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Scaling Mentorship Programs

for Strategic Impact
Your Comprehensive Checklist




Scaling a Strategic Mentorship Program

Whether you're looking to take your existing pilot mentorship program to the next level or build
something impactful from scratch, you've come to the right place.

In this guide, we'll equip you with a comprehensive checklist to help design, implement, and
scale a workplace mentorship program that delivers tangible results for both your employees
and your organization.

Why should you trust us?

At 10KC, we're not just passionate about mentorship—we're redefining how it's done in the
modern workplace. We provide a central platform for employees to connect, learn, and grow,
fueled by the belief that people learn best from each other. Our unique approach to mentoring
scales mentorship programs in a way that delivers value for the mentor, mentee, and the
business.

10KC’s mentorship software is utilized by more than 200 organizations like RBC, Nike, and BMO
who rely on our smart-matching algorithm, expert-backed discussion guides, and wide range of
mentoring formats to engage, develop, promote, and retain top talent.

Two scenarios, one goal
Do either of these scenarios resonate with you?

Scenario A: The Pilot Program Plateau: Your pilot program generated excitement and yielded
early successes. But now scaling feels daunting. How can you grow your program to have a
broader impact across the company without overwhelming yourself and your team?

Scenario B: The Untapped Potential: You understand the immense value of mentorship, and
there’s a growing demand from your employees. But you don’t know where to start. You need
guidance on how to build an impactful, scalable program.

This comprehensive checklist will help you overcome these challenges and provide you with a
framework for:

 Part 1: Laying the Foundation for Success (pgs 5-6)

 Part 2: Designing a Scalable Mentorship Program Structure (pgs 7-8)
o Part 3: Implementing and Managing your Program (pg 9-10)

 Part 4: Measuring, Iterating, and Celebrating (pg 10-11)

But first, let's examine the signs that indicate it's time to scale, common pitfalls to avoid,
and why technology is crucial to your success.
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3 signs it's time to scale your

mentorship program

Most mentoring programs start off as side projects or manual efforts to support a small group of
employees. How do you know your organization is ready for a larger-scale mentorship program?

Here are three telltale signs:

1. Long waitlists & limited program reach

Scenario A: Your pilot program has generated significant interest, with more employees
eager to participate than you can accommodate.

Scenario B: You don’t have a program yet but receive frequent requests for mentorship
opportunities, indicating a strong desire for connection and development within your
workforce.

2. Overburdened program admins

Scenario A: Managing your pilot program has become increasingly time-consuming. You're
buried under a mountain of spreadsheets, emails, and to-do lists and you need help.

Scenario B: You've heard horror stories about the administrative burden of managing
mentoring programs manually. You'd like to avoid potential roadblocks and start off strong.

7

3. Success in small pockets:

Scenario A: Your pilot program has demonstrated positive outcomes, such as increased
employee engagement, improved performance, or higher retention rates. Now it's time to
expand those benefits to a wider audience.

Scenario B: You've witnessed firsthand the positive impact of informal mentoring
relationships on employee growth, engagement, and success. You want to formalize a
program that provides those benefits to everyone.

Whatever the scenario, to achieve strategic impact that benefits both individual employees
and your organization as a whole, efficiently scaling your mentorship program is essential.
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Why mentorship programs fail to scale

Many organizations struggle to scale their mentorship programs effectively. Why? Because they
cling to traditional approaches that are top-down and one-way, limiting the flow of knowledge
and feedback, or ad hoc and manual, lacking structure, consistency, and efficiency.

These approaches may yield some benefits, but they fall short of maximizing ROl and meeting
the evolving needs of today's workforce. To truly thrive, mentorship needs to be redefined as a
strategic lever integrated into your overall business strategy and employee lifecycle.

Here are 5 common reasons why scaling efforts falter:

1. Lack of strategic alignment to connect the program to broader talent and business goals.

2. Generic programs and basic matching methods that don't meet the needs of the wider workforce.
3. Lack of structure that leaves participants without clear objectives, resources, or support.

4. Heavy admin lift which overburdens administrators with manual tasks.

5. Failure to secure executive buy-in and participation.

The role of technology in scaling your program

Technology plays a vital role in overcoming these challenges so you can transform your
mentorship program from a well-intentioned initiative into a powerful engine for company-wide
growth and development. There are many mentoring platforms out there, but when you're
evaluating options, look for one that offers:

Centralization Multiple formats Smart-matching Reporting
Provide a single Offer a variety of Employ Al and data- Track, analyze, and
place to manage all mentoring formats driven algorithms to monitor program
mentoring and social and experiences create effective effectiveness and
learning initiatives beyond traditional 1:1 mentor-mentee business impact to
across the org. pairings. pairings. demonstrate ROI.
Resources Structure Integrations

Curriculums and discussion Build personalized mentoring Integrate with key business
guides should encourage and social learning platforms, embedding
knowledge sharing and experiences that target mentorship into existing
maximizing learning specific individual and workflows and increasing
outcomes. business needs. accessibility.

Now, let's walk through the comprehensive checklist to help you build a successful,
scalable program.
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PART 1: Lay the Foundation for Success

Whether you're scaling an existing program or launching a new one, it's crucial to establish a
strong foundation for mentorship. This involves defining clear objectives, identifying your target
audience, securing buy-in from key stakeholders, and setting the stage for a scalable and
impactful initiative.

STEP 1: Define program objectives

Pinpoint specific business challenges your organization aims to address through
mentorship. For example, are you looking to:

e Develop early talent?  Increase people manager effectiveness?
» Improve employee retention? e Boost employee engagement?
o Support leadership development? e Foster a more inclusive culture?

Once you've identified your key challenges, define the ideal outcomes you want
to achieve. Establish measurable KPIs that align with your program objectives, like:

o Reduce time-to-productivity for new hires by X%.
» Increase employee retention by X% within the first year of employment.
e Improve promotion rates for leadership positions by X%.

STEP 2: Identify participants and use cases

Define the target participant groups you'll include in the program. Based on the
objective, who should be included in the program? Should this be an org-wide
initiative? Are there specific talent groups that need more support in this area than
others?

Next, define specific use cases for each target audience. How will mentorship
address their unique needs and development goals? For example:

» Early career development: Support interns and recent graduates in their onboarding, skill
development, and career navigation.

» Mid-career growth: Empower employees to take ownership of their career progression
and explore new opportunities.

« People management: Equip managers with the soft skills needed to effectively lead,
coach, and develop their teams.

o Leadership development: Improve executive leadership’s influence, or prepare high-
potential employees for increased responsibilities.
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STEP 3: Build your business case

Describe how a scaled program will support the key business objectives you've
identified, like increased employee engagement and retention, accelerated leadership
development, improved employee performance, or enhanced belonging and inclusion.

Gather compelling statistics and case studies that demonstrate the ROI of mentoring
programs. This is a great place to include any results of your pilot program.

Develop a clear proposal. Outline the program's goals, structure, budget, and
anticipated outcomes.

Anticipate potential objections from executives and provide solutions. For example:

Concern: "Mentoring will take time away from employees' core responsibilities."

Solution: “Strategic matching, discussion guides, and targeted resources will keep
the program aligned to drive core business goals."

Concern: "Managers will feel burdened by mentoring responsibilities."

Solution: "Mentoring will only take X hours a month. In addition to providing

resources to support mentors, the program will alleviate the burden of people
management since they’ll no longer be solely responsible for the growth and

development of their direct reports."

Concern: "We can't hire a full team to manage a mentoring program.”

Solution: "A mentoring platform can automate tasks, track progress, and provide
valuable insights."

STEP 4: Get buy-in and budget
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Armed with your business case, schedule meetings with key stakeholders to present
your proposal and secure their support.

Emphasize the program's strategic alignment with organizational goals, paying
special attention to the priorities most important to each stakeholder.

Demonstrate the role of technology in scaling and managing the program efficiently.

Once you have buy-in, secure the necessary budget and resources to bring your
vision to life.

Ready to scale your mentorship program & drive strategic business goals?
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* Related resources to lay the foundation for success

« Article: How to Improve Your Corporate Mentorship Program: Strategies for Lasting Impact

« Article: Mentoring Challenges and Solutions: The Blueprint for Corporate Mentorship Success

« Article The Future of Employee Development: Human-Centered Strategies for Growth

PART 2: Design a Scalable Mentorship

Program Structure

With a solid foundation in place, it's time to design the structure of your mentorship program. This
involves understanding the needs of your employees, establishing effective matching criteria,
providing guidance and resources, and setting clear expectations for participation.

STEP 5: Include your employees

Gather insights from employees. Understanding their needs, goals, and preferences will help
you create a program that truly resonates and drives engagement. For example:

» Review engagement surveys to identify recurring themes and areas where employees

express a desire for development or support.

» Consider conducting focus groups or interviews to gather qualitative data on employee

goals, aspirations, and development needs.

o Create surveys to ask specific questions about preferred mentorship formats, topics of

interest, and desired outcomes.

STEP 6: Create matching rules

Determine the key criteria to consider when
matching mentors and mentees. For example:

o Team and level

Talent segments (e.g. high potential, successor)
Location and timezone

Skills and experience

Interests and career goals

Gather info from participants. Source data from
existing systems like your HRIS where possible
and leverage onboarding questionnaires to
gather the rest.
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Leverage technology to
streamline the matching process.

A dedicated mentorship
platform can integrate into your
HRIS, use Al-powered
algorithms to analyze participant
profiles, and automatically
match participants based on
your defined criteria.
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STEP 7: Define program elements

Consider multi-format learning. Choose the best fit for your needs, and explore various
dynamic approaches, like:

+ One-on-one mentoring

e One-to-many mentoring

» Group learning experiences
o Peer-to-peer mentoring

» Networking introductions

Provide resources and support to equip participants with:
o Clear expectations and guidelines

o Conversation starters and discussion guides

e Relevant articles, videos, or templates

Establish program timelines and milestones, including:

e Overall program duration: (e.g., 6 months, 1 year)

» Meeting frequency: (e.g., bi-weekly, monthly)

» Key milestones: (e.g., program launch, mid-program check-in, final celebrations)
e Program format: (e.g., cohort-based or continuous)

STEP 8: Set up measurement structure

Clearly identify the KPIs you'll track that align with your program objectives.

Determine how you'll collect data (platform analytics, surveys, feedback forms, and/or
interviews).

Establish survey methods for gathering feedback throughout the program, and ensure
those surveys align to broader business goals you'll be tracking.

Decide how often you'll review program performance. For example:

o Feedback forms after each mentorship session

e Mid-program and end of program check-ins

» Analytics review for lagging indicators (like retention or promotions) after 1 year

 Related resources for designing your mentorship program structure

» Ebook: 2025 Workplace Mentoring Calendar: A Year of Strategic Initiatives
o Article: How to Use Mentor Surveys to Show Mentorship Program ROI
» Mentorship Software: Why Choose 10KC?
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PART 3: Implement and Manage Your Program

With your program structure defined, it's time to put your plan into action. This involves effectively
launching your program, providing ongoing support to participants, and streamlining management and
communication.

STEP 9: Develop a communication plan

Highlight benefits for both mentors and mentees in your comms to drive participation.

Develop a variety of communication materials to promote the program and keep participants
informed, like:

* Q&A sessions with program leaders
Program updates and announcements
Tips and advice from experienced mentors
Mentor/mentee spotlights

e Success stories

Choose the most effective channels to reach your target audiences, whether it be email
newsletters, Slack, social media groups, presentations, or in-person events.

Maintain regular communication to keep participants informed and engaged throughout the
program with regular updates, reminders, and opportunities for feedback.

> 9 - Utilize mentorship software technology that integrates into your existing
~ systems to streamline communication for participants - including
automated invites, reminders, and more.

STEP 10: Offer ongoing support

Conduct training sessions for mentors and mentees on topics like how to get the most of the
program, active listening, goal setting, and feedback techniques.

Establish a process for mentors and mentees to access support throughout the program with:

o A dedicated program manager
» Online resources, FAQs, or knowledge bases
e Cohort and peer support groups

Conduct regular check-ins to monitor progress and address any challenges.
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“10OKC caught our eye with the
technology and the capabilities. But
you really gained our trust with how
you've shown up with and for us at
each step along the way.”

Look for a mentoring
software that acts as
a true partner,
providing
comprehensive
support and expertise
beyond just the
technology.

Latraviette Smith-Wilson

Chief Marketing and Equity Officer,
Horizon Media

« Related resources for implementing and managing your program

« Article: Institutional Knowledge: Driving Knowledge Sharing Through Meaningful Employee
Connections

« Article: The Importance of Networking: Workplace Networking Hacks

o Mentorship Software: 10KC Mentorship Program Solution

PART 4: Measure, iterate, and celebrate

You've launched a scaled program—now it's time to measure your success, celebrate achievements,
and identify areas for improvement. This iterative process will help you demonstrate the value of your
mentorship program and ensure its continued growth and effectiveness.

STEP 11: Measure and evaluate

Measure program performance and business impact. Track the key metrics you've identified
and utilize various methods to collect data, including surveys and platform analytics.

Analyze the collected data to evaluate the program's effectiveness and identify areas for
improvement.

Consider different types of metrics, tracking both short-term leading indicators (e.g.,
participant satisfaction, meeting frequency) and long-term lagging indicators (e.g., retention
rates, promotion rates).

Make continuous improvements to existing programs and draw insights to inform future
iterations.
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STEP 12: Celebrate wins

Recognize wins loudly (both qualitative and quantitative) so you can continue to show value
of the program and keep buy-in/budget.

Collect and share inspiring stories about the impact of the mentoring program on individuals
and the organization as a whole.

Organize activities to celebrate the contributions of mentors and mentees with:

o Public acknowledgements on company newsletters or social media
» Certificates of appreciation or completion

+ Awards recognition ceremonies

o Capstone events with guest speakers

« Related resources to measure, iterate, and celebrate

 Article: How to Measure the Business Impact of Corporate Mentorship Programs

« Article: Building a Connected Workplace: The Role of Strategy and Data

 Article: How to Use Mentor Surveys to Show Mentorship Program ROI
e Mentorship Software: 10KC Data Dashboard

Scale Mentorship & Drive Outcomes with 10KC

Building a successful mentorship program isn't just about good intentions to connect and develop
people—it's about driving meaningful outcomes that align with your organization's strategic goals. By
following the steps outlined in this checklist, you can confidently scale your mentorship initiatives to
achieve impactful results.

We're here to support you every step of the way

Build a strategic foundation: Develop a goal-oriented program, with customized curriculums and
discussion guides, that aligns connection initiatives with business goals.

Facilitate meaningful connections: Connect the right people at the right time using smart-matching
algorithms.

Foster knowledge transfer: Create personalized learning pathways and encourage knowledge
sharing across teams.

Measure and optimize: Track key metrics, gather employee feedback, and continuously improve
program effectiveness.
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Join the hundreds of companies who've trusted 10KC with
scaling their mentorship initiatives to drive engagement,

performance, and retention
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"[10KC] became an argument that was self made. It's kind of a no
brainer. We can decrease attrition, save money for the company, but
then also really improve the overall employee experience.”

Michelle Rojas
Director, People Business Partner, Spring Health

Ready to scale your mentorship program?

Learn how 10KC can help you build a high-impact,
goal-driven mentorship program.

CONTACT US TODAY
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