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Purpose of This Handbook 

This handbook provides a repeatable, structured approach to mentorship that can be 
applied across audiences—NAHRO LEAD graduates, executive directors, emerging 
leaders, or other professionals. 

It is designed to: 

• Create intentional, goal-driven mentorship relationships  

• Ensure strong mentor–mentee alignment  

• Provide clear expectations, timelines, and outcomes  

• Support trust-based, high-impact conversations  

This framework prioritizes how mentorship works before defining specific target groups.  

 

Phase 1: Initial Vetting & Fit Assessment 

1.1 Mentee Readiness 

Before pairing, mentees should clearly articulate: 

• Why they want a mentor at this time  

• The specific challenge or opportunity they are facing  

• What success would look like  

Key Considerations: 

• Mentees may need 1–2 conversations to refine their goals  

• Commitment and openness are required for success  

 

1.2 Mentor–Mentee Matching 

Effective mentorship depends on both expertise and compatibility. 



Matching Criteria: 

• Relevant experience or subject matter expertise  

• Leadership level or situational alignment  

• Personality and work style compatibility (e.g., DISC, Myers-Briggs)  

Matching Methods: 

• Structured pairing based on goals  

• Speed-matching events (short interviews with ranked preferences)  

 

1.3 Establishing the Agreement 

Before beginning, both parties agree on: 

• Meeting frequency (e.g., weekly or monthly)  

• Time commitment (e.g., 30–60 minutes per session)  

• Duration (e.g., 90–120 days or up to one year)  

• Communication expectations  

• Confidentiality  

Mentorships should be time-bound and clearly defined to maintain focus.  

 

Phase 2: Establishing Goals & Expectations 

2.1 Define Clear Goals 

Each mentorship should focus on: 

• 1–2 specific, measurable goals  

Examples: 

• Navigate board resistance to a strategic initiative  

• Successfully transition into a leadership role  

• Implement a new housing program  

Goal-focused mentorship is more effective than open-ended advising.  



 

2.2 Clarify Roles 

Mentor Responsibilities: 

• Guide through questions and perspective  

• Share experience when relevant  

• Avoid prescribing exact solutions  

Mentee Responsibilities: 

• Own decisions and outcomes  

• Come prepared with real challenges  

• Follow through on agreed actions  

 

2.3 Build Trust & Psychological Safety 

Strong mentorship depends on: 

• Confidentiality  

• Honest, judgment-free discussion  

• Active listening  

Best Practice: 

• Mentors guide—not direct (“this is what I would do” is discouraged)  

Trust and vulnerability are essential to effective mentorship.  

 

Phase 3: Steps & Timeline 

3.1 Establish Structure 

Choose a format based on the goal: 

Short-Term Model: 

• Weekly 30-minute meetings  

• Duration: 90–120 days  



• Focus: One specific goal  

Long-Term Model: 

• Monthly meetings  

• Duration: Up to 1 year  

• Focus: Broader leadership development  

 

3.2 Create a Work Plan 

Break goals into: 

• Milestones  

• Action steps  

• Checkpoints  

Example: 
Goal → Strategy development → Stakeholder alignment → Implementation 

 

3.3 Meeting Framework 

Each session should include: 

1. Progress review  

2. Current challenge discussion  

3. Mentor questions and insight  

4. Agreed next steps  

 

3.4 Track Progress & Adjust 

• Revisit goals periodically  

• Refine as clarity improves  

• Expect evolution after early meetings  

 



3.5 Common Use Cases 

Mentorship is especially valuable for: 

• New program implementation  

• Leadership transitions  

• Board and governance challenges  

• Situations requiring confidential guidance  

 

Phase 4: Completion & Transition 

4.1 Define the End Point 

Mentorship should conclude when: 

• Goals are achieved or  

• The agreed timeframe is complete  

 

4.2 Conduct a Closing Conversation 

Discuss: 

• Progress against original goals  

• Key insights and lessons learned  

• Feedback for both mentor and mentee  

 

4.3 Determine Next Steps 

Options include: 

• Formal conclusion (recommended)  

• Extension with new goals  

• Transition to informal connection  

 

4.4 Encourage Independence 



• Reinforce mentee confidence and decision-making  

• Avoid long-term dependency  

• Maintain professional connection without structured meetings  

 

Program Integration (Optional) 

This framework can align with existing resources: 

• Ask a Fellow program for informal guidance  

• Fellows directory for mentor identification  

• NAHRO LEAD program for structured mentorship opportunities  

 

Quick Reference Summary 

Phase Focus 

1. Vetting Why mentorship + compatibility 

2. Goals Define outcomes + expectations 

3. Execution Structured meetings + progress 

4. Completion Evaluate + transition 

 

 


