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Introduction 

Effective mentoring programs are clear about their intentions, content, approaches, parameters, resources, 

and professional learning. Such mentoring programs foster growth and development for mentors, mentees, 

and the organisation.  

It is important that this thinking has been undertaken before implementing any mentoring program. Clarity in 

planning ensures that all stakeholders share a common understanding, eliminating confusion and 

inefficiencies within the program.  

There are 10 aspects to include in a successful mentoring program and 6 to leave out.  

 

Mentoring: what is in? 

1. Understanding and sharing the purpose of the mentoring program 

• Clarify the purpose and goals of the program. 

• Research on organisational benefits. 

• Clarify the intended benefits for all educators involved: both mentors and mentees 

2. Defining roles within the program 

• Clarify the expected roles of both the mentors and the mentees. 

• Consider who will take overall responsibility/leadership for the program. 

• Provide the program leader with some relevant and timely professional learning.  

3. Training for mentors 

• Intentionally plan for mentor training to ensure initial and ongoing skills. 

• Consider who is best placed to implement effective mentor training: research internal and 

external expertise. 

• Plan ongoing mentor development, which could include a community of shared practice. 

• Consider varied strategies to develop mentor skills.   
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4. Thoughtful organising of the program 

• Consider structured and ongoing time allocation to reflect mentoring as part of the work role 

rather than an additional component to be undertaken if time arises. 

• Plan for a physical space within the organisation where mentoring can occur. 

• Forward planning and thoughtful matching of mentors to mentees to reflect educator 

experience, context and individual needs. 

5. Clarifying guidelines and boundaries 

• Reflect on and document guidelines for the program that reflect organisational values and 

goals. 

• Consider how initial program involvement will clarify program guidelines. 

• Delegate leaders to explain program guidelines and boundaries to stakeholders. 

• Utilise organisational professional standards to guide initial thinking, planning and 

implementation. 

6. Developing resources 

• Consider and isolate any mentoring resources that currently exist in the organisation. 

• Consider the best placed personnel to take ownership of resource selection to ensure 

relevance and usability. 

• Plan for ongoing resource development during the program. 

• Consider resource-sharing devices and physical resource spaces. 

• Plan for resource review at the completion of a mentoring cycle. 

 

 

 

 

 



WELLBEING & SUPPORT | GUIDE  

Mentoring: what is in and what 

is out? 

10 things to include. 6 things to avoid. 

Part of the AUSMASA Trainer and Assessor VET Career Framework 

 

 

Page 3 

 

7. Conversations around best practice 

• Consider resources that can be used to develop the mentoring skill of dialogue (rather than 

telling). 

• Consider resources and strategies to develop mentor skills around active listening. 

• Developing, trialling, and implementing conversation prompts to empower mentors. 

• Provide opportunities for mentors to practice skills and receive feedback on development. 

8. Opportunities for observations and feedback 

• Decide on the role of class observation in the program: mentor and mentee. 

• Consider optimum ways to organise class observations. 

• Develop, trial and implement feedback protocols to empower participants. 

• Consider resources and professional learning to encourage and develop feedback skills. 

9. Focusing on reflective practice 

• Consider optimum ways to utilise reflective practice in the sessions and more generally in the 

program. 

• Plan for interesting and varied strategies to encourage reflective practice. 

• Utilise reflective practice in all mentor training to establish sustainable routines. 

• Consider the benefits of organisational reflective practice to increase learning. 

10. Monitoring and review 

• Consider and plan for mentoring review and improvement. 

• Plan for and allocate a leader for the review and improvement process. 

• Consider optimum timing for a review and improvement process. 

• Plan for the sharing of results of the review and improvement processes. 

• Plan and showcase success in the program across the sector. 
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Mentoring: what is out? 

1. Conversations around best practice 

• Always avoid implementing models that utilise supervision or appraisal as they contain 

hierarchical power imbalances and intentional purposes not found in effective mentoring 

programs. 

• Mentoring does not involve evaluating an employee or checking specific standards. 

• Mentoring is not based on organisational accountability but rather the growth and development of 

mentors and mentees. 

2. Competition 

• Mentoring is not based on any form of competition but rather on mutual and collegial support. 

• There should never be competition between mentors, mentees or departments.  

3. Criticism 

• Mentoring does not have a place for the criticism of the workplace, colleagues, leaders or 

students. 

• Mentoring should never include the ability to criticise mentors and mentees. Feedback 

opportunities should promote shared and constructive improvement strategies. 
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4. Limited psychological safety 

• Unless necessary, avoid placing organisational leaders in the role of mentors, as this will affect 

the quality of the shared conversations. Mentees will not be entirely honest with those in 

positions of authority. 

• Avoid scenarios where mentees do not feel safe to share real experiences with mentors. 

• Avoid repeating mentoring conversations with organisational leaders. If feedback is required, 

speak in general themes. 

• Avoid mentoring conversations that are not based on trust and become surface-level 

conversations, resulting in the mentee suggesting all is, in fact, fine. 

5. Focus on compliance over growth 

• Unless necessary, avoid placing organisational leaders in the role of mentors, as this will affect 

the quality of the shared conversations. Mentees will not be entirely honest with those in 

positions of authority. 

• Avoid scenarios where mentees do not feel safe to share real experiences with mentors. 

• Avoid repeating mentoring conversations with organisational leaders. If feedback is required, 

speak in general themes. 

• Avoid mentoring conversations that are not based on trust and become surface-level 

conversations, resulting in the mentee suggesting all is, in fact, fine. 

6. An irrelevant learning model 

• Avoid considering or implementing a mentoring model that does not consider the existing skills 
of mentors and mentees. 

• Watch out for mentoring conversations where the mentor is telling or conversely not leaving 
space for the mentee's input and ideas. 

• Consider the work of Paulo Freire, who focused on not seeing learners as receptacles to be 
filled or empty vessels. Focus instead on mentoring teams who are co-creators of knowledge 
and skills.  
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Learn more about the Trainer and Assessor VET Career Framework 

Explore more practical tools, guides and resources supporting VET capability, wellbeing, industry 
engagement and career development 
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