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Abstract


Strategic Planning for Developing, Implementing and Funding Mentoring Programs 
Introduction 
The idea of mentoring is a universal concept that began many centuries ago.  Mentoring programs today can be found in businesses, educational institutions, religious establishments and community-based organizations.  It has been said that mentoring is a relationship that offers mutual benefits for both the mentee and the mentor.  Mentoring programs provide support, motivation and help with the development of the one’s professional self-concept and career aspirations (Hernandez, et al., 2017).  This paper will review and discuss the strategies that are needed to develop, implement, fund and manage a mentoring program.  Although each program’s target audience may differ, the strategic planning process used to create a mentoring program remains the same.    
CREATING THE FRAMEWORK
Before a program can be created, the organizers must first investigate if there is a need for the program.  Once the assessment is completed and a need exists, then the sponsoring organization can move forward with creating the framework for the program. The framework includes creating a mission statement with clear and measurable goals and objectives, identifying partners or allies with whom you can collaborate, determine the formality of the program, and program development.  The phases of program development include recruiting and selecting mentors and mentees, designing the specific functions and benefits of the program, creating a training or orientation program and initiating process to monitor and evaluate the effectiveness of the program. Modifications to the program should be on an ongoing basis and made based on feedback from participants (Ricketts Gaskill, 1993).  The main objective of a mentoring program is to provide participants with a mentor who will assist in developing and strengthening leadership skills, building self-esteem, enhancing academic or work performance and social well-being (Zevallos & Washburn, 2014).  In an academic setting, the goal is also to help expand social and emotional relationships and increase graduation and retention rates.  Retention rates and graduation rates are particularly important to administrators and prospective students as it represents the long and short term student success rate that the institution provides.    
FORMAL VS. INFORMAL
[bookmark: _GoBack]	Conflicting research exists as to whether it is best to have an informal program or a formal program.  Charles Benabou and Raphaël Benabou argue that “The rapport between mentors and their proteges is generally informal, spontaneous, or circumstantial.  It is rarely the result of an organized activity” (2000, p. 1).  They further state that some of the benefits of this type of mentoring program include higher promotions amongst participants than non-participants, career satisfaction, career mobility (movement across levels, positions or new occupations) and greater compensation (Benabou & Benabou, 2000).  In Ricketts Gaskill’s article, she argues that there is significant research that contradicts the Benabou theory and proves that “the best mentoring programs are designed, not left to chance” (Ricketts Gaskill, 1993, p. 148).  She further states that well-designed mentoring program offer the greatest opportunity for organizational benefits (Ricketts Gaskill, 1993). Although theories about the choice of formality differ, they all can agree that those who participate in a mentoring program have a higher success rate than those who did not participate in a program.  
DEVELOP AND MANAGE THE PROCESS 
	Mentoring programs may also differ slightly in terms of culture, resources, policies and scope, however, programs share a lot of similar steps as it relates to developing, implementing and managing any mentoring program. These similarities include:
1.  Leadership and Collaboration 
· Create a leadership team that consists of various backgrounds and skillsets that are willing and dedicated to the cause. 

2. Governance and Coordination
· Determine who will have “responsibility to oversee all aspects of the program such as including organizing trainings, schedule meetings with administrators, develop an evaluation model, prepare reports, oversee the budget, inform [the governing body] of any events, publicize the program and above all, facilitate the relationship between the mentor and the mentee” (Flynn & Nolan, 2008, p. 174). 
3. Mentor Selection and Matching
· Create a procedure to review qualifications, skills, personal growth, willingness to participate and “interpersonal qualities that would generate mutual trust and respect” and compatibility of schedules of interested partners (Flynn & Nolan, 2008, p. 174).  It is essential to “never force the pairing of individuals” (Benabou & Benabou, 2000, p. 5).  Interviews or questionnaires may be helpful to aid with matching participants.  
4. The Mentor-Mentee Relationship
· The mentor-mentee relationship is the heart and soul of the program and those developing the program are “charged with the responsibility of fostering and protecting the relationship of the mentor/mentee” (Flynn & Nolan, 2008, p. 174) including establishing and protecting the one on one confidential relationship, educating all parties about the nature of the relationship, amount of contact required, and the documentation required by each.  The coordinator will be responsible for reviewing activity/interaction logs, creating an effective matching process and at times serve as the mediator when problems arise in the relationship (Flynn & Nolan, 2008). 
· A written mentoring agreement is a helpful tool to ensure that all parties are aware of expectations, policies, procedures, incentives and rewards (Benabou & Benabou, 2000).  
· The first meeting should be a meet and greet to discuss the nature of the relationship, frequency of contact and establish personal goals.  Many programs utilize the S.M.A.R.T. approach (MindTools-SMART Goals, n.d.) 
· Specific (simple, sensible, significant).
· Measurable (meaningful, motivating).
· Achievable (agreed, attainable).
· Relevant (reasonable, realistic and resourced, results-based).
· Time bound (time-based, time limited, time/cost limited, timely, time-sensitive).
5. Training and Support
· An orientation or training should be initiated for the mentor and mentee and should be modified based on feedback.  All participants should also be provided with an opportunity to share and discuss concerns (Flynn & Nolan, 2008). 
6. Role of Administration 
· Depending on the type of mentoring relationship, administrators may play a role in inducting the program and may be involved in the development and implementation of the program.  In this case, there needs to be orientation and training for administrators as well as they are expected to provide support for the program (Flynn & Nolan, 2008).  
7. Evaluation 
· One of the key components of managing a mentoring program is the evaluation of “the effectiveness of the program”.  A system needs to be created and implemented to ensure that the program is operating properly and accomplishing the mission, goals and objectives of the program.  This can be done by utilizing anonymous surveys, interviews, reviewing documentation and or a written evaluation form (Flynn & Nolan, 2008, p. 175).  
· The “methodology for assessing a mentoring program is similar to that applied to traditional training programs. It is, however, more complex. Because a mentoring relationship is, by nature, individualized, it is difficult to compare mentoring programs with one another or with other training programs” (Benabou & Benabou, 2000, p. 6).  
FUNDING THE PROGRAM
	Once a program has been developed, the next step is to determine how it will be funded.  To help the program achieve its goals, organizations need funding or working capital.   Many small businesses, independent or community organizations rely on donations and fundraisers for financial support.  Larger corporations and educational institutions often have money allocated in the budget for expenses related to training and development or other special project/initiatives.   Organizations that must fundraise for support, it requires a synchronized effort by “two interrelated sets of players:  volunteers who govern and lead, and staff who drive the organization on a day-to-day basis” (Jones, Loguercio, & Makar, 2003).   Good fundraising events should raise significant money, utilize volunteers according to their talents, and introduce new donors to the organization (Jones, Loguercio, & Makar, 2003).  Fundraising efforts require strategic planning and a designated team in place who is responsible for campaigns and transactions.  The very first order of business for any organization is to determine what is the financial need and what is the organization’s fundraising goal amount should be.  Next the team should collaborate to create an annual fundraising plan (Jones, Loguercio, & Makar, 2003).  The fundraising plan should include which fundraising campaigns will be utilized, how each campaign will look, what resources are needed to make it successful, what advertising channels will be used (“print, digital, direct marketing, radio, phone, face to face, television, galas etc.” (Veltri, 2018), who the target audience or donors will be and what the expectations from the campaign (Jones, Loguercio, & Makar, 2003). It should also outline roles and responsibilities to ensure accountability.  The next step depends on how the organization is structured.  Some non-profits will require that the fundraising plan be submitted to the Board of Directors; whereas as smaller independent organization will need to present the plan to the CEO or Executive Council for approval.  The deciding body may request additional information or make recommendations for things to be modified; however, once the plan has been approved, then implementation can begin (Jones, Loguercio, & Makar, 2003).   During the process, the campaign should be monitored, modified (if needed) and reviewed at the completion to ensure the goals were met and to review what processes worked and which did not.  
TECHNICAL 
	While the above strategies are being developed, it is important to consider how information and technology can impact the daily operations of the mentoring program.  It is wise to include someone with an IT background on the planning team from the very beginning.   While some mentoring programs are not as sophisticated as others, the IT expert can suggest what programs are best to use.  As the programs grows, the technology needs will change as well and it’s advantageous to have someone onboard who already understands how the program operates to be able to better assess the technological needs.  Some mentoring software systems offer online/automated enrollment and matching for mentors and mentees, online resources to guide the mentoring relationship, customizable surveys to gain participant feedback and a reporting system to help manage, track and measure program performance.  Finding the right software will depend on the needs, size and budget of the mentoring program.  Utilizing technology will not only cut down on labor and costs but it will enable the program to be managed more efficiently.  
Conclusion 
Mentoring programs offer its participants numerous benefits to help them become successful.  Whether the mentee is in pursuit of academia, establishing themselves in their career or obtaining advice on how to advance or expand their area of expertise, a quality program is one that uses strategic planning to develop, implement, fund and manage the program.  Strategic planning is essential for daily operations, growth, building and developing new initiatives and projects, hiring, creating funding strategies and fostering the mentor/mentee relationship.  The purpose of the program may differ but the building blocks to a successful program should include creating the framework, deciding if the approach will be formal or informal, develop, implement and manage the process, plan how the program will be funded or receive financial support and determining what technical resources or systems will be incorporated to help reduce costs and labor but offer scalability as the business grows.  Mentoring programs not only help mentees succeed but they help enhance leadership skills, offer personal and professional development and motivation and inspire to mentor others.  
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