Reciprocal Mentorship Program: Goals & KPI Planning Guide

A reciprocal mentorship program, when built on a foundation of organizational trust, can yield
significant benefits for individuals and the organization. For organizations facing the retirement of
experienced leaders and employees, this program is a vital tool for proactive knowledge retention and
succession planning. To ensure your 6-month program delivers on its promise, it's essential to define
clear, measurable goals and track key performance indicators (KPlIs).

How to Set Measurable Goals
Effective goals for your 6-month reciprocal mentorship program should be SMART:

Specific: Clearly define what you want to achieve.

Measurable: Quantify your goals so progress can be tracked.

Achievable: Set realistic goals given your resources and context.

Relevant: Ensure goals align with broader organizational objectives, especially knowledge
continuity and succession.

e Time-bound: Set a deadline for achieving the goal, considering the 6-month program duration
and subsequent impact measurement.

Examples of Measurable Goals for a 6-Month Reciprocal Mentorship Program:

These examples highlight how the program directly addresses critical organizational outcomes like
knowledge retention, engagement, and innovation, reflecting both short-term (during program) and
slightly longer-term (post-program, within 12 months from start) impacts.

A. Goal: Ensure Critical Knowledge Transfer & Retention

e Specific & Measurable (During/Immediately Post-Program): Successfully establish 10
reciprocal partnerships, with at least 70% (7 out of 10) of the Legacy Partner roles filled by
identified critical knowledge holders or those within 2 years of retirement/transition, with all
matched pairs actively engaging in knowledge transfer.

e Specific & Measurable (During Program): 90% of identified "knowledge transfer pairs" (Legacy
Partner to Growth Partner) report successful transfer of at least 3 critical tacit knowledge
areas/processes by the end of the 6-month program.

e Specific & Measurable (Within 12 Months from Program Start): Reduce the "at-risk
knowledge" score (as defined by an internal assessment) by 15% within 6 months after program
completion due to successful knowledge capture and transfer.

e Specific & Measurable (Within 12 Months from Program Start): 70% of Growth Partners
(receiving knowledge) demonstrate a measurable increase in proficiency in skills/knowledge
areas transferred from their Legacy Partners within 6 months after program completion.

B. Goal: Enhance Employee Engagement & Development

e Specific & Measurable (During/Immediately Post-Program): Achieve an average participant
satisfaction rating of 4.0 out of 5.0 for the mentorship program experience upon program
completion (within 6 months).

e Specific & Measurable (Within 12 Months from Program Start): Increase overall employee
engagement scores (as measured by an annual engagement survey) by 5% among participants



within 6 months after program completion, specifically targeting categories related to "learning
& development" and "sense of belonging."

e Specific & Measurable (During Program): 85% of program participants report an improvement
in their self-identified development goals (e.g., specific skill acquisition, networking) by the end
of the 6-month program.

C. Goal: Improve Employee Retention

e Specific & Measurable (Within 12 Months from Program Start): Reduce voluntary turnover
among program participants by 10% compared to non-participants within 6 months after
program completion.

e Specific & Measurable (Within 12 Months from Program Start): Increase the retention rate of
high-potential employees or diverse talent participating in the program by 8% within 6 months
after program completion.

D. Goal: Foster Innovation & Broader Knowledge Sharing

e Specific & Measurable (During/Immediately Post-Program): Generate at least 5 new,
actionable innovation ideas or process improvements directly attributed to reciprocal
partnership discussions by the end of the 6-month program.

e Specific & Measurable (Within 12 Months from Program Start): Increase cross-departmental
collaboration (as measured by project initiation or survey scores) by 8% within 6 months after
program completion among participating teams.

E. Goal: Strengthen Leadership & Communication Skills

e Specific & Measurable (During Program): 80% of program participants report an improvement
in their active listening and feedback skills by the end of the 6-month program.

e Specific & Measurable (During Program): 75% of Legacy and Growth Partners report an
increase in their coaching and leadership capabilities as a result of their participation by
program completion.

2. Suggested KPIs for First 6-12 Months

These KPIs track progress toward your goals, considering the 6-month program duration and
measuring impact up to 6 months after program completion (i.e., within 12 months of the program's
start).

A. Knowledge Transfer & Retention KPIs (Focus: During & Post-Program)

¢ Identified Legacy Partners Matched: Percentage of retiring/senior employees identified as
critical knowledge holders who are successfully matched with a Growth Partner.

e Critical Knowledge Transfer Completion: Percentage of critical knowledge areas/processes
(pre-identified) reported as successfully transferred by both Legacy Partner and Growth Partner
at program completion.

¢ Knowledge Application Rate: Percentage of Growth Partners who report applying transferred
knowledge in their daily work within 3 months post-program.

e Knowledge Documentation/Resources Created: Number of new guides, wikis, or
documented processes created or updated as a direct outcome of partnership discussions.



e Succession Readiness Impact: Increase in the number/percentage of Growth Partners formally
identified as 'ready' or 'nearly ready' for roles previously held by their Legacy Partners within 6-12
months post-program.

e Perceived Knowledge Accessibility: Improvement in engagement survey scores related to
employees' ability to find necessary internal knowledge and expertise.

B. Participation & Activity KPIs (Focus: During the 6-month program)

e Number of Participants: Total individuals enrolled (Legacy Partners and Growth Partners).
Matching Rate: Percentage of enrolled individuals successfully matched.
Program Completion Rate: Percentage of matched pairs who complete the full 6-month
partnership period.

e Meeting Frequency/Consistency: Average number of meetings per pair (e.g., minimum of 1 per
month, so 6 total). This can be self-reported or tracked via scheduling tools.

e Resource Utilization: Number of times program resources (guides, templates) are accessed by
participants during the 6 months.

e Attendance at Program Events: Percentage of participants attending kick-off, mid-point
check-ins, or closing events.

C. Program Effectiveness & Satisfaction KPIs (Focus: Measured at program completion/6 months)

e Participant Satisfaction Score: Average rating from anonymous surveys on program design,
support, and overall experience (e.g., 1-5 Likert scale) collected upon completion.

e Match Quality Rating: Participants' perception of how well they were matched (e.g., "My
partnership was a good fit for my goals") collected at completion.

e Perceived Value: Percentage of participants who state the program added significant value to
their development/career collected at completion.

¢ Likelihood to Recommend: Net Promoter Score (NPS) for the program ("How likely are you to
recommend this program to a colleague?") collected at completion.

e Skills Improvement (Self-Reported): Percentage of participants reporting improvement in
target skills (e.g., communication, problem-solving, specific technical skills) identified during
program setup, measured at completion.

D. Impact on Participants (Individual Growth) KPIs (Focus: 6-12 months from program start)

e Career Progression: Number/percentage of Growth Partners who received a promotion,
expanded responsibilities, or moved to a new role within 6 months after program completion
(i.e., within 12 months from program start). (Requires careful control for other factors).

e Internal Mobility: Number/percentage of Growth Partners who successfully moved into
different departments or roles internally within 6 months after program completion.

¢ Engagement Survey Scores: Change in participant engagement scores from pre-program
baseline to an engagement survey conducted 6-12 months after program start, particularly in
areas like "growth opportunities," "connection to purpose," and "recognition."

e Knowledge Acquisition/Proficiency: Scores from small quizzes or self-assessments on specific
knowledge areas targeted by the partnership, measured after program completion.

E. Organizational Impact KPIs (Focus: 6-12 months from program start)

e Retention Rate (Program Participants vs. Non-Participants): Compare voluntary turnover
rates for participants against a control group for 6 months after program completion.



Cross-Functional Collaboration Metrics: (If measurable) Increase in cross-team projects, or
improvements in survey questions related to inter-departmental cooperation among
participants, measured 6-12 months from program start.

Innovation Submissions/Implementations: Number of new ideas submitted or implemented
by program participants, tracked for 6 months after program completion.
Time-to-Productivity (for new hires): If including new hires, measure if partnered new hires
become productive faster than non-partnered counterparts after 6 months.

Return on Investment (ROI): A more complex calculation that factors in benefits (e.g., cost
savings from reduced turnover, value of retained knowledge) against program costs, typically
calculated annually.
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