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Introduction

This white paper presents the key findings from a survey of mentoring programmes for students in
Scandinavia.

We took the initiative to this survey based on conversations with mentoring programme managers from
several universities where they have experienced a drop in participation in the online events that are part
of the mentoring programmes for students.

There is a trend following the Covid-19 pandemic that mentoring programmes continue to be fully or
partially delivered through online events for mentors and mentees. The programme managers’ concern is
that the online environment is the cause of the drop in participation. Therefore, programme managers are
looking to find what causes this drop in attendance, to investigate whether it is really a drop in motivation,
and to find ways to increase motivation and participation again.

We have observed that the past two years of Covid-19 restrictions, many people have felt isolated from
social activities and human contact both at work and in their private lives. We have also seen that open
mentoring programmes where mentors and mentees come from different organisations are more
challenged than company-internal mentoring programmes. This could be because in company-internal
programmes there are more career opportunities for both mentors and mentees because of participating.
However, in company-internal programmes there are also eyes watching you and non-participation might
have an influence on your performance appraisal and career opportunities.

The aim of this white paper is to identify more ways to engage and motivate mentors and mentees
participating in student mentoring programmes, as well as providing programme managers of these types of
programmes, with tools and best practice examples of how they can enhance their programme success.

Methodology

This research was aimed at identifying what works well, identifying existing challenges, and examining how
these challenges have been addressed. We have looked at

e [s there a drop in participation and how big is it?
e  What are the causes for decreased motivation and engagement?
e What can increase motivation and commitment?

At the end of this white paper, we summarise key points for maximising participation in mentoring
programmes for students.

Research design

The survey questionnaire was created based on several conversations with mentoring programme
managers and our experience with mentoring programmes for students. The final questionnaire included 20
questions in a combination of open and closed questions, i.e., questions with a predefined list of answer
options including an option to add more comments. We pretested the questionnaire with several
mentoring programme managers before creating the final version — this gave us more options to include in
the predefined answer options.
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The questionnaire was sent out to 34 programme managers at 26 universities and professional associations
in Denmark, Norway, and Sweden. Likewise, the questionnaire was shared via LinkedIn, and we encouraged
people to share the survey with their network.

Respondents

I3 respondents answered the questionnaire — from Denmark (6), Norway (3) and Sweden (4). They
represent | | universities and 2 professional associations and include |5 mentoring programmes, with more
than 800 mentees and almost 700 mentors. Most programmes (|3) are traditional one-to-one mentoring
programmes, one is a group mentoring programme, and one is for student start-ups, which means that each
mentor can have one or more mentees to mentor for each start-up idea. One of the professional
associations that have responded to the survey covers two mentoring programmes. One programme is for
newly graduated mentees and the other is for mentees in their mid-career. As such, these two programmes
do not fit into the purpose of the survey. However, we have included the responses, as newly graduated
mentees still represent the transition from being a student to finding your first job, and because the input
from the respondent covers both programmes without distinguishing between them.

Purpose and structure
Most programmes (10) focus on the No. of programmes vs length of programme
students transition from university to
the job market, one programme focuses
on supporting students during the
university studies, one programme focus
on supporting the academic career of
Ph.D. students and — as mentioned — one

12months I
10months I
9 months I
8 months I
7 months |

programme focuses on student start-ups. 6 months
5 months
One programme of 9 months covers Amonths |
newly graduated students supporting 3months  IE——
them during their first step into the job 0 1 2 3 4

market, and one programme of |2
months covers the mid-career mentees.

The average length of the mentoring programmes are 7,3 months. If we exclude the programme for mid-
career mentees, the average would be 5,6 months.

Who are the mentors and mentees?

The mentors Who are the mentors?
As the graph show, 70% of the mentoring
programmes in the survey use mentors that Alumnis & industry/business people || N R N
come from outside of the universities.
Findings also indicate that including alumni in Industry/business people |
the mentor pool is very popular.

Master students -
The value of connecting with alumni
From talking with the mentoring programme
managers, we know that universities are
very interested in maintaining close Professorsand ecrurers N
connections with business life. 0 1 2 3 4 5 6 -

Ph.D.s and industry/business people -
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Doing this by interacting with alumni and offering the alumni development and networking opportunities
has proven to be a good strategy for many universities. Offering alumni mentor training, network and
connection with students is very attractive to alumni and provide them with an opportunity to catch up on
new learning (new literature and new ideas from research etc.) and to show their commitment to learning
to their employer.

The mentees

The mentees are mostly students. 5 programmes include students from all faculties and 6 programmes are
focusing on | or 2 faculties or study programmes. Most are bachelor or master students, and one
programme is for Ph.D. students — apart from the programmes for newly graduated students and mid-
career mentees.

How mentors and mentees meet

Mentors and mentees mostly have physical
meetings.

How do mentors and mentees meet?

This is very much in accordance with what we
experience in all mentoring programmes, where
meeting in person is possible. In many
organisational mentoring programmes,
participants live in many different countries and
must meet online. However, even in this context,
both mentors and mentees are constantly asking
for the opportunity to meet in person.

don't know

mix of online & physical

mostly online

o

1 2 3 4 5 6 7 8

Online mentoring meetings can be just as valuable and beneficial as in-person meetings. However, we
believe the two years of Covid- |9 restrictions have created a deficit in in-person meetings that is also
influencing mentors and mentees into believing that in-person meetings are better.

Is there a drop in participation?

All programmes have events for mentors and mentees. Most programmes provide a combination of online
and physical events. Only 2 programmes are completely online. Most programmes mention Covid-19 as the
reason for starting online events. However, the question is if and when the programmes will return to fully
in-person events. Several programmes indicate that they will continue with a combination of online and in-
person events as this has shown to be an efficient and practical solution.

We asked the programme managers about what kind of programme events they are offering mentors and
mentees and the level of participation they experience in these activities. VWWe wanted to use their answers
as indications of:

¢ how motivated mentors and mentees are, and
e whether there is a drop in participation.

From the responses we have received, we see that there are big differences among the programmes

surveyed. One program is able to achieve an 80% participation from mentors and 100% participation for
mentees for both online and physical events. Another programme has 50% participation for mentors for
physical events but 85% for online events. And for mentees they have 90% for online events and 75% for
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physical events. That is, they have more participation for online events than for physical events. A third
programme only has a 20% participation by mentors for both online and physical events. Some of the
mentoring programmes have made specific events mandatory for the participants, which has increased the
participation significantly.

As shown in the table (which shows the lowest and
highest participation rate as reported by the articipation romm ©
respondents), there is a trend that mentees have a Mentor - physical events 10% 100%
higher participation rate than mentors for both online

and physical events. Additionally, we can see in the Mentor - online events 20% 80%
comments from the respondents that attendance is

highest at the beginning of the mentoring programmes

and then gradually decreases. Mentee - physical events 40% 100%

We did not directly ask the programme managers Mentee - online events 35% 1007%
what they believe could be the causes for not

participating in the programme events. However, we did ask them about what they believe are the causes
for not prioritising the mentor/mentee meetings. And we do believe there is a correlation between the
two. Anecdotal evidence indicates a combination of too many online meetings at work, back-to-back
meetings which can make you late for the next meeting (the mentoring event), and generally being too busy
could be the main reasons for drops in participation of online events. Additionally, since people have
become used to not needing to plan for transportation time, actually having to participate in a physical
event can be more stressful because of the transportation time and may cause them to cancel their
participation.

In summary

We are convinced there is a drop in participation in both online and physical events, however it is difficult
to document this through this survey as the mentoring programmes are very different and report very
different participation rates.

We also firmly believe that it is more important than before the pandemic to consider how best to engage
and motivate mentors and mentees to participate in programme events and prioritise the mentor/mentee
meetings.

What are the causes for decreased motivation and engagement?

We wanted to explore what causes the drop in participation in mentoring programme activities including in
the mentor/mentee collaboration. From company-internal mentoring programmes we have identified a
number of causes, and we were curious whether they same causes would come up in student mentoring
programmes and which causes would be most significant.

Mentee’s motivation

We asked the programme managers what they perceived as the significant causes for why mentees do not
prioritise their mentor/mentee meetings. The question included several predefined causes/answers and the
possibility to add more.
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The graph below shows the result.

Mentee's motivation
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Studies
Unclear expectations of what the mentee role...
Lacking understanding of what benefits mentoring...
Exams
Sickness (Corona)
Other professional activities
Other social/private activities
Mentor is perceived as unengaged/unmotivated
Zoom fatigue
The match does not feel right
Too easy to cancel online meetings

Sodial lethargy / numbness due to Corona

Job - many are working in a job while studying

Of the top 5 causes, we did expect busy/full calendar, studies and exams to come up. These causes can be
difficult if not impossible for programme managers to influence, though they could be influenced by
considering the timing of the programme and the programme activities.

However, 2 of the top 5 causes, is something programme managers can influence:

e Unclear expectations of what the mentee role requires
e Lacking understanding of what benefits mentoring can provide

Unclear expectations of how to behave in the mentee role and what you can expect to gain from
participating in the mentoring programme can influence the mentoring programme negatively in several
ways:

e If mentee has unrealistic expectations for what the mentor is expected to do, e.g., expecting
mentor to provide them with access to job interviews, to promote the mentee for jobs in their
company etc. the mentor might react negatively and loose motivation for working with the mentee.
Additionally, if the mentor does not live up to the mentee’s unrealistic expectations, the mentee
will lose motivation and may start talking negatively about the mentor and the programme.

e If the mentee in their behaviour is perceived disrespectful and not showing appreciation for the
time and effort the mentor is providing, the mentor may lose motivation for working with the
mentee. Additionally, the mentee may start talking negatively about the mentor and the mentoring

programme.

This can become a vicious circle and is very important for programme managers to avoid.
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The programme managers also added the following causes for mentees’ lack of motivation:

e Social lethargy/numbness due to Corona
e Job — Many students are working while studying

Work is a factual barrier to participating and outside of the programme manager’s sphere of influence,
however it is something that can be taken into account when designing the programme, the programme
activities and the communication. However, the “social lethargy and numbness due to Corona” is an
emotional reaction and more difficult to address.

Mentor’s motivation

We also asked the programme managers what they perceived as the significant causes for why mentors do
not prioritise their mentor/mentee meetings. We were not surprised about the number one cause:
“Busy/full calendar”. Number two cause did not surprise us either: “Mentee is perceived as
unengaged/unmotivated”. It did surprise us, though, that these were the only two causes that significantly
stood out in the survey results.

Combining “mentee is perceived as unengaged/unmotivated” with one of the causes added by the programme
managers: “When mentors experience again and again that mentees cancel meetings or come to meetings with no
clear topics for the mentoring conversations”; we can conclude that the strongest demotivator for mentors is
when mentees are disengaged.

Additionally, we see two other causes that call for actions:

e Unclear expectations of what the mentor role requires of the mentor — flagged by two
respondents

e Lacking understanding of what benefits mentoring can bring to the mentor — flagged by one
respondent

Even though few respondents have flagged these causes, it is important to be aware of these causes in
communication as well as in preparation and training of mentors.

Unclear expectations of what the mentor role requires, can negatively influence the mentoring programme
and the individual mentor/mentee relationships. If one mentor thinks mentoring is all about advising and
sharing stories, while the other mentor is only focused on coaching and asking questions, the mentors are
not enough focused on what the mentee actually needs.

If mentors do not understand that mentoring also can bring new knowledge, new insight and new learning

to themselves, they may be less motivated, as the mentor role becomes more of a one-way relationship of
the mentors giving in the form of advising, sharing stories and knowledge.
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Mentor's motivation
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In summary

Mentors’ and mentees’ motivation and engagement significantly influence each other. If one of them is not
engaged and motivated, the other will probably also lose engagement and motivation. Therefore,
programme managers must be aware of this and try to avoid these situations.

What can be done to increase motivation and commitment?

Mentees’ motivation

Mentees’ motivation is vital for the success of the mentoring programme. Ensuring mentees’ motivation
starts already when communicating about the mentoring programme and ensuring that the right mentee
candidates are attracted to the programme. Next, of course, comes selecting the most motivated
candidates.

The programme managers in this survey have focused on what keeps the mentees motivated once they are
in the programme. They say that what really works in terms of engaging mentees are the following:

Clear goals and benefits

Mentees that have a clear goal and feel good about their mentor match, usually show good engagement
during the mentoring programme. This means that you must make the learning opportunities and potential
gain from participating very clear and visible to the mentees up front and continuously during the
programme. One way that programme managers find successful for doing this, is sharing best practice cases
where experienced mentees and mentors share what they have learned and achieved from mentoring.
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Workshops for mentees — networking among mentees

Meeting all the other mentees and having the opportunity to network and discuss their career ambitions
with other mentees in the programme creates connections that influence engagement. Workshops provide
the mentees with opportunities to learn from each other about what mentoring can do and together they
focus on the topics that are relevant for them. However, each workshop or networking events must have a
clear purpose and topic to attract the mentees and to make it clear what they can gain from participating.

The midway loss of engagement

It is a well-known challenge that mentees often lose their motivation halfway through a mentoring
programme. They have now worked on the topics that were on top of their minds. Workshops with
mentees to have another look at the purpose of the programme and the mentees expectations can be
helpful to reengage mentees. However, some programme managers also offer individual meetings with
mentees to help them regain motivation and find new direction for their mentoring. This can be very
helpful for the mentees, having another look at their learning opportunities, and it is also very helpful for
the programme manager to gain insight into what mentees are interested in for themselves.

Making participation mandatory

Sometimes making participation in an event mandatory can be the right solution. What really should be
mandatory, is the kick-off event where all mentors and mentees are expected to meet and have their first
encounter in their pairs. In our experience, programme managers seldom make these events mandatory,
and the result is that some participants are very disappointed in the kick-off event when they learn that
their match is not present. This is a huge demotivator, and programme managers do their best to alleviate
the negative effect by giving extra attention to the “single mentors/mentees” at these events.

Mentors’ motivation
According to the programme managers, what really works in terms of engaging mentors are the following:

Relevant purpose
The more the purpose of the mentoring programme is relevant and meaningful to the mentors, the more
they will be engaged and willing to invest their time and energy.

One of the respondents is responsible for a mentoring programme for engineer students, in a region in
Denmark where they experience a great lack of qualified engineers. Therefore, the mentors are very
engaged in meeting the engineer students to attract them to their companies.

Clarity
Clear communication about:

¢  What is included in the mentoring programme
e The time and effort expected from the mentors
e The role and responsibility of the mentors

It is much easier for mentors to decide for their participation when there is clarity around the role and
responsibility and the expected time and effort that they are expected to invest in the programme.
Therefore, it is also important to be clear about what is mandatory and what is optional. Some mentoring
programmes make it mandatory for mentors to participate in mentor training and kick-off, otherwise they
will not be accepted into the programme. This can be a really good way to check that mentors are engaged,
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because otherwise they will not prioritise participating in these events, and at the same time you make sure
that they are well prepared for their role.

Appreciation

Giving attention to the mentors and showing appreciation for their investment in the mentoring
programme also has an effect. They are all busy people, and they need to feel that their contribution makes
a difference and is noticed not only by the mentees but also by the programme managers and the larger
community.

One way of showing appreciation is publishing articles with the mentors, listening to their experiences as
mentors and giving them the opportunity to share. This is a way to validate their competencies in the
mentor role and giving them visibility, which may also help mentors in their careers. Another simple way is
simply to say thank you, and talking to them about their mentoring experiences, asking if they need any
support.

Involvement — creating shared ownership

Inviting mentors to share their ideas for developing and improving on the mentoring programme can also
increase their engagement. Very often mentors have many ideas and feel appreciated when they are asked
to contribute.

In one mentoring programme, experienced mentors are invited to help prepare new mentors for the role.
These mentors then helped identify important topics for preparing new mentors. They were given a
training in teaching and facilitating the sessions for new mentors, and then they delivered these sessions on
their own to the new mentors, in smaller groups of about 10 new mentors per session. In this way, the
experienced mentors become visible role models to the new mentors and are appreciated for their
experience and their commitment.

Workshops for mentors — networking among mentors

Mentors also appreciate meeting each other and building networks among themselves. This can happen in
the training of mentors and in workshops/networking events held during a mentoring programme. They like
learning from each other, and when experienced mentors are brought in to share their experiences, new
mentors are very eager to listen and learn.

Making participation mandatory

Sometimes making participation in an event mandatory can be the right solution. What really should be
mandatory, is the kick-off event where all mentors and mentees are expected to meet and have their first
encounter in their pairs. In our experience, programme managers seldom make these events mandatory,
and the result is that some mentees (and often also some mentors) are very disappointed in the kick-off
event to learn that their match is not present. This is a huge demotivator, and programme managers do
their best to alleviate the negative effect by giving extra attention to the “single mentors/mentees” at these
events.
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Key Points for how to maximise participation

When we combine the survey results with our experience in designing and delivering mentoring
programmes, we arrive at the following key points for maximizing participation in mentoring programmes —
for the online (and physical) events as well as for the individual mentor/mentee meetings.

Communication
It is important to make absolutely clear to mentors and mentees what they sign up for in terms of

The time they need to spend in training/workshops/events.

The time they need to set aside for the mentor/mentee meetings.

Their role and responsibility as a mentor/mentee.

What benefits and learning they can expect to achieve for themselves as mentor or mentee.

Above points are all part of a professional framework around a mentoring programme and should be clear
from the moment you start to recruit mentors and mentees. And it is a typical challenge for programme
managers having to deal with disappointed or negative mentors or mentees during the programme because
of lacking clarity at the start of the programme.

Keep in contact

To keep momentum, to keep inspiring mentors and mentees, you need to keep in contact at relevant
points during the mentoring programme. Inspirational and informational e-mails is one way to keep
reminding participants about the mentoring, showing participants you care about them and that you are
available if needed for support and as a sounding board.

Recruiting and selecting

Ensuring motivation and engagement starts when communicating about the mentoring programme. You
need to attract mentees that are hungry for learning and have a clear expectations and clear topics for
mentoring. First of all, mentors need to have genuine interest in helping others learn. Secondly, they need
to be open to learning for themselves and ready to develop their own skills in the mentor role.

Matching and re-matching

Matching is not an exact science, but the matching process and matching criteria are important and should
be communicated clearly to mentors and mentees. Key success factors of successful mentoring are that
mentors and mentees have an opportunity to influence the matching (e.g. through matching forms), that the
matching criteria are clear and make sense in relation to the programme purpose, and that mentors and
mentees trust the programme management that will create the final matching.

Also, expect a few mentor/mentee matches to be challenged and maybe fail — up to 5-10%. Help them and

consider rematching and other development activities that are available to them. Clarify that it is ok to ask
for a rematch if the “click” isn’t there.
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Kick-off sessions are important
Kick-off sessions are important to create a solid foundation for the programme and the mentor/mentee
collaboration. Successful kick-off sessions include the following:

e Presentation of purpose, benefits, framework, roles and responsibilities — to clarify framework and
expectations.

e Letting mentors share experiences and challenges from earlier programmes - and enjoy learning
together.

e Helping mentees clearly define their goals and learning topics — to be ready for meeting their
mentors.

e Providing tools for mentoring — feedback, active listening, SWOT, CV, networking, action plans etc.
— this can be available during their mentoring collaboration either as booklets or online toolboxes.

Midway workshop to reenergize the participants

This is the point in time, where the pairs may experience a drop in motivation and engagement, and they
need new energy and ideas for their collaboration. The midway workshop provides an opportunity for
mentors and mentees to share progress, challenges and learning — and help them to regain or adjust the
direction for their learning collaboration. At the same time, you can present new tools and other
inspiration that will allow the mentor/mentee pairs to dig deeper and find new topics for the mentoring
journey.

Shared ownership

“People support what they help create”. The first time | heard this saying was as a young consultant, but it
is still a valid statement. Also in mentoring programmes, mentors and mentees feel appreciated and often
take more responsibility when they are invited to influence and help co-create the programme contents.
This includes

e shared responsibility for the success of the mentor/mentee collaboration
® engaging mentors in co-creating and continuous development of the programme
e engaging mentees in organizing events and provide presentations of their learning.

What this survey has shown us
What this survey has shown us is that

e There are many different ways of designing mentoring programmes for students.

e There is a drop in participation though very different among the various mentoring programmes.

e There are specific actions programme managers can take which will increase motivation and
participation.

We hope that this whitepaper will inspire you to experiment and keep innovating your mentoring

programmes which will benefit your organisation and provide your participants with successful learning
experiences.
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How can KMP+ House of Mentoring Help?

Partnering with KMP+ House of Mentoring for designing and implementing 2|
your mentoring programmes will give you access to knowledge, experience,
and tools to increase the efficiency and effectiveness of mentoring in your &+

organisation.

INCREASE THE IMPACT
With the methodology, e-learning and online toolboxes from KMP+ House of Mentoring to guide the
design and delivery of your mentoring programmes.

ENGAGE THE LEARNERS - MENTEES AND MENTORS
With e-learning, online toolboxes and training events that are interactive, provides networking and
reflection and is built on action-learning principles — whether delivered online or in person.

GAIN NEW KNOWLEDGE
With 20 years of delivering mentoring, we provide expert knowledge and full awareness of pitfalls and
success criteria to help you establish professional, high performing mentoring programmes.

KM P+ | Genroring |

KMP+ House of Mentoring

KMP+ House of Mentoring is a consulting house established in the

Kongevejen 155 year 2000, focused on enhancing leadership and talent development
2830 Virum through professional mentoring programmes. We design and deliver
Denmark state-of-the-art mentoring programmes based on research and good

practice and are continuously seeking to increase our knowledge of
Phone: +45 3976 12 32 how to ensure optimal outcome of development initiatives — for the

participants as well as for the organisation. Together with the client,
we ensure that development activities are relevant and meaningful to
the individual as well as to the organisation as well as connected to
strategic objectives.

Email: info@kmpplus.com

Learn more at www.house-of-mentoring.com

Copyright © 2022 KMP+ House of mentoring. All other brand and
product names mentioned herein may be the trademarks and
registered trademarks of their respective owners.
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