Setting Up A Mentoring Scheme

There are a number of issues and questions to ask before setting up a mentoring scheme:

Ascertaining Need

There should be sufficient evidence to prove that there is a need for mentoring in order to:
· Convince others of the benefit of taking part and 
· To obtain funding. 
 

A need might be for example:
School pupils who are not achieving their full potential.
Scheme Coordinator

A good mentoring scheme will need to have someone to:
· Lead it, 
· Recruit mentors and mentees, 
· Match the mentees to mentors and 
· Deal with any issues arising. 
 

If the coordinator is to train the mentors and support them they will need to have appropriate experience and knowledge to do so. 
It is essential that there is a person available to support the mentors on a regular basis in order to ensure that the mentoring relationships are progressing as they should. It is also necessary for mentees to have a contact person in case of any difficulties. 
Selecting Mentees

You will need to establish some criteria to be used when selecting mentees. Provision should be made for alternative support for those who do not fit the criteria of the scheme. Mentees will also need some type of induction on the parameters of the scheme.
Selecting Mentors

Consideration will have to be given to who you are going to use as mentors, how they will apply and who will ensure that they are suitable. Application forms should be provided and a screening process developed to ensure that they fit the requirements and have sufficient time to spare.
Scheme Aims & Expectations

A decision will need to be made on what you are hoping to achieve through the mentoring scheme so it can be incorporated into the mentor training and made clear to the mentees. This will avoid any unrealistic expectations on the part of both the mentors and mentees.
Mentor Training
Mentors should be trained in order to participate. There is much confusion about what mentoring is and how it differs from counselling and coaching. Although well intentioned, some potential mentors may have different views on what their role is and mistakenly, for example, take on a more directive role.
There are a number of training providers who offer such courses but you will need to ensure that the training they offer is appropriate to your scheme and that they offer continuing support.
 
Matching Mentors and Mentees
There are various ways to match up individuals such as by interview or questionnaire.  Alternatively a mentee may request to be matched with a particular mentor.

 
Duration of the Scheme
The duration of the mentoring scheme should be decided at the outset and incorporated into the mentor training and mentee induction.
Mentor Contact
There needs to be discussion on how often each mentoring pair should be expected to meet or communicate.  With face to face meeting, the practicalities of time and location are key, while with e-mentoring and/or telephone contact a decision needs to be made on how much time a mentor should reasonably set aside to respond to a mentees contact.
 

Evaluation

It is essential that all mentoring schemes be continually evaluated to monitor whether they are meeting their objectives and fulfilling the needs. Feedback from mentors, mentees and perhaps line managers will also help to make improvements to the way it is delivered.
Cost

Funding should be allocated for the mentoring scheme, which allows for a coordinator to run it for a reasonable period of time. Once the scheme has been proved to be successful funding can usually more easily be obtained. 
 

There are a number of potential organisations that can offer funding from ESF (for community mentoring schemes), Children's Fund (for programmes that work with children).
