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Introduction 
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This guide is intended to serve as a resource 
for mentors throughout the program.
Its purpose is to help you understand your 
role, responsibilities and best practices for 
establishing and maintaining a successful and 
beneficial mentoring relationship. Whether 
you're an experienced mentor or new to the 
role, this guide is designed to provide you with 
tools and techniques that will help you 
maximize your impact and foster the 
professional growth of your mentees. 

1. The role of the mentor

2. Start program

3. Engaging the mentee over time

4. Using the Pathline platform
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What is mentoring? 
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Mentoring is a professional development relationship in which an experienced person (the 
mentor) shares his or her knowledge, skills and perspectives to foster the growth and learning 
of a less experienced person (the mentee). It is not a hierarchical process, but a mutual 
exchange where both mentor and mentee can learn and benefit from the relationship. 

Our mentoring program aims to develop the skills of our employees 
by using the knowledge and skills of our employee mentors.

The aim is not to impart a specific set of skills or knowledge, but to 
enable everyone to define and pursue his or her own development 
objectives.

Mentors play a key role in this process by sharing their experiences, 
guiding the mentee through challenges and offering different 
perspectives. This mentoring also aims to develop your skills as a 
mentor; passing on is the best way to learn.

Ultimately, the success of this program will be measured by the 
positive impact it has on employees' professional development, 
improving communication and collaboration within the company, 
and reinforcing our culture of continuous learning.
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The role of the mentor 

Your mission as a mentor is to guide your mentee in his or her professional development. To do 
this, you first need to understand your mentee's background. Where does he or she come from? 
What stages has he gone through before? Then you need to take the time to understand where 
they want to go. Has he defined his professional project? 

If he hasn't already done so, this is the first objective of your mentoring. Does he want to improve 
in his job? Would he or she like to move or be promoted? 

Once his project has been defined, you'll need to help him draw up an action plan to achieve it. 
What Soft and Hard skills does he need to develop? Who do they need to work with? What 
internal projects should he or she be involved in? 

Make sure you give him plenty of room to express himself. You're not there to dictate his path, but 
to help him discover his own solutions. You can give advice on the content, but not on the 
process... and thus avoid the famous sentence starting with "If I were you, I would...". Beware of 
the temptation to project your own experience onto the situations mentioned, and "bias" the 
mentee with your own vision. 

Your role is more to guide than to direct. To do this, you need to mobilize your active listening 
skills, respect and empathy. 

By sharing the obstacles you've had to overcome and the solutions you've come up with, you'll 
enlighten your mentee. Show sincerity by not ignoring your moments of doubt and weakness. 
These are moments that add value to the road you've travelled. It's here, when you verge on 
intimacy, that you'll bring the most value to your mentee. By the end of the mentoring process, 
your mentee should be well-equipped to realize his or her professional project. The impact you 
can have on his or her professional life may go far beyond what you can imagine. 

The mentor's mission
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At the beginning of the mentoring process, your mentee may doubt your value as a mentor. Quite 
simply because people have the annoying habit of not valuing what they don't pay for. However, 
your ability to listen and your advice will soon enable your mentee to appreciate your true worth.

As a mentor, it's important to be clear about your initial motivations. We have observed 3 
different sources of motivation for mentors:

The value of a mentor

Intrinsic Extrinsic Transcendent

Improvement of one's own 
(mentor's) skills, e.g. 

increasing self-confidence

Recognition and 
appreciation within 

the company

Desire to help others, 
to work for the 

community
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In our mentoring program, we emphasize that the mentor-mentee relationship must be 
independent of any hierarchical or functional relationship. This fosters an environment of trust 
and openness where the mentee can feel free to discuss his or her challenges, ideas and 
ambitions without fear of judgment or repercussions. What's more, it allows you to offer advice 
and support without conflict of interest or bias.

As a mentor, it's important to respect this independence and maintain a professional, respectful 
relationship. There is no hierarchical relationship between you, only listening and support.

Mentor independence
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Confidentiality is absolutely essential to enable mentees to feel free to share their ideas, 
concerns, challenges, failures and successes without fearing that this information will be used 
against them or become public. Confidentiality also covers the privacy of both mentor and 
mentee. Some topics of discussion may be personal or sensitive.

The mentor must alert the mentee when the conversation enters the realm of privacy, and ask for 
the mentee's explicit consent before continuing.

A mentoring relationship based on confidentiality will encourage the mentee to take more risks 
in learning and experimenting, knowing that mistakes or failures will not be exposed to others.

Confidentiality of the relationship
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The Mentor's key skills 
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Clear, concise 
communication

Ask targeted questionsActive listening 
skills

Problem solving Expectation 
management

Empathy and 
understanding

Ability to 
inspire and 

motivate

Feedback skillsFlexibility and 
adaptability
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What you need to know before you 
start
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An opportunity to ...

An opportunity to develop your knowledge, 
your network and your career. Mentoring 
enables you to activate your potential by 
achieving the goals you aspire to. 

Embracing the corporate culture

The relationship encourages sharing and 
facilitates the transmission of soft and hard 
skills that reflect your company's culture. 

A process of introspection

A good mentoring relationship provides 
feedback and constructive, candid criticism, 
offering a path to improvement. 

What mentoring is and what it isn't: 

Coaching

Mentoring and coaching differ in their 
objectives and means of action (see below).

Training

Mentoring is not a substitute for formal 
training, but rather a complement to 
professional development activities. 

Personal therapy

Your discussions must remain within a 
professional framework, and with a view to 
achieving the objectives you and your mentor 
have set for yourselves. 

What mentoring is What mentoring is not 
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The difference between mentoring 
and coaching
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The mentor's role

The mentor's position is that of an expert: he or 
she responds to the mentee's needs, drawing 
on his or her own professional experience and 
background, to provide the keys to overcoming 
the obstacles encountered by the mentee. 

What drives the relationship?

The mentoring relationship is led by the 
mentee. It is the mentee who directs the 
exchange towards the topics he or she needs, 
and it is the mentee who calls on the mentor at 
the frequency necessary for his or her 
development. 

What's the link between mentor and 
mentee?

Most of the time, the mentor is part of the 
company's internal organization. However, 
they can also be external, providing targeted 
expertise. 

The difference between mentoring and coaching

The coach's role

The coach adopts a position of observation and 
behavioral analysis in interactions with his 
coachee. His aim is to help the coachee to find 
the solutions that will enable him to overcome 
the limits he encounters. 

What drives the relationship?

In coaching, the coach is the driving force 
behind the relationship. He or she leads the 
exchange, defines objectives with the coachee 
or helps him or her to formulate them, and 
proposes solutions to the situations presented. 

What's the link between coach and coachee?

The coach is completely independent of all 
hierarchical and functional links. 

Mentoring Coaching 
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What are your strengths and where 
do you feel you need to improve? 
This question helps to understand the 
mentee's level of self-confidence and 
where they see their own 
opportunities for development.
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The first session is crucial to establishing a solid mentoring relationship. Before this session, 
think about the questions you could ask to get to know him better and understand his 
expectations. Also be prepared to share your own experiences, skills and mentoring style. Here 
are a few questions to inspire you:

Start program

Once our mentoring relationship is 
over, what will make us say it was a 
success?
This question can help to understand 
what the mentee hopes to achieve with 
mentoring, and can provide a basis for 
defining objectives.

Preparing the first session
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What are your current challenges in 
your current role? 
This question can reveal areas where the 
mentee needs immediate help, and 
allows the mentor to share relevant 
advice.

How do you prefer to receive 
feedback? 
Some mentees prefer direct feedback, 
others prefer a more nuanced 
approach. Understanding this will 
help establish effective 
communication

How do you like to learn? 
Some people prefer to learn by doing, others by reading, listening or observing. Understanding 
the mentee's preferred learning style can help tailor mentoring to his or her needs.
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A relationship of trust is essential to successful mentoring. During the first session, it's important 
to create an environment of trust and mutual respect. Listen carefully to your mentee, show 
empathy and make sure they feel safe to say what they really think. Tell your mentee formally 
that all discussions within the mentoring framework will remain confidential.

Understanding expectations and defining objectives
Each mentee is unique, with different skills, knowledge and needs. The first session is the time to 
define the mentoring objectives. Engage in an in-depth conversation with your mentee to 
discover the areas in which they wish to improve their skills, broaden their knowledge or 
overcome specific challenges.

Together, you can then formalize the program's objectives. These may relate to acquiring new 
skills, improving performance, developing self-confidence, career orientation, etc.

Make sure these goals are ambitious enough to keep the mentee motivated throughout the 
program. You can use the SMART method (specific, measurable, achievable, relevant and time-
bound), which is relevant in this case.

Take the time to plan all your program sessions. Schedule them directly in the Pathline platform 
and add the slots directly to your calendar.

Establishing a relationship of trust
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What if the 
relationship doesn't 
work out?
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It's possible that, despite your best efforts, the 
mentoring relationship won't work out as planned. 
This can be due to a variety of factors, such as 
differences in communication style, misaligned 
expectations or a lack of chemistry between you. If 
you feel the relationship isn't working, it's important 
to talk openly and honestly with your mentee. If 
necessary, don't hesitate to contact the program 
manager to discuss your concerns and explore other 
options.
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Once the objectives have been defined at
the first session, each subsequent
meeting should have a flexible structure,
but with some form of planning.

At the start of each session, take a few
minutes to discuss the progress made
since the last meeting. Consider the goals
set and assess where the mentee is in
achieving them. At the end of the session,
take some time to summarize the key
points discussed and list the actions to be
taken until the next session.

Most of the time in each session should
be devoted to working on these
objectives, whether through discussions,
simulations or practical exercises.
Consider recommending to your mentee
the tools and resources that will be useful
in the program. These may include
reference documents, templates, how-to
guides, books, articles or online training.

Engaging the mentee over time

What does a session look like?
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Engaging the mentee over time

Learning from real-life professional
experiences is specific to mentoring.
These experiences provide a real-life
context that makes learning more
tangible and applicable. It's also
important to encourage your mentee to
reflect, ask questions and actively apply
what he or she learns. Here are some
tips for using this type of learning
effectively:

 

1. Be an active listener. Ask open-ended 
questions to encourage reflection. 

2. Share your own experiences, 
including successes and failures. 
Learning from your mistakes can be 
just as valuable as learning from your 
successes. 

3. Encourage mentees to reflect on and 
learn from their own professional 
experiences. 

4. Use scenarios or case studies to 
enable the mentee to practice the 
application of new skills or 
knowledge. 

5. Suggest readings, online courses or 
other resources to complement 
mentoring. 

Understanding expectations and 
defining objectives
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Session Scheduling

Session Agenda

Mentor / Mentee activities

Note-taking

Target tracking

Resources

Online chat help

Exclusive webinars

www.pathline.fr

Log on to app.pathline.fr

Your mentoring solution
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