
Guide for Mentors 
and Mentees

Source: UBS Booklet "Discovering the best way forward"



Mentoring

What is mentoring?

 A mentoring relationship can be one of the most powerful learning 
experiences a person encounters in his or her career. The objective is 
to enable the person being mentored (the mentee) to further 
develop their personal and professional skills through the support of 
a more senior colleague (the mentor) from outside of the mentee's 
line management. 

Mentees receive confidential advice and guidance from their 
mentors.



The mentor’s role

What is the role of a mentor?

Role
Advisor: Provides ongoing advice, guidance and informal 
coaching to mentee.

Sponsor: Opens networks and refers mentee to colleagues 
who can help advance their career.

Sounding Board: Helps mentee work through any difficult 
decisions and helps weigh alternatives.

Role Model: Role models the UBS principles, pillars and behaviors 
(e.g. asks the difficult questions and provides constructive feedback).

Listener: Is open to new insights and challenge on 
existing assumptions.



The mentee’s role

Driver: Overall driver of the relationship including meeting setup, 
develop objectives and follow-up.

Self-developer: Seeks out feedback and guidance on career 
progression, impact, leadership and personal growth.

Challenger: Provides challenge to the mentor, where appropriate, 
on assumptions and conventional ways of thinking and actively 
self-challenges towards own actual reality.

What is the role of a mentee?

Role



Why mentoring?

Benefits

Mentoring adds a further input to the learning cycle. It enables 
mentees to quickly gain valuable experience in order to achieve 
a higher level of competence. Mentees can use their mentor’s 
knowledge, skills and experrate them into their personal 
learning. 

Without a mentor:

Individual

Having an experience

Learning from 
own experience

Action
Reviewing own  

experience

With a mentor:

Mentee Mentor

Having an 
experience

Reviewing own  
experience

Action Reviewing

Having an 
experience

Learning from  
own experience

Learning from own and 
mentor’s experience



Mentoring vs. coaching, 
teaching and counseling

Differences between mentoring, coaching, teaching 
and counseling. 

Coach Teacher Counselor Mentor

Focus Operational tasks 
and performance

Knowledge/
information

Re-building self-
awareness and 
self-confidence

Enhancing 
long-term 
capability

Key skill(s) Giving feedback 
on observed 
performance

Instructing/
explaining

Listening, 
questioning, 
supporting 

Helping learner 
discover their 
own wisdom

Goal-orientation Sets or 
suggests 
goals

Passing 
a test

Helping the 
person cope 
on their own

Works with 
learner’s own 
goals

Closeness 
of the 
relationship

Moderate Low Low Relatively high. 
Often becoming a 
strong friendship

Proactive 
or reactive?

Mainly proactive,  
some reactive

Proactive Reactive Mainly reactive, 
some proactive

Within 
organization?

Yes, line 
manager as 
main coach

Normally 
outside

Normally 
outside

Inside or outside, 
never the line 
manager

Flow of 
learning

One-way One-way One-way Two-way

Length of 
intervention

Time required  
to complete task 
– months

Time to transfer 
information – 
days

Time to deal 
with issues – 
weeks/months

Time to achieve 
positive personal 
change – 1 year



Mentoring relationship management

 Establish a meeting schedule and keep to it to 
maintain momentum.

  Be prepared. The notes of the previous meeting should be 
reviewed. It is also good to discuss successes and challenges 
since the last meeting, and virtually talk about common or  
similar experiences.

  Follow up. Send an email that summarizes the meeting and 
reviews the action taken by both parties.

  Talk frequently in the first few months. Frequent communication 
is vital to building a relationship, avoiding misunderstandings,  
and clarifying roles and responsibilities.

Tips for effectively maintaining a mentoring relationship



Your first meeting

First impressions count – make the most of your first 
meeting as a mentoring pair.

Before the meeting:
The mentor hould review the mentee’s  
CV/resume to gain a better understanding 
of his/her professional background and 
professional objectives. 

The  mentee should reflect on 
what she wants to get out of 
the mentoring relationship and think 
about an agenda for the first meeting.

At the first meeting:
  Take time to get to know each 

other. Share professional and 
personal histories, find similarities 
and differences.

 Discuss logistics, such as best time 
of day or week to get in touch. 
A recurring meeting time often 
works best. Details to consider:
a convenient place to meet 
 how long to wait if someone doesn’t 
show up for a scheduled meeting 

  best method for keeping in touch 
between meetings
what’s expected between calls or visits.

  Discuss confidentiality. Be very specific 
about things which you feel should 
stay confidential: please be mindful 
that the concept of confidentiality 
may vary significantly between cultures. 

  Decide what you want to achieve 
together and set priorities given the 
time frame and scope of your roles. 

  Possible topics:
  What are the top three things 

your mentee wants to achieve 
over the next year?
 For which potential issues/areas 
would he/she value guidance 
or a different perspective?

  What are the three things that 
concern your mentee or may make 
achieving his/her goals difficult?

At the end of the meeting:
You should go away with:

 the feeling that you know more 
about your mentor/mentee 

 an agreement on the mentee’s 
learning goals and priorities 

a few meetings booked in advance 

  an action plan for your first two 
or three meetings 
 a task, or tasks, for the mentee 
to work on between meetings.



Strategies for an effective 
mentoring conversation

Consider these strategies and approaches for navigating 
through the agenda for that first meeting.

Agenda items Strategies for conversation Possible approaches

Take time getting  
to know each other

   Obtain a copy of the mentee's bio 
in advance. If one is not available, 
create one through conversation.

   Establish rapport.

  Exchange information.

  Identify points of connection.

Talk about mentoring    Ask: Have you ever been engaged in 
a mentoring relationship? If so, what 
did you learn from that experience?

   Talk about your own 
mentoring experience.

Determine the 
mentee's goals

   Ask: What do you want to learn 
from this experience? 

   Determine if the mentee is 
clear about his or her goals 
and objectives

Determine the 
mentee's relationship 
needs and 
expectations

    Ask: What do you want to get out 
of this relationship?

   Be sure you are clear 
about what your mentee 
wants from the mentoring 
relationship.

Define the 
deliverables and 
a time table

   Ask: What would success look like 
for you as a mentee? What is your 
timetable for achieving it?

   Do you have an area of 
expertise that is relevant to 
the mentee's learning goals?

Share your 
assumptions, 
needs, expectations 
and limitations 
with candor and 
confidentiality

    Ask for feedback.

    Discuss: Implications for the 
relationship.

    What are you willing and 
capable of contributing to 
the relationship?

Discuss options  
and opportunities 
for learning

   Ask: How would you like to go 
about achieving your learning goals 
as a mentee?

   Discuss: Learning and 
communication styles.

   Ask: What is the most useful kind of 
assistance I can provide as a mentor?

   Discuss the implications 
of each other's styles and 
how that might affect the 
mentoring relationship.



Second meeting and beyond

At the start of the relationship it is useful to have more 
frequent meetings, perhaps every two weeks, to get to 
know each other and establish a direction for the relationship.

A simple meeting plan:
Agree the purpose:
 In mentoring the mentee drives the 
agenda and mentors need to explore 
issues from the mentee's perspective.

Clarify the issues:
  Stimulate exploration and analysis  
with probing questions
 Broaden the context of the issue, 
think round the issue, bring in 
a different perspective
 Challenge any underlying assumptions

 Explore options

Focus the discussion:
  Pull thoughts together
 Test the reality of the suggestions

Confirm:
 Agree actions
 Check the commitment to succeed
  Build confidence if necessary

Some questions mentors 
should consider in advance 
of the meetings:
  What kind of issues does the mentee 

want/need to address?

Is he/she ready to address them yet?

  What issues remain from our  
last meeting?

  What specific insights should I help  
the mentee acquire?

How directive should I be?

What models would be useful?

What documentation would be useful?

What contacts might be useful?

How have I helped so far?

How well have I handled the role so far?

How should I pace the meeting?

How should we end this next meeting?

What else could I do to help?



Quick tips for mentors

Quick tips for an effective mentoring relationship

     Mentees drive the relationship while mentors guide 
the relationship.

     Maintain regular contact (recommended to start with  
monthly meetings) and be open with your mentee regarding 
your availability – make sure to respond to your mentee's  
meeting requests.

  Establish ground rules and clear objectives for the relationship.

  Maintain clear objectives for each meeting and follow 
an action plan.

  Balance addressing short-term challenges with attaining 
long-term goals.

  Respect confidentiality.

  Wear multiple hats – play the roles of guide and learner.  
Be open to two-way learning; mentoring another is a great 
way to learn new things for yourself.

   Be willing to discuss issues openly – always be honest!



Quick tips for mentees

 Your attitude towards your mentor will contribute to 
creating the right environment for your relationship  
to thrive. Be prepared to talk about yourself, listen and 
ask questions, and view this first meeting as the first 
step towards a long-term learning relationship.

     Mentees drive the relationship while mentors guide 
the relationship.

     Establish a meeting schedule with topics for discussion.

     It is important to have SMART (Specific, Measurable, Attainable, 
Relevant, Time-bound) goals for your mentorship. Your mentor 
can help refine the goals but know which goals you want to 
achieve before the first meeting.

     Accept challenge willingly.

     Share with your mentor how you feel about the way the 
relationship is working.

     Maintain a positive view of yourself.

     Be active in your own development.

     Have faith and trust in your mentor.

     Be willing to discuss issues openly – give background information  
to your mentor so he/she can provide proper feedback on the areas 
of growth you want to work on.

     Think about other ways to develop yourself outside of your 
mentoring relationship.

     Don’t have unrealistic expectations of your mentor.

     Talk about the end of your relationship when the time comes.

     Be sure to thank your mentor for the help he/she provides you!



Troubleshooting

Common problems mentees report in their relationships 
with mentors.

Problem Possible solutions

Our 
discussions 
are very 
shallow

 The two most common causes are: a) you may not have a clear objective for the 
relationship, or b) you do not yet have enough confidence in your mentor to open 
up about the issues that really concern you. The easiest way to deal with both of 
these is to confront them head-on. A third cause may be that your mentor is not 
challenging you sufficiently.

My mentor  
or I won’t 
talk

You might have misunderstood the nature of the relationship and expect the other 
party to do all the talking. You can overcome this by making your expectations clear. 
There is also the possibility that one of you may be monopolizing the conversation. 
It sometimes takes time and patience to feel comfortable in the relationship. But this 
time and patience is well worth it!

We seem 
to have 
run out 
of steam

Did you have clear objectives from the relationship in the first place? If you did, and 
you have achieved them, then this is a good point to review whether it is time to:

    Wind the relationship up and celebrate its success, or

    Set a new goal to work towards.
If you didn’t set clear goals, then the relationship is probably drifting aimlessly. You and 
your mentor must decide the extent to which it has the potential to be truly beneficial.

Meetings 
keep 
getting 
postponed

How committed is the other person to the process? If they are committed, why are 
the meetings postponed? Bringing these questions into the open will help the two 
of you decide whether to continue.
In addition, you may find it helps to move some of the exchanges between the two 
of you to telephone calls and/or e-mail discussion.

We don’t 
seem to 
have much 
rapport

Some relationships never get off the ground because the personalities of the mentor 
and mentee clash. However, effective mentors and mentees can reduce the impact 
of personality clash by:

    Respecting the other person’s values and perspectives

    Openly explore differences with the other person and determine what that means 
in practical terms.

The key is to confront the lack of rapport and try to work together to resolve it.  
If you find, however, that you have such different values you can’t work together, 
then admit defeat gracefully and agree mutually to withdraw from the relationship.

My mentor 
expects too 
much of me

Most often, this happens because you have not set clear expectations of each other at 
the beginning. Reviewing the “contract” between you will normally resolve the issue.





First Meeting and 
Action Plan



Role of a mentor: 

Advisor | Sponsor | Sounding Board | Role Model | Listener | Leader

Mentee:

Date:

First meeting notes

Checklist:
Share professional and personal histories, find similarities and differences.

Agree on logistics and meeting frequency.

   Build an action plan together.

   Discuss confidentiality.

Possible topics:
What are the top three things you want to achieve over the next year?

  For which potential issues/areas would you value guidance or 
a different perspective?

  What are the three things that concern you or may make achieving 
your goals difficult?



Role of a mentor: 

 Advisor | Sponsor | Sounding Board | Role Model | Listener 

Mentee:

Date:

First meeting notes



Action plan

Create an action plan together so that your mentoring relationship can stay focused to help your mentee accomplish his/her career goals. 

Mentee name: Mentor name: Date:

Mentee's goals:

Objectives Mentee's actions Mentee's actions Support network's actions Potential barriers Success measures  
(must be measureable 
and results-focused)

Target 
completion 
date(s)

Objective #1

Objective #2

Objective #3

Objective #4

Objective #5




