeing and personal
recovery where appropriate.
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While coaching often focuses on measurable performance outcomes within a defined
timeframe, mentoring supports broader personal and professional development over a
longer period.

Similarly, mentoring differs from consulting because mentors do not provide ready-made
solutions. Instead, they encourage mentees to analyse situations, explore options, and
develop their own responses.

Training concentrates on developing specific knowledge or technical skills through
structured learning activities, whereas mentoring supports the ongoing application of
learning within real-life situations.

Mentoring should also not replace professional counselling or therapy. Where
personal or psychological issues require specialist support, mentors should
encourage individuals to seek appropriate professional assistance.
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1.4 Benefits of Mentoring

Mentoring creates value for both mentors and mentees, as well as for organisations and
communities.

Benefits for Mentees

Through mentoring, mentees can:

e develop greater confidence and self- gain new perspectives on challenges;

Ml ENEssy e develop leadership and communication
e clarify personal and professional goals; skills;
e strengthen decision-making skills; e build resilience during periods of change;
e expand professional networks; ® increase motivation and commitment to

continuous learning.

For women, particularly those living in rural or remote communities, mentoring can help reduce
barriers created by limited professional networks, fewer opportunities for development, and
social expectations. By providing encouragement, access to knowledge, and positive role
models, mentoring contributes to greater confidence, inclusion, and opportunity.

Benefits for Mentors

Mentors also experience significant personal and professional growth. By supporting others,
mentors:

e strengthen leadership capabilities; e gain fresh perspectives from mentees;
e improve communication and active e increase self-reflection;
listening skills; e experience the satisfaction of contributing

e develop coaching and facilitation abilities; to another person's development.

Many mentors report that they continue learning throughout the mentoring relationship,
making mentoring a mutually beneficial experience rather than a one-directional transfer of
knowledge.
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Benefits for Organisations and Communities

Effective mentoring programmes contribute to:

e stronger organisational cultures;

* increased employee engagement;
e knowledge sharing;

e leadership development;

e improved collaboration;

e greater inclusion and diversity;

e stronger professional networks;

e lifelong learning cultures.

Mentoring ultimately strengthens communities by encouraging people to share
knowledge, support one another, and create opportunities for future generations.
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1.6 Practical examples

What Strong Practice Looks Like

Strong practice is:

e Empowering independence: keeping
ownership of goals and choices with the
mentee while providing guidance and
structure;

e Adapting flexibly: adjusting plans and
schedules as new information or
changing life circumstances emerge;

e Focusing on root causes: looking
beneath delayed actions or
procrastination to address underlying
fears, doubts, or lack of clarity;

e Encouraging incremental wins: breaking
complex objectives into manageable,
bite-sized action steps that build
confidence;

e Creating sustainable habits: introducing
productivity systems and tools as
flexible, low-stakes experiments tailored
to real life.

What Weak Practice Looks Like

Weak practice is:

Imposing external agendas: dictating
the mentee's goals or forcing rigid
schedules that ignore their real-world
responsibilities;

Enforcing strict bureaucracy: using
complex tracking templates or rigid
plans that add pressure and
administrative burden;

Policing instead of supporting: using
schedules or task lists to monitor and
judge progress rather than build self-
awareness;

Addressing symptoms over barriers:
treating every delayed task strictly as a
time-management failure without
exploring underlying doubts;

Abandoning flexibility: refusing to adapt
plans when circumstances change,
treating incomplete steps as personal
failures.
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1.5 Key Takeaways

What Mentoring Is

Mentoring is:

e a partnership built on trust and mutual respect;

e aprocess of learning together;

e based on active listening and meaningful conversations;
e focused on personal and professional growth;

e encouraging independent thinking and informed decision-making.

What Mentoring Is Not

Mentoring is not:

e giving orders or instructions;

e solving every problem for someone else;

e evaluating or judging another person's choices;
e replacing professional counselling or therapy;

e creating dependency.
The mentor's role is to guide rather than direct, creating opportunities for the mentee to

develop confidence and independence over time.

Remember:

Mentoring is a partnership built on trust, learning, and mutual growth.
Effective mentoring empowers people rather than directing them.

Both mentor and mentee contribute actively to the learning process.
Mentoring supports long-term personal and professional development.

Different mentoring models can be adapted to different contexts while maintaining the
same core principles of trust, respect, confidentiality, and continuous learning.
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1.6 Reflection Activity

Think about someone who has positively influenced your personal or professional life.
Reflect on the following questions:

O What made this person supportive?
O How did they help you grow?
O Which of their qualities would you like to develop yourself?

Write down three characteristics that you believe define an effective mentor.
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CHAPTER 2: Ethics of Mentoring

"Trust is earned through consistency, strengthened by honesty and protected by
integrity."




CHAPTER 2: Ethics of Mentoring

Ethics are at the heart of every successful mentoring relationship. Regardless of the
mentoring model or context, ethical practice provides the foundation upon which trust,
openness, and meaningful learning are built.

Mentoring is based on a voluntary partnership in which both mentor and mentee commit
to working together with honesty, respect, and professionalism. Ethical behaviour creates
a safe environment where individuals feel comfortable sharing ideas, discussing
challenges, admitting uncertainty, and exploring opportunities for growth.

An ethical mentoring relationship protects the dignity and autonomy of both participants.
It promotes fairness, mutual respect, confidentiality, and accountability, while recognising
that mentoring is a partnership rather than a relationship of authority or dependence.

When ethical principles guide mentoring practice, participants are more likely to build
lasting trust, communicate openly, and achieve meaningful personal and professional
development.
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2.1 Ethical Principles in Mentoring
Relationships

Every mentoring relationship should be guided by a shared commitment to ethical
behaviour. Ethical mentoring is not simply about following rules; it is about creating
relationships built on integrity, respect, and responsibility.

The fundamental ethical principles of mentoring include:

Respect

Mentors and mentees recognise and value each other's experiences, perspectives,
backgrounds, and aspirations. Respect means listening without judgement, accepting
different viewpoints, and treating every individual with dignity.

Honesty

Open and honest communication allows both participants to discuss achievements,
concerns, expectations, and challenges openly. Honest conversations build credibility and
strengthen the mentoring partnership.

Integrity

Mentors should act consistently with their values and commitments. They demonstrate
integrity by keeping promises, behaving professionally, and modelling the behaviours they
encourage in others.

Responsibility

Both mentor and mentee share responsibility for creating a productive mentoring
relationship. While the mentor facilitates learning, the mentee remains responsible for
making decisions, taking action, and pursuing personal development.
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Professionalism

Ethical mentoring requires reliability, punctuality, preparation, and appropriate
professional behaviour. Both participants should honour agreed commitments and
communicate respectfully throughout the mentoring relationship.
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2.2 Confidentiality and Trust

Trust is the foundation of mentoring.
Without trust, meaningful conversations are
unlikely to occur.

Mentees are often asked to discuss
personal goals, uncertainties, professional
challenges, and aspirations. They will only
do so when they believe their mentor will
listen respectfully and treat shared
information with confidence.

Likewise, mentors need confidence that
mentees are committed to the process and
willing to engage honestly in their own
development.

Building Trust

Trust develops gradually through consistent
actions rather than isolated events.

Trust grows when mentors and mentees:

e keep their commitments;

e arrive prepared for meetings;

e communicate honestly;

e demonstrate reliability;

e respect agreed expectations;

e Qactively listen without judgement;

e acknowledge different perspectives;

e support learning rather than control
decisions.

Every interaction either strengthens or
weakens trust. Small, consistent actions are
often more powerful than occasional
gestures.

Confidentiality

Confidentiality is one of the strongest
expressions of professional trust.

Information shared during mentoring
meetings should remain confidential unless:

e both participants agree otherwise;
e disclosure is required by law;

e thereis a serious concern regarding
someone's safety or wellbeing.

Discussing confidentiality during the first
meeting helps establish shared
expectations and prevents
misunderstandings later.

Maintaining confidentiality demonstrates
professionalism, respect, and integrity. It
also encourages mentees to discuss
challenges honestly, allowing deeper
reflection and more meaningful learning.
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2.3 Boundaries and Professional Conduct

Healthy mentoring relationships depend upon clearly defined boundaries. Boundaries
provide clarity about expectations, responsibilities, and acceptable behaviour. They help
both mentor and mentee maintain a professional relationship while avoiding
misunderstandings or unrealistic expectations.

Topics that should be discussed at the beginning of the mentoring partnership include:

e the purpose of the mentoring relationship;
e shared goals and expectations;

e frequency of meetings;

e duration of meetings;

e preferred methods of communication;

e expected response times;

e availability outside scheduled meetings;

e confidentiality agreements;

e circumstances requiring additional support.

Clear boundaries create psychological safety because both participants understand how the
relationship will operate. Professional conduct also requires mentors to recognise the limits
of their role.

Mentors should not:

e make decisions on behalf of mentees;
e create dependency;

e impose personal opinions;

e misuse their position of influence;

e replace professional counselling, therapy, or specialist advice when these services are
needed.

Instead, mentors support independent thinking while encouraging mentees to seek
appropriate professional assistance whenever necessary. Professional mentoring balances
warmth with appropriate professional distance, creating a relationship that is supportive,
respectful, and sustainable.
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2.4 Respect, Inclusion and Diversity

Every mentoring relationship brings together individuals with different experiences,
identities, cultures, values, communication styles, and personal circumstances.

These differences should be recognised as strengths rather than obstacles.

Ethical mentors demonstrate cultural awareness, openness, and genuine curiosity about
the experiences of others. Rather than making assumptions, they seek to understand each
mentee's individual perspective.

Inclusive mentoring means creating an environment where every person feels:

* respected,;
e valued;

e listened to;
e included;

e encouraged to participate fully.

Mentors should remain aware that barriers to participation may exist because of gender,
age, disability, ethnicity, geographical location, socioeconomic background, educational
opportunities, or cultural expectations.

An inclusive mentoring relationship actively promotes equal opportunities by ensuring that
every mentee has the confidence and support needed to develop their potential.

Respect also means recognising that people learn differently and develop at different
speeds.

Growth is rarely linear. Some individuals require more time to reflect, while others progress
rapidly in certain areas. Ethical mentoring respects these differences without judgement or
unnecessary comparison.

By embracing diversity and inclusion, mentoring becomes richer, more creative, and more
beneficial for everyone involved.
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2.5 Practical Examples

Ethical Dilemmas

The following situations illustrate common
ethical challenges in mentoring.

Scenario 1: Confidential
Information

A mentee shares concerns about difficulties
at work and asks the mentor not to discuss
the conversation with anyone.

Ethical response:

The mentor respects confidentiality while
explaining that confidentiality may only be
broken if there is a serious risk to
someone's safety or where legal obligations
require disclosure.

Scenario 2: Giving Advice

A mentee repeatedly asks:

"Tell me exactly what I should do."

Ethical response:

Rather than making decisions for the
mentee, the mentor asks questions that
encourage independent thinking:

e What options have you already
considered?

e What outcome would you like to
achieve?

e Which solution feels most appropriate
to you?

Scenario 3: Boundaries

A mentee frequently contacts the mentor
late at night expecting immediate
responses.

Ethical response:

The mentor respectfully reminds the
mentee of the agreed communication
arrangements established at the beginning
of the mentoring relationship and discusses
whether expectations need to be reviewed
together.
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2.6 Key Takeaways

e Ethical mentoring is built on respect, honesty, integrity, responsibility, and
professionalism.

e Trust develops through consistent actions rather than promises alone.
e Confidentiality creates the psychological safety needed for honest conversations.

e (Clear boundaries protect both mentor and mentee and strengthen the mentoring
relationship.

e Inclusive mentoring values diversity and creates equal opportunities for learning and
development.

e Ethical behaviour enables mentoring relationships to become meaningful, productive
and sustainable.

I
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2.7 Reflection Activity

Discuss the following questions together:

O What does trust mean to each of us?

O How will we maintain confidentiality?

O Which behaviours build trust?

O What professional boundaries are important for us?

O How will we communicate if a misunderstanding occurs?

O How can we ensure that our mentoring relationship is inclusive and respectful?

Write down three shared agreements that will guide your mentoring partnership and
review them regularly throughout the programme.
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CHAPTER 3: Mentor's Role and

Responsibilities - Rights, Duties and
Essential Skills

"A mentor's greatest strength is not having all the answers, but helping others
discover their own."




CHAPTER 3: Mentor's Role and Responsibilities
- Rights, Duties and Essential Skills

Effective mentoring depends not only on the willingness to help others but also on
understanding the unique role and responsibilities of a mentor. Mentors are not teachers,
managers, or problem-solvers. Their primary role is to create a supportive learning
environment where mentees can reflect, explore possibilities, and develop the confidence
to make their own decisions.

Successful mentors combine professional experience with empathy, curiosity, active
listening, and a genuine commitment to another person's development. They guide
rather than direct, encourage rather than judge, and support rather than control.

Being a mentor is both a privilege and a responsibility. Mentors influence not only
professional development but also confidence, motivation, and lifelong learning. At the
same time, mentoring is a reciprocal process in which mentors also continue to learn,
reflect, and grow through every mentoring relationship.
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3.1 Core Responsibilities of Mentors

The mentor's primary responsibility is to facilitate learning rather than provide ready-made
solutions. Instead of telling mentees what to do, mentors encourage independent thinking
through thoughtful questions, meaningful conversations, and reflective dialogue.

An effective mentor creates an environment where learning can take place safely and
confidently. This involves building trust, encouraging open communication, and helping
mentees identify opportunities for personal and professional growth.

Core responsibilities of mentors include:

e creating a supportive and respectful learning environment;

e building trust and psychological safety;

e listening carefully before offering guidance;

e asking thoughtful and open-ended questions;

e encouraging critical thinking and self-reflection;

e sharing relevant knowledge and personal experience appropriately;
e providing constructive and balanced feedback;

e helping mentees clarify goals and priorities;

e encouraging accountability and personal responsibility;

® recognising and celebrating progress;

e respecting confidentiality;

modelling ethical and professional behaviour throughout the mentoring relationship.

Mentors should remember that their role is not to make decisions for mentees but to
support them in making informed decisions independently.
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3.2 Rights and Responsibilities of Mentors

Successful mentoring depends on clearly understanding both the rights and the
responsibilities of the mentor.

Mentor Responsibilities

Mentors are expected to:

e prepare for mentoring meetings;

e honour agreed commitments and meeting schedules;

e communicate openly and respectfully;

e maintain confidentiality;

e encourage independent decision-making;

e respect diversity and individual differences;

e provide honest, constructive feedback;

e remain reliable and consistent throughout the mentoring relationship;

e recognise when specialised support is required and refer mentees appropriately;

e continue developing their own mentoring skills through reflection and learning.

Professional mentoring requires mentors to remain aware of the limits of their role.
Mentors should avoid becoming overly directive or creating dependency. Their
responsibility is to facilitate growth rather than manage another person's life or career.
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Mentor Rights

Mentors also have important rights within the mentoring relationship. They have the right
to:

e be treated with respect;

e expect commitment from the mentee;

e establish healthy professional boundaries;

e agree on realistic expectations and goals;

* receive honest communication and feedback;

e end the mentoring relationship if agreed conditions are repeatedly ignored or the
relationship is no longer productive;

e seek guidance or supervision when faced with particularly challenging mentoring
situations.

A mentoring relationship functions best when both participants recognise that
responsibility is shared and that mutual respect applies equally to mentor and mentee.
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3.3 Essential Mentoring Skills

Effective mentoring requires more than expertise or experience. The most successful
mentors possess a combination of interpersonal, communication, and reflective skills that
enable them to support another person's learning.

Active Listening

Listening is one of the mentor's most
valuable skills. Active listening involves
giving full attention, observing both verbal
and non-verbal communication, asking
clarifying questions, and ensuring that the
mentee feels heard and understood.

Curiosity

Curiosity encourages exploration rather
than assumption. Curious mentors seek to
understand the mentee's perspective
instead of immediately offering advice or
solutions.

Questions such as:

e Tell me more about that.
e What makes this important to you?

e How did that experience affect you?

invite deeper reflection and strengthen the
mentoring conversation.

Empathy

Empathy allows mentors to understand
another  person's  experiences and
emotions without judgement.
Demonstrating empathy builds trust,
psychological safety, and openness.

Reflection

Mentors encourage reflection by helping
mentees examine their experiences,
recognise learning opportunities, and
identify future actions.

Reflection transforms

meaningful learning.

experience into

Adaptability

Every mentee learns differently. Effective
mentors adapt their communication style,

questioning techniques, and level of
support according to individual needs while
maintaining consistent mentoring
principles.

Emotional Intelligence

Mentors  benefit from  recognising

emotions in themselves and others.
Emotional intelligence supports empathy,
effective communication, conflict
resolution, and stronger mentoring
relationships.
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3.4 Communication and Active Listening

Communication is at the centre of every
successful mentoring relationship.

While mentors often possess valuable
knowledge and experience, the quality of
mentoring depends less on what mentors
say and more on how they communicate.

Active Listening

Active listening means
completely on the speaker
preparing a response.

concentrating
instead of

An active listener:

e gives full attention;
e avoids interrupting;

e observes body language and tone of
voice;

e asks clarifying questions;
e summarises key ideas;

e checks understanding before
responding.

[MpocTn n3pasn KaTo:
"Tell me more."
"If I understand correctly..."

encourage mentees to continue exploring
their thoughts.

Asking Powerful Questions

Powerful questions stimulate reflection

rather than provide solutions.
Effective mentoring questions are:

e open-ended;

e curious rather than judgemental;
e focused on learning;

e solution-oriented;

e future-focused.
Examples include:

e What matters most to you in this
situation?

e What options have you already
considered?

e What strengths can help you move
forward?

e What might happen if you tried a
different approach?

e Whatis one small step you could take
this week?

Such questions encourage independent
thinking and help mentees build confidence
in their own judgement.
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Avoiding Common Communication Barriers

Mentors should be aware of behaviours that may unintentionally limit learning, including:

e interrupting;

e making assumptions;

e giving advice too quickly;

e focusing excessively on their own experiences;
e changing the subject prematurely;

e finishing another person's sentences.

Recognising these habits helps mentors become more effective communicators.
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3.5 Supporting Mentee Growth and
Development

The mentor's role extends beyond helping mentees solve immediate challenges. Effective
mentors create opportunities for continuous learning, confidence building, and long-term
development.

Encouraging Reflection

Reflection enables mentees to transform experiences into learning. Mentors can
encourage reflection by asking:

e What happened?

e What have you learned?

e What surprised you?

e What would you do differently next time?

e Which strengths helped you succeed?

These conversations help mentees recognise progress and build resilience.

Providing Constructive Feedback

Constructive feedback is one of the mentor's most valuable contributions. Effective
feedback is:

e specific;

e timely;

e respectful;

e balanced;

e focused on behaviour rather than personality;

e action-oriented.

Rather than criticising mistakes, mentors help mentees identify strengths while exploring
opportunities for further development.
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Encouraging Independence

One of the most important responsibilities of a mentor is gradually reducing the mentee's
dependence on external guidance.

Mentors achieve this by:

e encouraging decision-making;

e recognising achievements;

e supporting confidence;

e reinforcing personal responsibility;

e celebrating progress.

The goal is not to become indispensable but to help mentees become capable of
continuing their own development independently.

Celebrating Progress

Recognising achievements strengthens motivation and confidence.
Success may include:

e completing a challenging task;
e |earning a new skill;

e overcoming self-doubt;

e improving communication;

e achieving personal goals;

e developing greater self-confidence.

Celebrating both large and small achievements reinforces continuous learning and
encourages future growth.
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3.6 Practical Examples

Scenario 1: Encouraging
Independent Thinking

Instead of saying:
"This is what you should do."
Try asking:

e What options have you considered?
e What outcome would you like to achieve?

e Which solution feels most appropriate to
you?

Scenario 2: Practising Active
Listening

During your next mentoring conversation:

e speak less than your mentee;

e avoid interrupting;

e summarise what you have heard before
responding;

e ask one additional open question before
offering any advice.

Reflect afterwards:

e Which question generated the deepest
discussion?

e When did listening make the greatest
difference?

e What did you learn from the
conversation?

Scenario 3: Providing Constructive
Feedback

Instead of saying:
"That presentation wasn't very good."
Consider saying:

"You explained your ideas clearly and
maintained good eye contact. To make your
presentation even stronger, you could slow
down slightly during the key points so your
audience has more time to absorb the
information."

This approach acknowledges strengths
while suggesting practical improvements.
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3.7 Key Takeaways

e Mentors facilitate learning rather than provide solutions.

e Effective mentoring combines experience with empathy, curiosity, and
professionalism.

e Active listening and powerful questioning are among a mentor's most valuable skills.
e Constructive feedback should encourage reflection and continuous improvement.
e Mentors support independence, confidence, and lifelong learning.

e The most successful mentors continue learning alongside their mentees
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3.8 Reflection Activity

Reflect on your mentoring practice by considering the following questions:

O Which mentoring skill is currently my greatest strength?
O Which communication skill would I like to improve?

O How effectively do I encourage independent thinking?
O DoIask more questions than I give answers?

O How do I recognise and celebrate mentee progress?

Write down one specific mentoring skill you will focus on developing during your next

mentoring conversations.
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CHAPTER 4: Mentee's Role - Active
Participation in the Learning Process

"A mentor can open the door, but the mentee must choose to walk through it."




CHAPTER 4: Mentee's Role - Active Participation
in the Learning Process

A successful mentoring relationship depends on both people working together. While the
mentor provides guidance, encouragement and support, the mentee plays an equally
important role by actively participating in the learning process.

Mentoring is not something that happens to the mentee—it is something the mentor and
mentee create together. The more engaged the mentee is, the more valuable the mentoring
experience becomes.

Being a mentee does not require having all the answers. It requires curiosity, openness to
learning and a willingness to take action. Mentees who ask questions, reflect on their
experiences and follow through on agreed actions are more likely to achieve their goals and
make lasting progress.

A mentoring relationship is a partnership. The mentor supports the journey, but the mentee
is responsible for their own learning and development.

044



4.1 Expectations from Mentees

Every mentee is unique, but successful mentoring relationships share several common
expectations.

A mentee is expected to:

e be open to learning and new ideas;

e take an active role during mentoring meetings;

e prepare for discussions whenever possible;

e ask questions when something is unclear;

e communicate honestly about successes and challenges;
* respect agreed meeting times and commitments;

e complete agreed actions between meetings;

e reflect on their learning and progress.

The mentor is there to support and guide, but real development happens when the mentee
takes responsibility for applying what they have learned in everyday life.

Being an active participant also means recognising that learning takes time. Some goals will
be achieved quickly, while others may require patience, practice and persistence.
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4.2 Taking Ownership of the Learning Process

One of the most important responsibilities of a mentee is to take ownership of their own
development.

This means understanding that the mentor cannot create change on the mentee's behalf.
The mentor can offer guidance, ask questions and share experience, but only the mentee
can make decisions and take action.

Taking ownership includes:

e setting personal goals;

e identifying learning needs;

e following through on agreed actions;

e reflecting on experiences;

e learning from both successes and mistakes;

e asking for support when needed.

Progress usually happens between mentoring meetings. Every conversation provides
ideas and encouragement, but growth comes from applying those ideas in real-life
situations.

Rather than waiting for the mentor to provide solutions, mentees should develop the habit
of exploring different options and thinking independently.

Mentoring aims to build confidence and self-reliance so that, over time, the mentee
becomes increasingly capable of solving challenges independently.
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4.3 Building a Productive Mentoring
Relationship

Strong mentoring relationships are built through mutual trust, respect and shared
responsibility.

The mentor brings experience and guidance.

The mentee brings motivation, curiosity and commitment to learning.
Both perspectives are equally valuable.

To build a positive mentoring relationship, mentees should:

e communicate openly and honestly;

e be willing to discuss both achievements and difficulties;
e respect confidentiality;

e arrive prepared for meetings;

e listen carefully to different perspectives;

e appreciate constructive feedback;

e contribute ideas and experiences.

It is also important to remember that mentoring is not a one-way conversation. The
mentor is not expected to do all the talking. Meaningful mentoring happens when both
participants actively contribute to discussions and learn from each other.

If misunderstandings or challenges arise, they should be discussed openly and
respectfully. Honest communication helps maintain trust and strengthens the partnership.
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4.4 Communicating Effectively and Receiving
Feedback

Good communication is one of the most important skills a mentee can develop.

Mentees should feel comfortable asking questions, expressing concerns and discussing
their goals honestly.

There are no "wrong" questions in mentoring. Every question creates an opportunity for
learning.

Receiving feedback is another essential part of the mentoring process. Feedback helps
mentees recognise their strengths while identifying areas where further development may
be helpful.

When receiving feedback, mentees should try to:

e listen carefully without interrupting;

e ask questions if something is unclear;

e avoid becoming defensive;

e reflect before responding;

e decide which suggestions are most useful;

e thank the mentor for their support and perspective.

Constructive feedback is not criticism. It is an opportunity to learn, improve and continue
developing.

Open communication also means sharing feedback with the mentor.
Questions such as:

e What has been most helpful during our meetings?
e I[sthere anything we could do differently?

e What would help me learn more effectively?

can improve the mentoring relationship for both participants.
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4.5 Practical Examples

Example 1: Preparing for a Mentoring Meeting

Before each mentoring session, take a few minutes to think about:

e What have I achieved since our last meeting?
e What challenges have I experienced?
e What questions would I like to discuss?

e What support do I need today?

Preparing in advance helps make each meeting more focused and productive.

Example 2: Taking Responsibility
Instead of waiting for the mentor to suggest the next step, try asking yourself:

e What can I do before our next meeting?
e Which action feels realistic?
e What resources do I already have?

e What support do I still need?

Small actions completed consistently often lead to significant progress over time.
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4.6 Key Takeaways

e A successful mentee is an active participant in the mentoring process.

e Taking responsibility for your own learning leads to greater confidence and
independence.

e Honest communication and regular reflection strengthen the mentoring relationship.

e Feedback is an opportunity to learn and improve.

* Progress happens through action, practice and continuous learning.

e The mentor supports the journey, but the mentee owns the decisions and the results.
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4.7 Reflection Activity

At the end of each mentoring meeting, take a few minutes to reflect on the following
guestions:

O What did I learn today?

O What surprised me?

O What am I most proud of?

O What action will I take before our next meeting?

O What support do I still need?

Keeping a simple journal of your reflections will help you recognise your progress and
prepare for future mentoring conversations.
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CHAPTER 5: Techniques for
Generating and Tracking Mentoring
Topics

"Every meaningful mentoring conversation starts with a good question."




CHAPTER 5: Techniques for Generating and
Tracking Mentoring Topics

One of the first questions in mentoring is often, "What should we talk about today?"
This is completely normal, especially during the first meetings.

Good mentoring conversations focus on topics that are important to the mentee. These
may include personal goals, everyday challenges, career plans or new opportunities. The
mentor helps guide the discussion, while the mentee shares what they would like to
explore or achieve.

Writing down goals, ideas and agreed actions helps both mentor and mentee stay
organised and see the progress they make together.
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5.1 Identifying Mentoring Needs

The first step is understanding what the mentee wants to achieve.

During the first meetings, mentor and mentee should discuss the mentee's interests,
strengths, goals and current challenges. These conversations help identify the topics that
are most important.

Useful questions include:

e What would you like to achieve?

e What challenges are you facing?

e What skills would you like to develop?
e What support do you need?

e What would success look like for you?

The answers will help shape future mentoring conversations. As the mentee grows, new
topics and goals may appear.
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5.2 Choosing Conversation Topics

Mentoring topics often come from everyday life and real experiences.

Some useful conversation starters are:

Personal Experiences

What went well this week?
What was difficult?

What have you learned recently?

Goals and Future Plans

Discuss topics such as:

finding a job;

starting a business;

improving communication;
building confidence;
balancing work and family life;

developing leadership skills.

Challenges

Challenges are  valuable learning
opportunities. Instead of giving quick
advice, mentors can ask:

e What have you already tried?

e What options do you have?

e What could be your next small step?

Reflection

Looking back helps people learn from
experience.

Useful questions include:

e What have you learned?
e What surprised you?

e What would you do differently next
time?
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5.3 Setting Goals

Clear goals help mentoring stay focused.
Goals should be:

e clear;
e realistic;
e meaningful;

e achievable.
Instead of setting one large goal, it is often better to break it into smaller steps.
For example:

e improve communication;

e prepare for a job interview;

e J|earn a new skill;

e expand professional contacts;

¢ increase self-confidence.

Small achievements build motivation and confidence.
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5.4 Tracking Progress

Regularly reviewing progress helps mentor and mentee see what has been achieved and

decide what to do next.
At the beginning or end of each meeting, discuss:

e What have you achieved since our last meeting?
e What challenges have you faced?
e What have you learned?

e What will you do before our next meeting?

Remember to celebrate small successes. They are an important part of the learning

process.
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5.5 Reflection and Simple Tools

Keeping short notes after each meeting helps both mentor and mentee remember
important discussions and follow their progress.

Useful tools include:

e Mentor-Mentee Agreement - sets expectations and goals.

e Session Planner - helps organise each meeting.

e Reflection Journal - records learning and progress.

e Conversation Starters - provides ideas for meaningful discussions.

e Final Checklist - reviews achievements at the end of the mentoring journey.
Reflection questions:

e Whatdid I learn today?
e What am I most proud of?
e  What will I do next?

e What support do I still need?
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5.6. Practical examples

Before your next mentoring meeting, each person should write down:

e one topic they would like to discuss;
e one goal they would like to achieve;

e one question they would like to ask.

Compare your ideas and agree on the most important topics for your meeting.
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5.7. Key Takeaways

e Start with the mentee's goals, interests and current challenges.
e Use open questions to encourage meaningful conversations.

e Set small, realistic goals and review them regularly.

e Keep simple notes to track progress.

e Practical tools such as a session planner or reflection journal help make mentoring
more effective.

e Every conversation is an opportunity to learn, grow and take the next step
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5.8 Reflection Activity

Think about your current approach to setting goals and tracking progress in your
mentoring relationship or personal development.

Reflect on the following questions:

O Goal Breakdown: Take one overarching aspiration you have (e.g., improving
communication or building confidence). How can you deconstruct it into two or three
smaller, highly actionable steps?

O Progress Review: When reflecting on your recent efforts, what is one challenge you
faced, what did you learn from it, and what are you most proud of achieving?

O Tools & Structure: Which simple tracking tool (such as a Session Planner or Reflection
Journal) could you integrate to keep your ongoing discussions focused and
documented?

Write down one goal broken into small steps, along with one question and one topic you
will bring to your next mentoring meeting.
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CHAPTER 6 - Planning and Logistics
of Mentoring Activities

"Proper preparation builds the bridge between intention and impact.”




CHAPTER 6 - Planning and Logistics of
Mentoring Activities

The success of any mentoring relationship relies heavily on effective planning and smooth
operational logistics. While trust and shared values form the emotional backbone of
mentoring, practical organization creates the safe, structured, and predictable space
needed for growth to occur.

Logistics in mentoring extend far beyond setting a calendar invite. They encompass
creating a secure environment, selecting the right formats, maintaining consistent
momentum, and balancing clear structure with flexibility. When logistical details are
managed thoughtfully, both mentor and mentee can focus fully on deep conversations,
critical reflection, and active learning.

Well-structured planning ensures that mentoring activities remain purposeful,
sustainable, and aligned with overall goals. It prevents misunderstandings, minimizes
dropouts, and respects the time, energy, and boundaries of all participants.
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6.1 Organising Mentoring Sessions

Organizing effective mentoring sessions requires establishing a clear structure while
maintaining room for spontaneous dialogue and emerging needs. Every session benefits
from a balance of preparation, focus, and follow-through.

To ensure sessions run smoothly, participants should establish clear expectations from the
start:

Setting clear objectives: Each session should have an intentional focus, whether it is
discussing a specific goal, reflecting on a recent setback, or exploring upcoming
opportunities.

Defining roles and preparation: Mentees should prepare topics or questions in advance,
while mentors prepare to facilitate reflection rather than dictate answers.

Establishing a safe physical or digital environment: Meetings must take place in spaces
that guarantee privacy, comfort, and freedom from interruptions.

Structuring session time: A typical 60-minute session works best when divided
intentionally:

Check-in and rapport building (5-10 minutes)

Review of progress and previous actions (10 minutes)
Deep-dive discussion on the main topic (30 minutes)

Goal refinement and practical action planning (10 minutes)

Organizing sessions is not about imposing rigid rules; it is about providing a reliable
framework that helps both individuals make the most of their time together.
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6.2 Online and Face-to-Face Mentoring

Mentoring can take place in person, digitally, or through a hybrid approach. Each delivery
method offers distinct advantages and unique logistical considerations. Combining both
methods into a hybrid model—such as launching with an in-person meeting followed by
regular online sessions—often yields the strongest results.

Feature

Face-to-Face Mentoring

Online Mentoring

Primary Advantage

Builds non-verbal rapport
and deep personal
connection quickly.

Offers complete
geographical flexibility and
scheduling ease.

Best Used For

Initial kick-off meetings,
sensitive topics, and local
partnerships.

Long-distance pairs, busy
professionals, and rapid
check-ins.

Environment Needs

Private, quiet spaces like
meeting rooms or quiet
cafes.

Reliable high-speed
internet, functional
hardware, and private
rooms.

Main Challenge

Travel time, physical
location constraints, and
venue costs.

Digital fatigue, technical
glitches, and loss of subtle
body language.

Engagement Tool

Physical notebooks,
printouts, and shared
whiteboard spaces.

Screen sharing, shared
digital documents, and
messaging platforms.
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6.3 Scheduling and Communication

Consistent scheduling and transparent communication sustain the momentum of a
mentoring relationship. Without clear channels and regular cadences, priorities shift and
engagement fades.

Setting a realistic cadence: Agree on meeting frequency early on (e.g., bi-weekly or
monthly). Consistency matters far more than high frequency.

Managing calendar invites: Always send clear calendar invitations containing location
details, video links, and proposed agendas at least one week in advance.

Establishing communication boundaries: Agree on preferred channels (e.g., email,
professional messaging apps) and acceptable contact hours for between-session updates.

Handling cancellations and rescheduling: Establish a mutual agreement to give at least
24 to 48 hours' notice if a session needs to be rescheduled, except in emergencies.

Respecting scheduled commitments demonstrates mutual professional respect and
reinforces trust within the partnership.
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6.4 Documentation and Record Keeping

Lightweight documentation ensures accountability, tracks progress over time, and
preserves insights gained throughout the mentoring cycle. Documentation should support
the learning process, not turn into an administrative burden.

Key elements of effective record keeping include:

The Mentoring Agreement: A foundational document created at the start to define goals,
meeting frequency, boundaries, and confidentiality terms.

Action Logs & Learning Journals: Short notes captured after each session detailing
agreed action steps, deadlines, and key reflective takeaways.

Progress Reviews: Mid-term check-ins to review initial goals, acknowledge wins, and
adjust focus areas if circumstances change.

Confidentiality Safeguards: Notes must be stored securely and privately, strictly
accessible only to the mentor and mentee unless explicitly agreed otherwise.

Focus record keeping on insights and action items rather than writing verbatim transcripts
of discussions.

)
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6.5 Managing Mentoring Cycles

A structured mentoring cycle provides a clear beginning, middle, and end. Defining these
phases prevents relationships from stagnating or ending abruptly without closure.

Phase 1: Onboarding and Contracting

Building trust, aligning expectations, establishing logistics, and signing the mentoring
agreement.

Phase 2: Active Working Phase

Holding regular sessions, working through core challenges, tracking action items, and
adapting goals as needs evolve.

Phase 3: Review and Evaluation

Assessing progress against initial objectives, gathering feedback on the process, and
identifying remaining growth areas.

Phase 4: Closure and Transition (Final Session)

Celebrating achievements, formally ending the structured cycle, and transitioning into an
informal peer connection or closing the relationship cleanly.

A well-managed cycle ensures that both participants feel a sense of accomplishment and
closure when the formal arrangement ends.
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6.6 Practical Examples

What Good Logistics Look Like

Good logistics are:

e predictable, punctual, and well-
communicated;

e supported by simple, shared digital
tools;

e focused on clear action items and
accountability;

e respectful of personal boundaries and
privacy;

e flexible enough to handle unexpected
changes.

What Poor Logistics Look Like

Poor logistics are:

e relying on last-minute, informal
scheduling;

e meeting in noisy, public spaces lacking
privacy;

e failing to document or track
commitments made;

e allowing sessions to drag on without a
clear agenda;

e |etting the partnership drift away
without a formal closing.
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6.7. Key Takeaways

e Logistics provide the essential structure that allows trust, reflection, and growth to
thrive.

e (Clear communication boundaries and consistent scheduling prevent momentum from
fading.

e Both online and face-to-face formats offer distinct benefits; choose the option that
best supports your goals and access needs.

e Keep documentation simple, action-oriented, and strictly confidential.

e Managing a clear four-phase mentoring cycle ensures purposeful progress and a
meaningful formal conclusion.
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6.8 Reflection Activity

Think about a project, meeting, or learning experience you recently managed or attended
that ran seamlessly from an operational standpoint.

Reflect on the following questions:

O What specific practical steps made that experience run smoothly?
O How did proper preparation impact your confidence and ability to engage?
O Which organizational habits can you bring into your mentoring sessions?

O write down three practical rules you will set for scheduling and managing your
mentoring sessions.
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CHAPTER 7 - Personal Capacity
Building

“Outer growth is impossible without inner cultivation.”




CHAPTER 7 - Personal Capacity Building

Personal capacity building is the foundational process of developing the internal strength,
self-knowledge, and psychological readiness required to achieve personal and
professional success. In mentoring, it serves as the core engine of growth for both
mentees and mentors.

Capacity building is not simply about acquiring technical skills; it is about expanding one's
underlying mindset, emotional stability, and self-belief. Mentoring provides a unique
catalyst for this transformation, creating a space where individuals can safely challenge
self-limiting beliefs, recognize their true potential, and construct sustainable habits for
lifelong growth.

When individuals strengthen their personal capacity, they become more autonomous,
better equipped to handle adversity, and more capable of making meaningful
contributions to their careers, organizations, and communities.
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7.1 Self-Awareness and Personal
Development

Self-awareness is the cornerstone of all personal development. It is the ability to recognize
one's own character, feelings, motives, values, and impact on others. Without self-
awareness, meaningful growth remains difficult to achieve.

In a mentoring relationship, developing self-awareness involves:

e Identifying core values: Understanding core personal and professional values to
guide decisions and career paths.

e Recognising strengths and blind spots: Developing a balanced view of personal
capabilities without self-criticism or overconfidence.

e Exploring self-limiting beliefs: Uncovering hidden assumptions or fears that prevent
individuals from taking calculated risks.

e Practicing active reflection: Examining past decisions and experiences to extract
constructive lessons for the future.

Mentors foster self-awareness not by diagnosing the mentee's weaknesses, but by asking
thoughtful questions that encourage deep reflection and authentic self-discovery.
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7.2 Confidence Building

Confidence is not an inherent trait, but a practical skill cultivated through intentional
action, practice, and positive reinforcement. A central objective of mentoring is
empowering mentees to step beyond their comfort zones.

Confidence is built progressively through specific mentoring practices:

e Incremental goal setting: Breaking intimidating long-term objectives into small,
manageable milestones that yield early wins.

e Reframing self-talk: Reframing inner dialogue from self-doubt (“7 am not ready”) to
constructive curiosity (“How can I learn this?").

o Safe skill experimentation: Establishing a low-stakes environment where mentees
can rehearse difficult conversations, interviews, or presentations.

e Validating effort and progress: Actively highlighting personal achievements and
growth that the mentee might otherwise overlook.

As confidence grows, mentees transition from relying on external encouragement to
trusting their own judgment and decision-making capabilities.
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7.3 Resilience and Adaptability

In an ever-changing professional landscape, resilience and adaptability are essential survival
skills. Resilience is the ability to bounce back from setbacks, while adaptability is the capacity
to adjust flexibly to new conditions.

Dimension

Fixed / Reactive Mindset

Resilient & Adaptable
Mindset

Response to Failure

Views failure as a measure
of permanent capability;
avoids risk.

Views setbacks as
temporary feedback and
opportunities to learn.

Handling Change

Resists unexpected
changes; seeks predictable
comfort.

Embraces shifts with
curiosity; adapts strategies
proactively.

Focus of Control

Focuses on external
obstacles and factors out
of control.

Focuses on internal
choices, solutions, and
sphere of influence.

Growth Strategy

Relies strictly on existing,
proven routines.

Continuously updates
skills and welcomes
constructive challenge.

Mentoring helps build resilience by normalizing failure as part of the developmental process
and encouraging a forward-looking focus on actionable solutions.
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7.4 Lifelong Learning Approaches

Personal capacity building is not a finite project; it is an ongoing, lifelong journey.
Developing a lifelong learning mindset ensures that growth continues long after a formal
mentoring cycle concludes.

e Curiosity-driven growth: Cultivating continuous curiosity about new ideas,
technologies, and perspectives.

e Proactive feedback loops: Regularly seeking out constructive feedback from
colleagues, leaders, and peers.

e Self-directed learning: Dedicating consistent, regular time for skill enhancement and
self-reflection.

e Collaborative development: Connecting with diverse networks and learning
communities to exchange knowledge.

Mentors model lifelong learning by sharing their own ongoing development efforts and
remaining open to learning from their mentees.
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7.5 Practical Examples

What Strong Personal Capacity Building Looks Like
Strong capacity building is:

e actively seeking constructive feedback and applying it;

e viewing challenges as learning opportunities rather than threats;

e maintaining personal accountability for growth and decision-making;
e setting clear boundaries and managing energy effectively;

e continuously updating knowledge and personal skill sets.

What Weak Personal Capacity Building Looks Like

Weak capacity building is:

e defending mistakes and deflecting accountability;

* remaining passive and waiting for others to direct growth;

e allowing fear of failure to prevent action and progress;

e relying solely on existing knowledge without seeking new ideas;

e abandoning goals at the first sign of difficulty or criticism.
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7.6 Key Takeaways

e Personal capacity building provides the inner foundation for long-term personal and
professional growth.

e Self-awareness allows individuals to understand their values, strengths, and areas for
reflection.

e Confidence is built incrementally through practice, small wins, and constructive
reframing.

e Resilience and adaptability turn obstacles into meaningful opportunities for learning.

e Lifelong learning ensures continuous autonomy, curiosity, and self-directed
development.
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7.7 Reflection Activity

Think about a recent professional or personal challenge where you felt pushed beyond
your comfort zone.

Reflect on the following questions:

O What self-limiting beliefs or doubts surfaced during that experience?
O How did you respond, and what strengths helped you navigate the situation?

O Which mindset shift or new habit would most effectively build your capacity for future
challenges?

Write down three personal commitments you will make to strengthen your resilience and
self-awareness.
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CHAPTER 8 - Professional Skills
Development

“Skills open doors, but strategic direction determines how far you walk through
them.”




CHAPTER 8 - Professional Skills Development

While personal capacity provides the internal readiness for growth, professional skills
development equips individuals with the practical capabilities needed to thrive in the
modern workplace. In a rapidly changing economy, staying relevant requires a proactive
approach to mastering core competencies, navigating career transitions, and building
meaningful professional relationships.

Mentoring plays a critical role in bridging the gap between theoretical knowledge and
real-world application. Through targeted guidance, constructive feedback, and shared
industry wisdom, mentors help mentees translate their potential into tangible career
advancement and long-term employability.

Developing professional skills is not merely about collecting qualifications; it is about
building a coherent career identity, expanding professional visibility, and creating
sustainable pathways for ongoing achievement.
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8.1 Career Development Support

Career development is a continuous journey of setting goals, evaluating choices, and
taking intentional steps toward professional fulfillment. Mentors act as strategic sounding
boards, helping mentees navigate complex career decisions and map out clear
progression routes.

Effective career development support in mentoring includes:

e Defining career vision: Translating broad aspirations into structured, measurable
short-term and long-term career goals.

e Conducting gap analyses: Assessing current skills against target roles to identify
critical development needs.

e Navigating career transitions: Guiding mentees through organizational politics,
promotions, career pivots, or sector changes.

e Building a professional identity: Helping mentees articulate their unique strengths,
experiences, and value proposition.

A mentor does not prescribe a specific career path; instead, they help the mentee
evaluate options objectively and make informed, confident decisions about their
professional future.
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8.2 Employability Skills

Employability skills are the core transferable capabilities that make an individual effective,
adaptable, and valuable across any job role or industry sector. Beyond technical expertise,
employers consistently prioritize strong interpersonal and problem-solving competencies.
Key employability dimensions supported through mentoring include:

e Professional communication: Structuring clear, professional written documents and
delivering persuasive, confident spoken messages.

e Verbal clarity and presentation: Expressing complex ideas clearly, articulating
solutions under pressure, and practicing active listening.

¢ Time and task management: Prioritizing workload, managing tight deadlines, and
maintaining productivity under pressure.

e Problem solving and critical thinking: Approaching complex challenges logically,
evaluating risk, and developing creative, actionable solutions.

e Collaboration and teamwork: Working effectively within diverse teams, resolving
interpersonal conflicts, and supporting collective goals.

Mentors help mentees refine these foundational skills by simulating workplace
scenarios, reviewing practical work samples, and providing actionable, real-time
feedback.
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8.3 Networking and Professional Growth

Networking is often misunderstood as superficial self-promotion, but true professional
networking is about building authentic, mutually beneficial relationships. A strong
professional network opens doors to unadvertised opportunities, collaborative projects, and

industry insights.

Dimension

Transactional Networking

Relational Networking
(Mentoring Focus)

Primary Motivation

Seeking immediate
personal gain or quick
favours.

Building authentic, long-
term professional
relationships.

Approach

Distributing business
cards widely without
follow-up.

Engaging in meaningful
dialogue and mutual
value exchange.

Focus of Interest

Focuses strictly on what
others can provide.

Focuses on shared
interests, learning, and
mutual support.

Long-Term Impact

Yields fragile connections
that fade quickly.

Establishes a resilient
network of trusted
industry peers.

Mentors help mentees demystify networking by introducing them to professional circles,
guiding them on how to conduct informational interviews, and demonstrating how to
maintain relationships over time.
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8.4 Learning Pathways and Opportunities

Navigating modern professional growth requires identifying and selecting the right learning
pathways. With countless qualifications, certifications, and training programs available,
mentors help mentees curate learning experiences that offer genuine career value.

Structured vs. flexible learning: Balancing formal qualifications (degrees, certifications)
with non-formal learning (workshops, online courses).

Work-based learning opportunities: Engaging in stretch assignments, job shadowing, or
cross-departmental projects within organizations.

Targeted certifications: Selecting industry-recognized digital credentials and certifications
that fill targeted skill gaps.

Self-paced industry learning: Accessing webinars, professional bodies, open-source
communities, and industry publications.

g

By evaluating learning pathways together, mentors ensure that mentees invest their
time, effort, and resources into skills that align directly with market demands.
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8.5 Practical Examples

What Strong Professional Skills
Development Looks Like

Strong skills development is:

e setting clear, action-oriented
professional milestones;

e proactively seeking opportunities to
practice new workplace skills;

e building an authentic professional
network based on mutual value;

e tailoring communication style effectively
for different audiences;

e continuously aligning personal skill sets
with emerging market trends.

What Weak Professional Skills
Development Looks Like

Weak skills development is:

relying passively on past achievements
without upgrading skills;

avoiding networking due to
misconceptions about self-promotion;

struggling to communicate value clearly
during job applications or reviews;

pursuing random certifications without a
clear career strategy;

resisting constructive workplace
feedback and professional advice.

087



@

8.6 Key Takeaways

e Professional skills development translates internal potential into tangible career
capabilities.
e Career support helps mentees establish a clear vision, conduct gap analyses, and

navigate transitions.

e Employability relies heavily on core transferable skills like communication, critical
thinking, and teamwork.

e Authentic, relational networking creates long-term professional growth and access to
hidden opportunities.

e Curating intentional learning pathways ensures continuous relevance in an evolving
job market.
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8.7 Reflection Activity

Think about your current career path and your target professional goals over the next 12
to 24 months.

Reflect on the following questions:

O Which single employability skill (e.g., public speaking, negotiation, project
management) would have the biggest impact on your career?

O How comfortable are you with professional networking, and how could you approach
it more authentically?

O What learning pathway or certification aligns most directly with your next career step?

Write down three practical action steps you will take this month to accelerate your
professional growth.
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CHAPTER 9 - Mentee Goal
Assessment and Prioritization

“Clear goals turn vague ambitions into actionable blueprints for growth.”




CHAPTER 9 - Mentee Goal Assessment and
Prioritization

Chapter 9 focuses on establishing a structured process for identifying, evaluating, and
prioritizing a mentee's personal and professional objectives. Mentoring relationships often
fail to produce meaningful outcomes when goals remain broad or ill-defined. This chapter
provides framework tools—such as SMART goal setting, gap analysis, and urgency-versus-
impact prioritization matrices—to help mentors and mentees align expectations. By
systematically translating high-level aspirations into realistic,c measurable, and prioritized
action plans, the mentoring pair ensures that time and energy are channeled toward high-
impact development areas.
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9.1 Understanding Mentee Goal Assessment
and Prioritization

A successful mentoring relationship needs direction, but that direction should not be
imposed by the mentor. It should emerge from the mentee's own aspirations, needs,
circumstances and priorities.

Mentee goal assessment is the structured process of helping a mentee explore what they
want to achieve, understand why these goals matter, assess how realistic and relevant they
are, identify possible barriers and resources, and decide which goals deserve priority.

Goal assessment comes before goal setting: first the mentor helps the mentee understand
what matters, and only then supports her in turning selected priorities into concrete goals.

Goal assessment should not be confused with simply asking a mentee to list goals. A
mentee may begin a mentoring relationship with broad wishes such as:

e “Iwant to find a better job.”

e “Iwantto become more confident.”
e “I need to manage my life better.”

e “ITwould like to develop new skills.”

e “Iwant to become financially independent.”

These statements are valuable starting points, but they do not yet provide a clear basis for
action. The mentor can help the mentee explore what lies behind them and gradually
transform broad aspirations into meaningful priorities and achievable goals.
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The mentor's role

As a mentor, you do not choose goals for
the mentee.

Your role is to help the mentee:

e reflect on their current situation;
e recognise their aspirations and needs;

e identify personal and professional
goals;

e explore their strengths and available
resources;

e identify possible barriers;
e compare competing priorities;

e turnimportant goals into realistic
objectives;

e identify appropriate actions; and

e review and adapt goals as
circumstances change.

This distinction is fundamental to effective
mentoring. The mentee remains the owner
of both the goal and the decisions
connected with it. The mentor provides
structure, questions, reflection,
encouragement and appropriate guidance.

Mentor principle: Do not ask, “What goal
should I give my mentee?” Ask, “How can I
help my mentee identify and pursue a goal
that is meaningful to them?”
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9.2 Why Is Goal Assessment Important in
Mentoring?

Goal assessment gives the mentoring relationship purpose and direction.

Without clear goals, mentoring sessions may become a series of interesting conversations
without a clear connection between discussion and progress. When goals are identified and
reviewed together, both mentor and mentee have a clearer understanding of what the
mentoring relationship is trying to support.

Goal assessment can help to:

e clarify what the mentee wants from mentoring;

e identify the issues that are most important to the mentee;
e connect mentoring activities with the mentee's real needs;
e establish realistic expectations;

® increase motivation;

e make progress more visible;

e identify barriers before they become major obstacles;

e determine what support or resources may be required,;

¢ make mentoring sessions more focused; and

e provide a basis for reviewing progress.

However, goal assessment should not turn mentoring into a rigid performance-
management exercise. The objective is not simply to complete tasks or tick boxes.
Mentoring should also create space for exploration, learning, reflection and changes in
direction.

A goal that appeared important at the beginning of the mentoring relationship may
become less relevant later. A mentee may discover a new opportunity, encounter an
unexpected barrier or develop a better understanding of their own strengths and interests.

For this reason, goal assessment should be regarded as a continuous and flexible process,
rather than a one-time activity.
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9.3 Identifying Personal and Professional Goals

An effective goal-assessment process usually begins with exploration. Some mentees may
already know what they want. Others may have several ideas, conflicting priorities or
difficulty describing their future direction. The mentor should therefore avoid rushing
directly into formal goal setting.

A useful first step is to explore both personal and professional goals.

Personal goals

building confidence;

improving communication;
strengthening decision-making skills;
becoming more independent;
developing resilience;

improving work-life balance;

managing responsibilities more
effectively;

developing greater self-awareness;
establishing positive routines; or

becoming more comfortable expressing
needs and opinions.

Professional goals

finding employment;
returning to employment after a career
break;

identifying a suitable career direction;
developing digital or technical skills;
improving my CV;

preparing for job interviews;
returning to education or training;
gaining a qualification;

developing professional networks;
progressing in an existing job;
changing career direction; or

exploring entrepreneurship or self-
employment.

095



Recognising the connection between personal and professional goals

Personal and professional goals are often closely connected. For example, a mentee may
say:

“My goal is to find a job.”

Further discussion may reveal several related needs:

e she has not updated her CV;

e she feels uncomfortable during interviews;

e she is unsure which jobs match her existing skills;
e she has limited digital job-search skills; and

e she lacks confidence after being outside employment for some time.

The professional goal is employment, but achieving it may require progress in several
personal and professional areas. This is why assessment should come before detailed
action planning.
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9.4 Questions Mentors Can Use to Explore Goals

Good questions help mentees think rather than simply produce quick answers. Instead of

asking only, “What are your goals?”, try questions such as:

Exploring the present

e What is working well for you at the moment?
e What would you most like to change?
e What currently takes most of your energy?

e What challenge would you most like to overcome?

Exploring the future

e What would you like to be different six months from now?
e What would you like to be able to do that you cannot do confidently today?
e What kind of professional situation would you like to move towards?

e What would make you feel that this mentoring experience has been worthwhile?

Exploring motivation
Why is this important to you?

e What would achieving this change in your life?

e How would you feel if you made progress in this area?

Exploring strengths

e What are you already good at?
e What previous achievement are you proud of?
e What helped you succeed in that situation?

e Which of your existing strengths could help you now?
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Exploring barriers and support

e What might make this difficult?
e What have you already tried?
e What support would make the next step easier?

e What resources or opportunities are already available to you?

These questions should be used naturally. A mentoring session should not feel like an
interrogation or questionnaire. The mentor’'s most important skills at this stage are active
listening, observation, empathy and constructive questioning.
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9.5 Goal Assessment Methods

Once possible goals have been identified, the mentor can help the mentee evaluate them. A
useful assessment considers several dimensions.

Importance

How important is this goal to you?

A goal should matter to the mentee personally. The mentor should be careful not to
confuse what appears important from an external perspective with what the mentee
genuinely values.

Motivation

How strongly do you want to achieve this goal?

Why does this matter to you? What would change if you achieved it? Is this something you
genuinely want, or something you feel others expect from you?

Urgency
How soon does this need attention?

Some goals may be important but long-term. Others may require immediate action. For
example, finding employment may become urgent because of financial circumstances,
while completing a professional qualification may remain an important longer-term
objective.

Feasibility

Is progress possible under the mentee’s current circumstances?
Consider available time, existing skills, knowledge, financial resources, access to technology,
access to education or training, professional networks, caring responsibilities, mobility or

transportation, and available support. Feasibility does not mean choosing only easy goals.
The purpose is to understand what will be required to make progress.
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Barriers

What might prevent or delay progress?

Possible internal barriers include fear of failure, low confidence, procrastination, uncertainty
and difficulty making decisions. External barriers may include limited employment
opportunities, financial constraints, caring responsibilities, lack of qualifications,
discrimination, transportation difficulties and limited access to professional networks.

Identifying a barrier is not the same as assuming that the goal cannot be achieved. It
enables the mentor and mentee to plan more realistically.

Available strengths and resources

What can the mentee already build upon?

Ask: What skills do you already have? Who could support you? What previous experiences
could help? What resources are already available?

A strengths-based discussion can help the mentee recognise that she is not beginning from
zero.

Simple Goal Assessment Framework

Dimension Guiding Question

Importance How important is this goal to me?
Motivation Why do I want to achieve it?

Urgency How soon should I act?

Feasibility What will I need to make progress?
Strengths What can I already build upon?
Barriers What could make progress difficult?
Support What help or resources might I need?
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9.6 Prioritisation: Deciding What Comes First

A mentee may identify several important goals. Trying to work on everything at the same
time can lead to overload, frustration and limited progress.

Prioritisation answers the question: “Of all the things that matter, what should receive
attention first?”

Technique 1: Importance and Urgency

Ask the mentee to consider each goal according to two dimensions:

e Importance: How strongly will this contribute to the future I want?

e Urgency: How soon does it require attention?

Goals can then be considered as:

e Important and urgent - give these immediate attention.
e Important but not urgent - schedule and develop these systematically.

e Urgent but less important - consider whether they genuinely deserve significant time or
can be handled more efficiently.

e Neither urgent nor important - consider postponing or removing them from the current
plan. The framework is intended to stimulate reflection rather than mechanically classify
the mentee’s life.

Technique 2: Impact and Effort

Another useful method is to compare potential impact with required effort. Ask:

e Which action could make the greatest difference?
e Which action is realistic to begin now?
e Isthere a small step that could create momentum?

e Are you spending significant energy on something that contributes little to your main
goal?
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Technique 3: Ranking

Ask the mentee to rank several goals. For example:

1.

2
3
4.
5

Find employment.

. Improve interview confidence.

Develop digital skills.
Expand professional networks.

Explore a future business idea.

Then ask the most important question: “Why did you put them in this order?” The discussion

behind the ranking is often more valuable than the ranking itself.

Important mentoring principle: Prioritising a goal does not mean abandoning the
others. Sometimes the healthiest decision is: “This matters to me, but it does not need

to happen now.”
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9.7 Turning Priorities into SMART Goals

After priorities have been clarified, the mentor can help the mentee transform a broad
aspiration into a more actionable goal. A commonly used framework is SMART.

Specific

The goal should clearly state what the
mentee wants to achieve.

Instead of “I want to develop professionally,”
consider “I want to improve my digital
presentation skills.”

Measurable

There should be a way to
progress.

recognise

For example: “I will complete one digital
presentation course and prepare two
practice presentations.”

Achievable

The goal should be realistic considering the
mentee’s circumstances, resources and
timeframe.

Achievable does not mean effortless. A
useful goal can be challenging while still
being possible.

Relevant

The goal should contribute to something
that genuinely matters to the mentee.

Ask: “How will achieving this help you move
towards the future you want?”

Time-bound
The goal should have a timeframe.

For example: “I will complete the course and
two practice presentations within eight
weeks.”
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From a broad aspiration to a SMART goal

Initial aspiration: “I want to find a job.”

After exploration, the mentor learns that the mentee is interested in administrative work
but has not updated her CV and lacks confidence in interviews.

SMART version: “Within the next six weeks, I will update my CV, identify at least ten
suitable administrative vacancies, submit at least five targeted applications and
complete two practice interviews.”

The mentor has not created the goal for the mentee. The mentor has helped the mentee
make her own goal clearer and more actionable.
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9.8 From SMART Goals to Action Planning

A SMART goal defines what the mentee intends to achieve. An action plan identifies how
she intends to move towards it.

A simple action plan can identify the actions required, deadlines, resources needed,
support required, possible obstacles and evidence of progress.
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9.9 Practical Example

Scenario: From uncertainty to a clear priority

Anna has recently joined a mentoring programme after being outside the labour market for
two years. During her first goal-focused conversation, she says:

“I need to change my life. I want a good job, maybe some training, and perhaps one day
I would like to start something myself.”

The mentor does not immediately recommend a course, job or business programme.
Instead, the mentor begins by exploring.

Step 1: Explore
The mentor asks:

e What would make the biggest positive difference in your life right now? Which of these
ideas feels most important?

e What are you already able to do well?
e What is currently making progress difficult?

e What would you like to achieve through mentoring?
Step 2: Identify possible goals
Together they identify:

e Find suitable employment.
e Improve digital skills.
e Develop interview confidence.

e Explore a future business idea.
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Step 3: Assess
They discuss:

e importance;

e urgency;

e motivation;

e available strengths;
e Dbarriers; and

e support needs.
Step 4: Prioritise
Anna decides: Priority 1: Employment

e Supporting goal: Digital job-search skills
e Supporting goal: Interview confidence

e Longer-term goal: Explore entrepreneurship

Step 5: Create a SMART goal

Anna formulates:

“During the next eight weeks, I will update my CV, improve my basic digital job-search
skills, identify at least 15 suitable vacancies and submit at least eight targeted
applications.”

Step 6: Plan actions

Anna and her mentor use the relevant EmpowerHER action-planning resource to divide the
goal into smaller steps.
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Step 7: Review
At later mentoring sessions, the mentor asks:

e What progress have you made?

e  What worked?

e What was more difficult than expected?
e What did you learn?

e Do any actions need to change?

e Is this goal still the right priority?

The focus remains on learning and progress rather than judgement.
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9.10 Reviewing and Adjusting Goals

Goals should guide mentoring, not restrict it. The mentor and mentee should periodically
review whether a goal remains important, relevant, realistic, motivating and appropriate to
the mentee’s current circumstances.

Progress Relevance

e What have you completed? e I[s this still important to you?

e What progress are you most satisfied e Has anything changed since we set this
with? goal?

Learning Adjustment

e What have you learned? Should the goal change?

e What worked better than expected? Does the timeframe need to change?

Should another priority come first?
Challenges

e What slowed you down?

e \What obstacle needs more attention?

Changing a goal is not automatically a sign of failure. Sometimes changing circumstances or
new information make the original plan inappropriate. The ability to reassess and adapt can
demonstrate learning, self-awareness and resilience.
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9.11 Practical Guidance for Mentors

Listen before advising.

Understand the mentee’s
before offering suggestions.

perspective

Ask rather than assume.

Questions such as “What would work for
you?” are often more useful than
immediately telling the mentee what to do.

Keep ownership with the mentee.

The mentor facilitates the process; the
mentee owns the decision.

Avoid projecting your own definition of
success.

A mentor’s experience can provide valuable
perspective, but the mentee’s priorities may
be different from the mentor’s.

Build on strengths.

Do not focus only on gaps and problems.
Help the mentee recognise existing skills,
experiences and resources.

Make large goals manageable.

Break ambitious goals into smaller actions
and milestones.

Make progress visible.

Recording  progress can  strengthen

motivation and confidence.
Avoid overload.

One or two well-chosen priorities are often
more productive than attempting to
address many goals simultaneously.

Be flexible.

Goals and circumstances change. Review
them reqularly.

Recognise progress.

Meaningful progress deserves recognition
even when the final goal has not yet been
achieved.
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9.12 Key Takeaways

Mentee goal assessment and prioritisation give direction to the mentoring relationship
while preserving the mentee’s ownership of her development.

As a mentor;

e help the mentee explore what matters to her;

e distinguish broad aspirations from actionable goals;

e assess goals before moving directly into planning;

e explore strengths and resources as well as barriers;

e help the mentee prioritise when several goals compete for attention;
e use SMART principles to make selected goals clearer;

e translate priorities into manageable actions;

* review progress regularly; and

e adapt goals when circumstances or priorities change.

Core message: The mentor does not design the mentee’s future. The mentor helps the
mentee develop the clarity, confidence and capacity to design and pursue that future
herself.
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9.13 Reflection Activity

Think about a current goal or aspiration you have been striving to achieve in your
professional or personal life.

Reflect on the following questions:

e How clearly defined is this goal—is it currently a broad aspiration or an actionable
SMART goal?

e What strengths and resources can you leverage to achieve it, and what hidden barriers
or competing priorities might hold you back?

e How can you break this priority down into a few manageable actions to kickstart your
progress this week?

Write down your primary goal formatted using SMART principles, along with the very first
action step you will take toward it.
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Chapter 10 - Time management

“Time is not something you find; it is something you intentionally create for
what truly matters.”




Chapter 10 - Time management

Time is the ultimate currency of personal and professional development, yet it is often the
most constrained resource in any mentoring journey. In today’s fast-paced environment,
balancing career demands, personal obligations, and self-improvement requires more
than good intentions—it demands structured prioritization and disciplined boundaries.
Effective time management ensures that mentoring does not become an added burden,
but rather a dedicated, high-impact space for reflection, strategy, and continuous growth.
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10.1 Understanding Time Management in
Mentoring

Time is one of the most practical resources in a mentoring relationship. Both mentors and
mentees may have professional responsibilities, family commitments, education or
training, caring responsibilities and unexpected demands competing for their attention.
Effective mentoring therefore requires more than simply finding an occasional free hour. It
requires realistic decisions about how available time will be organised, protected and used.

Time management in mentoring is the process of organising available time and
commitments in a way that supports consistent participation, focused mentoring sessions
and realistic progress towards agreed goals.

For mentors, time management has two connected dimensions:

e Managing the mentoring commitment: ensuring that mentoring sessions, preparation,
follow-up and communication can be maintained consistently without creating
unrealistic expectations.

e Supporting the mentee’s time management: helping the mentee recognise how her
time is currently used, identify competing demands, decide what deserves attention
and develop practical strategies for using available time effectively.

The mentor’s role is not to control the mentee’s schedule or decide how she should spend
every hour. Instead, the mentor helps the mentee become more aware of her time,
recognise patterns and constraints, make informed choices and experiment with strategies
that fit her actual circumstances.

Effective time management is not about filling every available minute. It is about using
limited time intentionally for what matters most.

Time management, goal prioritisation and planning are related — but different.
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Goal assessment and prioritisation asks: “What do I want to achieve, and which goal
deserves priority?”

Time management asks: “Given my priorities and responsibilities, when and how should I
use my available time?”

Planning techniques ask: “How will I structure the route towards the goal through actions,
milestones, monitoring and adjustment?”

In this chapter, therefore, planning primarily refers to planning the use of available time.
Detailed action plans, milestones, progress-monitoring frameworks and plan-adjustment
techniques are addressed in the Planning Techniques chapter.
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10.2 Why Time Management Matters in
Mentoring

A mentee may have a clear goal and strong motivation but still struggle to make progress
because necessary activities are repeatedly postponed or displaced by oth
responsibilities.

For example, a mentee may want to:

apply for employment; o
complete a training course; o
improve digital skills; .
develop a professional network; o
prepare for an interview. o

At the same time, she may be managing:

paid work;

childcare;

care for other family members;
household responsibilities;
education or training;
transportation;

appointments and administrative
obligations;

unexpected demands.

In these circumstances, simply telling a mentee to “manage your time better” is unlikely
to be useful. Effective mentoring begins by understanding the mentee’s actual

circumstances.

er
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Good time management can help mentees:

e translate intentions into regular activity;

e reduce unnecessary last-minute pressure;

e identify what deserves their limited time;

e create realistic routines;

e protect time for personal and professional development;
e make demanding activities feel more manageable;

e reduce avoidable distractions;

e develop greater confidence in organising their responsibilities.

Time management is equally important for mentors. Consistency contributes to trust.
Regularly cancelling sessions, arriving unprepared or failing to follow up on agreed matters
can weaken the mentoring relationship.

For this reason, good time management in mentoring is not merely a productivity skill.
It is also an expression of reliability, respect and accountability.
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10.3 Managing Mentoring Commitments

A mentor should enter a mentoring relationship with a realistic understanding of the time
they can genuinely commit. Enthusiasm at the beginning of a programme can sometimes
lead mentors to make commitments that later become difficult to maintain. A smaller but
reliable commitment is usually more valuable than an ambitious schedule that repeatedly
changes.

Agree on realistic expectations

At the beginning of the mentoring relationship, discuss practical questions such as:

e How often will we meet?

e Approximately how long will each session last?

e Will meetings normally be online, face-to-face or a combination?
e How will we arrange the next meeting?

e Which communication channels will we use between sessions?

e What should we do if one of us needs to cancel?

e How much notice should we normally provide?

e What kind of communication between sessions is reasonable?

e Are there times when the mentor or mentee will normally be unavailable?

Clarifying these expectations reduces uncertainty and helps prevent misunderstandings.
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Consistency is more important than frequency

A mentoring relationship does not necessarily require constant communication. The
appropriate frequency depends on the programme, the mentoring goals and the availability
of both participants. What matters is that the agreed pattern is realistic and reasonably
consistent.

Less sustainable: “We will meet whenever we have time.”

More sustainable: “We will normally meet every second Tuesday for approximately one hour.
If either of us needs to reschedule, we will inform the other person as early as possible.”

The second arrangement creates predictability while remaining flexible enough for real-life
circumstances.

Protect mentoring time

Once a session has been agreed, both mentor and mentee should treat it as a genuine
commitment. Useful practices include:

e adding sessions to a calendar immediately;

e setting reminders;

e avoiding unnecessary double-booking;

e allowing a short buffer before and after sessions where possible;
e preparing key notes or questions in advance;

e recording essential follow-up points after the session.

Digital calendars and scheduling tools can support this process, particularly when mentor
and mentee have complex schedules.
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Prepare efficiently

Preparation does not always need to be lengthy. Before a mentoring session, a mentor can
briefly review:

1

2
3.
4

A

. What did we discuss last time?

Is there anything that needs to be followed up?
Has the mentee identified a particular issue for today?

Is there a resource or question that would make the session more useful?

short, structured review can make the session more focused without creating an

unnecessary administrative burden.

Manage cancellations respectfully

Unexpected circumstances occur. The objective is not to create rigid rules but to establish
mutual respect. If a mentor needs to cancel:

inform the mentee as early as possible;
acknowledge the change;
suggest an alternative time where possible;

avoid creating a pattern of repeated cancellations.

The same expectations can be discussed with the mentee. Mentoring should accommodate
real life while still protecting the reliability of the relationship.
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10.4 Understanding the Mentee’s Use of Time

Before recommending productivity techniques, help the mentee understand where her
time currently goes. A common mistake is to assume that difficulty managing time is
simply the result of laziness, poor discipline or insufficient motivation. The mentee may
have very little discretionary time.

What does a normal week look like for you?
Explore:

e employment;

e commuting;

e childcare;

e caring responsibilities;

e household responsibilities;
e education or training;

e appointments;

e rest and recovery;

e social commitments;

e personal development;

e unexpected or unplanned demands.

This creates a more realistic picture of available time.
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Simple time-awareness exercise

Invite the mentee to observe how her time is used for several days or during one typical
week. This should not become an exercise in accounting for every minute. Instead, look for
patterns.

e  Which commitments are fixed?

e Which are flexible?

e Which activities take more time than expected?

e When do you usually have the most energy?

e When do interruptions happen most often?

e Which activities could potentially be reduced or moved?

e Where could a small amount of protected time realistically be created?

The purpose is awareness, not judgement.

A mentor should avoid reacting with statements such as: “You spend too much time on
this.” Instead, use reflective questions such as: “Does this use of time match what is
currently important to you?” or “Is there anything here you would like to organise
differently?”
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10.5 Prioritising the Use of Time

In the Mentee Goal Assessment and Prioritization chapter, the mentee identifies which goals
deserve priority. Time management begins from that decision.

The question is no longer: “Which goal matters most?” It becomes: “Given what matters to
me, what deserves my available time today or this week?”

This distinction is important. A mentee may correctly identify professional development as a
priority but still find that most discretionary time is consumed by activities that do not
contribute to it. The mentor can help the mentee examine this gap without judgement.

Useful questions include:

e Which activities genuinely require your attention today?

e Which important activities are repeatedly postponed because they do not have an
immediate deadline?

e Which activities contribute directly to your current priority?
e Which commitments are fixed and which are flexible?

e Is there anything you are doing automatically that no longer deserves the same amount
of time?

e Where would a small amount of protected time make the greatest difference?
Important and urgent — as a time-use tool

When useful, mentors can briefly introduce the distinction between important and urgent
tasks. The purpose here is not to prioritise life goals again. It is to decide how available time
should be used.
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Urgent and important: Submitting a
relevant job application before
tomorrow’s deadline.

Urgent but less important:
Responding immediately to a
request simply because another
person expects a quick answer.

Important but not immediately
urgent: Spending regular time
developing a skill that supports the
mentee’s employment goal.

Neither urgent nor important: An
activity that consumes time without
contributing meaningfully to current
responsibilities, well-being or
priorities.

The mentor should use this framework as a conversation tool, not as a rigid classification

system.
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10.6 Turning Large Activities into Manageable
Next Steps

Large, unclear activities are difficult to fit into limited time.

Consider: “Work on my career.” This is too broad to schedule meaningfully. A mentor can
help the mentee identify a smaller, concrete next step.

Broad activity: Improve my CV.

Next step: Find the latest version of my CV and identify which sections need updating.

Broad activity: Develop my digital skills.

Next step: Complete one 30-minute lesson in the selected course.

Broad activity: “Expand my professional network.”

Next step: “Identify three people or organisations relevant to my field.”

What is the smallest useful next step you could realistically complete?

This is a time-management technique rather than a full action-planning process. Detailed
sequencing of actions, milestones, responsibilities and progress indicators belongs to the
Planning Techniques chapter.
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10.7 Productivity Techniques: Options, Not Rules

There is no single time-management technique that works for everyone. A mentor should
therefore introduce productivity methods as options to experiment with, rather than rules the
mentee must follow.

Before recommending a technique, ask:

e Does this fit the way you prefer to work?
e Does it fit your responsibilities?
e Isitrealistic in your current environment?

e Would you like to try it for a week and see what happens?

The objective is to help the mentee discover an approach that works in her real life.

Technique 1: Time Blocking

Time blocking means reserving a specific period for a particular activity.

Example: Tuesday, 10:00-10:45: Digital training; Thursday, 19:00-19:30: Review job
opportunities; Saturday, 11:00-12:00: Prepare an application.

The advantage is that a general intention becomes a concrete time commitment. Instead of “I
will work on this sometime this week,” the mentee decides: “I will work on this on Thursday from
19:00 to 19:30."

Mentor prompt: “When, realistically, could this activity happen?”

Encourage the mentee to select a period that fits her actual responsibilities rather than an ideal
schedule.
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Technique 2: Focus Intervals

Some people find long periods of concentration difficult or simply do not have long
uninterrupted periods available. A focus-interval approach divides work into manageable
periods of focused activity followed by short breaks.

A commonly known example is the Pomodoro Technique, traditionally associated with 25-
minute focus intervals and short breaks. However, the exact duration is not the important
part.

The mentee may prefer 20, 30 or 45 minutes, or another period that fits her

concentration, responsibilities and available time.

Mentor guidance: Present focus intervals as an experiment. Ask: “What length of
focused time feels realistic for you?” The aim is to create useful concentration, not to
follow a timer perfectly.

Technique 3: The “Top Three”

The long task lists can make everything appear equally important. One simple alternative
is to identify a small number of activities that genuinely deserve attention during a
particular day or week.

Example - Today’s Top Three: 1) Submit one application. 2) Complete one short digital-
training session. 3) Confirm the next mentoring appointment.

The number three is not a strict rule. The principle is to limit the number of activities
competing for immediate attention.

Mentor prompt: “If you could realistically complete only a few useful things today,
which would matter most?”
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Technique 4: Quick Actions

Some small but useful tasks create unnecessary mental clutter when they are repeatedly
postponed. If an activity genuinely requires only a very short amount of time, completing
it promptly may sometimes be more efficient than repeatedly remembering it.

Examples include confirming an appointment, saving an important vacancy, adding a
deadline to the calendar, sending a short requested document or registering for an event.

However, mentors should also help mentees recognise a possible trap: completing many
small tasks can feel productive while allowing an important but more demanding activity
to remain untouched.

Quick actions should therefore support priorities rather than replace them.

Technique 5: Batching Similar Activities

Repeatedly switching between different kinds of tasks can fragment attention. Where
practical, similar activities can be grouped together.

For example, instead of checking job platforms repeatedly throughout the day, a mentee
might reserve one focused period for reviewing vacancies, saving relevant opportunities
and noting important deadlines.

Similarly, routine communication or administrative tasks can sometimes be grouped into
one suitable period rather than interrupting focused work repeatedly.

Mentor prompt: “Are there activities you could group together so that they interrupt
you less often?”
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Technique 6: Reducing Avoidable Distractions

Distractions may include unnecessary phone notifications, social media, frequent email
checking, interruptions, cluttered working environments or attempting several tasks
simultaneously.

What most often interrupts you when you are trying to focus?

Then help the mentee identify one realistic adjustment, such as silencing non-essential
notifications for 30 minutes, placing the phone out of reach during a focus period, closing
unnecessary browser tabs, choosing a quieter location where possible or communicating
to others that a short period is protected when circumstances allow.

The aim is not to create a distraction-free life. That is rarely realistic. The aim is to reduce
avoidable interruptions during important activities.
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10.8 Balancing Responsibilities

Time management becomes particularly important when the mentee is balancing several
roles. A mentee may simultaneously be:

e anemployee;

* ajob seeker;

e 3 student;

e aparent;

e acaregiver;

e apartner;

e afamily member;
e avolunteer;

e a participant in mentoring.

These roles can create genuine competing demands. Mentors should avoid treating
family, caring or personal responsibilities as inconveniences that simply need to be
“managed away”. Instead, explore how development activities can fit realistically within
the mentee’s life.

Work with capacity, not an ideal schedule

Ask:

e How much time can you realistically commit to this activity this week?
e Which responsibilities cannot be moved?

e Where do you have some flexibility?

e Isthe current expectation asking too much?

e Would a smaller amount of protected time be more sustainable?
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A realistic routine maintained consistently is often more valuable than an ambitious
schedule that repeatedly fails.

Example: A mentee decides that she should spend two hours every evening searching for
employment. After one week, almost none of the planned sessions have happened because
evenings are dominated by childcare and household responsibilities.

The mentor should not immediately conclude: “You need more discipline.” Instead, explore
whether evening is realistic, whether shorter sessions would work better, whether another
period exists when childcare support is available, and which job-search activities require
focused time.

The purpose is to organise time around reality.
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10.9 Protecting Rest and Avoiding Over-
Scheduling

Effective time management is not the same as constant productivity. A schedule that
allocates every available moment to work, training, job searching, mentoring or other
responsibilities may be impossible to sustain.

Rest, recovery and personal time are legitimate parts of sustainable time management.
Signs that a routine may be unrealistic include:

e repeated inability to complete most intended activities;
e constant rescheduling;

e sacrificing necessary sleep or recovery;

e increasing frustration;

e difficulty concentrating;

e feeling that everything is urgent;

e abandoning the routine completely after a short period.
What can we simplify?

This may be a more useful mentoring question than “How can you fit in more?” The
objective of time management is sustainable progress, not maximum activity.
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10.10 Practical Mentoring Example

Scenario: “I never have enough time”

Maria wants to return to employment after a career break. Her current priority is to improve
her digital skills and begin applying for administrative positions. During a mentoring
session, she tells her mentor: “I know what I need to do, but I never have enough time.”

The mentor does not immediately recommend a productivity technique.
Step 1: Understand the reality

The mentor asks Maria to describe a typical week. Maria explains that she cares for two
children, manages most household responsibilities, supports an elderly parent twice a
week, attends a language course and handles numerous family appointments. The mentor
and Maria recognise that her available discretionary time is genuinely limited.

Step 2: Connect time to an existing priority

Maria has already established that returning to employment is her main professional
priority. The question is therefore not whether this goal should be prioritised again. The
question becomes: “What use of your limited available time would contribute most to this
priority?”

Step 3: Identify realistic time opportunities

They identify Tuesday morning (approximately 45 minutes), Thursday afternoon
(approximately 30 minutes) and Saturday morning (approximately one hour). Instead of
designing an ideal schedule, they work with the time that actually exists.

Step 4: Match activities to available time

Tuesday - 45 minutes: digital training; Thursday - 30 minutes: review suitable
vacancies; Saturday - 60 minutes: prepare an application.
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Step 5: Make each activity manageable

Instead of “Finish digital course,” Maria chooses “Complete the next course module.”
Instead of “Apply for jobs,” she chooses “Review three suitable vacancies and prepare one
targeted application.”

Step 6: Protect the time

Maria enters the three periods into her calendar and decides to silence non-essential
notifications during her digital-training session.

Step 7: Review the time-management strategy

At the next mentoring meeting, the mentor asks which time periods worked, which did not,
what interrupted her, whether the amount of scheduled activity was realistic, which
technique helped and what would make next week easier.

Maria completed two of the three planned periods. This is not treated as a failed plan.
Instead, mentor and mentee examine why the third period did not work and what can be
learned about Maria’s available time.

The purpose is to improve the time-management strategy, not to conduct a formal review of
her overall goal plan.

A time-management approach should adapt to the mentee’s life; the mentee should
not be expected to force her life into an unrealistic system.
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10.11 Understanding Procrastination in a
Mentoring Context

When a mentee repeatedly postpones an activity, it is tempting to assume that the problem
is poor time management. This may not be the case.

An activity may be postponed because it is: Instead of saying “You need to stop
procrastinating,” a mentor can ask:
e toolarge;
e unclear: * What makes this difficult to start?
e emotionally uncomfortable; * Isthefirst step clear?
o perceived as difficult; e Does the activity need to be smaller?
e associated with fear of failure; * Areyou worried about the outcome?
e associated with fear of rejection; * Would a specific time make it easier to
: begin?
e boring; g

e Is this still an appropriate use of your

e lacking an immediate deadline; ]
time?

e competing with more urgent
responsibilities.

Example: A mentee repeatedly postpones updating her CV. Further discussion reveals that
she is not avoiding the activity because she cannot organise her time. She feels
uncomfortable describing her skills after several years outside employment. The underlying
issue is therefore partly confidence.

Recognising the real barrier prevents the mentor from offering a time-management
solution to a problem that requires a different kind of support.

Not every delayed task is a time-management problem.
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10.12 Reviewing What Works

Techniques should be reviewed because a method that looks useful in theory may not fit the
mentee’s real circumstances. This review should remain focused on the use of time and the
suitability of the chosen technique, rather than becoming a full progress-monitoring process.

About the timing

e Which time periods worked well?
e Which were repeatedly disrupted?

e When did you find it easiest to concentrate?

About workload

e Was the amount you intended to do realistic?
e Did any activity require more time than expected?

e Were you trying to fit too much into one period?

About techniques

e Which technique helped?
e Which technique felt unnatural or unhelpful?
e Did scheduling make it easier to begin?

e Did reducing distractions make a noticeable difference?

About adjustment

e Would another time of day work better?
e Would a shorter focus period be more realistic?
e Should fewer activities compete for your available time?

e Isthere a different technique worth trying?

The purpose is not to judge productivity. It is to help the mentee gradually discover how she
can use her available time more intentionally and sustainably. Detailed monitoring of actions,
milestones and overall plan progress is addressed in the Planning Techniques chapter.

137



10.13 Practical Guidance for Mentors

Manage your own mentoring
commitments consistently. A mentor
who repeatedly cancels sessions is
unlikely to model effective time
management.

Understand before suggesting.

Learn about the mentee’s actual
responsibilities before recommending
techniques.

Ask before advising.

Questions such as “What does your week
actually allow?” or “When would this
realistically fit?” can be more useful than
immediately suggesting a scheduling
system.

Avoid one-size-fits-all solutions. A
method that works well for one mentee
may be unsuitable for another.

Introduce techniques as experiments.

Encourage the mentee to test a method,
observe what happens and decide
whether it is useful.

Connect time with existing priorities.

Help the mentee use time in ways that
support goals she has already identified
as meaningful.

Make activities manageable. When an
activity feels overwhelming, help identify
a smaller useful next step without taking
over the mentee’s broader planning
process.

Respect competing responsibilities.
Employment, family, caring, education
and other responsibilities may all place
legitimate demands on time.

Protect recovery.

Do not equate effective time
management with constant activity.

Look beneath procrastination.

If an activity is repeatedly postponed,

explore whether the real issue is time,
confidence, uncertainty, fear, clarity or
another barrier.

Review without judgement. If a technique
does not work, treat the result as useful
information and adapt the approach.
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Scheduling

Use relevant weekly scheduling, calendar or time-blocking resources to help transform “I
need to find time for this” into “This is when I will try to do it.”

Focus and productivity

Where appropriate, Resource Bank materials can support experiments with protected focus
periods, short focused sessions, reducing interruptions, grouping similar activities or
limiting immediate priorities.

Reflection on time use

Return to the relevant resource during later mentoring conversations to explore which
periods worked, what caused interruptions, whether the workload was realistic, which
technique was helpful and what could be organised differently.

A time-management tool is not a control mechanism

Mentors should never use schedules or time-management templates to monitor, police or
judge the mentee. The purpose is to increase awareness and support independent decision-
making.

The objective is not to create a perfectly organised mentee. It is to help the mentee develop
a realistic, flexible and sustainable way of using her own time.
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10.14 Practical Examples

What Strong Time Management in What Weak Time Management in

Mentoring Looks Like Mentoring Looks Like

Strong time management is: Weak time management is:

e setting clear boundaries and protecting e repeatedly rescheduling or canceling
scheduled mentoring sessions sessions, creating dynamic instability;
consistently; e imposing one-size-fits-all scheduling

e exploring the mentee's actual daily methods without considering external
commitments before recommending life responsibilities;
scheduling systems; e treating every delayed action as a time-

e breaking intimidating projects into small, management issue while ignoring
manageable action steps to eliminate underlying fears or lack of clarity;
friction; e using calendars or time-tracking

* introducing productivity and focus templates as monitoring tools to police
techniques as flexible experiments the mentee;
rather than rigid rules; e equating productivity with non-stop

e prioritizing rest, recovery, and well-being activity and leading to burnout.

alongside task completion.
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10.15 Key Takeaways

Effective time management in mentoring is not about doing as much as possible. It is about
helping both the mentor and the mentee use limited time intentionally and sustainably.

As a mentor:

e make realistic mentoring commitments;

e establish clear expectations about
scheduling and communication;

e protect agreed mentoring time;

e understand the mentee’s real
responsibilities before suggesting
solutions;

e help the mentee become more aware of

how her time is used;

e distinguish goal prioritisation from
prioritising the use of time;
e help connect available time with

priorities already identified by the
mentee;

make overwhelming activities easier to
begin by identifying manageable next
steps;

introduce productivity techniques as
flexible options rather than rules;

support realistic scheduling and focused
work;

recognise the impact of family, caring,
employment, education and other
responsibilities;

avoid treating every delayed activity as a
time-management problem;

protect rest and recovery,

review whether time-management
techniques actually fit the mentee’s life.

Good time management should create greater clarity and control, not additional pressure.
The mentor’s role is to help the mentee develop a sustainable approach to time that fits her

priorities, responsibilities and real life.
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10.16 Reflection Activity

Think about your current weekly schedule and the primary obligations competing for
your energy.

Reflect on the following questions:

e Which specific area of your routine suffers most from unexpected interruptions or
poor boundary setting?

e When an activity is repeatedly postponed, is it truly due to a lack of time, or is it
caused by self-doubt, lack of clarity, or overwhelm?

e What is one small experiment (e.g., dedicated focus periods, time-blocking, or saying
no to non-essential tasks) you can test this week to regain control over your schedule?

Write down two practical adjustments you will make this week to protect your time and
create space for high-priority developmental goals.
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Chapter 11 - Planning technique

“A goal without a plan is just a wish.”




Chapter 11 - Planning technique

While setting a clear vision determines where a mentee wants to go, strategic planning
defines precisely how to get there. Without a practical roadmap, even the most inspiring
goals can succumb to inertia, overwhelm, or competing day-to-day priorities. Planning
transforms abstract ambitions into sequential, achievable steps, creating momentum
through continuous action and measurable progress. In mentoring, structured planning
is not about creating rigid, unchangeable rules, but about building a flexible navigation
system that empowers the mentee to move forward with clarity, confidence, and
adaptability.
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11.1 Understanding Planning in Mentoring

A meaningful goal provides direction, but a goal alone does not explain how the mentee will
reach it. Planning creates the bridge between intention and action.

Within mentoring, planning is the process of helping the mentee translate an identified goal
into a realistic and flexible route consisting of concrete actions, milestones, resources,
responsibilities and review points.

Effective planning answers questions such as:

e What needs to happen?

e What should happen first?

e What are the main stages?

e What resources or support are needed?
e What could make progress difficult?

e How will we recognise progress?

e When should progress be reviewed?

e What should change if the original approach no longer works?

The mentor’s role is not to design the plan for the mentee. Instead, the mentor supports the
mentee in thinking through the route towards her goal, identifying realistic actions,
anticipating possible difficulties and learning from progress and setbacks.

The goal belongs to the mentee, and so should the plan. The mentor provides structure and
reflection, but the mentee retains ownership of decisions and actions.
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11.2 Planning Techniques

Mentee Goal Assessment and Prioritization
What do I want to achieve, and what should I focus on first?

The mentee identifies personal or professional goals, evaluates their importance and
converts selected priorities into clearer objectives.

Time Management

Given my responsibilities, when and how can I use my available time effectively?
The mentee considers commitments, scheduling, focus and sustainable use of time.
Planning Techniques

What route will take me from where I am now to where I want to be?

The focus is therefore on:

Goal — Actions — Sequence — Milestones — Resources — Monitoring — Review —
Adjustment

A mentee can have a well-defined goal and manage her time effectively but still struggle if
she does not know which actions should come first, how the different actions connect or
how progress will be reviewed. Planning provides that structure.

Why Planning Matters in Mentoring

Planning helps turn aspiration into purposeful action.

Example goal: “I want to return to employment.”
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This provides direction but still leaves many questions unanswered:

e Which type of employment?

e What preparation is required?

e Which skills need strengthening?

e What actions should happen first?
e Which actions depend on others?
e What resources are available?

e What difficulties may arise?

e How will the mentee know whether she is moving forward?

Without a plan, mentees may begin many activities without completing them, focus on
actions with limited impact, become overwhelmed by the size of the goal, overlook
important dependencies, lose motivation when results are not immediate, or continue
using an approach that is not working.

A practical plan can help the mentee see the route towards the goal more clearly, convert
large goals into manageable actions, identify logical stages, establish meaningful
milestones, recognise resources and support needs, anticipate possible barriers, make
progress visible, learn from experience and adjust the route when circumstances change.

Planning also gives mentoring conversations continuity. Mentor and mentee can
refer to an agreed direction while remaining open to new needs or circumstances.

147



11.3 Start with the Destination, Then Work
Backwards

Before building a plan, make sure the desired outcome is sufficiently clear. The mentor
can ask:

e What are you trying to achieve?
e What would successful progress look like?
e How would you know that you had reached the goal?

e What needs to be true at the end of this process?

Backward Planning

Backward planning begins with the desired result and asks what must happen
immediately before it, and then what must happen before that.

Example: Desired outcome — be ready to apply confidently for administrative positions.

Before applying confidently, the mentee needs appropriate application materials and
interview preparation. Before preparing strong applications, she needs to understand the
requirements of suitable vacancies. Before identifying suitable vacancies, she needs
greater clarity about the roles she is targeting.

This may produce a sequence such as:

e Identify suitable types of administrative roles.
e Review common requirements.

e Identify relevant strengths and skill gaps.

e Update CV and supporting materials.

e Practise application and interview skills.

e Begin targeted applications.

Backward planning is useful when the mentee knows the desired destination but feels
uncertain about how to get there.

Mentor prompt: “What needs to be in place before this can happen?”
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11.4 Breaking a Goal into Actionable Steps

Large goals can feel distant and overwhelming. Planning makes them more manageable by
dividing them into concrete actions.

For example, the goal “Develop my professional network” can be broken into identifying
relevant sectors or professional communities, updating a professional profile, identifying
suitable networking opportunities, reconnecting with existing contacts, attending a relevant
event, contacting selected professionals and following up appropriately.

Actions should be sufficiently specific that the mentee understands what needs to happen.

Mentor prompt: “What would this goal look like as a series of actions rather than one large
task?”

149



11.5 Sequencing Actions

Once actions have been identified, they should not automatically be treated as equally
immediate. Some must happen before others, some can happen at the same time, some
depend on information or support, and others become relevant only later.

Useful mentor questions include:

e What needs to happen first?

e Does anything depend on this action?

e Can any of these activities happen in parallel?

e [sthere something we are trying to do too early?

e What information is needed before the next stage?

e Which action unlocks other actions?

Example: A mentee wants to apply for a vocational training programme. A simple list may
include researching programmes, checking eligibility, collecting certificates, preparing
application documents, arranging childcare and submitting the application. A stronger
plan recognises dependencies:

e Stage 1 - Research suitable programmes.

e Stage 2 - Check eligibility and application requirements.

e Stage 3 - Collect required documents and explore childcare options.
e Stage 4 - Prepare the application.

e Stage 5 - Review and submit.

The plan now shows not only what must happen but also how the actions relate to
one another.
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11.6 Using Stages

A milestone is a meaningful point indicating that an important stage of the plan has been
reached.

Milestones are different from ordinary tasks. Milestones can help mentees see progress
even when the final goal is still some distance away. They are particularly useful for longer-
term goals.

Mentor prompt: “What would show us that an important stage has been completed?”

Avoid creating too many milestones. A milestone should represent meaningful progress,
not every small action.

Example milestone pathway for transitioning into a new professional field:

e Milestone 1: Target professional field selected.

¢ Milestone 2: Skill requirements understood.

e Milestone 3: Relevant development activity completed.

e Milestone 4: Professional profile and application materials updated.

e Milestone 5: First targeted applications submitted.
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11.7 Choosing Planning Tools and
Frameworks

Different goals require different levels of planning. A mentor should not introduce a
complex tool simply because it exists. The best planning tool is the simplest tool that
provides enough structure for the mentee’s needs.

Action Plan

Best suited for converting a goal into concrete steps, assigning target dates, identifying
support and resources, and recording completion. This is often sufficient for
straightforward personal or professional development goals.

Milestone Map

Best suited for longer-term goals, goals with several stages, situations where the final
result feels distant, and making intermediate progress visible.

Current position = Milestone 1 — Milestone 2 — Milestone 3 — Desired outcome

Checklist

Best suited for processes with clearly defined requirements, applications, event
preparation, document collection or repeated processes. A checklist is useful when the
primary challenge is remembering whether required elements have been completed; it is
less useful when deeper reflection or adaptation is needed.

Simple Timeline

Best suited for goals with important deadlines, activities that must happen in a particular
sequence, or plans extending over several weeks or months. In this chapter, target dates
and timelines are used to structure the plan; detailed management of daily or weekly
time belongs to the Time Management chapter.
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If-Then Planning

If-then planning identifies a foreseeable difficulty and a possible response.

e IfIcannot attend the scheduled training session, then I will complete the recorded session
before the end of the week.

e Iflreceive arejection from an application, then I will record any useful feedback, review
the next vacancy and continue with the agreed application routine.

e If childcare prevents me from attending an event, then I will check whether an online
alternative or later event is available.

If-then planning is not about predicting every problem. It helps the mentee prepare for a
small number of foreseeable barriers so that one disruption does not automatically end the
plan.
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11.8 Identifying Resources and Support

A plan should identify not only what the mentee will do but also what may help her do it.

Resources may include information, training, digital tools, templates, professional
networks, transportation, childcare, financial resources, equipment, workspace, feedback
or specialist support.

Useful mentor questions include:

e What do you already have that can support this plan?
e What information are you missing?

e Who could help?

e [s there a resource that would make this action easier?

e Does this require support beyond the mentoring relationship?

A mentor should recognise the boundaries of the mentoring role. Some needs may require
support from career counsellors, training providers, employment services, legal
professionals, financial advisers, health or social services, or other specialised
organisations.

Good planning includes knowing when another source of expertise is required.
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11.9 Anticipating Barriers without Planning for
Failure

Planning should be realistic without becoming pessimistic. The purpose of discussing
barriers is not to convince the mentee that something will go wrong.

Ask: “What could make this difficult, and what could help if that happens?”

Potential barriers may include limited time, financial constraints, caring responsibilities, lack
of information, confidence, fear of rejection, transportation, access to technology, delays
from other organisations or unexpected changes in personal circumstances.

A simple barrier discussion can use three questions:

e What might interfere with this action?
e How likely is it?

e What could you do if it happens?

Example: Action — attend a face-to-face training course. Possible barrier — childcare
arrangements may change. Possible response — identify whether recorded or online
sessions are available and ask in advance about attendance flexibility.

Avoid turning the plan into a catalogue of everything that could go wrong. Focus on credible
barriers that could materially affect progress.
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11.10 Monitoring Progress: What Is Happening?

A plan becomes useful when it remains connected to reality. Monitoring progress means
periodically checking what has happened in relation to the plan. It does not mean
constantly supervising the mentee.

Monitoring focuses on the factual picture: what has been completed, what is underway,
what has changed and where the mentee currently stands.

Useful monitoring questions include:

e What has been completed?

e Whatis currently in progress?

e What has not started?

e Which milestone has been reached?

e What is moving more slowly than expected?

e Is the next action still clear?

A simple status system may be enough:

Not started — In progress = Completed — Changed

More complex tracking is rarely necessary unless the goal genuinely requires it.
Evidence of progress

Progress should not always be measured only by the final result. Useful evidence may
include a completed CV, a training module, an application submitted, a networking event
attended, a professional contact established, an interview practised,a portfolio updated, a
qualification obtained or a milestone reached.

Making progress visible can help maintain motivation.
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11.11 Reflecting on Progress and Setbacks: What
Are We Learning?

Monitoring establishes what is happening; reflection asks what can be learned from it. This
distinction helps prevent progress review from becoming a pass/fail exercise.

If an action has not been completed, avoid immediately asking, “Why didn’t you do it?” A
more constructive approach is:

e What happened?

e Was the action realistic?

e Was the next step clear?

e Did circumstances change?

e Was another priority more urgent?

e Did you need support that was unavailable?

e What does this experience tell us about the plan?

An incomplete action provides information. It may indicate that the task was too large, the
sequence was wrong, the target date was unrealistic, a barrier was underestimated, another
action needs to happen first, additional support is required, or the plan no longer reflects
the mentee's circumstances.

The purpose of reflection is not to prove that the original plan was correct. It is to discover
what helps the mentee move forward.
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11.12 Adjusting Plans When Needed

A good plan provides direction without becoming rigid. Circumstances change.

The mentee may receive an unexpected opportunity, experience a rejection, begin a new
job, face a family responsibility, discover that a training programme is unavailable, learn
that a qualification is required, develop a new interest or realise that the original route is no
longer appropriate.

When this happens, the plan should be reviewed.

What can be adjusted?

The mentor and mentee may reconsider individual actions, sequence, target dates,
milestones, resources, support arrangements, methods or, in some cases, the overall route
towards the goal.

Adjustment does not automatically mean failure

Changing a plan can demonstrate learning, flexibility, improved information, self-
awareness and realistic decision-making.

The important question is not “Did we follow the original plan exactly?” but “Is the current
plan still the most useful route towards the mentee’s goal?”
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11.13 Knowing When to Persist and When to
Change Direction

Not every difficulty requires changing the plan. Some goals require persistence. At the
same time, repeatedly following an ineffective approach simply because it was written in
the original plan is not productive.

Useful questions include:

Is the goal still meaningful?

Is the difficulty temporary or recurring?

What evidence suggests that this approach is or is not working?
Is there another route towards the same goal?

What have you learned that you did not know when the plan was created?

This helps the mentee develop adaptive planning skills rather than either giving up too
quickly or persisting without reflection.
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11.14 Practical Mentoring Example: Planning a
Return to Employment

Leyla wants to return to employment after several years focused on family responsibilities.
Through goal assessment, she has already identified her priority: to become ready to apply
for suitable administrative positions within three months. Her time-management
discussions have also identified realistic periods each week for professional development.

The planning question is: “How do we structure the route from her current position to
application readiness?”

Step 1: Clarify the desired outcome

Leyla defines application readiness as knowing which administrative roles suit her, having an
updated CV, being able to describe her transferable skills, understanding common job
requirements, feeling prepared for basic interview questions and beginning targeted
applications.

Step 2: Work backwards

Mentor and mentee ask what needs to be in place before applications can begin. They
identify target roles, understanding of requirements, an updated CV, confidence explaining
transferable skills and interview preparation.

Step 3: Create stages
Stage 1 - Career Focus: identify suitable administrative roles.

Stage 2 - Requirements and Skills: review vacancies and compare requirements with existing
skills.

Stage 3 - Application Preparation: update CV and prepare application materials.

Stage 4 - Interview Preparation: practise explaining experience and answering common
questions.

Stage 5 - Applications: begin applying selectively.
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Step 4: Define milestones
Milestone 1: Target roles selected.

Milestone 2: Skills and requirements
comparison completed.

Milestone 3: CV and basic application
materials ready.

Milestone 4: Two practice interviews
completed.

Milestone 5: First targeted applications
submitted.

Step 5: Identify barriers and support

Leyla finds it difficult to describe skills
gained outside formal employment. The
mentor supports reflection on transferable
skills and identifies an appropriate career
resource. Childcare may occasionally affect
planned activities, so important deadlines
are identified early and alternatives
considered where possible.

Step 6: Monitor

During mentoring sessions, Leyla and her
mentor briefly establish what has been
completed, the current milestone and what
remains in progress.

Step 7: Reflect and adjust

After reviewing several vacancies, Leyla
discovers that spreadsheet skills appear
frequently in the roles she prefers. They
reflect on this new information and add a
short spreadsheet training activity before
intensive applications begin.

This is not a failure of planning. The plan has improved because Leyla now has better

information.
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11.15 A Simple Planning Conversation for
Mentors

Mentors do not always need a complex framework. A structured conversation can often
produce an effective plan.

Stage Mentoring Question

1. Destination What are you trying to achieve?

2. Current position Where are you now in relation to that goal?

3. Actions What needs to happen to move forward?

4. Sequence What should happen first?

5. Milestones What would show that an important stage has been
reached?

6. Resources What information, tools or support will you need?

7. Barriers What could realistically make progress difficult?

8. Response What could you do if that happens?

9. Monitoring How will you know that progress is happening?

10. Review When should we look at the plan again?
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11.16 Practical examples

What Strong Planning in Mentoring Looks Like

Strong planning is:

e Maintaining mentee ownership:
guiding the mentee to map out their
own path rather than managing their
tasks like a project manager;

e Building flexible clarity: using simple
frameworks that provide structure
without creating unnecessary
bureaucracy;

e Matching scale to objective: keeping
the plan proportional by using
lightweight checklists for quick tasks
and defined milestones for long-term
goals;

e Sequencing tasks logically: helping the
mentee spot task dependencies so they
focus on foundational actions before
jumping into later stages;

e Proactively identifying resources:
establishing necessary support systems
early rather than waiting for the
mentee to hit a roadblock;

e Treating incomplete steps as data:
exploring unfinished actions as helpful
feedback to adapt the plan without
judgement;

e Celebrating key milestones:
acknowledging major achievements
along the journey to maintain
motivation toward long-term goals.

Weak planning is:

Over-controlling the roadmap: taking
complete ownership of the steps and
turning mentoring into aggressive task
management;

Imposing rigid bureaucracy: enforcing
complex, unyielding templates that
create administrative burden rather
than clear direction;

Ignoring task dependencies:
encouraging mentees to tackle
advanced stages before completing
essential prerequisites;

Planning in a vacuum: failing to
anticipate realistic barriers or discuss
required support until the mentee gets
stuck;

Viewing deviations as failures: treating
incomplete actions or changing
circumstances as personal errors rather
than opportunities to adapt;

Operating outside boundaries:
attempting to solve complex technical
or specialist issues beyond the mentor’s
role instead of referring out.
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11.17 Key Takeaways

Planning techniques help transform a meaningful goal into a structured but flexible route
towards progress.

e Begin with a clearly understood destination.

e Help the mentee work backwards when the route is unclear.

e Break large goals into concrete actions.

e Identify sequence and dependencies.

e Establish meaningful milestones.

e Choose planning tools that match the complexity of the goal.
e Identify resources and support needs.

e Anticipate realistic barriers.

e Use contingency thinking where appropriate.

e Make progress visible.

e Monitor what is happening and reflect on what can be learned.
e Learn from incomplete actions and setbacks.

e Adjust plans when circumstances or evidence change.

e Distinguish temporary difficulty from an ineffective approach.

e Maintain appropriate mentoring boundaries.

A good plan is not the one that predicts everything perfectly. It is the one that gives the
mentee enough structure to move forward, enough visibility to recognise progress, and
enough flexibility to adapt when reality changes.
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11.18 Reflection Activity

Think about a major goal or project you are currently working toward that feels
overwhelming or stuck in the planning stage.

Reflect on the following questions:

e How clearly mapped out is your path—do you have defined, logical stages, or are you
trying to accomplish later-stage actions too early?

e What potential barriers, dependencies, or missing resources could hold you back, and
how can you prepare for them proactively?

e When looking at your roadmap, what is one meaningful milestone you can set to track
your progress, and what small action step can you complete this week to reach it?

Write down your goal broken into three sequential stages, along with one small step you
will complete within the next 48 hours.

165



The mentor does not design the mentee’s future. The
mentor helps the mentee develop the clarity,
confidence and capacity to design and pursue that
future herself.

A goal without a plan is just a wish.
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