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At PERSOL | Programmed, we aim to support and strengthen our position as a trusted employer by recognising the great work of our people and to provide more development and career opportunities internally.  We believe in the power of collaboration and the value of learning from one another.  In support of this, we have developed a mentoring program that aims to build employee capability, improve inter-department engagement and knowledge-sharing, and retain talent.

Mentoring 
What is Mentoring?
Mentoring is a supportive relationship that helps people share their skills, knowledge, and experience, and to grow and develop in the process.  It is a unique opportunity to learn from and be challenged by someone who has experiences, perspectives, and expertise that are likely to be different to your own.  
Mentoring is a way to build skills and gain different perspectives, it is designed to enhance knowledge transfer, improve connectivity, and foster a positive workplace culture. It is a partnership where the mentor shares their experiences to help the mentee achieve their long-term career and personal development goals.
Mentoring aims to expose the untapped value of our people; it is a mutually beneficial connection whereby mentees gain knowledge, confidence, self-awareness, and the tools to support their career goals and strengthen their networks.  While mentors have an opportunity to broaden their leadership, collaboration and communication skills and foster cross–generational/cross-functional learning.

Is the Mentoring Program a good fit for me? 
While mentoring offers some great opportunities, it does require time, effort, and commitment. To determine whether the Mentoring Program is the right path forward, reflect on your short and long-term career goals and identify if a mentoring connection will help you achieve them.  Have a career conversation with your manager or review the Your Career. Your Opportunity Career Pathway Resources – Employee Guide available on the intranet to make an informed decision.
Mentors need to be committed to supporting and building the capability of others; helping mentees see their own talent and potential.  Mentors need to ensure they have the capacity to meet with the mentee regularly, actively listen, support personal and professional balance, and offer guidance and support.  
A mentor needs to be a teacher, an advisor, a confidante, a role model, and a coach, they need to act as a sponsor or an agent to support networking opportunities.  An outstanding mentor is enthusiastic, compassionate, and selfless. They’re passionate about guiding careers by offering a vision that is tailored to their mentees’ strengths and sense of purpose.
Mentees are responsible for driving the mentoring partnership and as such, will need to be committed, motivated and open-minded.  It requires taking accountability for the process, while the mentor will provide recommendations and encouragement, it is the mentee’s responsibility to develop clear goals and objectives, communicate progress and undertake the necessary learning and development activities. 
Mentees must set, test and reiterate learning goals with their mentor, and seek feedback and advice.  They are responsible for meeting with their mentor at agreed times, preparing their mentor for each meeting and speaking up if their development needs are not being met.

Interested in becoming a Mentor or Mentee?
Before applying to be a mentor or mentee, please speak with your manager to determine if you have the capacity and support to commit to the mentoring program.  Managers will need to consider business priorities, role requirements, the employee’s potential, and career aspirations before approving.
Once approved/endorsed by your Manager please complete the Expression of Interest form located here.

What makes a successful connection? 
At Programmed, we strongly advocate it's Your Career, Your Opportunity.   We encourage and support our people to actively pursue their goals, whether it be to advance their career, diversify it or be the best they can be in their current role.  Programmed’s internal mentoring program aims to support our vision of building outstanding people by connecting our experienced and knowledgeable employees with our emerging talent.  
[bookmark: _Hlk139284226]A successful connection is one whereby all stakeholders are committed and understand the value of the program.  This includes not only the mentor and mentee, but their managers and leaders alike.  Which is why, during the application stage, the mentor’s manager needs to endorse the mentor, and the mentee’s manager needs to approve the mentee’s participation.  This ensures both mentor and mentee are supported by their line manager to set aside a reasonable amount of time and resources to the program.
The program is structured in a way that ensures matches are impartial and where practicable, based on the mentors’ experience and knowledge aligning with the mentees’ preferences.  The connection is designed to take participants out of their comfort zone and stretch their self-awareness and emotional intelligence which is why mentees are not connected with their line manager nor, where possible, with someone in their department.
Connections are supported through each stage of the program with training, documentation and dedicated mentoring allies.   
Before committing to the program, attend the “Mentoring at Programmed – Information Session”.
The Mentoring Handbook includes information around setting goals and provides a loose agenda to assist in navigating the connection.  
We have a dedicated Teams channel for Mentors and Mentees to communicate privately as well as the ability to share their learnings and experiences on the wider mentoring Teams network (it is also a great tool to enhance your Programmed network).  
Our mentoring allies will check in with you quarterly but are available anytime by contacting mentoring@programmed.com.au
The connection is designed to run for up to 12 months; should the mentee achieve their goals in a shorter timeframe, the mentor and mentee can mutually agree to end the connection.  It is important to use this time effectively, ensuring meetings are focused, productive and documented and that both parties come prepared and do what they say they are going to do.






The Mentoring Connection
There are four key stages to the mentoring connection:
Stage 1 – Establishing the Mentoring Connection
At Programmed we encourage our mentees to drive the mentoring relationship; the mentee needs to structure the meetings, steer the interactions, establish goals, communicate needs and review progress.   A great mentoring experience begins with identifying and communicating your motives for participating in the mentoring program and defining opportunities for personal and/or professional growth.  

If you haven’t already:  
Reflect on ‘why’ you want to be involved in the mentoring program. 
Figure out what you would like to accomplish.  
Consider how you might manage potential hurdles. 
Decide what you want your mentor to support you with.
Identify opportunities for growth and set some goals. 
Work out how you will monitor your progress. 
Attend the Mentoring at Programmed - Information Session.
 
In preparation for your first meeting:  
Check out your mentor/mentee’s bio.   
Send your mentor/mentee a quick introduction email outlining your career journey so far, your expectations and aspirations, and how you would like to be supported in this journey.    
Review the Mentoring Agreement (refer Attachment 1) and prepare some ground rules for discussion. 
Mentees’ should review the Mentee Worksheet (refer Attachment 2) and consider their goals.
Attend the Mentoring at Programmed launch sessions.

The First Meeting
Collaboratively complete the Mentoring Agreement and set the ground rules; establish a meeting schedule and define the frequency and duration that suits your needs and availability.  
Ensure you define clear boundaries, outline the role each person will play, determine conflict/problem resolution methods, and discuss the need for confidentiality.
Get to know each other; talk about things like your background, your work experience, your hobbies, and interests.
Define the purpose of the connection including goals and expectations.  Each mentor-mentee relationship is unique, so it is up to you to make it your own.  
Use the SMART goals approach and together set some realistic objectives and timelines.   

Goal setting is a powerful process for thinking about your ideal future, and for motivating yourself to turn this vision of the future into reality.
When it comes to writing SMART goals, be prepared to ask yourself, your mentor and other team members questions.  The answers will help fine-tune your thoughts, ensuring the goals are aligned with your long-term objectives.  SMART goals are goals that are Specific, Measurable, Attainable, Relevant, and Time-bound.  
Crafting SMART Goals are designed to help you define what you want to achieve, while setting goals that are realistic, clear, and set to a deadline will motivate you to achieve your objective.   When writing SMART goals walk through each letter of the acronym and fill in the blanks based on your particular objectives, use concise language but include relevant information.  This approach eliminates generalities and guesswork, sets a clear timeline, and makes it that much easier to track progress and identify milestones.
1. Brainstorm short-, medium- or long-term goals that come to mind; anything and everything!
Consider: 
What do I want to accomplish?
What are my strengths and how can I leverage them?
What does success look like?
Where do I see myself in 1, 2, 5, 10, 25-years?
2. Work out your goals by refining your ideas and prioritising what’s important to you.
Consider: 
Why is this goal important?
How realistic is this goal?
How can I accomplish this goal?
Is this important enough to invest time and effort?
3. Define your goals ensuring they are Specific, Measurable, Attainable, Relevant, and Time-bound (for example I will practice my presentation skills at least twice a month and will record and watch these sessions to improve my approach).
Consider: 
How will I know when I’ve reached my goal?
What steps are required to achieve it?
What resources are required?
What obstacles might I face?
Stage 2 – Building the Mentoring Connection
The mentoring connection is based on trust and respect, it is built over time with open and honest communication and possessing the ability to understand other people’s perspectives.  
A great mentoring connection should meet regularly, we suggest monthly or every second month and ensure meeting times are adhered to or rescheduled in a timely manner.  It is important you hold each other accountable, provide constructive feedback and bring out the best in each other.   And remember, your discussions should remain private and confidential unless both parties agree otherwise.
Mentor Responsibilities
Understand the mentee’s goals and areas for skill development.  
Be an active and engaged listener and set aside any bias.
Positively challenge the mentee, provide guidance and empower them to tackle problems. 
Share experiences and insights openly, including mistakes and failures.
Assist the mentee in networking across Programmed and the wider community. 
Follow through with actions agreed in conversations and prepare for meetings in advance.
Be a positive role model and demonstrate Programmed’s core values.
Log key discussion points and follow-up on actions if not delivered and agreed at the last meeting.

Mentee Responsibilities
Be open to learning and prepared to be challenged. 
Share career goals, successes, opportunities for improvement, and accept feedback and advice. 
Schedule regular meetings, including setting an agenda and creating a calendar invite.
Follow through with actions agreed in conversations and apply the learnings.
Assist the mentor with their development though honest feedback and the extension of their networks across Programmed and the wider community.
Define development goals, opportunities for improvement and topics of interest. 
Document progress with goals and any new activities. 

We suggest identifying 4 - 6 areas that you would like to work on during this experience and document them in the Mentee Worksheet (attachment 2).  For example: 
Personal Development: increasing personal confidence and capacity in identified areas. 
Professional Development: increasing professional knowledge and capacity. 
Career Development: increasing understanding of future career pathway 
Industry Development: increasing knowledge and networks across the industry 



Stage 3 – Maintaining the Mentoring Connection
As the connection progresses, mentoring conversations will assess progress against the specific goals agreed for the connection and development activities undertaken.  Mentoring goals can be updated and created as needed and recorded in the Mentee Worksheet (attachment 2).
The mentoring sessions are a great ‘accountability tool’ for you to remain focused on your goals. By defining what progress looks like for you, it becomes easier to identify development activities and actions that will support you to achieve your objectives.
The GROW Model is a useful framework for mentoring conversations.

	G
	Goals
	At the beginning of each meeting, discuss the specific goals that the mentee would like to achieve in the session and record them. This gives a focus to each meeting.

	R
	Reality
	Discuss the mentee’s goals. Conduct an analysis of the goal (strengths, weaknesses, opportunities, threats). Find out what the current situation is for the mentee in relation to this goal; why hasn’t the mentee been able to reach it?

	O
	Options
	Discuss some options of how to begin working toward reaching the goal. Discuss what the first steps could be. Talk about the different ways that the goal can be achieved. Pose constructive questions such as “who can help to reach this goal?” Encourage the mentee to think about strategies, record these ideas and revisit them at the next meeting.

	W
	Wrap Up
	Work with the mentee to plan a strategy and record these ideas. Write an action plan as a result of the meeting, ensuring that any threats or weaknesses identified at the reality stage are considered. Revisit the goal and the action plan at the next meeting.



[bookmark: _Hlk139546283]To assist the mentee to move forward with their goals, consider discussing the following topics:
Timelines for when goals will be achieved. Major goals may need to be broken down into smaller goals or revised where necessary. 
Continue to review career goals, discussing concerns and assessing motivations.
Identify and celebrate the successes.
Recognise potential hurdles and discuss possible solutions. 
Reflect on your progress and identify opportunities to do things a little differently.
Discuss approaches for seeking feedback about performance.
Explore techniques for building relationships and/or dealing with difficult stakeholders.
Discover different resources for improving skillset.
Talk about the things you are passionate about and consider if this aligns with your career aspirations.

Organise the next meeting at the end of each session and email your mentor with a summary of discussion points and your action plan.  And don’t forget to thank your mentor for their support and time.



Stage 4 – Evaluating the Mentoring Connection
Evaluating the mentoring connection can be either informal or formal and takes place throughout the mentoring connection as well as at the conclusion.  Evaluation allows both parties to discuss feedback and reflect on their own effectiveness to identify areas for improvement.  The HR team may also make contact with mentors and mentees throughout their mentoring connections to gain further insights into what is working well and what further support may be required to ensure the continued success of the mentoring program.

Evaluating the effectiveness of the mentoring connection is carried out in a variety of different ways including:
As a pair, reflecting at the end of each meeting on how well it went and how to improve future meetings.
Individually evaluating your own effectiveness and noting opportunities for improvement.
As a mentoring community, sharing your journey on the Mentoring Teams channel.
Providing feedback via quarterly check-ins with Mentoring Allies.

Some questions which may help to assess the connection are:
Are meetings the appropriate frequency and right length of time?
Are action items being followed up by both the mentee and mentor?
What is working well in the mentoring connection? What is not?
What are the key learnings from this connection?
What skills have you gained from this connection?
Would you recommend the mentoring program to your co-workers?  Why/why not?

The last meeting is an opportunity to reflect on the relationship and what has been achieved, to review the mentee’s development goals and celebrate the successes.
The mentoring connection ends at the end-date identified in the mentoring agreement, or it can come to a natural end if the mentee feels they have achieved their goals.  Conversely, it may continue in an informal manner beyond the structured 12-month program.  Connections should be regularly checked to ensure they are still valuable to both parties.
While mentors and mentees are carefully matched, not all partnerships will be smooth sailing. Situations may arise, through no fault of either party, where a connection may hit a hurdle for a variety of reasons. Communicate, both with each other and with the support team at Programmed, early to address difficulties and differences as they arise.  If obstacles arise that can’t seem to be resolved, please get in touch with your Mentoring Allies at mentoring@programmed.com.au.
 






Mentoring Agreement
Set the ground rules: 
Commitment – what commitment is required for our Mentoring partnership to work well.
Logistics – identify communication method, frequency of meetings, location, and duration. 
Aspirations – reflect on individual goals/aspirations and record.
Accountabilities – define responsibilities and communicate expectations for delivery.
Boundaries – understand the purpose of the mentoring program and the inherent boundaries required.  Think about consequences for non-attendance | confidentiality of information | ending the mentoring relationship.

	Duration of Program
	

	Preferred Communication Method
	

	Ongoing Meeting Arrangements
	

	Role of Mentor
	

	Role of Mentee
	

	Ground Rules
	




	
	Name
	Signed

	Mentor
	
	

	Mentee
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Mentee Worksheet 
Goals & Development Activities
	Growth Opportunity
	Action to be taken
	Knowledge & Skills to develop
	When
	Support Required

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	





Establishing
 the
connection


Maintaining
the connection


Evaluating
 the
connection


Building 
the
 connection
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