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	ORGANISATION
	[Organisation Name]

	PROGRAMME VERSION
	Version 1.0

	DATE 
	[Date]

	PROGRAMME OWNER
	[HR / Learning & Development]

	SCOPE
	All new employees during their probationary period



About this programme
This document sets out the structure, responsibilities and meeting framework for the organisation's Buddy and Mentor Programme. It can be used as a standalone buddy programme for all new starters, a formal mentoring programme for specific roles or cohorts, or a combined buddy-and-mentor model.
Research consistently shows that structured buddy and mentor programmes significantly improve new starter retention, reduce time to productivity, and increase overall engagement - particularly in the first 90 days of employment.
SECTION 01
Programme Overview and Purpose

The [Organisation Name] Buddy and Mentor Programme is designed to support new employees through their onboarding and probationary period by pairing them with an experienced colleague who can provide practical guidance, encouragement and a friendly point of contact during those critical early weeks and months.


▪ The Difference Between a Buddy and a Mentor
	The Buddy
	The Mentor

	• First point of contact for day-to-day questions and practical queries
	• Provides structured guidance on career development and professional growth

	• Helps the new starter navigate the team, organisation and culture
	• Helps the mentee build capability, confidence and longer-term goals

	• Shows them where things are, how things work and who to speak to
	• Shares experience and insights from their own career journey

	• Provides a friendly, informal sounding board in the early weeks
	• Challenges and supports the mentee through constructive conversation

	• Typically active for the first 4-12 weeks of employment
	• Typically active for 3-12 months or longer

	• No formal reporting or assessment role
	• No line management or performance management role



[Note: This programme can be run as a buddy programme only, a mentor programme only, or as a combined model. Decide which approach best suits your organisation and remove any sections that do not apply.]
SECTION 02
Eligibility and Matching

▪ Who Participates?
	NEW STARTERS (BUDDIES / MENTEES)
All new employees joining [Organisation Name] during their probationary period are eligible to be assigned a buddy. Mentoring may be offered to selected cohorts or as part of a development programme.

	BUDDIES
Employees who have been in the organisation for a minimum of [e.g. 6 months] and who volunteer or are nominated to act as a buddy.

	MENTORS
More experienced employees, typically managers or senior contributors, who are willing to invest time in developing a junior colleague. Previous mentoring experience or training is beneficial but not required.


▪ How Are Matches Made?
-  Matches are made by [HR / Line Manager / Programme Coordinator] before the new starter's first day.
-  Buddies and mentors should generally work in a different team to avoid any conflict of interest
-  Matches should consider personality, working style and professional background where possible
-  Both parties should be informed and consent to the arrangement before the programme begins
SECTION 03
Roles and Responsibilities

▪ The New Starter (Buddy / Mentee)
-  Engage actively and positively with the programme
-  Reach out to your buddy or mentor proactively - do not wait to be contacted
-  Come to meetings prepared - have topics or questions ready to discuss
-  Be open and honest about your experience, challenges and questions
-  Respect your buddy's or mentor's time - attend agreed meetings and give advance notice if you need to rearrange
-  Complete any agreed actions between sessions
▪ The Buddy
-  Make contact with the new starter before their first day - a brief, warm email or message goes a long way
-  Be proactive in checking in during the first few weeks, especially in the first fortnight
-  Be approachable, patient and non-judgmental - remember what it felt like to be new
-  Help the new starter understand the unwritten rules and culture of the organisation
-  Flag any wellbeing concerns to the line manager or HR - do not attempt to manage these alone
-  Commit to the agreed frequency of meetings and follow through on any commitments made
-  Maintain confidentiality - conversations between buddy and new starter should remain private unless a safeguarding concern arises
▪ The Mentor
-  Be consistent, reliable and fully present during mentoring sessions
-  Listen more than you talk - the mentee's goals and challenges should drive the agenda
-  Share experience and perspective but avoid prescribing solutions - guide rather than direct
-  Maintain confidentiality - the mentoring relationship depends on trust
-  Challenge the mentee constructively and help them stretch beyond their comfort zone
-  Provide honest, specific and developmental feedback
-  Support the mentee in setting and working towards meaningful goals

▪ The Line Manager
-  Brief the buddy on the new starter's background, role and any specific development priorities before their first day
-  Introduce the buddy to the new starter on or before day one
-  Protect time in the new starter's diary for buddy and mentor meetings
-  Monitor the relationship at check-in meetings - address concerns early if the match is not working
-  Recognise and thank buddies for their contribution
▪ HR / Programme Coordinator
-  Maintain a register of available buddies and mentors
-  Coordinate all matching and communicate introductions
-  Provide onboarding briefing to all buddies and mentors at the start of each cohort
-  Collect feedback at the end of each programme cycle and use it to improve the programme
-  Recognise participant contributions through internal communications or reward mechanisms
SECTION 04
Meeting Structure and Suggested Agenda

The following structure is recommended for the buddy relationship during the probationary period. It is a guide, not a rigid requirement - adapt to the individual's needs and the nature of the role.
▪ Buddy Meeting Schedule
	SESSION
	TIMING
	SUGGESTED FOCUS

	1
	Before or on Day 1
	• Warm welcome message or brief call
• Offer to answer any first-day nerves or practical questions
• Confirm meeting time for end of Week 1

	2
	End of Week 1
	• How did the first week feel? What went well? Any surprises?
• Who have they met? Who else should they meet?
• Practical questions about systems, processes, culture

	3
	End of Week 2
	• Settling in - what is making sense, what is still unclear?
• Navigating the team and wider organisation
• Any concerns or challenges to discuss?

	4
	End of Week 4
	• One month check-in - progress against induction goals
• Building relationships - any support needed?
• Confidence and workload - how are they feeling?

	5
	Week 6-8
	• How are things developing? Any patterns of challenge?
• Forward planning - what are the priorities for the coming weeks?
• Feedback on the buddy relationship - is it working well?

	6
	Week 10-12 (Close)
	• Reflection on the buddy programme - key learnings and highlights
• Celebrate progress and achievements
• Transition - ongoing support if needed, introduction to mentor if applicable


▪ Suggested Mentoring Meeting Agenda (45-60 minutes)
	Opening (5 min)
	Check in - how is the mentee feeling? Any immediate updates since last session?

	Review actions (10 min)
	What actions were agreed last time? What progress has been made? What got in the way?

	Main discussion (30 min)
	Mentee-led agenda - the topic(s) they want to focus on this session

	Challenge and reflect (10 min)
	Mentor offers perspective, shares relevant experience and poses useful questions

	Actions and close (5 min)
	Agree 1-3 specific actions for the mentee to take before next session; confirm next meeting date


SECTION 05
Useful Questions for Buddies and Mentors

▪ Questions for Buddies
-  "How are you settling in - what's going well and what's feeling tricky?"
-  "Is there anyone else in the organisation you'd like me to introduce you to?"
-  "Is there anything about how we work here that feels unclear or a bit confusing?"
-  "How are you finding the workload - is it manageable?"
-  "Is there anything I can do to make your day easier or more productive?"
▪ Questions for Mentors
-  "What would you most like to focus on in today's session?"
-  "What has been your biggest challenge since we last spoke - and what did you learn from it?"
-  "What would you do differently if you could go back to the start of this role?"
-  "What would 'success' look like for you in 6 months' time - and what's getting in the way of that?"
-  "Who in the organisation could be most useful for your development right now?"
-  "What feedback have you received recently, and how are you acting on it?"

SECTION 06
Feedback and Programme Review

Feedback should be collected from both parties at the end of the programme cycle. Use the questions below as the basis for a brief survey or conversation.
▪ For New Starters
-  How useful did you find the buddy / mentor programme? What worked best?
-  Was there anything missing from the programme that would have helped you?
-  Would you recommend the programme to future new starters?
▪ For Buddies / Mentors
-  How did you find the experience of being a buddy / mentor?
-  What support or training would have helped you be more effective?
-  Do you have any suggestions to improve the programme?


SECTION 07
Match Record and Sign-Off

	NEW STARTER NAME 
	

	BUDDY NAME 
	

	MENTOR NAME (IF APPLICABLE) 
	

	LINE MANAGER 
	

	PROGRAMME START DATE 
	

	PROGRAMME END DATE 
	

	HR / COORDINATOR 
	



By signing below, both parties confirm they have been briefed on their roles and responsibilities and agree to participate in the programme in good faith.
	NEW STARTER SIGNATURE 
	

	DATE
	

	BUDDY SIGNATURE
	

	DATE
	

	MENTOR SIGNATURE (IF APPLICABLE)
	

	DATE
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