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The DH&A program for  
inner organization mentoring process 

 

Mentoring: Empowering personal & organizational change 

 

What is the mentoring process? 

The DH&A mentoring process is an obligation that a given organization 

is taking upon itself in order to create an improved working environment, 

a sense that the organization is a family with open channels for 

interpersonal communication between different layers of managers. 

 

The mentoring process involves managers, from different layers, within 

the organization, that voluntarily meet, in order to share experience, ideas 

and relevant issues. A lower layer manager, which is called "mentee", 

will meet, on regular bases, a higher layer manager (at least two layers 

above him). The higher layer manager is called "mentor". 

 

The mentor should create an atmosphere that enables a free exchange of 

ideas, experience and thoughts. This is in order to empower the mentee 

and assist him in going through issues regarding executing his position, 

while having the recognition that the organization, as a whole, and the 

mentor specifically, are backing him up and stand behind him all through 

the long way to excellence.  

 

Who is the mentor? 
The mentor is an executive director or a higher level manager within an 

organization that is willing to take part in a process where he will meet, 

on regular basis, 3-5 lower layer managers, and share with them his ideas, 

experience and thoughts in order to assist them with their managerial, 

personal and interpersonal issues. The mentor should be a kind of a 

godfather to those mentees and stand beside them when they need 

something more than a straightforward solution that they can get through 

their direct manager. Usually the mentor would not a be part of the chain 

of hierarchy that the mentee is a part of. 



            
 

3 

 

 

The characteristics of the optimal mentor: 

1. A successful and experienced executive or manager. 

2. Holds knowledge about the organization's culture, goals and functions. 

3. Willing to assume responsibility and accountability as a mentor. 

4. Possesses strong interpersonal skills. 

5. Skilled in feedback techniques. 

 

The mentor's obligations: 

1. Availability – Available to the mentee in times of need. 

2. Accountability – A solid rock for the mentee in times of storms. 

3. Attentiveness – Pays the proper attention to the mentees' needs. 

4. Serenity – Creates an atmosphere of acceptance and awareness. 

5. Empowerment – Helps the mentee find and strengthen his powers to 

deal with situations and issues.  

 

Who is the mentee? 

The mentee is a lower layer manager with ambitions and desires to 

develop into a better manager in his current position and with open 

horizons towards higher levels of management than his current one. The 

mentee joins a program that is actually a service that his organization 

provides him, in order to empower his abilities and assist him to fulfill his 

potential. The mentee is obligated to be the active figure within the 

process because of his internal and external needs, and because of his 

motivation to achieve the goals of the process. 

 

The characteristics of the optimal mentee: 

1. Assessed or presumed potential to succeed in higher levels of 

management. 

2. A self-directed learner. 

3. Assumes responsibility and motivation for his own growth and 

development. 

4. Understands that receptivity of feedback is necessary. 

5. Passionate to reveal potential and abilities.      
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The mentee’s obligations: 

1. Accountability - A person to rely on. 

2. Attentiveness – Willingness to hear and absorb shared experience and 

advices. 

3. Openness – Willingness to share difficulties and accept criticism. 

4. Initiation – Initiates subjects for discussions and schedules meetings. 

5. Execution – Thinks and acts according to results of meetings. 

 

What issues should a mentee bring into the meeting? 

1. Problematic, non-technical, working issues that the mentee didn't find 

a proper answer to with his direct manager. 

2. Interpersonal relation issues like manager-employee, manager-higher 

layer manger etc. 

3. General, concrete or philosophical managerial issues. 

4. Issues regarding ethics. 

5. Personal issues for a good advice. 

6. General issues and points of view, related to the business or certain 

functional areas. 
 

 

The mentor is not … 
1. The mentee's psychologist, social worker, mother or father. 

2. Going to interfere or influence the mentee's working conditions or 

terms of employment. 

3. Going to be a mediator between the mentee and his direct managers. 

4. Supposed to take action regarding issues raised in the meetings. 

5. Going to put up with gossip, slander or manipulations. 

 

The mentor’s advices will be based on: 

1. Common knowledge and sense. 

2. Life experience and point of view. 

3. Working experience. 

4. Knowledge about the organization and people's nature, culture, 

perception of reality, education, goals etc. 
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The mentors' words and advices 

are not always accepted or implemented 

but they are always heard !!! 

 

The process: 
The mentoring process consists of 12 stages: 

Stage 1:  Taking a decision to go into the process. 

Stage 2:  Designing the process policy and announcing it. 

Stage 3:  Recruiting mentors. 

Stage 4:  Recruiting mentees. 

Stage 5:  The mentees choose their preferable mentors. 

Stage 6:  The mentors announce their choices out of the list of mentees. 

Stage 7:  The list of "mentor-mentee" pairs is closed. 

Stage 8:  A meeting of the mentor with all of his mentees takes place in 

order to launch the process and to set the general limits and 

working procedures. 

Stage 9:  The mentor meets every mentee for the "coordination of 

expectations" meeting. The meeting is called "a kickoff 

meeting". 

Stage 10:  Two formal 30 minutes meetings are scheduled ahead in gaps 

of two weeks, in order to launch the personal process. 

Stage 11:  Meetings are scheduled and take place on regular bases. 

Stage 12:  Possible rotation of mentors after a fixed period of time (six to 

twelve months) 

 

The process is launched!!! 
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Components of an effective Mentoring relationship: 

1. There should be a voluntary participation from both sides. 

2. There should be a basis for mutual respect and trust. 

3. The mentor and the mentee should come from different parts and 

terms of responsibility within the organization. 

4. The mentor should be noted for sharing credit, while also being 

rewarded by the mentee's success. 

5. The mentoring program should be organized to allow a blame-free 

atmosphere, if the relationship deteriorates or does not develop. 

 

What should be avoided? 

1. The organization should be able to cope with the possibility that the 

process will incite criticism or jealousy towards the mentees, the 

mentors or the pairings. 

2. The mentor-mentee relationship should not become personal or 

intimate. 

3. The relationship should not become too intense in a way that might 

result in a burnout of one or two parties. 

4. The organization should be prepared to deal with adverse criticism. 

5. The mentee should be cautioned about attempts to shift responsibility 

for lack of progress to the mentor. 

6. The mentee should be cautioned not to use the meetings for promoting 

personal interests concerning terms of employment or working 

conditions. 

7. The mentee should avoid becoming a clone of the mentor. The mentor 

should emphasize it and be aware of a possible subconscious 

intention.  
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Who is mentoring the mentors? 
DH&A, as the creator and chosen facilitator of the program, provides the 

mentors joining the process expert services concerning: 

1. Guidance as for the program, the procedures, the expectations etc. 

2. Assistance in pairing mentor-mentee. 

3. Close personal guidance to all mentors along the process. 

4. Possible facilitation of the mentor's meeting with all of his mentees 

including the "expectation coordination" part. 

5. An external, evaluation-based point of view of the process and its 

progress. 

6. Individual and group coaching/training on relevant procedural and 

conduct issues. 

 

The role of DH&A in the process: 

1. DH&A is the creator and the facilitator of the program. As such, it 

cooperates with the organization in laying the foundations, building 

the infrastructure, setting the rules of the game, norms and standards. 

2. DH&A instructs and trains the inner facilitators of the program and 

monitors their progress. 

3. DH&A is part of the program's steering committee. 

4. DH&A mentors and supports the chosen mentors. 

5. DH&A evaluates and reports the progress and success of the 

participants and of the program as a whole.  

 

 

For further information: 

DH&A's headquarters 

office@dh-aa.com 

www.dh-aa.com  
 

mailto:office@dh-aa.com
http://www.dh-aa.com/

