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Many successful individuals credit mentors for playing a key role in their personal and professional 
growth. Mentors offer both short-term support—such as solving problems or learning new skills—
and long-term guidance. At its core, mentoring is a mutual relationship built on growth, learning, 
and shared success.

Use this guide to help you lead and support a successful mentorship program.

The following pages outline a recommended mentorship program. Please tailor this to suit 
your company’s specific needs and roles.

Mission
Foster a culture of intentional growth by 
building strong, meaningful relationships 
rooted in care, collaboration, and continuous 
improvement. A successful mentorship 
program should focus on shaping the future 
by learning from the past, honoring the values 
of connection, and cultivating a spirit of shared 
success.

Why Mentorship Matters
The purpose of mentorship is to create a 
supportive environment where individuals 
are encouraged to invest in one another’s 
development. This collective effort strengthens 
the organization as a whole, promoting unity 
and a shared vision for the future.

Program Purpose and Goals
The mentorship program should aim to:
•	 Encourage Open Dialogue: Create a safe 

space for discussing career aspirations, 
challenges, and opportunities.

•	 Promote Leadership Development: Inspire 
growth in leadership capabilities through 
shared experiences and guidance.

•	 Strengthen Cross-Team Connections: Build 
bridges between departments and business 
units to enhance collaboration.

•	 Foster a Culture of Learning: Support 
continuous learning by drawing from past 
experiences and evolving together.

•	 Expand Collective Impact: Empower 

individuals to contribute meaningfully to the 
organization’s culture and long-term success.

What Mentoring Is
Mentoring is a collaborative partnership 
between a mentor and a mentee, designed to 
foster mutual growth through the exchange 
of skills, experiences, and insights. A well-
structured mentoring relationship:
•	 Supports the development goals of the 

mentee, complementing formal training, 
coaching, and feedback.

•	 Is a valuable but optional component 
of a broader personal and professional 
development strategy.

•	 Requires a shared commitment of time, 
energy, and intention from both participants.

What Mentoring Is Not
Effective mentoring is:
•	 Not random — it is intentional, structured, 

and goal-oriented, involving regular one-
on-one meetings, follow-ups, and progress 
reviews.

•	 Not limited to current roles — it encourages 
exploration of future opportunities and 
broader skill development.

•	 Not for everyone at every stage — it requires 
readiness and the capacity to invest in the 
process.



Benefits of Mentoring
For the Mentee
•	 Access to guidance and feedback from a 

more experienced individual.
•	 A sounding board for ideas, concerns, and 

career planning.
•	 Broader perspective on organizational 

culture and operations.
•	 A structured path for developing leadership 

and interpersonal skills.
•	 Opportunities for personal growth and 

deeper professional relationships.

For the Mentor
•	 A chance to support and develop others.
•	 Personal fulfillment from sharing knowledge 

and experience.
•	 Insight into emerging challenges and 

perspectives within the organization.
•	 Enhanced leadership, coaching, and 

communication skills.
•	 Stronger connections across teams and 

departments.

For the Organization
•	 Strengthens internal knowledge-sharing and 

collaboration.
•	 Improves engagement, retention, and 

morale.
•	 Enhances recruitment appeal by showcasing 

a culture of development.
•	 Builds cross-functional relationships and 

broadens internal networks.
•	 Reinforces a culture of continuous learning 

and shared success.

Roles and Responsibilities
Mentee
The mentee is responsible for actively 
managing the mentoring relationship. Since 
the focus is on their growth, mentees should:
•	 Clarify goals: Identify professional objectives 

and areas for development.
•	 Be present: Eliminate distractions during 

meetings (phones off, laptops closed).

•	 Stay open-minded: Embrace different 
perspectives and experiences.

•	 Ask questions: Take initiative—engagement 
drives value.

•	 Be professional: Listen actively, respect 
differing views, and maintain a positive tone.

•	 Respect time: Be punctual, prepared, and 
follow through on commitments.

•	 Be intentional: Use the time purposefully to 
support your development.

Mentor
The mentor provides guidance, shares 
experience, and supports the mentee’s learning 
journey. Effective mentors should:
•	 Adopt a servant-leader mindset: Focus on 

supporting the mentee’s growth.
•	 Be fully engaged: Minimize distractions and 

be present during meetings.
•	 Guide, don’t fix: Ask thoughtful questions 

rather than offering ready-made solutions.
•	 Respect time: Be punctual, prepared, and 

follow up as needed.
•	 Model professionalism: Listen actively, be 

honest, and show empathy.
•	 Honor differences: Understand that your 

path may not be theirs.
•	 Lead by example: Demonstrate the values 

and behaviors you encourage.
•	 Maintain confidentiality: Build trust by 

keeping conversations private.
•	 Suspend judgment: Be open to the mentee’s 

unique experiences and challenges.

Manager
While not directly involved in the mentoring 
relationship, managers can:
•	 Offer feedback and insights to support the 

mentee’s development.
•	 Encourage participation and allow time for 

mentoring activities.
•	 Recognize mentoring as a valuable part of 

professional growth.

ACEC WORKFORCE COMMITTEE	 P. 2



ACEC WORKFORCE COMMITTEE	 P. 3

Program Support Roles
HR/Program Coordinator:
•	 Provide tools, resources, and administrative 

support.
•	 Manage program logistics, including 

approvals, tracking, and conflict resolution.
•	 Monitor participation and ensure alignment 

with organizational goals.

Marketing/Communications:
•	 Promote the program through internal 

campaigns.
•	 Share success stories and encourage 

participation.

Mentorship Committee:
•	 Oversee program structure and execution.
•	 Review applications and facilitate mentor-

mentee matching.
•	 Conduct periodic check-ins and resolve 

issues.
•	 Evaluate program outcomes and 

recommend improvements.

Mentoring Guidelines
•	 Align with strategic goals: Mentoring should 

support broader organizational objectives.
•	 Avoid reporting lines: Mentors and 

mentees should not be in a direct reporting 
relationship.

•	 Focus on development: The relationship 
should center on professional growth.

•	 Maintain confidentiality: Trust is essential—
conversations should remain private.

•	 Encourage mutual learning: Both mentor 
and mentee should benefit and grow.

•	 Share responsibility: Both parties should 
contribute to structuring and guiding the 
relationship.

•	 Voluntary participation: Either party may end 
the relationship at any time, without blame.

•	 Manager involvement is optional: Mentees 
may choose how much to involve their 
manager.

•	 Evaluate progress: Regularly assess how 
well objectives are being met.

Program Timeline
•	 Annual Cycle:

	» February: Applications open and are 
reviewed.

	» March: Pairings are finalized and 
announced.

	» April–March: One-year mentoring cycle 
begins.

•	 Check-ins: Quarterly check-ins with a 
committee liaison to monitor progress.

•	 Meeting Frequency: At least once per month, 
with flexibility for more frequent or informal 
interactions (e.g., lunch, virtual chats, etc.).

•	 Support Allowance: A monthly budget (e.g., 
$40 per pair) may be provided to support 
relationship-building activities.

•	 Remote Pairings: Virtual meetings are 
encouraged for cross-location pairs.


