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4 Mentoring for Newly Appointed School Leaders: Requirements Manual

Resources such as the document Supporting Effective School Leadership: A Handbook 
for Implementing Mentoring for Newly Appointed School Leaders in Ontario (March 
2009) and information about mentoring workshops and programs are available 
through the following principal association partners: 

Ontario Principals’ Council (OPC), at www.principals.on.ca✦✦

Catholic Principals’ Council of Ontario (CPCO), at www.cpco.on.ca✦✦

Association des directions et directions adjointes des écoles franco-ontariennes ✦✦

(ADFO), at www.adfo.org

School boards are required to implement mentoring as part of the board leader-
ship development strategy (BLDS). This manual, as well as Board Leadership 
Development Strategy: Requirements Manual, 2011 and additional resources, is 
available on the Ministry of Education’s website, at www.ontario.ca/eduleadership. 

1.3  	 Background: Leadership in Ontario Schools
The Ontario education system is focused on three core priorities, as set out in 
Reach Every Student: Energizing Ontario Education (2008): 

high levels of student achievement✦✦

reduced gaps in student achievement✦✦

increased public confidence in publicly funded education✦✦

Reach Every Student: Energizing Ontario Education identified school leadership as 
a supporting condition for meeting these three core priorities. Research shows 
that school leadership is second only to teaching in its impact on student learning. 
Principals and vice-principals play a critical role in focusing decisions and actions 
on improving student achievement and well-being. They set directions, build 
relationships, develop people and the organization, lead the instructional program, 
and secure accountability. Their effectiveness as leaders is critical to the success 
and sustainability of system-wide improvement. School leadership matters.

1.4  	 Context: The Ontario Leadership Strategy 
To foster strong leadership, the government launched the Ontario Leadership 
Strategy (OLS). The OLS is a comprehensive plan of action aimed at attracting 
and developing skilled and passionate school and system leaders. The strategy 
promotes a collaborative approach through which schools, districts, education 
partners, and the ministry work in partnership to support student achievement 
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of leadership development should be done through course work and 70 per cent 
through learning on the job. He maintains that leaders are developed by exposing  
them to opportunities to visit other places and see other practices. In order to 
learn on the job and be exposed to outstanding practice, “access to coaching and 
mentoring from credible peers” is needed.1  
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2.1     	 Why 
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learning and to the relationship”.2 The primary goal of mentoring interactions 
is to develop school leaders who are focused on acquiring the skills necessary 
to implement the practices and foster the conditions that contribute to student 
achievement and well-being. 

At its heart, mentoring provides support tailored to the unique role of newly  
appointed school leaders so they can be successful in this important stage of their  
leadership career. In the face of multiple demands and priorities, mentoring can 
accelerate learning, reduce isolation, and increase the confidence and skill of 
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supporting superintendents in applying mentoring skills when collaborating ✦✦

with principals as part of the principal/vice-principal performance appraisal 
(PPA) process  

equipping all principals with mentoring skills to support teacher and vice-✦✦

principal professional growth and learning as part of teacher performance 
appraisal (TPA) and principal/vice-principal performance appraisal (PPA)

2.3     	 Mentoring Approaches  
Mentoring is an iterative and reciprocal learning process, and is modified to 
meet the changing needs of the newly appointed school leader. The following 
possible approaches are intended to assist boards as they implement mentoring 
for newly appointed school leaders. 

Mentoring usually refers to non-evaluative relationships maintained over time 
between a newer and a more experienced professional, and is often offered to  
an individual who is new to a position. The focus is the professional learning 
needs of the mentee. The mentor uses questioning and feedback techniques  
in the context of a trusting relationship and a learning plan that is developed  
by the mentee with the assistance of his or her mentor. 

Coaching generally refers to a short-term relationship involving conversations 
that support job-embedded learning. The goal is set largely by the person being 
coached and typically has specific outcomes, such as enhancing performance, 
reflecting on practice, or examining and solving a problem. 

Consulting involves one or more individuals who provide expert information, 
resources, and guidance to others based on the specific knowledge or skills of  
the consultant(s). 

Collaborating is the equitable and collegial process of working together to 
identify and achieve goals. 

Facilitation processes strategically support groups to achieve their goals. 

It is important that the mentor and mentee establish protocols for confidentiality 
and for working together at the beginning of the mentoring process. Through-
out the mentoring process, mentors who have learned the necessary skills will be  
able to adopt a range of approaches in response to individual mentee situations,  
learning needs, and contexts. For example, a mentor may at times provide  
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expertise (consult), plan with the mentee (collaborate), or support the mentee  
to reflect on and refine skills (coach).  

Mentoring is enhanced by a menu of other professional learning opportunities  
on topics of need and interest that can be experienced by mentees either on  
their own or with their mentors. Mutual learning opportunities for mentors  
and mentees help to provide focus for the mentoring process. Mentors are  
encouraged to refer to various resource materials that are available on the  
ministry’s website, at www.ontario.ca/eduleadership. Some examples are the  
PPA resources Conversation Starters and Examples of Completed Forms, as well as 
Ideas Into Action and In Conversation.
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3.1    	 Overview   
School boards receive one funding allocation for the implementation of a  
board leadership development strategy (BLDS). As part of the BLDS, boards will 
provide mentoring to all newly appointed principals and vice-principals in their 
first and second years in their role. Boards must meet the following mentoring  
requirements in order to receive this funding as part of the BLDS. 

Each board will have an implementation plan in place, which is to be based  
on the implementation continuum provided in Appendix B to this manual.  
The implementation plan will include the following minimum requirements:  

Provide mentoring to all eligible newly appointed school leaders. ✦✦

Include the mentoring lead as a member of the board leadership development ✦✦

strategy (BLDS) steering committee.

Identify a mentoring goal that aligns with the board strategic plan and/or ✦✦

the board improvement plan for student achievement. 

Establish operational parameters.✦✦

Recruit and select mentors.✦✦

Establish a transparent mentor/mentee matching process.✦✦

Establish and communicate the roles and responsibilities of the mentor  ✦✦

and mentee.

Develop a process for the initial and ongoing assessment of mentee learning ✦✦

needs. 
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Provide a joint mentor/mentee orientation.✦✦

Provide high-quality mentor training.✦✦

Offer ongoing professional learning and resources to mentors and mentees.✦✦

Have mentees develop, with the assistance of their mentor, a learning plan ✦✦

that will focus the mentoring interactions.

Provide an exit process.✦✦

Conduct ongoing monitoring and evaluation of the board mentoring ✦✦

program.

Meet all ministry reporting requirements (see section 3.16 below).✦✦

 
The two components of critical importance to a successful mentoring program are 
high-quality mentor training and identification of learning goals and objectives 
that are key components of the shared learning plan. 

Boards have the flexibility to customize the mentoring requirements outlined 
in this manual to reflect local circumstances. They may also establish additional 
requirements that reflect their unique needs.   
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Refer to the ministry’s leadership website for additional resources to guide  
the planning, implementation, and monitoring of mentoring:  
www.ontario.ca/eduleadership. 

Further resources, workshops, and programs are also available through the 
Ontario Principals’ Council (OPC), the Catholic Principals’ Council of Ontario 
(CPCO), and the Association des directions et directions adjointes des écoles 
franco-ontariennes (ADFO). 

E f f e c t i v e  P r a c t i c e

3.2    	 Eligible Newly Appointed School Leaders 
Mentoring is designed for all newly appointed principals and vice-principals in 
their first and second years in the role. This includes principals and vice-principals 
who have teaching responsibilities and, at the board’s discretion, those who are 
in “acting” positions. Newly appointed principals who received mentoring in 
their role as a vice-principal are eligible to receive mentoring again in their  
first and second years as a principal.
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3.3  	 Identification of Mentoring Goals 
The board leadership development strategy (BLDS) will include one clearly 
articulated goal related to mentoring for newly appointed school leaders that  
is linked with the board strategic plan and/or the board improvement plan  
for student achievement. For more information, refer to the Board Leadership  
Development Strategy Planning Template and Implementation Continuum in  
Appendix C of Board Leadership Development Strategy: Requirements Manual, 2011, 
available at www.ontario.ca/eduleadership. 

3.4 	 Establishing Operational Parameters
In order to meet the requirements set out in this manual, the mentoring lead 
and/or steering committee will establish local operational parameters for men-
toring, taking into account local circumstances such as geography, demographics, 
number of newly appointed school leaders, and the number of mentors available. 
The operational parameters will include the following:

one-to-one and/or small-group mentoring and/or whole-group mentoring ✦✦

(It is recommended that a combination of mentoring models be considered 
to enhance mentoring networks.) 

Examples of approaches that boards may take to develop goals: 

•	 �Identify mentoring as a strategy to support the SMART goals outlined in 
their board improvement plan for student achievement (e.g., articulating 
and sharing a clear vision for closing student achievement gaps).

•	 �Within the domains 



a one-year board plan outlining the frequency and nature of contact between ✦✦

mentors and mentees (It is recommended that boards organize a minimum 
of three one-to-one meetings between mentor and mentee each year, and 
encourage mentors and mentees to have contact at least once each month  
in some way, such as by telephone, e-mail, or teleconferencing.)

mentoring interactions that will take place during and adjacent to district-✦✦

scheduled administrator activities (e.g., monthly administrator meetings) 

leadership training tailored for mentors that takes into account their needs, ✦✦

mentoring experiences, and the realities that each mentee will face on the job 

opportunities for mentors to meet in order to learn and to share lessons with ✦✦

each other on specific topics 

provisions for supply coverage and travel costs for participants  ✦✦

supports to allow participation at a distance (e.g., use of technology, web ✦✦

conferences) 

3.5  	 �Mentoring Lead and Board Leadership Development Strategy (BLDS) 
Steering Committee  
The director of education or designate will identify a mentoring lead to serve 
as a member of the Board Leadership Development Strategy (BLDS) Steering 
Committee and to oversee the planning, implementation, and monitoring of 
mentoring. The individual who is the BLDS lead may also serve as the mentoring 





3.6  	 �Recruiting and Selecting Mentors  
A process for recruitment and selection of mentors that meets the unique needs 
of the board and its mentees will be established by the mentoring lead, in  
consultation with the steering committee. Clear selection criteria will increase 
the chances of recruiting the best possible mentors. The lead and/or steering 
committee will determine whether to recruit practising or retired school leaders, 
or both, as mentors. 

The process also lays the foundation for the subsequent mentor/mentee matching 
process. The mentor must not be in a supervisory role in relation to the mentee. 
The mentor should be an experienced administrator, and the mentee should be 
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be able to communicate, to listen actively, and to provide constructive ✦✦

feedback in conversations that support professional learning development 
(“courageous conversations” or “open-to-learning conversations”);

be skilled in problem solving, planning, and goal setting; ✦✦

be open to the views and feedback of others and be a lifelong learner.   ✦✦

3.7  	 �Matching Mentors and Mentees  
A process for matching mentors and mentees is a critical component of mentoring  
implementation. The mentor and mentee must be able to work together in a 
professional and collaborative manner that is based on trust, respect, and  
confidentiality and that is conducive to learning, ideally for a period of up to  
two years. The mentees should have the opportunity to provide input into the 
selection of their mentor. The matching process should include the completion  
of a matching profile for both the mentor and the mentee, and a variety of 
tools (e.g., a needs assessment, a questionnaire) should be used to complete the 
matching profile. This profile should include their school context (e.g., urban, 
rural, elementary, secondary), as well as their current knowledge, experience, 
strengths, and areas for growth and development based on the domains, practices, 
and competencies in the Ontario Leadership Framework. The profile information 
will enable the mentoring lead and/or steering committee to match the expertise 
of the mentor to the learning needs of the mentee.

3.8  	 �Roles and Responsibilities of Mentors and Mentees  
Mentoring is an iterative and reciprocal process and is modified to meet the 
changing needs of the newly appointed school leader. The following chart gives a 
short description of the roles of the mentor and mentee, outlines responsibilities, 
and provides the timelines and format for the mentoring process. 



Mentor Mentee

Roles Experienced principal or vice-principal 
(practising or retired) who:  

•	 is not a supervisor of the mentee

•	 �has been carefully selected based on 
criteria

•	 �has received high-quality training to 
prepare for the role

Newly appointed principal or vice-principal 
in his or her first and/or second year 
of practice who has participated in 
orientation. 

See section 3.2 for eligibility details.

Responsi-
bilities

In the context of a learning plan, provide 
mentoring that focuses in a collaborative 
manner on student achievement and on 
both adaptive and technical aspects of 
the leadership role (e.g., transition to 
the role, building leadership practices, 
--
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3.9  	 �Initial and Ongoing Assessment of Mentee Learning Needs 
Boards will develop a process and use a variety of tools for initial and ongoing 
assessment of mentee learning needs. Initial assessment will contribute to the 
matching of mentor and mentee, and ongoing assessments will provide focus  
to guide the mentoring process. 

3.10   	 �Joint Orientation 
The board will ensure that mentees receive an orientation to mentoring that  
includes a discussion of the role of the mentor and what the mentee can expect 
of the mentor. Joint orientation of mentors and mentees is recommended.  
Orientation is a process that begins with the first meeting of the mentor and 
mentee and continues until both partners are clear about their expectations  
for the mentoring that will follow. 

Determining the terms of engagement, which include the establishment of  
trust and confidentiality, is a crucial first step that can begin during orientation. 
First meetings can take place one-to-one or, where possible, can be arranged  
in a small-group setting of mentors and mentees, or they can be a combination 
of both. Small-group collaboration can enrich the conversation and promote  
the establishment of a learning network beyond individual mentor and mentee 
pairs. The orientation process launches the mentor and mentee partnership  
and provides the foundation for a program of ongoing professional learning. 

•	 �Use a preliminary needs assessment to inform the match between the mentor 
and mentee, based on the domains, practices, and competencies derived 
from the Ontario Leadership Framework (OLF). 

•	 �Mentors and mentees conduct an in-depth assessment
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3.14  	 �Exit Process   
The steering committee will establish an exit process for re-matching the mentee 
with another mentor, if the original match is unsuccessful. Re-matching will be 
done in a way that protects the integrity of the individuals involved. The exit 
process will be made clear to all mentors and mentees during orientation.  
In cases where the mentor and mentee agree that two full years of mentoring  
is not required, the board has the discretion to discontinue support before the 
two-year period is complete.

3.15  	 �Monitoring and Evaluation    



 

  �Reporting to the Ministry  
Boards are responsible for reporting on expenditures related to funding that  
was provided by the ministry to support mentoring for newly appointed  
school leaders. 

Eligible expenditures include the following: 

implementation planning and goal setting for mentoring (e.g., participation ✦✦

in training; purchase of books or other resources; seeking of consulting 
services from the Ontario Principals’ Council, the Catholic Principals’ 
Council of Ontario, and the Association des directions et directions 
adjointes des écoles franco-ontariennes)

training and preparation of mentors (e.g., training provided by the board, ✦✦

training provided by an external professional organization, training provided 
by bringing an external expert into the board) 

orientation of mentees provided by the board or by an external professional ✦✦

organization 

supply coverage to participate in mentoring and to attend training and/or ✦✦

board workshops  

costs incurred by mentors and mentees, including travel and accommodation,  ✦✦

in accordance with the Ontario Management Board of Cabinet Travel, Meal,  
and Hospitality Expense Directive

purchase and/or development of resources (e.g., development of a board ✦✦

resource, purchase of external resources) 

program coordination and planning ✦✦

costs associated with monitoring and evaluation✦✦

Ineligible expenses include the following:

capital expenditures (e.g., furniture, equipment)✦✦

cost of staff/support staff not related to mentoring (e.g., educational ✦✦

assistants, school office administrative support staff) 

resources for students (e.g., textbooks, classroom materials) ✦✦

Provisions for unused funds will be determined at the end of each year. 

For additional information, see Board Leadership Development Strategy: Requirements 
Manual, 2011, available at www.ontario.ca/eduleadership.
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