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This publication includes guidance and templates for a structured
health and safety mentorship program that can help workplaces in the
construction industry do the following:

 Focus on reducing workplace incidents and improving awareness of
health and safety best practices for new or inexperienced workers

« Implement a comprehensive, adaptable framework to assess and
improve their existing mentorship efforts, ensuring a tailored
approach to meet their specific needs

e Use structured evaluation tools for both mentors and mentees,
helping them assess progress and identify areas for improvement
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IHSA has additional information on this and other topics.
Visit ihsa.ca or call Customer Service at 1-800-263-5024.

The contents of this publication are for general information only. This publication should
not be regarded or relied upon as a definitive guide to government regulations or to
safety practices and procedures. The contents of this publication were, to the best of our
knowledge, current at the time of printing. However, no representations of any kind are
made with regard to the accuracy, completeness, or sufficiency of the contents.

The appropriate regulations and statutes should be consulted. In case of any inconsistency
between this document and the Occupational Health and Safety Act or associated
regulations, the legislation will always prevail. Readers should not act on the information
contained herein without seeking specific independent legal advice on their specific
circumstance. The Infrastructure Health and Safety Association is pleased to answer
individual requests for counselling and advice.

The Infrastructure Health and Safety Association (IHSA)’s Section 21 Provincial Labour-
Management Health and Safety Committee - Construction and other industry-focused
groups have evaluated and endorsed this document.

© Infrastructure Health and Safety Association

All rights reserved. This publication may not be reproduced, in whole or in part,
or stored in any material form, without the express written permission of the copyright
owner.
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Assessing your current mentorship program

Evaluating mentorship at your organization

Construction workers face a variety of health and safety risks and hazards every day on the
worksite. Starting a career in this sector, young or inexperienced workers might lack the
knowledge and experience required to work safely.

Employers and labour unions have a shared responsibility to take a robust, structured
approach to mentoring new workers. This guide offers a resource-rich framework tailored
to meet organizations at their current state of mentorship program development. While the
primary focus of this guide is health and safety, the principles and best practices outlined
here can be applied to all aspects of mentorship within your business.

To create a successful health and safety mentorship program, organizations must first
identify their objectives, establish a framework for continuous improvement, and determine
what resources can be allocated to mentorship efforts. The following questions can help
guide this assessment:

e Are there any formal mentorship programs in place?
* Are there any informal mentorship arrangements in place?
e Are any staff or external stakeholders already advocating for mentorship?

«  What resources (e.g., budget, time, personnel) are we currently dedicating to
mentorship?

e  What additional resources can we dedicate to this issue?

« Do we have buy-in from all levels: senior management, on-site management, joint health
and safety committees (JHSC), union(s), human resources (HR), etc.?

«  What barriers or challenges might arise while building a program, and how can they be
overcome?

*  What other external resources and supports (e.g., training opportunities, partnerships)
are available?
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Setting goals

Identifying gaps in your mentorship program

After assessment, organizations should set clear and realistic goals for their mentorship
program. This will help create targeted strategies for improvement and ensure that the pro-
gram aligns with the organization’s needs and objectives.

To do so, they must understand what their current program is lacking and where it can
be improved. Use the assessment questions in Table 1to determine any gaps within your
organization’s program. This process will provide the foundation for implementing a
continuous improvement model tailored to your organization’s specific needs.

Table 1: Program assessment and gap analysis

Assessment . .
Program questions Gap analysis Suggested action(s)
Formal What are the Without mentorship Establish clear
mentorship key features and programs, experienced objectives and

programs in
place at your
organization

objectives of
the mentorship
program(s)?
What are the
measurable

outcomes or
goals?

employees can’t share
knowledge with newer
workers formally.

criteria for formal
mentorship
programs

and develop
implementation
guidelines.

Informal
mentor-
mentee
relationships
among
employees

How do employees
engage in informal
mentorship?

What are the
benefits and
drawbacks?

If potential mentors/
mentees aren’t
recognized, newer
workers could miss
out on the benefits of
mentorship.

Encourage and
facilitate forums
for employees to
connect informally.
Recognize and
reward informal
mentors.

Advocates for

Who within the

The absence of

Identify, recognize,

Work Safe for Life

mentorship organization is advocates can limit the | and support workers
initiatives championing program’s visibility. who advocate for
within or mentorship? mentorship.
outside of the Are there
organization external partners
who endorse
and promote
mentorship?
Can these
champions be
leveraged?
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Setting goals

organization

and HR endorse
the mentorship
program?

Are there any
concerns or
hesitations that
can be addressed?

undermine the
program’s success.

Assessment . .
Program e Gap analysis Suggested action(s)
Current and * Are resources Insufficient resources Re-allocate
projected sufficient to meet can limit the resources to
allocation the program’s effectiveness of mentorship
of resources objectives? mentorship initiatives. programs. Align
toward * Have budgetary resources with
mentorship provisions program goals and
programs been made for review periodically.
mentorship
initiatives?
Commitment * Do senior If key stakeholders are Communicate openly
from management, not fully cooperative, and transparently
stakeholders JHSCs, unions, they can create with stakeholders.
within your stakeholders, resistance and Address their

concerns and
demonstrate

the benefits of
mentorship. Provide
training and
awareness programs.
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Barriers and * Are there any Removing barriers Analyze any barriers
challenges organizational, can help the program and develop
that could cultural, or progress and thrive. mitigation strategies.
impact a logistical This might include
mentorship challenges that cultural changes,
program need to be policy adjustments,

overcome? or additional

* How can these training.

barriers be

addressed or

mitigated?
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Implementing your program

Putting your plan into action

Labour union(s) and JHSCs should implement the mentorship program collaboratively.
Doing so reinforces these parties’ overall commitment to workplace health and safety and
strengthens the program’s credibility.

While implementing the mentorship program, focus on the following areas.

Orienting mentors and mentees

Aspiring mentors should complete specialized courses in health and safety. These courses
serve as minimum prerequisites or their equivalent industry-specific qualifications.
Organizations must establish benchmark characteristics they seek in a mentor. Supervisors
and managers should be responsible for assessing potential mentors against these
established criteria (see Appendix C for a sample mentor evaluation form).

IHSA reccomends that mentors complete the following training to enhance their skills, as
per the Training requirements chart (WQOOT):

e Basics of Supervising: Provides an overview of the essential roles and responsibilities of a
supervisor, focusing on effective leadership and communication skills.

e Basics of Supervising - Federally Regulated: Specifically designed for supervisors in
federally regulated industries, this course covers the unique health and safety regulations
and standards applicable to these sectors.

e Basics of Supervising (Virtual Training): An online version of Basics of Supervising.

e Communication Skills for Supervising Health & Safety: Focuses on enhancing
communication skills specifically related to health and safety. Enables mentors to
effectively convey safety messages and instructions.

To onboard mentees, provide new workers with an orientation process and
further-specialized training tailored to their specific roles within the organization.

Defining mentor and mentee roles

Mentors provide their expertise and support to mentees on an ongoing basis. In return, the
organization provides mentors with adequate resources and support.

Meanwhile, mentees actively engage in the mentorship program, which includes attending
all orientations and completing required training. Organizations ensure that mentees have
access to the resources required to fully engage in the program.

To graduate, mentees are evaluated based on predetermined criteria that signal their
readiness (see Appendix A for a sample mentee-evaluation form).

After graduating, mentees are integrated into peer support networks and given pathways to
potentially become mentors themselves in the future.

Employ formal pairing strategies to create effective mentor-mentee relationships. Establish
interaction protocols to facilitate effective communication and relationship-building
between new hires and experienced staff.
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Implementing your program

Duration

The mentor provides guidance and support throughout the mentorship—the length of the
mentoring period varies depending on factors like the size of the company, the mentee’s job
role, and the mentee’s specific needs.

The mentoring program is complete when both the mentor and frontline supervisor agree
that the mentee can work safely with minimal or no direct oversight.

Mentors and supervisors conduct weekly meetings to review the progress of the mentee.
They provide the mentee with regular feedback to facilitate their development.

Responsibilities

Supervisors assign mentors to mentees, assess their performance, and determine the
eligibility of mentees for graduation from the mentorship program.

Mentors provide hands-on training and guidance in safety protocols, while mentees engage
in training and show compliance with safety measures.

The supervisor and mentor meet weekly to assess the mentee’s progress. In the event
of repeated safety violations by the mentee, the supervisor will initiate the mentee’s
termination.

Selecting mentees and mentors

Identify mentees during your company’s new-hire orientation process. Mentees are typically
recognized through a self-evaluation questionnaire or designated by the trade union
responsible for dispatching the employee.

Mentors are chosen from a pool of experienced, mature workers who meet specific
criteria set by the organization. At a minimum, they have five years of experience in the
construction sector and a suite of qualifications, including completion of relevant safety
courses, membership in the JHSC, experience in their industry, and training in formal
mentorship methodologies.

New employees undergo a competency assessment (see Appendix D for a sample mentee
evaluation form). Those with less than a year of experience in their specific job role are
enrolled in the mentoring program. New hires with over a year of experience are assessed
by their direct supervisor. Should the supervisor determine that an employee with more
than one year of experience possesses the knowledge and skills to work independently or
with minimal supervision, then no further action is needed.

Additional policy considerations

To ensure the effectiveness and integrity of the mentorship program, review the following

policy considerations:

A well-defined code of conduct limits organizational liability concerning workplace
harassment and other ethical violations.

» Fitness for duty policies must strictly prohibit employees from working while impaired.
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Appendix A: Sample health and safety mentorship program
template

This template can be adapted to fit your organization’s needs.

Program objective
To establish a structured mentorship program that promotes workplace health and safety,
reduces incidents, and improves workplace culture.

Scope
The policy applies to all employees, temporary workers, contractors, and personnel.

Policy statement mentorship committee
A committee consisting of HR representatives, health and safety experts, and operational
managers oversees the program.

Eligibility criteria
«  Mentors have at least five years of experience in the construction industry with
completed safety courses.

* Mentees are new hires or in roles requiring additional safety training.

Program duration
Minimum of six months; subject to extension based on the mentee’s progress.

Meetings
Held weekly, between supervisor and mentor. Mentor and mentee should give each other
continuous feedback.

Monitoring and evaluation
Program is reviewed at least annually.

Responsibilities
e Supervisors: Assign mentors and evaluate mentees.

e Mentors: Guide and train mentees in all aspects of health and safety.
e Mentees: Actively participate and adhere to all safety protocols.

e HR: Coordinates the program and ensures its smooth operation.

e JHSC: Reviews and approves all mentoring materials and methods.

Consequences for non-compliance

e First violation: Written warning
¢ Second violation: Suspension from the program
e Third violation: Termination from employment, subject to management’s discretion.
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Appendix B: Green Hand/Gold Hand Program

The Green Hand/Gold Hand Program is a health and safety mentorship initiative for the
construction industry that was created by the Canadian Petroleum Council in 2001. It
involves pairing young or inexperienced workers (i.e., green hands) on the jobsite with
experienced workers (i.e., gold hands) who fully understand the company’s health and
safety program.

Increasing the visibility of experienced and inexperienced workers on a jobsite is a proven
method for maintaining site safety: both groups become more approachable to each other,
which makes it easier to ask for help or offer assistance.

The goal of the program is to reduce injuries among new or young workers by encouraging
knowledge sharing and continuous improvement.

For more details about the Green Hand/Gold Hand Program, please visit the BC
Construction Safety Alliance (BCCSA) website: www.bccsa.ca.

Program objectives

* Increase awareness and understanding of health and safety protocols among new
workers.

* Facilitate the development of essential health and safety skills and competencies among
inexperienced or new workers.

* Leverage the expertise of gold hands so they can pass on valuable health and safety
knowledge.

 Reduce the risk of incidents and injuries on construction sites through proactive
mentorship.

e Promote a culture of safety and mutual respect in the workplace.

Selection criteria

Green hands: New or inexperienced workers with less than one year of experience in the
construction industry. These workers are identified by the “green hand” stickers.

Gold hands: Experienced workers with a minimum of five years of experience and a strong
health and safety record. These workers are identified by the “gold hand” stickers.

Pairing process

Green hands are paired with gold hands based on their area of work and specific learning
needs. The pairing is facilitated by the program coordinator.
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Appendix B: Green Hand/Gold Hand Program

Orientation

An introductory session outlines program objectives, expectations, and the roles of mentors
and mentees.

Health and safety training

Green hands complete a refresher course on health and safety protocols, hazard
identification, and risk management.

Mentorship activities

¢ On-the-job training: Gold hands provide hands-on training and guidance on healthy and
safe work practices and procedures.

¢ Regular check-ins: Mentors and mentees schedule meetings to discuss progress,
challenges, and feedback.

¢ Health and safety audits: Joint participation in safety audits and inspections to identify
potential hazards.

¢ Evaluation and feedback: Mentors and mentees provide feedback to continuously
improve the program. Mentor and mentee are evaluated regularly (see appendices C
and D).

Recognition and rewards

Upon successfully completing the program, and successfully passing the health and safety
evaluation, green hands are recognized for their participation and contributions to health
and safety. Certificates and awards may be presented as incentives.
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Appendix C: Sample mentor evaluation form

Sample mentor evaluation form

Mentor Evaluator

Name: Name:

Company: Company:
Evaluation date: Trade:

Trade: Position:

First mentor role with the company? Yes O No O | Years of experience:

Requirements

Evaluation

Does the mentor candidate review
appropriate safe work practices for each
task?

Needs improvement d Good d Excellentd

Does the mentor candidate encourage
workers to report hazardous and unsafe
behaviours or conditions?

Needs improvement d Good d Excellentd

Does the mentor candidate have sufficient
experience in the industry (i.e., more than
one year)?

Needs improvement d Good d Excellentd

Is the mentor candidate a member or
potential member of the JHSC?

Needs improvement d Good d Excellentd

Does the mentor candidate have good oral
and written communication skills?

Needs improvement d Good d Excellentd

Does the mentor candidate take ownership
of and demonstrate accountability for their
own or other employees’ health, safety,
and environment (HSE) performance?

Needs improvement A Good A Excellentd

Has the mentor candidate reviewed the
company’s mentorship program? Do they
understand it?

Needs improvement A Good d Excellentd

Does the mentor candidate understand
job tasks and the hazards and controls
identified in the job hazard assessment
(JHA) and company safe work practices?

Needs improvement d Good d Excellentd

Does the mentor candidate recognize and
correct unsafe working conditions?

Needs improvement d Good d Excellentd

Is the mentor candidate ready to become a mentor? Yes O No QO

Health and safety mentorship guidance
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Appendix C: Sample mentor evaluation form

Sample mentor evaluation form (continued)

Evaluator’s observations:

Evaluator signature:

Supervisor name:

Signature:

Date:
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Appendix D: Sample mentee evaluation form

Sample mentee evaluation form

Worker Evaluator
Name: Name:
Company: Company:
Trade: Trade:
Prior experience: Position:
Evaluation criteria Traln_mg Acceptable _Needs
required improvement
Safe work practices N/A Q Qa
Teamwork and communication N/A (| a
Follows instructions N/A a Qa
Professional attitude and work ethic N/A a a
Provincial health and safety awareness Worker HSE a a
training completed awareness
Company orientation completed Company a a
orientation
Review company rules and disciplinary Company a a
process orientation
Review company reporting procedures Company a a
orientation
Complete WHMIS training WHMIS 2015 a a
Identify work-related safety hazards and Company JHA a a
controls
Review three job-related safe work practices (SWP)
1. SWP review
2. SWP review
3. SWP review
Evaluator/supervisor comments:
<QIHSA ca
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Appendix D: Sample mentee evaluation form

Sample mentee evaluation form (continued)

Is the mentee ready to graduate from the program?

Yesd Nod

Evaluator signature:

Signature:

Date:
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