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Background
This report is the result of eight months’ research into 
the origins and evolution of mentoring, and an in-depth 
analysis of a successful structured female mentoring 
programme. This section serves as an introduction 
to the subject, the research and our supporters, and 
provides a summary of our key findings. 
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Welcome
Mentoring is the oldest, and most simple, form of people 
development, yet is sometimes seen as the poor relation to 
coaching. Having worked with both for 20 years, I’m delighted to 
see mentoring evolve, taking its rightful place as a powerful tool 
for creating positive change for individuals and organisations.  

I love the simplicity of mentoring. At its core is two people learning from each other, 
sharing stories and offering a space to explore ideas and opportunities. At Moving Ahead 
we’ve worked with more than 4,500 mentors and mentees across 150 organisations. 
We wholeheartedly believe in mentoring, and – in the spirit of the growth mindset we 
advocate to those mentors and mentees – wanted to put it to the test; to identify what’s 
working, how it’s working and use that knowledge to accelerate ongoing growth in the 
mentoring field. That’s what this research project is for.

The power of mentoring in the context of developing gender diversity is something I have 
a real passion for and belief in, and I’m seeing an increasing emphasis on mentoring as 
a solution to the gender balance challenge. Many organisations are investing time and 
effort into mentoring programmes as they strive to develop the pipeline and parity of 
women in leadership roles. 

This commitment is a testament to the appetite for employees to receive best practice 
mentoring, and for firms to offer it. Yet, as the 30% Club recently identified, this is not simply 
a women’s issue, it’s a business issue: ‘Mentoring encourages an individual to be more 
confident, face more challenges and achieve more success’. In a world where the benefits 
of a truly diverse workforce are being increasingly understood and valued, mentoring is 
becoming a ‘must have’ component in strategies seeking to achieve gender parity.

Organisations approach gender-based mentoring in different ways, with a range of 
formal and informal solutions implemented across many organisational layers and 

Liz Dimmock
FOUNDER AND CEO, MOVING AHEAD

cross-sector projects. This study examines the impact of a number of such schemes and 
interventions across a wide range of organisations from several different sectors. We have 
considered the impact of mentoring from an individual – both mentee and mentor – and 
organisational, perspective and also sought to draw some broader conclusions around 
the resulting societal effect of the mentoring programmes in question.

Yet it is not only a literature review. We include practical reports from mentors and 
mentees, and the organisations implementing successful mentoring programmes as well 
as special insights from those I consider experts. Individuals like Dame Helena Morrissey, 
Google’s Kirk Vallis and Dr Michael Kimmel are helping shape the field of mentoring in 
real time. I’m proud to have captured something of their wisdom here. 

It’s clear that when mentoring is done well, it creates a ripple effect that enhances 
broader development programmes, broader diversity and also, crucially, inclusion. As 
they say, the rising tide lifts all boats; I’m confident that we’ll see the effects of gender-
based mentoring expand to benefit women and men, the organisations they work for 
and lead, and society as a whole. This is an exciting time to be part of the mentoring 
conversation, and I’m delighted to share this report with you.

Liz Dimmock
FOUNDER AND CEO, MOVING AHEAD

Foreword
Dimple Argawal
GLOBAL LEADER, ORGANISATION 

TRANSFORMATION & TALENT, DELOITTE

At Deloitte, we are clear that diversity is an outcome of an agile 
and inclusive environment, underpinned by respect. Research 
has proven that when a group of individuals is diverse, its 
collective intelligence is richer and stronger. It is vital that 
we achieve gender balance in our organisations and that we 
embrace the many other aspects of diversity that are critical 
to our success. We have set ourselves a clear target: by 2020, 
25% of our partners will be women. We are taking bold steps to 
achieve this, attracting more women into our firm and ensuring 
that we both retain them and provide the support required for 
them to progress.

We recognise that we are on a journey and that meaningful change will take time, but 

we are already seeing the results of our actions. Female representation at partner 

level increased from 15% in June 2014 to 19% in June 2017. Female attrition at 

manager and senior manager level has decreased significantly, and a 2016 survey 

showed an increase in the engagement of women. 

When focusing on the development of our future leaders, the role of mentors cannot 

be underestimated. I know there have been times in my career when challenge and 

support from my mentors has empowered me to make bolder choices and take on 

more senior, stretching roles. These have enabled me to grow at pace and find great 

personal satisfaction and success.

Through our partnership with Moving Ahead and Women Ahead, we are proud to 

participate in a number of external mentoring programmes, such as the 30% Club 

Cross-Company mentoring programme, and we have seen both mentees and mentors 

develop significantly from these programmes. This in turn translates into benefits for 

our business and our clients. I encourage you to read this report and reflect on the 

role mentoring plays in the development and progression of women in your business, 

and look forward to continuing this conversation.

                      © Moving Ahead 2017
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If you only read 
one page… 

in-depth 
interviews 

Feedback 
from 

Unleashing the full 

potential of women in the 

workplace could be worth

Structured, formal, gender-based mentoring 

programmes have a pronounced positive effect on 

women’s confidence, organisational culture, and 

development best practice, and help create skilled, 

empathetic and accessible leaders of both genders.

of participants in a Women Ahead 

or Moving Ahead mentoring 

programme feel empowered by 

their mentoring relationships.

When CEOs ask me for advice about 
how to accelerate progress towards 
a more inclusive, more engaged 
workforce, I always start with the 
suggestion that they themselves 
become a mentor, and encourage 
their direct reports to do the same.

Dame Helena Morrissey, 30% Club Founder 

41

 mentors and mentees 
6,000+

The
conclusion
Effective mentoring is not 

only turning the gender dial, 

it is paving the way for a more 

inclusive, connected and 

diverse workforce and society.

£15–23 billion
to the UK economy.1

My mentee opened my 

eyes to the fact that 

gender inequality is 

real and there is a huge 

change needed. 

Male mentor, 30% Club 
Cross-Company mentoring 
programme  Per person, 

It is hard to believe that 

any organisation serious 

about retention is not 

investing in mentoring. 

Prof David Clutterbuck

Practice Lead, David 

Clutterbuck Partnership

Enable time to think  

Foster meaningful connections 

Shine a light on privilege and perspective 

Provide two-way inspiration

Empower and develop confidence

Develop core transferable skills 

Generate creativity and innovation 

Make people feel valued

Increase retention 

Create empathetic leadership

Accelerate culture change

Our research 
shows that effective 

mentoring can...

£1,467

£300
vs. 87% The right mentoring relationship can  

be enriching and life changing for  
both parties.

than traditional 

leadership training.

mentoring costs 
five times less

A clear purpose for the mentoring programme

Positive buy-in from all key stakeholders

Advocacy and support from senior leaders

Clarity of roles for mentors and mentees

Effective mentor and mentee matching 

Robust preparation, briefing and training 

Appropriate resource commitment 

Recognition of the importance of mentoring 

Insightful monitoring and evaluation 

1.

2.

3.

4.

5.

6.

7.

8.

9.

There are nine requirements for effective 
mentoring programmes:

Michael Cole-Fontayn, BNY Mellon
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Case study 
Spotlight on  
mentoring at Deloitte
Mentoring within Deloitte provides practical support to employees 
at pivotal points throughout their careers. Internally, everyone is 
encouraged to find an informal mentor as and when they need one. As 
individuals become more senior, they are allocated a partner sponsor, 
as well as a coach, to work with them on their strengths and develop 
identified areas. The goal – from a business perspective – is to increase 
staff engagement and retention rates and improve gender balance at 
senior levels, as well as to develop collaboration and understanding 
across business areas. 

Investment into mentoring is 

crucial for our organisation as it 

develops and supports our most 

valuable resource: our people. 

Dimple Argawal, Deloitte

Externally, Deloitte participates in the 30% Club Sport and 

Business and Athlete-to-Business mentoring programmes, in 

which senior mentors from the organisation are paired with 

mentees from sporting organisations and athletes respectively. 

From a gender diversity perspective specifically, Deloitte 

has piloted a Women in Leadership Manager Development 

Programme and also offers the external 30% Club Cross-

Company mentoring programme, which aims to provide 

additional support for women within Deloitte to grow and 

develop their potential. 

Recognising that there are a number of key factors for 

success within the mentor-mentee relationship, Deloitte 

places significant emphasis on matching and training. From 

this year onwards mentors and mentees will self-nominate 

to demonstrate their capacity for and commitment to their 

mentoring programme. They are matched based on a number 

of considerations including service area, individual need 

and grade (level) within the business, with mentors being at 

least two grades above mentees, and are given training on 

questioning, listening and building rapport, as well as ongoing 

support. 

Mentoring an individual from a 

completely different background and 

industry has forced me to develop my 

listening skills to fully understand the 

challenges she faces.

I am taking my learning as 

a mentor back to my team 

at Deloitte and also with my 

own clients, enabling me 

to fully understand their 

challenges and deliver a 

better service.

As an organisation, Deloitte is seeing the benefits of these mentoring programmes, which include 

greater levels of employee engagement, increased retention of women at senior grades and an 

evolving culture of development, coaching and support. These changes translate into benefits 

for their clients too, with leaders observing more meaningful connections with clients and more 

diverse, high performing teams. With tangible benefits such as these, mentoring programmes will 

continue to be an important part in Deloitte’s journey to greater diversity and inclusion.

Benefits for Deloitte

Mentors at Deloitte are highly passionate about supporting their mentees and seeing them develop. 

As well as being directly inspired by the relationship, many report feeling rewarded by the process 

of supporting others and being able to use their skills in a new way. On external programmes 

in particular, such as the 30% Club Sport and Business mentoring programme, mentors find it 

challenging to work outside their everyday environment and are discovering that they need to rely 

more heavily on broader skills such as questioning and listening, in order to connect with and 

support their mentee effectively. They then bring these enhanced skills back into the organisation, 

which improves client relationships, as well as internal communications and support to teams. 

Mentors are frequently keeping in touch with their mentees on a long-term basis and beyond the life 

of any programme.

Benefits for Deloitte mentors
Mentees at Deloitte report increased confidence as well as better 

awareness and understanding of their skills and development 

areas. They’ve been encouraged to think about their direction and 

focus, and have received support in navigating transitions and 

pivotal points in their careers. They also feel more prepared and 

better able to cope with challenges or difficult situations.

Benefits for Deloitte mentees 

My mentor has helped me 

progress my career and focus 

on where I want to go in the 

future. I was promoted in 

December and have a lot to 

thank my mentor for.

Gaining confidence and better 

understanding of my skills 

and attributes has resulted in 

me being prepared to make 

more aspirational decisions 

about my future.

                      © Moving Ahead 2017
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Introduction to 
the research
Jane Booth
HEAD OF RESEARCH, MOVING AHEAD

Mentoring as a structured tool to support individual 
development, career progression and personal change has 
become increasingly popular during the past 35 years. The 
value of mentoring for organisations is also being recognised, 
as it is increasingly used to support workforce development 
and cultural shifts in a constantly changing and dynamic 
workplace environment. From nursing to education to 
business, the benefits of mentoring within various sectors are 
becoming ever more documented. 

However, despite the growing body of research around mentoring, and its obvious organisational 

and individual benefits, there are significant gaps in the literature, particularly around the 

long-term impact for individuals, organisations, the wider workforce and culture. Much existing 

research is from the US, and while there are a growing number of reports considering the 

specific benefits of mentoring for women, studies tend to be small scale and largely theoretical, 

focusing on impact for mentees rather than for mentors and organisations. 

is to make a significant and robust contribution to the field, demonstrating the 

value, and immediate and long-term impact of formal mentoring programmes to 

individuals and organisations, with a particular focus on gender diversity. It has 

been inspiring to hear how the organisations involved are using mentoring to create 

change within their communities and networks. The outputs of this project will 

explore the true value and impact for organisations choosing mentoring as part of 

their broader learning and development, and diversity and inclusion, strategies. 

intention
 of this

The

study...
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Approach and 
research scope
This research was carried out using a ‘theory meets practice’ 
approach combining an academic, desk-based literature review 
with the practicalities of ‘real world’ insight. 

Adopting a qualitative approach, we conducted more than 40 in-depth, semi-structured 

interviews with a range of organisations from different industry sectors and with 

varying degrees of experience in mentoring for gender diversity. We also undertook a 

comprehensive review of the 30% Club Cross-Company mentoring programme – the 

largest gender based cross-company mentoring programme in the world. 

mentors and mentees 

from 76 companies

An in-depth profile of the 

30% Club Cross-Company 

mentoring scheme

2,264
engaging...

...organisations across 14 

sectors, employing more 

than 1.9 million  

people in 170+ countries.

41
global ...interviews with global heads of learning 

and development, senior HR managers, 

programme partners, mentoring leaders 

and subject-matter experts

One-to-one

6,000 
Research represents

mentors and mentees

75% of which focused on 

gender diversity

engaged in 97 structured 

mentoring programmes

For mentoring to be taken seriously as 

a valuable personal development tool, 

it is important to be able to prove the 

learning benefits for both parties and 

the sponsoring organisation.

Jones, 201214
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1716

What is mentorship? Where did it originate? And 
how is it being used in modern business? This 
section explores the different ways cultures and 
organisations have adopted and transformed the 
idea of mentorship. Don’t miss the Moving Ahead 
definition of mentorship and the benefits for 
individuals and organisations.  
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The first mentor Mentoring is…
A universally agreed definition of mentorship has, up to now, 
eluded us. Differences in culture and perception, and overlap 
with concepts such as coaching, all contribute to inconsistencies 
in how it is understood and described by experts in the field. 

Mentoring is off-line help 

by one person to another 

in making significant 

transitions in knowledge, 

work or thinking. 

Clutterbuck and Meggison, 1999

Mentoring is a formal process 

within an organisation 

that promotes the career 

development of the protégé to 

the benefit of the organisation 

and the individual. 

Anderson and Shannon, 1988

Mentoring is a relationship 

in which a person of greater 

rank, experience or expertise 

teaches, guides and develops 

a novice in a profession.

Alleman et al, 1984

Mentoring is a long-term 

relationship that meets a 

developmental need, helps 

develop full potential, and 

benefits all partners; mentor, 

mentee and the organisation. 

	
Faure, 2006

Mentoring is a formal learning 

relationship within an 

organisational context. Mentors 

support and challenge mentees 

to recognise their career 

potential and work towards their 

personal and professional goals.
 
Jones, 2012

The term 

‘mentor’ 

Many recognised characteristics of an effective mentoring 

relationship have strong ties to the story of Athena, Odysseus 

and Telemachus. A mentor often has greater or different 

experience and knowledge than their mentee. A mentor 

has influence over the mentee’s activities (but does not 

control them), and may intervene on the mentee’s behalf. 

And, whether ancient Greek or modern day, trust is a key 

element in the mentorship relationship. These qualities can 

be considered critical ingredients for successful mentoring 

programmes and are a useful jumping off point into the 

tricky business of defining mentoring. 

...originates from Greek mythology involving Athena, the legendary hero 
Odysseus, and his son Telemachus. In the myth, Athena disguises herself 
as a character called ‘Mentor’ and encourages Telemachus to set off on 
a successful quest to find his father and defeat their enemies. Athena’s 
guiding role is the source of the name ‘mentor’ we use today. Athena’s 
relationships with Telemachus and Odysseus highlight two aspects of the 
goddess’ character, and also distinct cultural approaches to mentoring. 

Firstly, Athena is seen as a ‘protector and champion’; 

someone who shields Odysseus from his enemies using her 

power and experience. This interpretation of mentorship, in 

which a mentor is a ‘more senior, more powerful person, 

who uses their influence on behalf of a more junior 

favourite’2, has been adopted in the US to enable career 

advancement for women, and is increasingly seen in the UK 

and Europe. The term ‘protégé’ – someone who is ‘protected’ 

– stems directly from mentoring viewed in this way.

However, European organisations and cultures have 

more readily adopted a style of mentoring that relates 

to Athena in her primary persona as goddess of 

wisdom. Drawing on the dialogue between Athena and 

Telemachus – a dialogue that deepened Telemachus’ 

thinking, self-awareness and development, yet 

ultimately led to both parties reflecting on, and 

learning from, their experiences – this kind of 

mentoring focuses on quality of conversation. In this 

report, we’ll primarily focus our attention here. 
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Mentoring 
enables… What mentoring 

means to us 

Mentoring is a two-way relationship 
based on an exchange of 
knowledge, experience and trust. 
It is an ongoing conversation that 
builds personal and professional 
competencies and insights with 
the aim of maximising potential, 
improving performance and helping 
the mentee become the person they 
want to be.

While we may not be able to say with 
consensus what mentoring is, we can, with 
confidence, draw on common themes to 
define what good mentoring enables.3

It is 

longer-term 
in nature than a ‘one-off’ 

conversation.

the theory-practice gap by aiding the transfer 

of theoretical or skills-based knowledge.

Mentoring 
centres on 

bridging 

evolutionary. 
Relationships are likely to change 

over time as both mentor and 
mentee develop.

It is 

with mentors serving as 

advocates, advisors, and 

promoters.

MENTORING 

FOCUSES ON 

BEHAVIOURS 

SUCH AS

advising

nurturing

modelling

introducing

counselling

advocating

supporting

on the provision of support, 

guidance or development within 

a certain context – this may be a 

work structure or professional/

organisational setting.

It

focuses

openness
trust

It shares a high degree of 

between mentor and mentee, 

which ultimately provides the 

basis for honest and truly 

transformational conversations.

&

usually for the mentee, but  

recognises that learning and 

development can be two-way.

Good mentoring has

DEVELOPMENT
a generic objective of
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Types of 
mentoring

With roots in the ancient Greek notion of a mentor as a ‘protector 

and champion’, a sponsorship-type mentor intervenes to support and 

promote their mentee’s professional development. Learning is primarily 

one-way, with knowledge of the perceived more senior, experienced and 

wiser mentor passed down to the mentee. Popular in the US and within 

sectors such as education and entrepreneurship, sponsorship mentoring 

is also seen as an effective tool to support the progression of minority 

groups, including women, to senior positions within an organisation.

Sponsorship mentoring 

In a peer mentorship, individuals of similar status come together to 

provide support within a mutually beneficial relationship, with the role 

of mentor and mentee sometimes flipping during conversations as 

challenges arise. Peer mentoring can help organisations overcome 

constraints around a more traditional approach, for example a lack of 

female role models to mentor aspiring women leaders. Peer mentoring 

for women provides a useful tool whereby women of similar levels can be 

matched for the purposes of mutual growth and support. 

Peer mentoring

In reciprocal mentoring, both parties adopt the role of mentor and 

mentee, switching between meetings or throughout a conversation. 

Reciprocal mentoring has most likely grown from recognition of the 

two-way benefits of mentoring. With neither person having seniority, it 

naturally lends itself to organisations with a flat structure, or where the 

objective is to develop an under-represented group, for example women 

in management. It also helps employees learn quickly in a constantly 

shifting organisational landscape and so supports organisations in 

staying agile and competitive.

Reciprocal mentoring

This approach brings together one or more senior leaders or 

experts (mentors) and a group of mentees to achieve specific 

goals. Largely facilitated by the mentors, every member of 

the group is expected to take an active role in challenging 

and supporting each other. Considered a cost-effective way 

to accelerate learning, it also has a strong networking benefit 

and so is increasingly used within organisations seeking to 

implement development programmes for women.

Group mentoring

Reverse mentoring, where a junior mentor is paired with a more senior 

mentee, is generally credited to Jack Welch, former CEO of General 

Electric, who in 1999, instructed 500 of his top mangers to partner with a 

younger employee to learn about the internet.1 This innovative approach 

helps encourage cross-generational collaboration and supports aspiring 

leaders. However, mentees must recognise the value of the knowledge 

and skills offered by junior employees, who must, in turn, be supported in 

sharing it. 

Reverse mentoring

Virtual mentoring, in which online conversations take the place 

of face-to-face, can be useful for organisations limited by 

geography, logistics, time or available expertise. Many argue 

that the social aspect of mentoring is important, and, with 

non-verbal cues removed, communication is more challenging, 

however pairs may find it easier to speak openly online and at 

a distance. And it is clear that virtual mentoring can widen the 

pool of potential mentors available for women and remove many 

of the biases that might exist towards aspiring female leaders. 

Virtual mentoring

There is much debate about whether speed mentoring truly can be 

defined as ‘mentoring’, given that meaningful mentoring is founded 

upon a relationship, which takes time to cultivate. However, speed 

mentoring has the potential to act as a catalyst for long-term mentoring 

relationships, as fast, facilitated conversations help individuals identify 

potential mentors/mentees with whom they have chemistry. Equally, 

speed mentoring has been recognised as an effective way for individuals 

to expand their personal network and build new contacts. 

Speed mentoring

These are some of the core types of mentoring, however, there are many variants and 
innovations around mentoring now in existence. These include mentoring for specific target 
groups, e.g. gender, parental and graduate, and also mentoring in different environments, 
such as internal, cross-company or cross-department. As mentoring continues to evolve as a 
development tool, we will continue to see innovations within the field that push boundaries 
and explore the true potential of effective mentoring. While traditional mentoring is still 
prevalent within mentoring today, there is now increasing variety within the types of 
mentoring and how they are deployed across the globe. Here are some examples:

This is a one-to-one relationship between a more experienced, often older 

mentor and a less experienced, often younger mentee. The core aim of the 

relationship is to support the development of the mentee as they seek to 

grow their personal and professional competencies and work towards a 

specific goal, transition or key learning. By sharing knowledge, experience 

and perspective, the mentor will guide their mentee and help them to set 

goals, take action and track progress towards their desired focus. This 

form of mentoring is widely used by organisations as a tool to support 

women throughout their career and into more senior positions. 

Traditional mentoring
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Formal vs. 
informal 
mentoring

Informal mentoring has little structure or 
is loosely structured based upon chemistry 
between two partners. It will sometimes 
even develop into a long-term friendship.

Informal mentoring can be beneficial because it is based on a supportive 

relationship that naturally develops between two people. However, a 

consistent insight arising from this research is that organisations introducing 

informal mentoring schemes often see minimal take up, lack of sustained 

momentum, and lack of positive change. It is common that only the most 

proactive individuals opt in, while those perhaps most in need of support are 

not put forward, and mentoring relationships instigated without training and 

ongoing support can fizzle out. Therefore, despite pockets of good progress, 

informal mentoring has not been able to achieve broad-scale, long-term 

impact.

At Moving Ahead, we believe that if an organisation invests in mentoring 

programmes it must see a positive return, from both an individual and 

organisational perspective. Formal mentoring programmes are simply 

the best way to activate and measure this return. A structured approach 

to mentoring helps organisations manage and measure its impact, so the 

mentoring process is better integrated into individual career development 

and planning rather than being left to chance. Formal programmes are also 

seen to benefit both the individual and their organisation.

mentoring – which is more effective?

Formal InformalOR

Formal mentoring is structured, is based on 
a specific business objective, is often measured, 
and brings people together on the basis of 
compatibility. A formal relationship typically 
lasts for a specified amount of time then ends 
(although sometimes a mentoring pair may 
continue their mentoring relationship informally). 

Chaudhuri and Ghosh, 2012

Qualities of formal mentoring

•	 Initiated by the organisation

•	 Driven by the organisations’ agenda

•	 Mentor and mentee matched by a third party

•	 High organisation visibility

•	 Meetings structured by facilitator

•	 Shorter-term, pre-determined endpoint

Qualities of informal mentoring

•	 Initiated without organisational support

•	 Individual driving forces

•	 Mentor and mentee self-select

•	 Low organisation visibility

•	 Unstructured meetings, as needed

•	 Long-term duration

Informal mentoring 

relationships are great, 

but the structure of a good 

formal programme allows 

organisations to better evaluate 

the impact and understand the 

real benefits of mentoring. 

Lucinda Wakefield
CAO Business Analyst, BNY Mellon
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The benefits of 
mentoring for 
organisations Formal mentoring programmes 

have taken their place as 
imperative talent management 
tools that cutting-edge 
organisations are using to 
gain significant competitive 
advantage.

Dinolfo and Nugent, 2010

The outcomes of mentoring for organisations have to date attracted 
less research than outcomes for mentees and mentors, particularly 
outside the US, however some themes are consistent: in dynamic 
and constantly changing working environments, formal mentoring 
programmes are often seen as a cost effective way of supporting 
staff, developing talent and transforming culture4. Employee 
motivation, job performance and retention rates are also improved. 
However, there are even more significant benefits.

An effective corporate culture – which uniquely defines an organisation and 

how it does business – must be understood and embraced by employees. 

Researchers have likened a structured mentoring system to a traditional 

society in which elders pass down cultural stories and traditions through 

conversation, ‘strengthening and assuring the continuity of organisational 

culture’.5 As long as the understanding of the culture being transferred 

down an organisation is aligned to its true values, the benefits are clear. 

There are ‘bottom up’ benefits, too. Open, honest, two-way conversations 

allow senior management mentors to get a handle on concerns arising 

lower down the hierarchy and deal with them quickly and appropriately.

There is also evidence to suggest that formal mentoring programmes 

increase the attractiveness of an organisation to future employees. In a 

2003 report, knowledge organisation Catalyst stated that ‘the availability 

of a formal mentoring programme for new hires sends a strong message 

to potential candidates about a company’s commitment to its employees’.6 

High performing organisations recognise the need to recruit and retain high 

performing people and therefore invest in a number of strategies to develop 

and support their workforce at every level.7 As awareness of the benefits 

of mentoring grows through both academic and practical research, formal 

mentoring programmes are increasingly becoming part of an organisation’s 

toolkit for learning and staff development. 

Some 20 years ago, there was a transatlantic rift over 
whether formal or informal mentoring was more effective. 
In the US, quantitative studies appeared to show that 
informal mentoring delivered more value than formal. Yet 
in Europe, case study data showed exactly the opposite. 
Not only did well-designed formal programmes deliver 
extensive value for mentees, mentors and organisations, 
but informal mentoring was often damaging, because 
mentors did not understand their roles. 

‘The value of 
formal mentoring’
A special insight on formal and 
informal mentoring programmes

PRACTICE LEAD, DAVID CLUTTERBUCK PARTNERSHIP; 

AUTHOR OF ‘EVERYONE NEEDS A MENTOR’

From

Prof David Clutterbuck

The key organisational benefits to formal mentoring 

programmes are social inclusion, retention, 

knowledge sharing, individual development, skills 

development and talent development.

Interestingly, in recent years a level of doubt has been cast upon the  

US-based data that advocates informal mentoring as the most beneficial form. 

Many question marks have arisen because of the tendency for US mentoring 

programmes to adopt a more sponsorship-based approach that can confuse the 

role of sponsor and mentor. Equally, issues were highlighted around the use of 

the line manager as a sponsor; something generally avoided in Europe because 

it is near impossible to maintain the level of open dialogue required in effective 

mentoring when one person has hire and fire authority over the other.

Having identified these issues, more recent qualitative and anecdotal 

evidence suggests that when an organisation achieves a tipping point in terms 

of the volume of people who have been exposed to effective formal mentoring, 

the quality of informal mentoring also increases dramatically. So it's less a 

matter of formal versus informal, than raising the quality of both! Formal mentor 

training also turns out to be one of the most effective ways to help line managers 

adopt a coaching style of leadership, because it provides a safe place to practice 

developmental dialogue.
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The benefits of 
mentoring for 
individuals    

An increasing awareness of mentoring as a mutually 

beneficial relationship has helped drive an interest in 

outcomes for mentors, and there is growing recognition 

that ‘the mentoring experience can be synonymous with the 

personal development of the mentor’11. Not dissimilar to 

benefits experienced by mentees, mentors reported feelings 

of increased personal and job satisfaction, and enhanced 

recognition within and commitment to their organisation 

from their mentoring relationships. For senior employees 

who commit to mentorship, the benefits are certainly evident. 

There is an increasing awareness of the benefits of formal mentoring, particularly 
in terms of its value to employee learning and development.8 Most early research 
focused on the mentee, but in more recent years, studies have also begun to 
consider the impact on mentors, particularly in view of the two-way learning that 
emerges from the more modern forms of mentoring (e.g. reciprocal, reverse, peer). 

Studies of formal mentoring programmes across a variety 

of sectors, including sport, law and education, propose a 

number of core benefits for mentees. Employees who have 

been mentored are reportedly ‘better educated, better paid, 

less mobile and more satisfied with their work and career 

progression’.9 Career outcomes noted from a specific study 

of female lawyers in Canada included increased earnings, 

perceived promotional opportunities and sense of connection 

to the organisations, with emotional outcomes including 

career satisfaction and intent to stay in the profession.10 

The Millennium Group highlights that 
mentoring is often now considered best 
practice when it comes to staff development. 
These statistics from 2009 demonstrate the 
impact that formal mentoring programmes 
had on retention, promotion, productivity and 
development across a range of companies and 
sectors in the United States at that time: 

list mentoring as one of the three most 

effective strategies to enhance women’s 

advancement to senior management

44%

of 
CEOs

of companies

77%
report mentoring 

programmes were effective 

in increasing retention

companies 
offer mentoring 
programmes

78%
of Fortune’s 

top
25

list mentoring as criteria 
for selecting an employer 

after graduation

More than

80%
of college and 

graduate students

use mentoring to 

support learning in 

their organisations

71%
of Fortune 

companies
500

of employees who do not 
receive regular mentoring 
look for another job within 

35%

 12 months

of executives 
96%

say mentoring 
is an important 

development tool 

of executives

75%

indicate that 
mentoring played a key 

role in their careers

 with training alone 

Management productivity 
increased by

88% 
when mentoring was 

involved, versus

24%

said the 
experience 

motivated them to 
do their very best

95%
of mentoring 
participants 
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3130

Discover the specific benefits of mentoring women at 
key points during their careers, including before the 
transition into senior leadership and after becoming 
parents. A case study of the 30% Club Cross-Company 
mentoring programme makes the case for gender-
specific structured mentoring and Dr Michael Kimmel 
explains why men need mentors, too. 
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Why do diversity and 
inclusion matter?

Creates innovation 

‘Diversity is a key driver of innovation and  
is a critical component of being successful  
on a global scale’

‘As innovation becomes a key differentiator  
for the world’s largest companies these 
organisations increasingly see that having a 
diverse and inclusive workforce is critical 
to driving the creation and execution of new 
products, services, and business processes.  
For executives in charge of diversity and  
inclusion, this is paramount to building the 
business case for their efforts.’

Strengthens our economy 

Increasing women’s participation in the labour 
market – through increased employment, and 
higher paid or higher-grade roles – could be 
worth £15–23 billion or 1.3 to 2.0% of GDP.

Warning!

However, research on workplace diversity 
is unanimous on one thing: it can go wrong. 
Organisations without a proper managerial or 
cultural understanding of diversity can end up 
with heightened conflict and reduced productivity. 
There is a clear argument for actively managing 
diversity rather than assuming we will all 
naturally derive the benefits. 

Improves bottom line performance 

‘There is a positive relationship between financial 
performance and greater diversity in leadership’

‘In a like-for-like comparison, companies with 
at least one woman on the board would have 
outperformed stocks with no woman on the board 
by 26% over the course of the last six years’

‘For every 1% rise in the rate of gender diversity 
and ethnic diversity there is a 3% and 9% rise in 
sales revenue respectively’ 

Attracts and retains talent 

‘86% of female and 74% of male millennials 
consider employers’ policies on diversity, equality 
and inclusion when deciding which company to 
work for’

Benefits of an active diversity strategy include, 
‘higher staff motivation, higher staff retention, 
reduced recruitment costs, improved employer 
image and improved talent pool’ 

Engages employees and clients

‘Being a diverse employer can also enhance 
business reputation, thereby attracting top 
employees, customers and suppliers’ 

‘Greater racial diversity is associated with better 
outcomes in sales revenue, number of customers 
and market share and profitability’

In the Moving Ahead Guide to Inclusive Leadership (2017)  
we highlighted that diversity has the following benefits:
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Female managers 
can account for 

64%
of turnover within 
an organisation.

£780,000 

What is  
diversity worth?

If we start off with 50% men and 

50% women, invest the same in 

them, yet after 15 years lose more 

women than men, there’s a basic 

financial argument for getting 

diversity right.

Mark Bomer

Senior Partner, BDO

...modern organisations can invest less and 

make more by placing diversity high on their 

agenda, and mentoring is a powerful and proven 

way route towards diversity.

Hiring and training a replacement 

is estimated to cost the equivalent 

of six to nine months’ of their 

salary. Other reports estimate the 

costs to be even higher.15

For every £1 earned by a 
man, a woman earns 81p.12

The gender pay gap is well-trodden 

ground, but what about the impact 

of the gender skills gap? 

Businesses failing to maximise 

the potential talent within the 

marketplace will naturally 

see that loss reflected in their 

bottom line.

49%

33%

£23
billion

Women make up 49% of the global 

workforce. In other words, just under 

half the world’s available skills, talent 

and education is female.

Yet, 33% of global organisations 

and 36% of British organisations 

have no women in senior 

management roles.

The Women and Work Commission 

reports that increasing women’s 

participation in the labour market 

– through increased employment, 

and higher paid or higher-grade 

roles – could be worth £15–23 

billion or 1.3 to 2.0% of GDP.13

Female managers are 1.6 times more likely to leave an 

organisation than their male counterparts. 

There is a cost to successfully hiring educated and skilled 

women, investing in training and development, then failing 

to retain them as they move up the corporate ladder. 

For companies with 

300–400 managers, that 

equates to up to 

An externally managed and implemented nine-
month formal mentoring programme is proven 
to help women develop the confidence they need 
to progress and put their valuable skills to use, 
and costs five times less than an average three-
day leadership programme in the UK. 

Mentoring also has the added – and substantial – advantage of allowing new 

knowledge and skills to be activated and embedded over a long-term period, 

with feedback and support.

There are less tangible costs to consider, too. A lack of diversity represents 

a lack of diverse thinking, creativity and innovation; in a competitive 

marketplace few organisations can afford to miss out on the financial 

returns of such an advantage. It also, and increasingly, reflects poorly 

from a client or potential client perspective. It’s common to hear from the 

professional services firms we work with that clients wish to see their own 

diversity reflected back to them in the meeting room, and want to work with 

organisations whose values and priorities reflect their own.

...taking part in a recent study 

said that access to the right 

development resources provided 

them with the opportunity to 

develop their careers. 

are more likely to be 

promoted and 75% expect 

to progress further at their 

current organisations. 

81%
of women 42%

As a result...

conclusion
is clear

The
14

35
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Mentoring for 
gender diversity
The business case for diversity is impossible to ignore. 
Government initiatives such as the HM Treasury Women in 
Finance Charter actively encourage organisations to consider  
their diversity and inclusion strategies and to implement long-
term solutions to the obvious gender gaps across every industry. 

Of the top 10 strategies to reach targets for women in senior management disclosed by 

the first wave of signatories to the charter, mentoring opportunities ranked fourth, with 17 

of the 71 organisations already investing in them and many more expected to follow suit.

The benefits of mentoring are becoming more evident all the time, yet studies 

show that women are unlikely to instigate their own mentoring relationships. 

Reasons include failing to recognise the importance of having a mentor, lack of 

access to appropriate mentors and lack of senior women to become mentors.19 

Average female representation on boards is currently 14%; only in 5 countries 

have women broken the 30% participation threshold: Iceland, Norway, France, 

Latvia and Finland.20 The persistent lack of women at the highest levels of 

organisations poses a particular challenge in designing and implementing 

gender-based mentoring programmes; not simply because it makes for a very 

small mentor pool. 74% of women agree that role models have inspired them to 

develop their careers, yet only 51% actually see female role models in positions 

they aspire to fill. As the saying goes: you cannot be what you cannot see.

Mentoring is a vital tool in identifying and developing female 

role models of the future – those who will show the next 

generation what’s possible and mentor them to achieve their 

professional ambitions. Over time, this has the potential to 

create dramatic shifts in diversity and culture. Until then, 

there is a need to consider more non-traditional approaches 

that recognise the value of the skills and knowledge of more 

junior women, such as reverse and reciprocal mentoring. 

Senior men also need to be engaged as mentors. Cross-

gender mentoring has the particular advantage of giving 

men a direct insight into the issues and challenges faced 

by women in their organisation, industry or sector, and 

within the wider workforce, and unites men and women in 

addressing gender inequalities.

It is no surprise, given the diversity agenda and powerful 

benefits of mentoring, that female-focused formal mentoring 

programmes are becoming a fundamental part of HR and 

diversity strategies. We are also seeing that formal, well-

resourced, gender-based mentoring programmes can lead 

to a renewed emphasis on development in wider contexts 

within organisations. As women mentees advance and 

organisations reap the benefits, the power of mentoring 

is highlighted and used to inform programmes for other 

minority groups and the wider workforce.

Our mentor exchange programme 

arose from a gender need, to better 

support women in considering 

their career opportunities and 

development, but we quickly 

realised the broader benefits of 

mentoring for everyone in our 

organisation, particularly in terms 

of skill development and creating a 

more connected culture across all 

our units. 

Lynne Chambers
Group Head of Talent,  

London Stock Exchange Group

Percentage of female 

directors as reported by 

the 30% Club, 2016:

FTSE-100

27%

FTSE-350 

23%

While mentoring may be important 

for men, it is essential for women, 

as female managers face greater 

organisational, interpersonal, and 

individual barriers to advancement. 

Linehan and Scullion, 2008

This is not a women’s issue, it 

is a business issue: mentoring 

encourages an individual to 

be more confident, face more 

challenges and achieve more 

success. 

Whittle, 2016

MALE & 
FEMALE 

MENTORS

FEMALE ROLE 
MODELS

FEMALE 
MENTEES

FEMALE 
PROGRESSIONResearch into the impact of mentoring for female professionals in the 1980s found 

that it increased career success, job satisfaction and opportunities to progress, and 

brought about greater self-confidence and self-awareness. Reports from within the 

last decade suggest that mentoring plays a huge role in enabling women to progress 

to senior ranks and can, in particular, helping to break the ‘glass ceiling’ that 

women face at managerial level.18 

Research suggests that while there appears to be greater gender parity at entry 

level within organisations, within five to six years, female careers begin to lag 

behind those of their male counterparts.16 Women face numerous barriers to 

career progression, particularly in male-dominated industries such as banking 

and finance, because of cultural stereotypes around gender.17 Evidence supports 

mentoring as a valuable tool for helping reduce the imbalance, and counter 

existing gender stereotypes and inequalities. 
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Cross-Company 
mentoring
Spotlight on the 30% Club  
Cross-Company mentoring 
programme 

The 30% Club Cross-Company mentoring scheme is an example of 
a successful gender-based mentoring programme – the largest of its 
kind in the world. The programme matches male and female leaders to 
mentor women from a different organisation, with the aim of creating 
a step change in the number of women attaining senior leadership and 
board roles in their organisations. 

The focus is on high-quality cross-company, cross-sector mentoring, as well as high-quality 

learning and network building through monthly events. The programme represents the power of 

mentoring at its best and is now expanding globally, reaching thousands of women.

Managed by the team at Women Ahead, organisations nominate female mentees and 

provide an equal number of quality mentors to match to mentees in other companies. An 

online platform, driven by a matching algorithm, provides the basis for structured matching, 

which is then checked and supported manually. Each annual programme lasts nine months 

(September to June), with a launch event and celebration at the end. 

Measurement is key to the programme’s 

ongoing success, helping us assess its 

impact on career progression on a large 

scale. Measurement topics include: 
Engagement
•	� Are mentor pairs actively engaging 

throughout the programme?

•	� Do they commit the time to meet?

•	�� Is there an indication that the mentoring 
relationship will continue beyond the life 
of the programme?

Perceived value
•	� Are participants reporting greater 

confidence in their ability to progress with 
their career?

•	� Are they applying learning from their 
mentoring relationship into the workplace?

•	� Are they achieving their intended goals for 
the programme?

Personal impact
•	� Do they talk positively about the 

programme in terms of their own 
development?

•	� Do they feel they have gained personally 
from their mentoring relationship?

•	� Are they thinking about problems and 
challenges differently because of their 
mentoring experience?
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The impact of the 30% Club Cross-Company 

mentoring programme extends well beyond 

the individuals who participate. Seeing the 

benefits of mentoring demonstrated so clearly, 

organisations are using the approaches and 

structure of the programme to inform and 

develop internal mentoring programmes to 

support other minorities or achieve other 

learning goals. 

Results for 
2016/17 
programme 

It’s been great meeting 

someone outside my 

business, and sharing 

experience and 

knowledge.

Building a trusting relationship 

with someone new, and 

hopefully offering and receiving 

some valuable insight, has 

been one of the most enjoyable 

aspects of the programme.
The opportunity to meet 

others and talk openly 

about challenges and 

frustrations is really 

valuable.

I had so much energy 

after every single session, 

despite being nervous 

about what I was going 

to be challenged on.

I’ve expanded my 

business network 

and gained fresh 

perspective.

Seeing my mentee 

grow in confidence 

and determination to 

achieve her chosen goal 

has been amazing.

The opportunity to 

step away from my day 

job and feel that I’m 

making a difference 

has been huge.

I feel part of a bigger 

movement. We all need 

some help and we can 

help each other.

My mentee achieved 

a promotion. I 

helped inspire that 

confidence!

Engagement

Perceived value Personal impact

mentors and mentees  

attended the 13 events.

of mentors and mentees rated their 

match as good or excellent.
2,300

76%

of mentoring pairs 

met more than 

four times.

77%
of mentoring pairs will 

keep in touch beyond the 

life of the programme.

75%

felt their mentoring relationship 

helped them realise what they 

are good at and why.

67%
appreciated that their 

mentoring relationship had 

helped them to think about 

things in a different way.

73%

report that their mentoring 

relationship has helped them become 

more aware of their potential within 

their role and beyond.

reported that their mentoring 

relationship helped them 

develop new skills that they 

now apply in the workplace.

70% 

64%

said that they would 

they recommend 

the programme to a 

colleague.

87% 

agreed that they had 

achieved their intended 

goals for the programme.

82%
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Mentoring 
for parents

Organisations are becoming increasingly aware of the skills 
and talent gap being increased by women not returning to 
work after maternity leave. The average age of maternity leave 
is around 30, which coincides with the age or seniority level 
at which many organisations see a drop in female numbers. 
Statistics from the 2016 HM Government report into pregnancy 
and maternity-related discrimination and disadvantage 
suggested that as many as 54,000 women per year are forced 
to leave their job after taking time away from the workplace to 
have a child. 54% of women with children leave seeking a better 
work-life balance. For those that stay, 72% feel conflicted in 
their ability to balance family with career.21

Returning from maternity leave is one of the biggest transition points in 

any working mother’s career. If this transition is supported and managed 

well, companies could do much to retain expertise and talent, and make 

significant progress towards their gender diversity goals. Mentoring has a 

real role to play here, yet it is vital to begin from a genuine understanding of 

the challenges faced by working parents. Many mothers report feeling a loss 

of identity when returning to work and fear they will have lost the positive 

reputation they worked so hard to build. There is also concern about what 

they will be returning to, despite promises an employer may have made.22 

In contrast to usual work-based mentoring programmes, the focus for parental 

mentoring is primarily on reconnecting and reintegrating individuals back 

into their existing role, and also ensuring that they are able to rediscover their 

professional identity and personal value. While many parental mentoring 

programmes focus on returning mothers, it is also important to recognise 

that many of those themes and challenges are equally relevant – and equally 

beneficial for diversity – in a range of parental-related situations, including 

women on maternity leave, new fathers and adoptive parents. As knowledge of 

the organisation and its culture is essential, successful schemes are usually 

internal, and utilise peer mentoring, in which individuals are a similar level. The 

ideal mentoring relationship would begin two months prior to maternity leave and 

continue until at least six months after the return to work.

A mentoring relationship for a new parent is radically 

different to a work-based mentoring relationship, in no 

small part because there will be a period of three to six 

months’ radio silence as the individual comes to terms 

with their new ‘job’. The challenge is how and when to 

re-engage with mentoring, and that initial goals – which 

may have been focused on career and maintaining the 

work agenda – are reframed and focus on re-engaging 

with work and the organisation as opposed to striving 

for career progression or promotion. 

Nicki Seignot

Parental mentoring schemes have been reported to 

deliver the following benefits for mentees:

An increase in confidence when returning from maternity 

leave around the ability to function and perform in their role.

A feeling of being supported and valued by the organisation 

when returning from extended leave, or other parental 

commitments.

A maintained connection into the organisation while on leave, 

rather than feeling completely disconnected.

A sense of reconnection with the organisation after feeling 

completely disconnected while away from the office.

Time and space to be open and share their feelings/emotions 

at an often challenging time of transition.

The opportunity to work through emotional issues with a 

mentor and then prepare for other conversations requiring 

logic and solution finding.

The creation of an environment in which conversations about 

being a parent, and associated challenges, happen, and are 

accepted as relevant and important.

There is a fine balance between openness and 

vulnerability, and perceived professionalism. 

A mentoring relationship can provide a space 

in which to have much needed emotional 

conversations and enable the mentee to work 

through their challenges and issues, preparing 

for important conversations with a more 

objective approach e.g. with line managers. 

Nicki Seignot, author of Mentoring New Parents at Work

1.

2.

3.

4.

5.

6.

7.
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When we think about mentoring in businesses, we rightly 
think of male executives mentoring younger women in 
navigating their career trajectories; watching for potential 
obstacles, challenging stereotypes and promoting 
themselves. Often, men feel ‘left out’ of the mentoring 
discussion, as if men can only mentor women, and only 
women need mentors. I think both of those equations are 
too narrow. Men can mentor other men. Many men need 
and want mentors. And, these days, senior women can 
mentor men as well.  

Let's take the classic formula first: senior male mentor and younger 

male mentee. The male mentor has the experience to know the 

topography of the company from the inside, to identify potential 

obstacles, and to encourage men in building their career trajectories 

one rung at a time. While for women this might mean ramping up their 

ambitions and putting themselves forward, with male mentees it might 

also mean tempering one's enthusiasm, and being more prudent and 

thoughtful in the spacing the rungs of that ladder. Not too fast, not too 

steep, lest one alienate one's colleagues.  

However, male mentees also can participate in reverse mentoring. After 

all, younger male workers enter companies these days with a profile 

quite similar to that of female workers. Both young men and young 

women want to have great careers, and they also want to be awesome 

parents! They both want and expect to be able to balance work and 

family. They want to be there for their children, want to spend more 

time with their families, and, with almost all of them having spouses 

who also work, they may both struggle with balancing work and family 

obligations.  

Yes, women need mentors who can guide them through 

the corporate forest. They also need champions to put 

them forward, promote them to their colleagues for 

advancement, and who urge them on. So too do men.

‘Men need 
mentors, too’
A special insight on men 
and mentorship

AUTHOR AND SOCIOLOGIST

From

Dr Michael Kimmel

Older male mentees may have sacrificed this time with their families, and 

believe they have little to offer to their mentees. But they may actually receive 

some strategic advice from their mentees. After all, while many older men 

may have grown children, they are more likely to have ageing parents who 

need significant care, and may well be pulled in that direction. Older male 

mentees, in this sense, need not necessarily be concerned with balancing 

a Saturday morning golf outing with a client with coaching their daughter's 

soccer match, but rather balancing a 7am breakfast meeting with an 

appointment with their mother’s cardiologist.  

Younger workers – both male and female mentees – navigate these 

experiences constantly, and bump up against the pervasive stereotypes that 

the worker who is not committed to working 24/7/365 is not committed to 

their job. Older workers may have even reinforced those stereotypes at one 

point. On these issues, we are now in a position to be mentoring each other. 

And the intergenerational aspect of mentoring puts both mentor and mentee 

on the same side of this equation.

And that's where older women and younger men as mentor and mentee can 

also benefit men. Because if anyone understands the obstacles facing someone 

trying to balance work and family it is female mentors who have been navigating 

their way through this potential minefield for decades. They know which senior 

C-suite men hold those antediluvian stereotypes and which are more modern 

and forward thinking. (Hint: the C-suite executives most likely to understand 

these issues and support gender equality are those who have daughters.)

Yes, women need mentors who can guide them through the corporate forest. 

They also need champions to put them forward, promote them to their 

colleagues for advancement, and who urge them on. So too do men. Men need 

mentors – both male and female – because they are a new generation of male 

workers, whose goals and ambitions track closely those of women, and who 

want to balance amazing careers with equally amazing families. The payoff – for 

male and female mentees, and for the mentors – can be enormous.

CORPORATE FOREST

WOMEN

need mentors who can 
guide them through the

SAME SIDE OF THIS EQUATION

The intergenerational aspect 

of mentoring puts both mentor 

and mentee on the...

45
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Best practice
This section highlights exactly how to bring the remarkable 
benefits of mentoring into your organisation by outlining 
9 key steps for implementation, and the 11 outcomes 
that signal its success. Hear from some of mentorship’s 
most influential advocates and read case studies from 
organisations reaping surprising benefits. 
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Nine steps 
to effective 
organisational 
mentoring 

These nine steps affirm and build on the International Standards for Mentoring 

and Coaching in Employment (ISMPCE).

It sounds simple, yet organisations often neglect this critical step in launching 

mentoring programmes, particularly those focused on diversity. Each of the 

eight steps below are achievable when built on top of a solid intention, rooted 

in the broader organisational goals, culture and vision of the organisation. 

Mentors, mentees and stakeholders are able to apply and commit to the 

programme with a clear understanding of their roles and channel their 

conversations and thoughts accordingly. It also enables robust measurement, 

as organisations know what they are measuring against.

The foundation of positive buy-in is from mentoring pairs. It is critical that mentors 

and mentees either voluntarily opt in to schemes, or, if they are invited, they 

understand why and feel they can opt out. It is also essential that line managers 

understand their role, so they can create a supportive context for mentoring and 

enable mentors and mentees to take time for their mentoring conversations. 

This managerial buy-in also supports knowledge sharing during and after the 

programme, within teams and the broader organisation, creating a ripple effect of 

learning beyond the mentoring relationship.

Organisations are investing in structured 
mentoring programmes to achieve a variety of 
objectives (diversity one of the most prevalent) 
and are seeing highly tangible benefits.

A clear purpose for the 
mentoring programme

Positive buy-in from all key stakeholders

Advocacy and support from senior leaders

Clarity of roles for mentors and mentees

Effective mentor and mentee matching

Robust preparation, briefing and training

Appropriate resource commitment

Recognition of the importance of mentoring

Insightful monitoring and evaluation

A clear purpose for the 
mentoring programme

Positive buy-in from 
all key stakeholders

It is so important to set out the 

parameters of the scheme up front and 

ensure that both mentors and mentees 

really understand what they are signing 

up for. Having clear guidance from 

the start definitely helps to manage 

expectations and enable mentors 

and mentees to understand what the 

scheme will, or will not, deliver. 

Sandra Matos

Senior Director, Mastercard

Our mentoring programme is not seen 

as an HR initiative. It is very much 

owned by the business and there is a 

responsibility and accountability from 

the business to own this programme 

and the outputs. Leading with the 

commercial drivers helps us to gain 

buy-in and encourage the business to 

take ownership. 

Sheri Hughes 
Associate Director, PageGroup

Sarah Kirk  
Global Diversity and Inclusion Director, 
PageGroup

At the heart of every 

successful mentoring 

programme is the relationship 

between mentor and mentee. 

When mentoring is effective, 

nine steps tend to be evident: 
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Building on the positive buy-in from stakeholders, it is key 

to generate advocacy and support from senior leaders 

for mentoring programmes. Role-modelling – and ideally 

participating in – mentoring, and aligning the programme to 

core business drivers, significantly accelerates and amplifies 

programme impact.

Advocacy and support 
from senior leaders

For mentoring programmes to be most 

effective, organisations really need to 

be clear about why they are getting 

people mentored, and mentors and 

mentees really must understand the time 

commitment and effort required to get 

the most from their relationship. 

Clare Martin

Group HR Director, Jardine Motors Group

Setting up a mentoring relationship for success is often linked to 

effectively briefing and equipping mentors and mentees so that 

they are aware of, and able to access, the skills and behaviours 

they need to apply in their roles. Whether through written, online, 

event- or workshop-based briefings and learning sessions, this is 

a key step to embedding the programme’s purpose and ensuring 

competencies for great mentoring.
A female partner was a real advocate 

and champion for our programme 

and there was a good deal of work by 

her to gain buy-in and support in the 

early days. This really helped push the 

programme forward. 

Sally Evans

Senior Management Consultant and 

Operations Manager, PA Consulting

Robust preparation, 
briefing and training

It is so important to get a real insight 

into mentors and mentees in the 

profiling phase to build up a much more 

rounded profile of them personally and 

professionally. This helps maximise the 

possibility of a successful match. 

Maria Polo Guardia

Senior Product Manager and Product  

Leader, Mastercard

It is so important for formal 

mentoring relationships to 

have clear ground rules for 

mentors and mentees, as well 

as quality programme support 

and appropriate learning 

materials. These all help to set the 

relationships up for success. 

Lucinda Wakefield

 CAO Business Analyst, BNY Mellon

Criteria for matching mentee to mentor varies, however, there is one core 

ingredient for success: the programme goals and matching process must be 

clearly communicated. Understanding the basis and approach to matching, 

and enabling a degree of input and a sense of control, creates comfort in the 

relationship. At Moving Ahead we believe that with robust training and a growth 

mindset, anyone can mentor anyone. However, not every match works, so 

within this step there must be a process for recognising where things are not 

working, and supporting or re-matching if needed. 

Effective mentor and 
mentee matching

When mentors and mentees are not clear about their roles within the 

mentoring programme, and expectations of them within those roles, their 

focus and direction within the relationship can wane, and momentum or 

impact can be lost. Clear communication helps bypass issues from the outset, 

and is also invaluable in the effective recruitment of mentors and mentees. 

Questioning, listening and objectivity are vital skills for successful mentorship; 

mentors and mentees must have them or be open to developing them. Clarity 

ensures the right people, with the right skills and attitude, find themselves in 

the right mentoring relationship.

Clarity of roles for 
mentors and mentees 
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When implementing a formal, structured mentoring programme 

it is key to allocate – or outsource – appropriate resources for 

its management. This resource enables the successful delivery 

of these key steps, helps manage challenges (e.g. rematches), 

and ensures ongoing communications that are critical to the 

programme’s success. 

Mentoring is not a silver bullet; it must be implemented in 

a context that supports the messages and activities of the 

programme. When positioned and delivered as part of broader 

activities and messaging, the benefits can be accelerated. 

At Moving Ahead, we see many external programmes 

without a clear purpose and, therefore, without effective 

measurement parameters and processes. We also see 

programmes where measurement or check-ins are carried 

out only at the end. It is critical to measure against the 

objectives of a mentoring programme, and for this process 

to be woven throughout so problems can be identified and 

managed. The benefits of good mentoring are significant – but 

only if captured and communicated.

Appropriate resource 
commitment 

Recognition of the 
importance of mentoring

Our organisation is supportive and 

actively promotes the benefits of 

mentoring. We are also seeing many of 

our senior people advocating the power 

of mentoring and sharing their stories 

of how mentoring has helped them 

progress their career. 

Fiona Daniel

Head of Diversity and Inclusion, HSBC

Insightful monitoring 
and evaluation

While you don’t need to over-engineer 

mentoring relationships, you do need 

to invest time in managing the overall 

programme and establishing the 

relationships in order for them to have 

the maximum opportunity for success. 

Claire England

Head of Diversity and Inclusivity, BLP

It is important for mentors and mentees to 

commit to these relationships but sometimes 

the day job can take over and there is a risk 

that the relationship will fizzle out. There is 

less chance of this happening when there is 

a formal programme team in place, like the 

team supporting this scheme, to follow up 

and manage the process. 

Maren Burrowes

Talent Consultant, RSA Group
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All great civilisations, communities and families have, since the 
beginning of time, relied on their elders to educate upcoming 
leaders on how to protect, enhance and teach morals. Elders 
were the receptacles of experience and the communities’ values. 
It was understood that younger members of a community would 
learn from them but also offer fresh insights to their elders in 
return, and that great leadership was reliant on this crucial 
exchange. 

The physical representation of presence in the body, breath and voice, is full 

attentiveness, and aligns with openness and focus in the mind and heart. I 

call this Second Circle – a state of readiness or alertness. Physically, weight 

is on the balls of the feet, the spine is straight, shoulders are relaxed, and the 

body actively forward, ready to engage. Most importantly, there is eye contact. 

Second Circle is also expressed in a calm, deep and unrushed breath. When 

we speak, words move out and effortlessly reach and touch our listener. If we 

are to be open to listening, the requirements are the same.

When two people are in Second Circle together they are fully attentive. Only 

then is there a real opportunity for dialogue, education, human contact and 

mentoring. The quality of Second Circle is contagious and brings clarity to 

every situation. Second Circle presence is our natural state. Most of us are 

born present. It is how we should all be and live. It is how we survive. It is 

how we make real contact with the world. And – crucially – it’s how we have 

impact, lead powerfully and mentor well. 

Yet the way most of us live and work means that the natural energy of Second 

Circle is being eroded. Perhaps you recognise Third Circle: an aggressive position 

that takes over our space. The chest is lifted, spine taut, the voice loud or pushy. 

These people are not good listeners and can even interrupt inappropriately. 

I developed the Three Circles and the exercises that accompany them over decades 

to help people understand the general energies we meet on a day-to-day basis and 

that we can habitually adopt to help or hinder presence. Understanding them gives 

you control over your energy and teaches you to reconnect when you feel yourself 

disconnecting. Using the Three Circles, the mentee can receive knowledge and 

hard-won experience; the mentor meets a new, fresher world and experiences the 

joy of giving knowledge, and observing growth in their mentee and themselves. And 

transformation happens naturally.

Find your Second Circle. And stay there. 

A special insight into 
mentorship skills

AUTHOR OF ‘PRESENCE: HOW TO USE POSITIVE ENERGY 

FOR SUCCESS IN EVERY SITUATION’, HEAD OF VOICE 

COACHING AND SPEAKER AT MOVING AHEAD

From

Patsy Rodenburg OBE

‘The three circles 
of energy’

Yet in recent history this exchange has been considered archaic, even mocked. The new 

and young were thought to have all the answers, and deep knowledge and experience 

has been ejected from the workplace and education. This oversight and arrogance has 

proved disastrous to our society and companies. Mentoring is the clearest route back 

to the elders. Simply, an experienced leader meets and has an honest dialogue with a 

promising new leader.

To experience the full impact of mentoring, both the mentor and mentee must be 

fully present and engaged with each other. There is a shared energy that allows for 

equal dialogue: giving (speaking) and receiving (listening). 

A key element is presence, which enables a creative, in-the-moment experience. 

The notion of being present or engaged can sound abstract. Most people know it 

has something to do with being interested in or curious about something outside 

themselves, and we’ve all experienced the sense that someone speaking to us has 

ceased to be present. We can see it in their bodies and hear it in their voices. Their 

spines are slumped, shoulders rounded, head down and eyes glazed or distant. Their 

breath is short and high in their body and their words do not reach out. Whether 

sitting or standing, they are pulling away from the world, pulling away from us. I call 

this position First Circle.

One of the most 
famous lines in
Shakespeare

is from Hamlet
"To be or not to be; 
that is the question"

‘To be’ is to be in Second Circle. 
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Time is something we all struggle with in the modern workplace. 
Busyness can be mistaken for productiveness and, so often, we 
forget to look up and interrogate our task list against what we are 
aiming to achieve or how we want to grow or develop. Mentoring 
remedies this. I so often hear that, for mentees, the quality 
of time and attention that their mentor offers has a profound 
effect of their quality of thinking and therefore the quality of 
their decision-making and actions. This leads to two outcomes: 
tasks being dropped completely so others can be committed 
to, or tasks being executed more skilfully. When it comes to 
performance, it’s a win-win. The question is, how can mentors 
and mentees maximise this time and attention?

Our mentors and mentees usually commit to up to two hours of mentoring 

conversations or group input per month. If they are working a 40-hour week, this 

represents only 1.3% of their time; 1.3% of their professional life dedicated to their 

professional development. The key word here is ‘dedicated’. Carving out time for 

mentoring conversations looks different for everyone – what’s important is finding 

that time and sticking to it, then creating the space for it to be as efficient and 

effective as possible.

Environment is important. Mentoring can happen from the side of a desk but it’s so 

easy to get distracted. Outlook pops up, a call comes in or someone walks past, and 

it takes up to 68 seconds to get back in the zone. If mentors and mentees spend 

as little as 9 hours together in total, that 68 seconds is important. Meeting rooms 

work well, as do quiet corners in coffee shops, even walking and talking outside. 

Investing a little bit of time upfront to find the right space, free from distractions, 

is well worth it. One of the companies we work with challenges their mentors to 

create memorable moments for their mentees, including at least one session in an 

inspiring location. 

Equally essential is creating mental space. For effective mentoring, both parties 

must be in a really open, receptive state, where ideas can be shared and challenges 

made. I recommend taking a few minutes before a mentoring exchange to get into 

the zone. Get present; make sure you know what you’re there to do, what hat you’re 

going to wear as a mentor or what you want to work on as a mentee. Create an 

imaginary wall behind you to block away distractions and a path or open expanse 

towards what you want to create in the mentoring session.

One of the most important things about this preparation is actually the breathing: 

Modern life and work can put us very quickly into that animal-like fight, flight or freeze 

mode. Adrenalin and cortisol shoot up and we’re actually in a threatened state. In this 

state we are able to hear and process about one in four words – our thinking brain is 

essentially shut down. Conscious breathing lowers cortisol. ‘Am I in danger?’ becomes, 

‘How can I connect?’ Great mentoring happens in that shift.

This deliberate creation of time and space doesn’t end with mentoring conversations. 

In fact, it’s only the beginning. Conversations raise awareness and facilitate 

understanding, but the brain rewires with focused action and repetition. Most 

mentoring work is therefore ‘homework’. A mentee must carve out time and space for 

practicing the thinking, behaviours or skill acquisition arising from their conversations, 

between the conversations themselves, so they can return to that therapeutic space 

and say, ‘Look, I tried this and this is what happened…’ and progress from there. But 

until they’ve stepped off that cliff – had that conversation with the boss, tried speaking 

up in a meeting – it’s all theory.

It also doesn’t end with mentors and mentees. Coming to the launch, the training 

sessions, undertaking mentoring conversations, is time that – as a mentee, especially 

– needs to be ring-fenced, and ring-fenced upfront. If their immediate team is not 

supporting them with that diary time, they’ll find mentoring a real challenge.

It’s clear that taking the leap and investing that 1.3% of your professional life 

to mentoring yields rewards. But is that all it takes to up-level your career? 

Not necessarily. Offsite deep-dive training can create profound shifts in 

thinking and knowledge, and skills gaps can be filled by many other forms 

of professional development. What mentoring can do is help someone see 

what those gaps look like and choose how to address them in a mindful and 

targeted way. Investing time in and making the space for mentoring can help 

individuals spend their CPD hours more wisely, maximising the benefits for 

them and their organisation.

‘Creating time; 
making space’

Sarah Winckless MBE
DESIGN AND DELIVERY LEAD, WOMEN AHEAD 

AND MOVING AHEAD

From 

A special insight into scheduling 
and prioritising mentorship

Create an imaginary wall behind you to block away 
distractions and a path or open expanse towards 
what you want to create in the mentoring session.
Sarah Winckless 

How can mentors and 

mentees maximise  

time and attention?

Offsite  
deep-dive training 

can create profound 
shifts in thinking and 

knowledge...
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11 outcomes of 
great mentoring for 
gender diversity 
Our research has revealed a number of strong outcomes 

that are evident when mentoring programmes are working 

to their full potential. Great mentoring:

Enables time 
to think

Fosters meaningful 
connections

Shines a light on 
privilege and perspective

Provides two-way 
inspiration

Empowers and 
develops confidence

Develops core 
transferable skills 

Generates creativity 
and innovation

Makes people 
feel valued Increases retention

Creates empathetic 
leadership

Accelerates 
culture change 5958



6160

MENTORING RESEARCH REPORT

                      © Moving Ahead 2017

Great 
enables time to think 
mentoring…

Mentoring, when done well, can create this time. I’m a fond admirer of 

Nancy Kline’s work and often draw on it when looking at how to establish 

good mentoring partnership: 

Kline offers ten behaviours that generate the finest thinking, which have 

become known as The Ten Components of a Thinking Environment. These 

are: attention, equality, ease, appreciation, encouragement, feelings, 

information, diversity, incisive questions and place. Mentoring can 

champion, embody and develop these behaviours and practices. 

Kline believes that mentoring truly develops the mentee when the role of 

mentor goes beyond offering advice and opening doors. The mentor must 

know how to generate superb, independent thinking from their mentee: 

‘The quality of your attention, determines the quality of other people’s 

thinking.’

The time to think that mentoring creates can be the starting point for 

significant personal growth, advancement and development for both 

mentor and mentee. 

Our lives are increasingly busy. We so 
often run from meeting-to-meeting, 
rarely having space or time to think. For 
both mentor and mentee, mentoring 
conversations provide a critical space to 
pause and reflect. 

This a huge part of what mentoring means to me, and what it can create for 

people. Many of us operate at the top end of the activist spectrum, moving from 

meeting to meeting, ticking items off to-do lists, and rarely creating the space 

for ourselves – or others – to think. When looking at who we want to become 

as colleagues, as leaders and at home – and how we can achieve those aims – 

enabling time to think is so critical.

•	� Mentors and mentees value the time and space to think about their own personal and 

professional development (and therefore create strategies to better advance their careers). 

•	� Mentees in particular use mentoring to think about their career in new ways, and begin to feel 

more ownership of their future. 

•	 Mentorship conversations provide a ‘safe space’ to explore new ideas, possibilities and options. 

•	� Mentors give an objective and different perspective to often recurring challenges.

•	� Mentoring programmes give ‘permission’ for individuals to take time out to focus on 

themselves, their personal development and professional growth. This is particularly important 

for women’s development.

Our research tell us that

Having time out and space to reflect on what it is I am really 
looking for in my career and what options there are to get me 
there is invaluable. My mentor also provides a sounding board to 
help facilitate those thoughts.

Cityparents mentee

of mentors/mentees said that their 

mentoring relationships provided 

them with valuable time to think 

about themselves, their challenges, 

their aspirations, and personal and 

professional development

76% Special insight into 
how mentoring enables 
time to think

From 

The quality of everything we 
do depends on the quality of 
the thinking we do first.
Nancy Kline, Founder and  

President of Time to Think, author  

of ‘Time To Think’

‘Think first’

FOUNDER AND CEO OF MOVING AHEAD 

Liz Dimmock
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Connecting with others, with broader groups, and with our 
organisations, are important pathways to personal growth 
and career advancement. Mentoring offers the opportunity 
and space for true, meaningful connection. 

Research has told us that organisations must create platforms for meaningful 

connections and remove the pressure for high-volume networking in favour 

of quality, connected conversation. Good mentoring programmes – either 

individual or group – can expand one’s network beyond their current (and 

perhaps less diverse) sphere, and usher in broader contacts and perspectives.

believe that mentoring 

relationships help foster 

meaningful connections 

between mentors and mentees, 

across departments and also 

within the wider organisation

82%

•	 Build open and honest relationships between mentor and mentee.

•	� Open up positive communication and connections between individuals within an organisation.

•	 Help mentors and mentees feel more connected to their organisation and colleagues.

•	 Enhance cross-department collaboration. 

•	 Enable individuals to grow their personal networks in a positive and structured way. 

Mentoring can

Having someone who you can turn to as a trusted advisor, who 
you can talk to in confidence about your career, your concerns 
and your issues is so valuable. Effective mentoring relationships 
can develop into lifelong, supportive, two-way communication. 
My mentor is still someone I reach out to in times of need.  

Giorgiana Nuti

AVP Global Relationship Manager, Genpact

Special insight on fostering 
meaningful connections

‘Mentoring for 
social health’

From 

VISITING PROFESSOR IN NETWORKING AT 

CASS BUSINESS SCHOOL, LONDON, AND THE 

UNIVERSITY OF SUFFOLK; AUTHOR OF ‘FULLY 

CONNECTED: SURVIVING & THRIVING IN AN AGE 

OF INFORMATION OVERLOAD’

Julia Hobsbawm OBE, Hon.

We all know about silos in the world of work, and the feeling that careers can become 

stuck in a cul-de-sac created by equally stuck cultures and practices. Mentoring has 

become a critical way to break the logjam; to inject creative, fluid and fresh ideas that 

benefit both parties: employee and employer. 

Mentoring works because it is a two-way street. There is, in business terms, value to be 

gained in the act of putting two people together to teach and learn from each other, and to 

build a relationship with reciprocity and generosity. More than this: mentoring is a gateway 

– a gateway leading to something that I believe will become the benchmark of productivity, 

employee engagement, retention, promotion and recruitment in years to come. 

That something is social health, and mentoring is at the heart of it.

Having a mentor to 
ask, trust, and gain 
insight from, or being 
a mentor who guides 
but also learns, keep 
social health strong.

Great 
fosters meaningful 
connections

mentoring…
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Social Health is a set of behaviours that individuals and institutions alike can 

adopt to manage the age of overload we find ourselves in. In this era, only 150 

short years since the world began to be connected by modern transport and 

telecommunications, and just a quarter of a century since the arrival of the internet, 

we are seeing problems we can no longer ignore.

Those problems have to do with scale, speed and the tension between humans in 

a machine age: global productivity is stagnant, the number of working days lost 

per annum continues to rise, and almost every aspect of corporate life is facing 

upheaval due to technology, travel and the digitally native generations. Although our 

modern world benefits in countless ways from modern connectedness, technology 

and AI – and we cannot (and should not) try to put the tech genie back in the bottle – 

we need an antidote to its excesses and deficits.

Think of social health like general health, fitness and wellbeing, a market 70 years 

young since the post-war formation of the World Health Organisation in 1946. 

Today we have a highly developed literacy about our physical and mental wellness, 

central to the WHO’s definition that health is ‘a state of complete physical, mental 

and social wellbeing, not merely the absence of injury and disease’. In other words, 

we belong to a $3.7 trillion global market in wellness, from gyms to trainers, to 

vitamins and mindfulness apps.

But what about the other bit in the definition of health, namely ‘social wellbeing’? 

Back in 1946 people were not hyper-connected every second of the day; there was 

no need to develop a language and set of practices to combat the threats. There 

is now. Social health is, I believe, a way to manage our flows of knowledge and 

networks, and know when to disconnect from technology and rely on face-to-face 

connections. At its core is forming a ‘knot’ in which Knowledge, Networks and Time 

are all managed.

Social health is knowing who you know, knowing who knows what, and knowing how 

to get to the right information and people as quickly as possible. Having a mentor to 

ask, trust, and gain insight from, or being a mentor who guides but also learns, keep 

social health strong. This ‘knot’ of Knowledge, Networks and Time forms a trinity 

of priorities for social health, just like as diet, exercise and sleep do for our physical 

and mental health. We’re at the beginning of an exciting and important new era. 

Let’s develop the social health gym kit to realise our potential, together.

The...

‘knot’
...of Knowledge, Networks  

and Time forms a trinity of 

priorities for social health.

is a set of behaviours that can 

be adopted to manage the

SOCIAL HEALTH

AGE OF OVERLOAD
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Structured, formal mentoring provides a platform in which two people come 
together who would be otherwise unlikely to meet, let alone learn from each 
other. It can be enormously powerful in creating fresh perspectives and diverse 
networks. This type of mentoring is particularly effective when matching cross-
gender. We often hear of male leaders who only process the challenges and 
realities of women through mentoring for the first time. This ‘ah-ha’ moment 
helps them understand their own privilege and perspective, but also helps their 
mentoring partner understand their perspective. This two-way lens is a precious 
part of formal mentoring. 

•	� Mentoring provides the opportunity for mentors and mentees to experience an alternative 

perspective and see things through the eyes of another individual.

•�	� A male mentor, through mentoring a female mentee, can develop a deeper and more real 

understanding of the barriers, challenges and issues faced on a daily basis.

•�	� Reverse mentoring is particularly powerful in helping senior leaders develop genuine and 

meaningful insights into individuals from a diverse background.

•�	� Cross-gender mentoring can raise awareness of the gender gap and the realities of being a 

‘woman in a man’s world’, and can challenge the perception that gender imbalance is a myth.

•�	� Mentoring focuses attention on the realities of what it means to have privilege and how it really 

feels to be in a minority group.

Our research tell us that

found that mentoring relationships shine a 

light on privilege and perspective by opening 

the eyes of the mentor/mentee to the real 

challenges facing their mentoring partner. 

This is particularly relevant for gender and 

reverse mentoring programmes.

71%

Talking with my mentee 
about the issues she faces on 
a daily basis made me realise 
that gender inequality is real 
and there is a huge change 
needed. It opened my eyes 
to things that I had never 
previously considered. 

Male mentor, 30% Club Cross-Company 
mentoring programme

Great 
shines a light 
on privilege and 
perspective

mentoring…
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In a culture obsessed with measuring talent and ability, 
we often overlook the important role of inspiration. 
Inspiration can propel us from apathy to possibility, help 
us transcend ordinary experiences and transform how 
we perceive our own capabilities and limitations. 

Often considered elusive, research shows that inspiration can be activated, 

captured, and manipulated, and has a major effect on important life 

outcomes. We consistently hear that mentoring provides inspiration to both 

the mentor and mentee. And, in the gender context, this inspiration is key to 

driving positive aspirations and behaviours. 

•	� Mentees feel inspired by the opportunity to spend time with an experienced, senior mentor.

•	� Mentees love to learn from their mentor and feel inspired to identify and achieve big goals.

•	� Mentors gain just as much from their mentoring experience as mentees; often this is 

undervalued at the beginning of the relationship.

•	� Mentors are humbled by seeing the progress of their mentees, and love the opportunity to ‘give 

something back’ in a positive way.

•	� Mentors and mentees feel privileged to be part of special mentoring relationships in which they 

both feel they can make a difference.

reported that mentoring relationships 

provide two-way inspiration for 

both mentor and mentee, and also 

recognised that the benefits of 

mentoring for the mentor are often 

under-valued or under-sold in the 

recruitment phase

84%

Our research tell us that

The biggest surprise for our mentors is just how much they have 
learned from their mentoring experience. They have been amazed 
at how much they have gained personally and professionally from 
mentoring someone outside of their everyday world.

Claire England

Head of Diversity and Inclusivity, BLP

Being a mentor is a wonderful role. It is a privilege, it is an 

honour, and I believe am the person I am today because of 

my mentors and mentees. In a successful mentor-mentee 

relationship, the benefits to mentees are endless. New skills 

are learned, bigger goals achieved, better decisions made 

and stronger values developed. Great mentors push, dare 

and confront mentees. They are persistent in challenging 

them to do and experience things they might otherwise 

neglect or actively avoid. 

We all stand on the 
shoulders of those who 
came before us. And, 
fortunately for mentors, 
it is just as exciting to be 
the shoulders on which 
someone else stands.

Special insight into how 
mentoring provides two-way 
inspiration

‘A shoulder to 
stand on’

From 

EXECUTIVE VICE PRESIDENT AND CHAIRMAN, BNY 

MELLON; 30% CLUB MENTOR

Michael Cole-Fontayn

However, one of the most common misconceptions in 

mentoring is that it is a transaction or a one-direction 

relationship. This is very untrue: mentorship is two-way 

learning. Insights flow in both directions, and the right 

mentoring relationship can be enriching and life changing for 

both parties. A good mentor must recognise their mentee’s 

strengths and opportunities for development, know when to 

be supportive, when to give advice, and how to bring out the 

best in them. These key leadership skills are inadvertently 

learned as a mentor and are very much applicable in 

professional situations. My mentoring experiences have 

undoubtedly refined my leadership capabilities. My ability to 

motivate, inspire and encourage others around me has been 

sharpened, and I use them broadly in my role.

Great 
provides two-way 
inspiration 

mentoring…
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There is a saying: ‘Before you are a leader, success is about growing yourself. When 

you become a leader, success is about growing others.’ There is a much truth in that. 

However, everyone, including leaders, including those at the top of their game, has more 

to learn and further to grow. I have certainly grown through my role as a mentor.

Another form of mentoring which is hugely beneficial is ‘reverse mentoring’. Reverse 

mentoring, where the more junior person mentors the senior, can help you develop 

new creative ideas, see the world through another lens and think outside the box. My 

experiences in this regard have been fantastic, and to me it’s a concept that makes 

total sense. Technology, and the speed with which it’s changing both our personal and 

professional worlds, is daunting. Millennials are indigenous to the landscape created by 

the internet. They live and breathe technology, and there is a huge amount we can learn 

from them. We need to be reminded of what’s happening in this world, and how the new 

generation thinks and behaves differently. Furthermore, mentoring is crucial when it 

comes to gender diversity. Unfortunately, women still face challenges in male-centric 

organisations. The 30% Club Cross-Company mentoring programme is a useful tool to 

help companies develop a broader pipeline of women. 

What is of paramount importance and absolutely integral to the success of all the 

above, is the need for the mentee to have a growth mindset, in which they embrace 

challenge, drive the relationship, persist in the face of setbacks, see effort as 

the path to mastery, learn from criticism and find lessons and inspirations in the 

success of others. And mentors are central to enabling their mentee achieve this 

mindset. Challenging mentees to take on unfamiliar or anxiety-provoking tasks is 

not easy, but such is the nature of strong mentorship.

To anyone considering mentoring, or becoming a mentee: be adaptable, mindful, 

real, honest, humble and willing to grow! We all stand on the shoulders of those 

who came before us. And, fortunately for mentors, it is just as exciting to be the 

shoulders on which someone else stands. Through mentorship, we bring everyone 

closer to smashing their glass ceiling.

Through mentorship, we bring everyone closer to

smashing their ‘glass ceiling’

Before you are a leader, 
success is about growing 
yourself. When you 
become a leader, success 
is about growing others.
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Research tell us that women are more cautious in their 
careers compared to men, whether in their current jobs or in 
considering new roles within or outside their current employer. 
Over time, this can result in missed opportunities.

In their book The Confidence Code, Katty Kay and Claire Shipman point out that 

bridging the gender gap partly relies on addressing the gender confidence gap. While 

improved confidence won’t eliminate unconscious bias, it can empower more women 

to call out bias when they see it, put themselves forward and take more risks. This 

will see more women moving up the ladder which, in turn, will provide the much 

needed role models, mentors, sponsors and inspiration for women following below.

•	� Overwhelmingly, and consistently, mentoring increases the confidence of female mentees and their 

mentors.

•	� This newfound confidence manifests itself in a number of ways for mentees – from feeling more able 

to voice an opinion, articulate ideas, perform more effectively in a current role, or being more likely to 

apply for a new role or promotion in future.

•	� Women mentees feel like they are more in control of their destiny.

•	� Mentees feel a sense of ownership of their career and an improved understanding of how they can 

successfully navigate their way through professional life.

•	� Mentors feel more confident in their abilities to guide and support a colleague, peer or future mentee.  

of mentors and mentees feel 

empowered by their mentoring 

relationships and have developed 

greater confidence as a result

Mentoring helps build confidence and gives mentees a better 
sense of what they are able to achieve. We have definitely seen 
some of our female mentees progress their careers because of 
their increased confidence from their mentoring experience.

Clare Martin

Group HR Director, Jardine Motors Group

My mentoring journey was completely invaluable. I initially joined the scheme 

because I felt like I was at a crossroads. I was being assured that I was doing 

everything right and I was working hard to build extra-curricular opportunities for 

myself, but I needed guidance and help to formulate a strategy for the next stage of 

my career. 

I was lucky enough to be successful in my application to the 30% Club Sport-and-

Business mentoring programme with the Women in Football organisation. I was 

strategically (and impeccably) matched to my mentor and I will never forget our first 

session. I was a little insecure about how I would match up to her – I knew she was 

highly successful – but she was warm, friendly and incredibly down to earth. We 

were immediately at ease and our first session lasted two and a half hours! 

Our research tell us that

87%

I knew she was giving up a lot of time to 
support me so I wanted to make sure I 
gave everything back.

Special insight into 
empowering and 
developing confidence 

‘Mentoring 
changed my life’

From 

SECTOR MANAGER (SPORT) AT 

PEARSON, 30% CLUB SPORT-AND-

BUSINESS MENTORING PROGRAMME 

MENTEE 

Becky Laffan My mentor inspired me from day one and my sense of inner empowerment grew session 

by session. We started to map out where I wanted to go and what I wanted to do in a year’s 

time. I mentioned an education company that I had aspired to work for since I entered 

teaching at 21. She set me challenges every session and I fed back on my progress. I knew 

she was giving up a lot of time to support me so I wanted to make sure I gave everything 

back. It was definitely a ‘you only get out what you put in’ scenario. I worked and studied 

hard, listened to her advice and always went the extra mile.

The hard work started to pay off. I began to get offered some consultancy work alongside 

my full-time job, which quickly snowballed. After a few months, I was asked to write GCSE 

equivalent exam papers and even to write 36,000 words for a new student textbook. My 

mentor gave me the confidence to work through these tasks. Eight months after we started 

our mentoring journey, I accepted a job offer for the very same company I had mentioned. 

It was a management position that I could have only have dreamed of before mentoring. 

Mentoring quite literally changed my life. 

Great 
empowers and 
develops confidence

mentoring…
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Being a mentor really helps people 
to develop their own skills as an 
advisor and a listener, learning 
humility and empathy; qualities 
that are so important in so many 
professions, particularly for people 
in consulting roles who are trying to 
develop their reputation and skillset 
as a trusted advisor. Mentoring is 
often undervalued in how much 
it contributes to developing these 
skills as a mentor.

Rupal Kantaria

Strategic Advisor, Oliver Wyman

With the move towards more formal, structured mentoring programmes, which 
include training sessions, we are seeing increasing opportunities for mentees 
and mentors to develop core transferable skills. Mentoring programmes also 
enable the embedding of – and opportunities to practice – skills that mentoring 
pairs might learn on a broader development programme. Mentoring encourages 
mentors and mentees to stay present, be non-judgemental, and to create a safe 
space in which to listen and learn from each other. 

• �Provide a safe space to practice and enhance essential inter- and intra-personal skills 

such as listening, questioning, self-reflection and giving or receiving feedback – core 

skills for effective management and leadership.

• �Help mentoring pairs recognise what they are good at and understand why, enabling 

them to identify, affirm and amplify their strengths.

• �Allow space and time to identify skills gaps and develop plans to bridge these gaps.

• �Provide individuals with opportunities to think about how they can transfer existing skills 

into new environments.

noted that involvement in a mentoring programme 

as either a mentor or mentee helped them 

develop core transferable skills that they either 

applied in their current role or used to help 

progress their career.

76%

Great mentoring can

Great 
develops core 
transferable skills

mentoring…

Mentoring is often a far more 
cost-effective and relevant 
solution than sending 
someone on a leadership 
course. Volunteering and 
mentoring provide people 
with an opportunity to learn 
practical skills and we know 
that they then apply these 
within the organisation.

Matthew Norton

Community Engagement Manager,  

Lloyds Banking Group
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Mentoring is a key enabler of developing diversity of thought – something 
many organisations are seeking to do. Two brains are better than one and 
different lenses enable more ideas. In putting two or more – different – brains 
together and several lenses on the problem, we can so often generate a more 
creative mindset and approach, especially within gender diversity programmes. 

•	� The external perspective provided by a mentoring relationship helps to stimulate 

diversity of thought for both mentors and mentees.

•	 Mentoring creates the space to see things through a different lens.

•	� Talking through issues helps individuals break down biases and work out what is 

really going on for them in their situation.

•	� An objective view helps individuals think differently about everyday problems and 

seek new, alternative ideas and solutions.

•	� Great mentors encourage mentees to embrace a growth mindset, step out of 

their comfort zone and discover previously hidden opportunities.

•	� Great mentoring relationships help individuals face their fears and find the 

courage to dare greatly.

feel that mentoring conversations generate 

creativity and innovation through the objectivity 

and different perspectives gained through 

mentoring relationships

71%

Our research tell us that

Great 
generates creativity 
and innovation

mentoring…

Our mentors and mentees are 

beginning to really challenge 

themselves within their 

mentoring relationships and 

therefore are now challenging 

the organisation, which helps us 

all continue to grow and develop.

Karen Neffar

Head of Human Resources, Mizuho
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When it comes to using mentoring for creativity, I try to follow two simple 

principles. As the mentee, get focused on the nub (or nubs) of the issue 

you are working on, then let your curiosity run wild around who might 

have a perspective on it different to yours. As the mentor, resist the 

temptation to dive into the detail of the situation and enjoy sharing your 

perspective without the pressure of having to solve it. Simply let your 

experience be stimulus for another lovely cake.

A special insight on how 
mentoring generates 
creativity and innovation 

‘Baking from a 
better pantry’

From 

HEAD OF CREATIVITY AND INNOVATION, GOOGLE; CHIEF 

DISRUPTION AND INNOVATION OFFICER, MOVING AHEAD

Kirk Vallis

I like to think that creativity – be it new 
ideas, fresh thinking or developing more 
options to solve a challenge – is a bit 
like baking a cake. You can change the 
recipe, use different ingredients and new 
combinations, but one thing is always 
true: the ingredients must exist. Ideas (like 
cakes) don’t come out of thin air. You can 
only form an idea based on the stimulus, 
knowledge and experience at your disposal. 
Mark Twain said there is no such thing as 
a new idea. He was right. There can only 
ever be fresh connections made between 
previously unconnected stimuli.

Basic ingredients alone don’t make us creative. Yes, people 

with lots of knowledge and experience are a fundamental 

must, yet if they are not able to form fresh connections 

from stimulus, their value is limited. The more we know 

about a subject or situation, the less our brain wants to 

naturally explore fresh options, particularly under pressure 

or when we need them most – that’s a challenge. Our 

brains naturally strive for efficiency, which can prevent the 

free-flow of fresh thinking when more than one answer 

or approach is possible or required. Famous psychologist 

Edward De Bono referred to this as ‘rivers of thinking’.

A mentor is essentially 
a second pantry, full 
of fresh ingredients, 
which, when combined 
with your own, can 
unlock new and 
different thinking, 
ideas and options.

This is why mentoring has real value for creativity. A mentor 

is essentially a second pantry, full of fresh ingredients, 

which, when combined with your own, can unlock new 

and different thinking, ideas and options. 60% of people 

believe they are most creative when alone. For me this is a 

misunderstanding of the mental process. Yes, it is often the 

clarity and calm of being on your own that helps us to make 

decisions, to summarise our thinking and choose which 

option to move forward with. But to arrive at that ‘what will I 

do?’ moment armed with lots of options to choose from, we 

need to embrace the often chaotic process of developing as 

many options as possible: the ‘what could I do?’ phase. And 

it is during this stage that two (or more) brains will always 

be better than one.

Used effectively, a mentor is one of the most powerful ways to fuel creativity. In fact, any 

opportunity to use the naive perspective of someone else around an issue you are facing 

is a mentoring moment. Two words in this sentence are vital though. The first is ‘naive’. 

Mentoring works best for creative thinking when the mentor isn’t drawn into the detail 

of the context around your issue. Even though they are a different person, too much 

information and the cake in their head starts to look the same as yours. This brings 

in the second vital word, ‘issue’. The key for the mentee is to focus on the core of the 

issue, not the specifics. The more you can free it of context the better. So rather than a 

stressful presentation you have coming up, maybe it’s simply a moment where courage 

is needed. This is why having mentors from different sectors, worlds and backgrounds, 

to you is so important.

Used effectively, a mentor 

is one of the most powerful 

ways to fuel...
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Creativity is a bit 

like baking a...
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Mentoring literature talks about how mentoring can help enable minority 
groups feel valued – as new starters, in transition and when navigating career 
advancement. The provision of structured formal mentoring can further 
amplify this. Some organisations are noting that providing formal, gender-
specific mentoring demonstrates to the firm, mentors and mentees, that their 
development is valued and gender diversity is of genuine importance.

•	� Mentees gain a huge sense of personal value from building an open, positive and supportive 

mentoring relationship.

•	� Mentors and mentees feel an increased sense of value to their organisation when they are 

involved in a formal mentoring programme.

•	� Individuals feel an enhanced sense of self-worth and self-esteem from positive mentoring 

experiences.

•	� Mentors and mentees believe that active involvement in a mentoring programme 

demonstrates that their organisation is investing in them on a personal and professional level.

•	� Mentoring pairs feel more valued when engaged in a positive mentoring relationship.

noticed that their mentors and mentees felt 

valued by being engaged in a formal mentoring 

programme and appreciated the opportunities 

afforded to them as a result.

Great 
makes people feel 
valued

mentoring…

82%

Our research suggests that
Being part of the mentoring scheme 
has definitely helped mentees believe 
in their value to the organisation. 
The exposure they gain from being 
part of the scheme has enabled them 
to become more visible within the 
organisation and demonstrated that the 
business recognises and appreciates the 
full range of their talents. 

Dave Sherer

Interim Learning and Development Partner, Aviva Investors

8080
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Mentoring is a way of 
retaining our people and 
helping them to feel like 
they really are part of the 
organisation, or part of their 
local community.

Hannah Crane

Director of Workforce and Employability, 

StreetGames

Increased retention, in addition to higher engagement, is a consistent theme 
arising from good mentoring. This is particularly important when looking at 
gender diversity, because women who feel more engaged and confident in 
their role, and able to positively manage challenges, are less likely to leave. 

•	� Mentees are more likely to stay with an organisation because of involvement in 

a positive mentoring relationship. This does not necessarily mean an immediate 

promotion; it may mean feeling more confident and competent in an existing role.

•	� Mentors also feel more engaged with an organisation and more likely to stay when 

they become involved in mentoring. Often this is because they feel a sense of 

personal pride and satisfaction in having been able to help and support a mentee.

•	� Positive mentoring experiences contribute to increased employee engagement and 

retention rates for organisations.

•	� Positive mentoring experiences help women feel more confident at key transition 

points in their career, and are therefore more likely to be retained at critical times, 

for example when returning from maternity leave.

Great 
increases retention
mentoring…

Mentoring absolutely has an 
impact on retention. It helps 
in two ways: firstly, helping 
people to navigate their way 
through the organisation. 
Secondly, it helps normalise 
feelings of fear or uncertainty 
and provide reassurance. 

Anna Purchas

Partner, Interim Head of People, KPMG

made a connection between the sense of value 

created through a mentoring relationship and 

increased retention.
66%

Our research suggests that

8282
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A special insight into 
how mentoring helps 
improve retention 

‘Value, purpose 
and potential’

From 

PRACTICE LEAD, DAVID CLUTTERBUCK 

PARTNERSHIP; AUTHOR OF ‘EVERYONE 

NEEDS A MENTOR’

Professor David Clutterbuck

Mainstream developmental mentoring 
has a major impact on retention. Case 
studies from well-managed corporate 
programmes consistently show that 
mentees are at least a third more likely to 
remain with the organisation over a given 
period than control groups. And there 
are much higher outlier results; the most 
dramatic being a programme some years 
ago at GlaxoSmithKline that resulted in 
just a 2% loss of staff who were mentored, 
compared to a 26% loss of staff who were 
not mentored.

Explanations for why mentoring supports retention so 

well usually tend to revolve around mentees. Firstly, they 

feel more valued by the organisation. (It is interesting that 

there is a strong, positive correlation between mentoring 

relationship quality and the perception by both mentor 

and mentee that the organisation is supportive of the 

relationship.) Secondly, they find it easier to map out a 

more purposeful career direction within the organisation. 

Talented people so often leave because they can't see 

clearly the opportunities open to them. The mentor 

provides a much wider perspective that helps the mentees 

create an inspiring career narrative inside the organisation. 

Thirdly, mentors often help mentees rehearse and prepare 

for critical conversations, such as convincing their boss 

to allow them to take on greater responsibilities. Through 

learning conversations and role modelling of their mentors, 

mentees develop early in their careers the skills to work 

constructively with conflict, rather than run away from it. 

(People who frequently move employers may never develop 

this vital leadership skill.) Fourthly, there are numerous 

accounts of mentees who have grown frustrated with being 

too long in one role, changing their minds completely when 

their mentor helps them understand the learning potential 

that remains by staying a bit longer where they are. 

Less obvious, but equally important, are factors relating to the mentor. 

Talent isn't always recognised when it doesn't conform to established 

stereotypes. Mentors can make the organisation more aware of this 

talent and help talented individuals align their own development with 

future organisational needs. There are a number of reported cases 

where feedback from mentors has changed people policy in ways that aid 

retention of such groups as specialists, women and racial minorities. 

The openness of the mentoring conversation, compared with conversations 

between direct report and boss, makes it much more likely that trigger 

points for quitting (such as the psychological change that makes new 

fathers compare their career progress with social peers) can be dealt with 

in ways that include thinking about achieving changed aspirations without 

moving employer. In mid-career, mentors also help mentees through the 

difficult transitions of midlife crisis and aligning personal values with the 

realities of leadership. 

Some applications of mentoring have been designed with retention in mind. 

Internally resourced maternity mentoring, for example, proves far more 

effective than externally resourced maternity coaching, because it is based 

on understanding the realities of the organisational culture. Mentored mums 

are more likely to return, get up to speed faster and stay longer.

The other side of mentoring's effectiveness lies in the deeper understanding 

that the organisation gains of its talent. The breadth of the mentoring 

conversation provides insight into people and unrealised potential in their 

current roles. 

In short, it is hard to believe that any organisation serious about retention is 

not investing in mentoring.

It is hard to believe that 
any organisation serious 
about retention is not 
investing in mentoring.

TALENT

...isn’t always recognised when it doesn’t 

conform to established stereotypes. 

Case

...show that mentees 

are at least a third 

more likely to remain 

with their organisation.

studies
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Difference opens up a whole 
new realm and way of looking 
at things…it opens up a whole 
new world of possibility.  
Mentoring is a great way of 
stimulating this diversity of 
thought.

Charmaine Kwame-Odogwu

National Programme Lead for Coaching 

and Mentoring, NHS Leadership Academy

Empathy – a core component of emotional intelligence – is often regarded 
as part of a more ‘female’ style of leadership, alongside longer-term 
thinking, teamwork, empowerment and effective communicating (great 
listening). For organisations to become more diverse and inclusive, 
empathetic leadership is crucial, and it starts with listening. When we 
really listen we can empathise; when we empathise, we can effectively 
lead, and drive inclusion. Good mentoring helps develop listening as a core 
skill and mentors tell us that they can better connect to, understand and 
therefore support the challenges that female mentees are experiencing.

•	� Positive mentoring relationships enable leaders to develop an enhanced understanding 

of the barriers, challenges and issues facing women in the business world, particularly 

in senior leadership.

•	�� Being an effective mentor is a humbling experience and challenges mentors to support 

others in an open and trusting manner, which helps to develop the characteristics of an 

empathetic leader.

•	�� These characteristics are also enhanced for the mentee as they observe their mentor 

role modelling and utilising these critical skills.

•	�� Mentors and mentees take their learning and positive mentoring experience back into 

their professional and personal lives; translating their newly developed or enhanced 

leadership skills to other aspects of their worlds.

Great 
creates empathetic 
leaders

mentoring…

Our research suggests that

saw that involvement in a mentoring programme created empathetic 

leadership as mentors and mentees take their learning from their 

mentoring experience back into their everyday roles.
71%

Quite often when people step up 
into more senior roles, they are 
surprised by some of the extra-
curricular responsibilities that 
come with leadership, like the 
requirement to be a corporate citizen 
and support CSR work, or the need 
to work across different teams or 
departments. Mentoring helps 
develop that insight and cultural 
awareness early on in a person’s 
career, which is really beneficial. 

Anonymous
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Don’t just take my word for it. I went to a family lunch one Sunday recently 

and found myself sitting to a man I had never met before, who explained 

that he really enjoyed being part of the 30% Club Cross-Company mentoring 

programme. I asked what aspects of it worked best from his perspective. 

Without hesitation he volunteered, ‘I think I learned more than my mentee, 

to be honest. Through our meetings I became much more aware of the 

issues mid-career women face. She taught me so much about how to 

encourage and motivate women specifically, particularly when they are 

ambitious and also – as was the case for her – in the midst of having a 

family. I really learned a lot.’ The mentees in that programme in turn report 

that they feel able to be more candid than they might be if their mentor was 

someone in their own firm; something to bear in mind. 

The qualities needed to lead effectively in 
a digital, interconnected world are quite 
distinct. Leaders today – in business, 
politics and communities – must be able 
to inspire, to motivate and to engage. 
In an environment where information 
is readily and instantly available and 
everyone with anything interesting to 
say can be heard, power is no longer 
bestowed, but must be earned. 

Special insight on 
empathetic leadership 

‘How mentoring 
helps leaders 
connect’

From 

FOUNDER THE 30% CLUB; HEAD OF 

INVESTING, LEGAL AND GENERAL 

Dame Helena Morrissey

This is a big change from anything we have been used to. 

After, literally, centuries of command-and-control, many 

leaders are wrestling with how to develop a new approach, 

seeing the need for fresh thinking but unsure about the 

practical steps. There is no playbook to consult, but I believe 

mentoring is a great place to start developing a more 

empathetic style of leadership. Listening to the experiences, 

anxieties and aspirations of those we are seeking to lead 

helps leaders understand how to develop a vision that 

appeals, and develops genuine engagement. It’s not a skill 

that can be picked up ‘third hand’, through engaging a 

consultant or reading a staff survey; each of us needs to 

develop it for ourselves.

Importantly, the role of a mentor is not to lecture but to 

guide, and the first stage is to develop a genuine rapport 

with the mentee. The best mentoring partnerships are 

two-way relationships, based on rich conversations that 

enlighten both parties. Mentoring is far from a burden; it’s 

an opportunity to learn!

Listening to the 
experiences, anxieties and 
aspirations of those we 
are seeking to lead helps 
leaders understand how 
to develop a vision that 
appeals, and develops 
genuine engagement.

Managing better, leading better, demands an intelligent, informed approach. 

Sending women on assertiveness training, for example, when that has 

worked for their male colleagues, is not necessarily the answer! We need 

to be gender-intelligent and attuned to different needs. My own mentees at 

present are both ethnic minority young women, who’ve faced very different 

cultural challenges to me. And, as always, I’m learning a huge amount. 

So often we find that our assumptions are completely wrong, since they 

inevitably reflect our own experiences. By listening – over many months, 

with reflection in between the mentoring sessions – we build more accurate 

understandings, and, in particular, learn what really resonates with our 

mentees. 

Those fresh perspectives have undoubtedly helped me to become a better, 

more empathetic leader. When CEOs ask me for advice about how to 

accelerate progress towards a more inclusive, more engaged workforce, I 

always start with the suggestion that they themselves become a mentor, 

and encourage their direct reports to do the same. Sitting together as an 

executive committee cannot possibly help develop empathy with those 

outside the room! Developing a safe environment, where mentees feel able 

to be honest without fear of recriminations is an important pre-requisite for 

a successful in-house mentoring scheme, and we can encourage candour 

by specifically emphasising the ‘reverse-mentoring’ aspect. By showing 

that senior managers recognise the need to learn from junior staff and are 

receptive to ideas, we can move closer towards a shared understanding of 

how the business can position well for the future and connect better with 

our customers. Empathy is good for everyone!

In a digital age... 
leaders must be able to inspire, 

to motivate and to engage. 



9190

MENTORING RESEARCH REPORT

                      © Moving Ahead 2017

We are increasingly seeing the aims and impact of structured 
formal internal mentoring programmes linked to broader culture 
change. Developing a culture of openness, curiosity, and ongoing 
learning – particularly a growth mindset – is now often linked to 
organisation-wide, structured mentoring programmes. Structured 
mentoring can be a cost-effective way to embed values, skills and 
behaviours across organisations. 

•	� The positive individual impact of mentoring is translating to shifts in everyday 

culture within the workplace.

•	� Insight around gender differences gained from mentoring experiences is 

contributing to behaviour change in leaders at every level across organisations.

•	� Reverse mentoring in particular can make a significant contribution to 

developing cultural understanding within organisations.

•	� Mentoring is a powerful way to prompt and encourage new ways of working.

•	� Organisations are talking about a desire to embed a mentoring culture across 

their entire structure; formal mentoring programmes are acting as a catalyst 

for this change.

•	� There is a need to further explore what a true mentoring culture looks like and 

what this really means.

Great 
accelerates 
cultural change 

mentoring…

There is something important 
within our culture about 
trusting, curiosity and the 
importance of helping others. 
Mentoring brings this culture 
to life and provides a space 
within which people can meet 
and connect with each other in 
a positive way. 

Eerika Hedman-Phillips

People and Leadership Development Manager, 

Belron International

realised that experience gained from involvement in 

a mentoring programme and the learning created 

through these conversations helped to accelerate 

cultural change around gender diversity and broader 

the broader inclusion agenda.

76%

Our research suggests that
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Mentoring supports the Ricoh values of ‘customer-centricity’ and 
‘teamwork’. Our mentors have a strong desire to help their mentees 
grow and succeed in whatever their chosen path, which in turn 
helps us succeed on another Ricoh value: being ‘results driven’.

Where mentoring has been external, we’ve seen the classic ‘win-win’ scenario at work, 

with mentors supporting mentees while at times pushing themselves outside their own 

comfort zones. They develop new knowledge, a learning mindset and key leadership skills, 

all of which benefit Ricoh at an organisational, team and individual level. All this through 

undertaking what is effectively a type of volunteering! We know through measurement 

that mentorship, and activities like it, lead to significantly improved engagement among 

employees taking part, while also supporting another of Ricoh’s core values: acting in an 

ethical and sustainable way, with integrity. 

From a culture change perspective, mentoring has opened up a whole 

chapter of inclusivity at Ricoh. What sprang from a diversity issue 

has expanded into social inclusion. The mindsets of our leaders have 

fundamentally changed to encourage, identify and optimise the best, not 

just in their mentees but also in their teams and colleagues. Mentoring as 

a mindset aligns perfectly with our collaborative, rather than competitive, 

approach, enabling a nurturing and ultimately higher achieving culture 

where every individual is able to be the best version of themselves.

A special insight on 
cultural change

‘A new chapter 
of inclusivity’

From 

BOARD DIRECTOR, PEOPLE AND 

CORPORATE RESPONSIBILITY, RICOH UK 

Rebekah Wallis

Mentoring has opened up a 
whole chapter of inclusivity 
at Ricoh. What sprang from a 
diversity issue has expanded 
into social inclusion.

Due to its success, mentoring now forms a fundamental part of all leadership 

programmes within Ricoh, with senior leaders from CEO to board directors all 

actively involved – internally, externally or both. It is used as a development 

activity for both mentors and mentees. It is also a go-to tool for development 

of under-performing individuals. Where in the past traditional performance 

management (and the frequently negative outcomes associated with this) 

might have been used, mentoring has yielded positive results.

Going forward, we will continue to grow and develop the skills of our mentors 

and mentees while launching specific, targeted programmes, for example 

programmes for young people, maternity or paternity leavers, those pre- and 

post- leave, and career mentoring.

mentoring now forms a 

fundamental part of all 

leadership programmes 

within...

Success! 
that mentorship leads to improved 

engagement among employees.

 We know through...

MEASUREMENT
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Powerful 
outcomes from 
organisational 
mentoring
Building female 
networks at

Rethinking culture at

As part of wider mentoring activities, the  
Women@Google network created the ‘Power Mentoring’ 
programme, matching a senior leader – male or female 
– with a group of five to six women in a mentoring circle. 
The programme responds to a development pillar that 
helps accelerate the careers of women at Google and bring 
greater gender balance to the senior leadership team. 

One powerful outcome

After initial hesitation about the one-to-many mentoring format of 

the programme, several unexpected benefits arose. In particular, 

female mentees really valued the small group nature of the 

mentoring circles, which enabled them to make valuable connections 

to leaders and individuals in other areas of the business, and expand 

their networks. One programme partner described it as a ‘fantastic 

format that really provides great support and benefit for our women.’

Centrica’s reverse mentoring programme matched 
millennial employees of both genders to senior mentees. 
The aim was to give company leaders an insight into the 
motivations and concerns of their junior workforce, with 
a view to retaining young talent and maintaining the 
‘start up’ feel of a new business area.

One powerful outcome

Centrica initiated reverse mentoring at a time of massive 

business transformation. The programme helped senior 

leaders discover that factors including CSR, making a 

difference and feeling valued are highly important to their 

young employees. This helped define what the culture should 

feel like on the other side of the changes, so Centrica can not 

only attract but retain more young people.

The more we learn from more 

of our people through their 

mentoring relationships, the more 

we develop a broader sense of 

what people want and why they 

would work for us.

The Power Mentoring 

programme helped our women 

build their network in a 

meaningful way, which helps 

develop better communication 

across the business.
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London Stock Exchange Group developed an internal 
Mentor Exchange Programme to help increase 
retention and collaboration across teams and 
departments. The scheme has grown from one UK-
based cohort to an international programme across 
six countries, including the USA, Sri Lanka and Italy, 
with 524 individuals involved to date. 

One powerful outcome

As a result of the mentoring relationship, mentees on the scheme were 

able to discover skills and talents they didn’t know they possessed, and 

felt empowered to take them to the next level. The organisation was also 

astounded to discover this talent, already in existence but – before the 

programme – unknown. 

Recruitment specialists Page Group have a 50:50 
men to women ratio at lower levels of the business, 
but numbers taper off as seniority increases. They 
have been implementing a successful mentoring 
scheme to address the issue for the last five years. 
214 female staff, most at middle manager level, took 
part in 2017, representing a 90% opt-in rate. 

One powerful outcome

Five years in, Page Group has seen a massive shift in female 

managers staying in the business and achieving promotions. 

Since the programme launched, the proportion of female 

managers has gone from 41% to 47% and female directors from 

25% to 39%. Nine female managers were promoted in 2017 alone.

Hidden stars at Female retention at

Mentoring has helped to reveal ‘hidden 

stars’ within the organisation and 

highlight the valuable skills that they 

bring. If it wasn’t for their involvement in 

the mentoring programme we may never 

have uncovered some of the talent that 

already exists.

We know our mentoring 

programme is working. It 

is keeping our females in 

the business so that they 

then get the opportunities 

that they deserve, and it has 

really helped to change the 

perception of female success 

through the business.
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There is a strong mentoring and coaching culture at Belron 
– the world's leading vehicle glass repair and replacement 
group – where it is seen as key to supporting individuals in 
their goals, ambitions, strengths and areas for growth, as 
well as through transitions. Mentoring happens at all levels, 
from new starter to senior executive, and is carried out 
through both internal and external programmes. 

One powerful outcome

Both mentees and mentors at Belron report huge benefits from mentoring programmes, 

including realising the value in their skills and experience. The programmes themselves 

help to actively demonstrate to Belron’s employees that they are valued, while external 

programmes – in which mentors and mentees work with those outside the organisation – 

have helped employees value the organisation itself.

Realising value at
There is something important 

within our culture about trusting, 

curiosity and the importance of 

helping others, mentoring brings 

this culture to life and provides 

a space within which people can 

meet and connect with each other 

in a positive way.

Mentoring 
myths and 
realities   
This section explains the misconceptions and 
challenges that many organisations and leaders 
face when looking to design, implement or 
champion a mentoring programme. It compares 
these ‘myths’ with the realities that we discovered 
during our research. 

The gender agenda 

Reality
Cross-gender mentoring provides a 

great opportunity for mentoring pairs to 

gain new perspectives. It helps women 

mentees navigate male-dominated 

environments, build advocacy and 

challenge potential biases, while male 

mentors also learn and develop.

Reality
Male mentors might have a fresh 

perspective, and even direct 

experience, on these challenges. 

A male mentor might also become 

a great ally in championing better 

working practices and processes, 

helping other male leaders better 

understand these challenges.

Reality
Clear communications around 

the purpose and aims of the 

programme can mitigate concerns. 

Men can also be included, both as 

mentees and mentors.  

Myth
Male mentors cannot 

help on topics like how 

to manage parenthood 

and work.

Myth
There aren’t enough 

senior women to mentor 

other female mentees. 

Myth
A female-focused mentoring 

programme will exclude 

men or some women won’t 

want to join a programme 

with a gender focus. 
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Time, money and resource 

Reality
A standard, structured mentoring 

programme of nine months represents 

just 1.3% of average working time. 

This minimal investment reaps 

significant benefits for mentors, 

mentees and organisations. 

Formal vs. informal mentoring

Reality
This is a common misconception. Not only do 

well-designed formal programmes deliver 

extensive value for mentees, mentors and 

organisations, informal mentoring is often more 

damaging because mentors do not understand 

their roles. Many organisations want to see 

significant change – even culture change – from 

mentoring, yet are not providing the structures, 

measures and training to enable this. When 

mentoring is done well, in a structured way, 

these results can be achieved.

Reality
Smaller organisations often opt 

to run a pilot mentoring scheme 

with a small number of employees 

and expand from there. Another 

option is to create mentoring circles 

with the number that you do have, 

building advocates and champions to 

encourage others to join in the future.

Myth
Mentoring takes too 

long and/or is too 

time consuming.

Myth
We don’t have enough 

people to be mentors 

or mentees.

Internal vs. external mentoring

Reality
Mentoring someone from 

another organisation can provide 

fresh perspectives, broader 

network opportunities and 

development that might not be 

present internally.

Reality
External mentoring, as outlined 

above, can provide fresh perspectives 

and insight in addition to liberating 

conversations. It is particularly 

important to create open 

conversations for women considering 

how to navigate their careers.

Myth
There isn’t 

enough capacity 

for a mentoring 

programme.

Reality
Outsourcing works. 

Organisations can utilise 

their expertise and resources 

of an external partner to 

manage communications, 

matching, training, 

measurement and reporting.

Reality
Mentoring is a proven catalyst for retention, 

development, engagement and skills 

development, and – when structured and 

implemented in line with best practice 

standards – is one of the lowest cost learning 

interventions with the highest impact, providing 

skills development to large employee bases 

that often don’t have high learning budgets. 

Mentoring can be designed and implemented 

using a combination of internal and external 

resources to significantly bring down cost. 

Reality
Cross-company mentoring – whether in the 

same or a different sector – allows a mentor 

to take the role of ‘naive expert’. Curious 

questioning leads to new perspectives and 

can enable great mentoring. We often hear 

that external mentoring is liberating and 

enables a more open relationship. 

Myth
There isn’t a significant 

return on investment 

or available budget for 

mentoring.

Myth
There is no need for 

external mentoring 

when there is an internal 

mentoring programme in 

place already.

Myth
Mentees cannot learn 

from someone who 

doesn’t know the culture 

of their organisation.

Myth
Senior staff members will 

not want to give their time 

to external mentees when 

there are lots of people to 

mentor internally.

Myth
Informal mentoring is 

always more effective 

than formal.
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Reality
A good mentor will help mentees 

consider what is needed from a 

sponsor, and support them in working 

effectively with one for maximum 

impact. It is also possible to initiate a 

sponsorship mentoring programme, 

where mentors acts as a sponsors. 

Reality
Mentoring provides two-way learning 

where both mentors and mentees learn 

and develop. Often, mentors come 

away saying that they are shocked by 

how much they have learned and how 

inspiring the experience has been. 

General mentoring myths Mentor matching

Reality
A growth mindset encourages us to be open 

to different experiences and viewpoints. 

We recommend that mentees try two 

meetings with mentors before coming to this 

conclusion. Sometimes the time to think, open 

questioning and providing a sounding board 

are the most powerful aspects of mentorship, 

and can be provided by someone with little or 

no seniority to the mentor. 

Reality
Effective mentoring must be ‘out of the line’ 

so that mentoring relationships are free from 

agenda, management and hierarchy. A mentor 

can provide a different type of insight and 

development to a line manager: one with open 

dialogue, feedback and conversation about 

aspirations and goals. 

Reality
Mentoring can accelerate 

or embed the learning that 

an organisation is gaining 

from other development 

programmes, and can 

emphasise how to make 

it relevant to a mentee’s 

working life.

Reality
Every new learning partner provides a different 

perspective, and a growth mindset helps us be 

open to the possibilities and new perspectives 

that a different mentor might offer. Employees 

will also benefit from additional mentoring 

during a different stage or transition, enabling 

them to work and think differently at this time. 

Reality
Mentoring is beneficial at different 

points of transition and life stages, 

and can work particularly well for a 

pre-defined period of time. No matter 

the situation, it is always positive 

to seek the learning and different 

approaches of different people. 

Myth 

If an employee has a 

great line manager, they 

do not need a mentor.

Myth
A mentee can only benefit 

from an executive level 

mentor or someone with 

much more seniority.

Myth
We have too many 

development 

programmes already.

Myth
If someone has a 

mentor already, 

a second is 

not needed or 

beneficial.

Myth
Employees need 

sponsors, not 

mentors.

Myth
Mentoring learning 

is only beneficial 

for a mentee.

Myth
If employees have been 

mentored in the past 

there is no need to be 

mentored again.
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We end with a summary of mentoring within modern 
businesses, ten recommendations for effective mentoring 
and a quick reference guide of its benefits for mentors, 
mentees and the organisations they work for. 

Conclusions
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Mentoring 
shifts the

Mentoring, when done well, can significantly shift the 
gender dial within an organisation. It has a valuable 
role to play in supporting and enabling women’s career 
progression, often helping women perform more 
effectively and confidently in their current roles. In 
turn, this is creating better retention, advancement and 
performance of male and female leaders, and driving 
better business performance.

The benefits of effective mentoring are numerous and wide-ranging for 

both the individual and organisation. Mentoring can create clear career 

advancement, growth, insight and development for both men and women. It 

can also positively shape the culture of an organisation, fostering inclusion by 

helping individuals connect and develop a better understanding of issues faced 

by colleagues. See the benefits summary to see just how broad and tangible 

the benefits can be.

While an organisation might start with small structured programmes aiming 

to develop women, the impact can extend far beyond the programme, 

changing the perspectives of leaders who can ultimately change the 

direction and culture of the organisation. So, what began as small gender 

programmes now inform mentoring best practice – enabling organisations 

to roll out highly effective mentoring programmes that benefit the wider 

organisation and culture.

gender Mentoring – the oldest form of development – has evolved. It now encompasses 

a variety of methods and formats, with organisations being brave and creative 

in how they put it to work. Cross-company mentoring is a significant growth 

area and a game-changer when it comes to accelerating gender-based 

inclusion. Internal and external (cross-company) mentoring programmes 

are highly valuable for different reasons, delivering different outcomes and 

providing different development environments for mentors and mentees.

What has become clear is that formal structured mentoring, particularly when 

looking to develop gender parity, is significantly more effective than informal 

mentoring. The need for these programmes is driven by an organisation’s 

aspiration to be more competitive, effective, diverse and inclusive. Today, more 

than 3,000 years on from mentoring’s origins in antiquity, we are looking to 

overcome challenges in terms of the gender pay gaps and leadership equality, 

while juggling parenthood and mitigating the conscious and unconscious 

biases that exist around the issue. 

In the ongoing quest for world-class learning and development, mentoring, 

irrespective of gender, is able to provide immediate, longer-term learning 

tailored to the individual. Mentoring is not just more cost-effective, it is 

more likely to result in behavioural changes than traditional, higher cost, 

management or leadership programmes.

The consistent and widespread theme from the research is that mentees 

are feeling a profound growth in their confidence. This courage to be at your 

best, apply for role promotions and advancements, seek feedback, lead and 

embrace a growth mindset, is a fundamental output of good mentoring. With 

this confidence, and empowerment, women can take ownership and shift the 

dial on their development and advancement. They can also role model great 

leadership to others, impacting both men and women in their organisation.

Structured programmes are developing the skills and behaviours of leaders. 

Often quick to move to solutions and answers, there are opportunities within 

mentoring to develop or strengthen the ability to listen deeply. This space, 

and time to listen, is creating a more empathetic leader and culture, which, 

ultimately is helping create the culture and context for not only diversity but, 

more importantly, inclusion. 

Effective mentoring is not only shifting the gender dial, it is paving the way 

for a more inclusive, connected and diverse workforce and society. 

We have also learned that women in particular respond well to, and 

need, formal structured personalised learning, and role models. These 

programmes provide this. Moreover, they can provide this while working with 

male colleagues, which has the double benefit of developing the perspective, 

support and bias shift of male leaders. It also can expand the network of 

mentors and mentees – broadening their circles and spheres (which might 

often be lacking in diversity).

There are key ingredients necessary to create the 
conditions needed to shift this gender dial. Within a 
formal programme, core pillars need to be present, such 
as ensuring a clear purpose, effective matching, clear 
communications, robust stakeholder engagement, and 
practical training and measurement.

A word of 
caution...

dial

3,000
years on from 
mentoring’s origins
we are looking to overcome...

pay gaps and leadership inequality.
gender
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Matching, communications, training and 

measurement will be critical to the success of your 

mentoring programme, and require an investment 

of time and people resource. Identify a lead manager 

for your programme, whether internal colleagues or 

external mentoring experts, to do these tasks well. 

It is also essential that mentors and mentees are 

aware of the time and energy required for successful 

mentoring, and fully commit to this.

It’s vital to initiate a mentoring programme with 

a clear idea of its purpose, goals and approach, 

and that these are clearly communicated to 

everyone involved. All activities, communications, 

training and measurement are built on this 

foundation. Regular communication is essential 

for momentum during the programme.

Include all key stakeholders 

and leaders in the process, 

communications and celebrating of 

success around the programme.

Provide briefings and training for your 

mentors and mentees, through written 

or digital materials and workshops. 

Ensure they are aware of the skills 

they need to access. If there are skills 

gaps, support them in identifying and 

developing these. 

Consistently champion and encourage 

mentors and mentees to really listen to each 

other. And, as an organisation, really listen to 

the stories and themes that arise throughout 

and after the mentoring programme. From 

this place and space, great learning, empathy 

and change can happen.

Different mentoring schemes offer different 

benefits, so consider which groups to involve 

from the outset, and whether internal 

or external programmes might be best 

suited. Internal schemes help to enhance 

relationships across organisations with 

individuals involved gaining a better insight 

into different areas of the business. This helps 

to develop more collaborative and innovative 

solutions and ways of working, as people 

feel more connected to areas outside of their 

own. External mentoring gives mentors and 

mentees the opportunity to experience a very 

different way of working and environment to 

their own. The chance to see ‘beyond the front 

door’ and realise that there is much to be 

learned by looking outwardly for solutions and 

ideas is valued and powerful.

Think of different ways to engage and connect 

with mentoring groups; peer, reverse, group, 

speed and sponsorship mentoring bring distinct 

benefits in the right context. Consider mentoring 

for everyone – from interns and graduates up 

to board level. Gender diversity is needed at all 

levels of the career pyramid.

Don’t treat mentoring as an isolated programme; 

link the programme and its message to programmes 

already in existence, and to the organisation’s vision 

and mission. In particular, think of gender mentoring 

programmes as one piece of the D&I puzzle, and seek 

to connect interventions together for maximum impact. 

Mentoring is a way to embed skills, and accelerate 

communications and change across your organisation. 

Develop an evaluation framework 

that considers long-term impact, and 

track the progress of your mentoring 

relationships throughout your 

programme within the context of your 

overall aims and purpose. 

Whether you’re acting as an individual or 

on behalf of an organisation, be brave, 

courageous and open to change. Embrace a 

growth mindset. Mentoring delivers proven 

results for gender diversity and beyond – 

the opportunity is huge. If you don’t know 

where to start, talk to us. 

Invest and commit
1. 2. 3.

4. 5.

6.

7.8.9.10.

Get clear and 
communicate

Include

Train and brief Listen. Really listen.

Go internal, external 
and cross-department 

Get creativeLink itEvaluateGo for it!



111110

MENTORING RESEARCH REPORT

                      © Moving Ahead 2017

Mentorship 
benefits quick 
reference guide

•	 Developing insights into the challenges others face

•	 Increasing awareness of issues facing women 

•	 Learning to listen, not tell 

•	 Shifting biases and preconceptions 

•	 Encouragement to think about their own development 

•	 Time and space to think 

•	 Increased self-awareness as a leader 

•	 Affirming skills and knowledge 

•	 Feel-good factor 

•	 Learning about their organisation 

•	 Inspiring and motivating 

•	 A more diverse and expanded network

•	 Time and space to think

•	 The ability to detach from everyday concerns and think about the bigger picture

•	 Thinking about issues and opportunities from a different perspective

•	 Hearing success stories of senior leaders 

•	 Shifting biases and preconceptions 

•	 Taking learnings back to their role and teams

•	 Gaining a broader perspective on challenges and opportunities 

•	 Specific to the mentee’s needs (unlike standard training)

•	 Helping affirm and recognise strengths 

•	 Greater confidence and feeling of empowerment 

•	 Provides a reflective, confidential place to view work-life balance and career ambitions 

•	 Feeling empowered to have difficult and career-orientated conversations 

•	 Ability to take responsibility for personal learning 

•	 A more diverse and expanded network

•	 Develops skills in people with minimal budget 

•	 Low cost relative to impact

•	 Leaders seem more accessible and human

•	 Increased engagement 

•	� Increased female pipeline – more female promotions and 

internal applications for roles

•	 Creates a learning culture 

•	 Individuals take ownership of their learning 

Mentor

Mentee

•	 Increased diversity of thought 

•	 Increased connection between the business and its people 

•	 Develops cross-department working and relationships 

•	 Enables broad, creative thinking 

•	 Enables a culture of openness and willingness to learn 

•	 Helps retain staff at key transition points 

•	 Enables development of an entire organisation and culture at very low cost

•	 Gender programmes are driving best practice 

Organisation

111
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End Notes
Find out more about Women Ahead and Moving 
Ahead, and how to get in touch if your business 
could benefit from mentoring. This final section 
also includes our thanks to everyone who has 
made this research come alive, and the source 
material used to create a compelling case for the 
power of mentoring. 
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About Moving 
Ahead and 
Women Ahead  

There are three main 
pillars to our work Mentoring1.

We believe in the power of mentoring to create positive, tangible change for 

individuals and organisations. We design, deliver, manage and measure mentoring 

programmes that are:

Internal – implemented within organisations to help them attract, retain and develop 

talent, diversity and inclusion. 

Cross-company – matching mentors and mentees cross-organisationally, such as the 

30% Club’s cross-company scheme.

Industry specific – matching leaders to mentor someone from another firm within the 

same industry, for example a programme for actuarial professionals.

Sport-to-business – matching business leader mentors to mentees working in 

sporting governance bodies.

Athlete-to-business – matching business leader mentors to current and transitioning 

elite athletes, as they consider options after full-time professional sport.

Our programmes are delivered from schoolroom to FTSE-100 boardroom, and we 

work with all core types of mentoring: peer, reverse, sponsorship, diversity paternity, 

diversity, graduate, speed and mentoring circles. 

Talk to the team at Moving Ahead and Women Ahead about how to support, manage, 

measure or evolve your current or planned mentoring programmes.

Contact: Kate Gupta  kate@women-ahead.org  01189 406 828

Moving Ahead is a specialist development and 
diversity organisation. Its sister organisation, 
Women Ahead, is an award-winning social 
enterprise, founded with the belief that 
parity between men and women will benefit 
individuals, organisations and society as a whole.

We are a team of global mentoring and development experts 

supported by first-class programme managers, researchers and 

development experts. Since launching in 2014, we have worked 

with more than 150 organisations across sport and business, 

including BT, Cisco, Google, Warner Music, HSBC, Deloitte, Ricoh, 

PwC and Belron, and supported more than 4,500 mentors and 

mentees. Our programmes are rooted in the belief that no matter 

what our choice of career, we can all benefit profoundly from 

escaping our silos and engaging with different perspectives. 

Working within the world of sport, with athletes and sporting 

governing bodies, provides a core foundation and inspiration 

to our work. The growth mindset – a belief that with focused 

attention we can navigate setbacks and develop new skills – 

underpins our work.

Women Ahead collaborates with the 30% Club, a gender 

diversity movement. We manage their cross-company 

mentoring programme, which now has more than 80 

participating companies and 2,000 mentors and mentees. 

The knowledge of working at this scale, and breadth of 

organisations, informs our work and the continual development 

of our practice.

we’ve worked with more than
2014
Since

150 organisations

participating 

companies

more than

80

with

2,000 
mentors and mentees. 
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We believe in the power of storytelling to create learning and inspiration. 

We design and deliver workshops, keynotes and masterclasses to effect 

change. Whether developing presence and impact, networking skills or 

inclusive leadership skills that mitigate unconscious bias, our sessions 

are rooted in research, practical insight and inspirational story. 

We have a unique Speakers Academy, within which we develop the 

speaking skills and narratives of athletes, explorers, experts and leaders 

to provide organisations with compelling and innovative keynotes.

Some of our speakers and subject-matter experts are featured in this 

report. Please contact the team to find out how to secure them to speak 

for your organisation, or to make keynotes part of your mentoring 

programme development sessions: 

Julia Hobsbawm OBE – expert on networks, 

social health and connectivity, and best-selling author

We believe in the importance of robust research 
so that we can better understand, and address, the 
issues that we are aiming to overcome. Our first 
research programme tackled organisational networks, 
looking at how to accelerate and amplify the impact 
of networks. This one, on mentoring, is our second. 
We also continually benchmark and evaluate your 
programmes, ensuring that we have reporting and 
measurement to track the impact of our work. 

Providing consultancy to organisations on their inclusion and diversity 

strategies underpins our approach and work. By working across a 

range of initiatives and organisations we are able to provide insights and 

benchmarks into best practice, in addition to guidance on best-in-class 

approaches to broader diversity and inclusion.

Our sponsors, Deloitte, for making the research possible and role modelling 

a commitment to mentoring, inclusion and diversity. 

•	� Our designers, Perfect Storm, for making this report look so great. 

•	� The Moving Ahead and Women Ahead Team, for programme managing and 

supporting more than 4,500 mentors and mentees.

•	� Our Head of Research, Chief Content Creator and Head of 

Communications for condensing eight months of research into this report.

If you’d like to hear more or talk about 

how your organisation can benefit from 

mentoring Contact Liz Dimmock, Founder 

and CEO: liz@women-ahead.org

Workshops, 
masterclasses 
and keynotes

2.
Dr Michael Kimmel – world’s most prominent 

male-feminist and author

Sarah Winckless MBE – Design and 

Delivery Lead at Moving Ahead and speaker

3. Research and consultancy Special thanks to...
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 Thank you

118

Thanks also to our other research participants who wished to remain anonymous.

to the organisations who have participated in this research:  Thank you to the 30% Club Cross-Company mentoring programme companies who have contributed to this 
research: 
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by you...
Inspired 



123122

MENTORING RESEARCH REPORT

                      © Moving Ahead 2017

Sources
Adler, N. (2002) Global Managers: No Longer Men Alone. International Journal of Human 

Resource Management, Vol. 13(5): 761-772

Alexander Mann Solutions and everywoman. (2012). Focus On The Pipeline: Engaging the 

full potential of female middle managers. Available at: https://www.everywoman.com/focus-

on-the-pipeline

Allen, T.D., Eby, L.T., Poteet, M.L. and Lentz, E. (2004) Career Benefits Associated With 

Mentoring for Protégés: A Meta-Analysis. Journal of Applied Psychology, Vol. 89(1): 127:136

Allen, T.D., Eby, L.T. and Lentz, E. (2006) Mentorship behaviours and mentorship quality 

associated with formal mentoring programmes: Closing the gap between research and 

practice. Journal of Applied Psychology, Vol. 91: 567-578

Allen, T.D., Lentz, E. and Day, R. (2006) Career Success Outcomes Associated with Mentoring 

Others: A Comparison of Mentors and Non-mentors. Journal of Career Development, Vol. 

32(3): 272-285

Allen, T.D. and O’Brien, K.E. (2006) Formal mentoring programmes and organisational 

attraction. Human Resource Development Quarterly, Vol. 17(1): 43-58

Allen, T.D., Smith, M.A., Mael, F.A., O'Shea, P.G. and Eby, L.T. (2009) Organization-Level 

Mentoring and Organizational Performance Within Substance Abuse Centres. Journal of 

Management, Vol. 35(5): 1113-1128

Anderson, E.M. and Shannon, A.L. (1995) Towards a conceptualisation of mentoring. Journal 

of Teacher Education, Vol. 39(1): 38-42

Axel, H. (1999) Developing leaders. HR Executive Review, Vol. 7(1): 1-19

Blake-Beard, S.D. (2001) Taking a hard look at formal mentoring programs: A consideration 

of potential challenges facing women. Journal of Management Development, Vol. 20(4): 331-

345 

Britt, R.C., Hildreth, A.N., Acker, S.N., Mouawad, N.J., Mammen, J. and Moalem, J. (2017) 

Speed mentoring: An Innovative Method to Meet The Needs of the Young Surgeon. Journal of 

Surgical Education, Article in Press

Business in the community (2016). Women and Work: The Facts. Available online at: https://

gender.bitc.org.uk/all-resources/factsheets/women-and-work-facts

Carter, N.M. and Silva, C. (2010) Mentoring: Necessary but insufficient for advancement. 

New York: Catalyst

Carter, N.M., Foust-Cummings, H., Mulligan-Ferry, L. and Soares, R. (2013) High Potentials 

in the Pipeline: On Their Way to the Boardroom. New York: Catalyst

Catalyst (2003) Creating Successful Mentoring Programmes: A Catalyst Guide. New York: 

Catalyst

CEB Corporate Leadership Council, Global Labor Market Survey, 2012

Chaudhuri, S. and Ghosh, R. (2012) Reverse Mentoring: A Social Exchange Tool for Keeping 

the Boomers Engaged and Millennials Committed. Human Resource Development Review, 

Vol. 11(1): 55–76 

Chandler, D.E., and Kram, K.E. (2005) Mentoring and Developmental Networks in the New 

Career Context, in Gunz, H. and Peiper, M. (Eds.) Handbook of Career Studies. Thousand 

Oaks, CA: Sage Publications

Chartered Management Institute, 2017). Maternity leave: why most return-to-work schemes 

are broken. Accessed online at http://www.managers.org.uk/insights/news/2017/may/

maternity-leave-why-most-return-to-work-schemes-are-broken 

1 Business in the community, 2016 

2 Clutterbuck et al, 2017, p.2

3 Kram, 1983; Lunt et al, 1992; D’Abate et al, 2003; Kochan, 2017

4 Chronus, 2015b

5 Wilson and Elman, 1990, p.89

6 Catalyst, 2003, p.12

7 Chronus, 2015b

8 Hezlett and Gibson, 2007; Jones, 2015

9 Hunt and Michael, 1983, p.478

10 Wallace, 2001, p.368

11 Grima et al, 2014, p.469

12 Business in the community, 2016

13 ibid, 2016

14 TriNet, 2011

15 Kantor, J., 2016

16 Blake-Beard, 2001, p.331

17 Roberson and Kulik, 2007; von Hippel et al, 2015

18 Ragins et al, 1998; Jackson, 2001

19 Ragins, 1989

20 World Economic Forum, 2016

21 Business in the community, 2016

22 Chartered Management Institute, 2017

122

References



125124

MENTORING RESEARCH REPORT

                      © Moving Ahead 2017

Chronus (2015a) White Paper - Why corporate mentoring? Five benefits of a workplace 

mentoring programme. Washington: Chronus

Chronus (2015b) Talent development: the ROI of mentoring, coaching, and other employee 

development programmes. Washington: Chronus

Clutterbuck, D.A. (2005) Formal v informal mentoring: time to shift the debate? 

Buckinghamshire: Clutterbuck Associates

Clutterbuck, D.A. and Meggison, D. (1999) Mentoring Executives and Directors. Oxford: 

Butterworth-Heinemann

Clutterbuck, D.A., Kochan, F., Lunsford, L.G., Dominguez, N. and Haddock-Millar, J. (Eds.) 

(2017) The SAGE Handbook of Mentoring. London: SAGE Publications Ltd.

Colley, H. (2000) Exploring Myths of Mentor: A Rough Guide to the History of Mentoring 

from a Marxist feminist perspective. Paper presented at the British Educational Research 

Association Annual Conference, Cardiff University, September 7-10 ,2000

Cook, D.A., Bahn, R.S. and Menaker, R. (2010) Speed mentoring: An innovative method to 

facilitate mentoring relationship. Medical Teacher, Vol. 32(8): 692-694

D’Abate, C.P., Eddy, E.R. and Tannebaum, S.I. (2003) What’s in a Name? A Literature-Based 

Approach to Understanding Mentoring, Coaching and Other Constructs That Describe 

Developmental Interactions. Human Resource Development Review, Vol. 2(4): 360-384

Dinolfo, S. and Nugent, J.S. (2010) Making Mentoring Work. New York: Catalyst

Driscoll, L.G., Parkes, K.A., Tilley-Lubbs, G.A., Brill, J.M. and Pitts Bannister, V.R. (2009) 

Navigating the lonely sea: peer mentoring and collaboration among aspiring women 

scholars. Mentoring & Tutoring: Partnership in Learning, Vol. 17(1): 5–21

Dreher, A. (2016) Reciprocal Mentoring: Redefining the Mentoring Relationship. The Mentor 

Leadership Team, accessed online, 31/03/2017 - http://www.mentorleadershipteam.com/

articles/reciprocal-mentoring-redefining-the-relationship

Eby, L.T. and Lockwood, A. (2005) ‘Protégés and mentors’ reactions to participating in formal 

mentoring programmes: A qualitative investigation. Journal of Vocational Behaviour, Vol. 67: 

441-458

Eby, L.T., Durley, J.R., Evans, S.C. and Ragins, B.R. (2006) The relationship between short-

term mentoring benefits and long-term mentor outcomes. Journal of Vocational Behaviour, 

Vol. 69: 424-44

Ehrich, L.C. and Hansford, B. (1999) Mentoring: Pros and cons for HRM. Asia Pacific Journal 

of Human Resources, Vol. 37(3): 92-107 

Emelo, R. (2011a) Group mentoring best practices. Industrial and Commercial Training, Vol. 

43(1): 49-52

Emelo, R. (2011b) Group mentoring: rapid multiplication of learning. Industrial and 

Commercial Training, Vol. 43(4): 221-227

European Mentoring and Coaching Council, (2010). Where’s the chemistry in mentor-mentee 

academic relationships? Try speed mentoring! International Journal of Mentoring and 

Coaching, Vol. VIII (1): 85-138

everywoman (2016) Retaining and Advancing Women in Business: A Model for Success. 

Available at https://www.everywoman.com/sites/default/files/Retaining_and_Advancing_

Women_in_Business_2016_everywoman.pdf

Foust-Cummings, H., Dinolfo, S. and Kohler, J. (2011) Sponsoring women to success. New 

York: Catalyst

Gaille, W.B. (1956) Essentially contested concepts. Proceedings of the Aristotelian Society, 

Vol. 56: 167-198

Garvey, B. (1994) Ancient Greece, MBAs, the Health Service and Georg: Part 1. Education and 

Training, Vol. 36(2): 18-24

Ghosh, R. (2014) Antecedents of mentoring support: a meta-analysis of individual, relational, 

and structural or organisational factors. Journal of Vocational Behaviour. Vol. 84: 367-384

Ghosh, R. and Reio, T.G. Jr. (2013) Career benefits associated with mentoring for mentors: A 

meta-analysis. Journal of Vocational Behaviour, Vol. 83: 106-116

Gibb, S. and Megginson, D. (1993) Inside Corporate Mentoring Schemes: A New Agenda of 

Concerns. Personnel Review, Vol. 22(1): 40-54

Gilroy, P. (1997) Significant re-definitions: a meta-analysis of aspects of recent developments 

in initial teacher education in England and Wales: the first 500 days, Educational Philosophy 

and Theory, Vol. 29(2): 102-118

Grima, F., Paillé, P., Mejia, J.H. and Prud’homme, L. (2014) Exploring the benefits of 

mentoring activities for the mentor. Career Development International, Vol. 19(4): 469-490

Guptan, S.U. (2006) Mentoring: A Practitioners Guide to Touching Lives. London: Response 

Books

Guse, J., Schweigert, E., Kulms, G., Heinen, I., Martens, C. and Guse, A.H. (2016) Effects of 

Mentoring Speed Dating as an Innovative Matching Tool in Undergraduate Medical Education: 

A Mixed Methods Study. PLoS One (Online Journal), Vol. 11(2): doi: 10.1371/journal.

pone.0147444

Hagerty, B. (1986) A second look at mentors. Nursing Outlook, Vol. 34(1): 16-19

Harris, R. and Short, T. (Eds.) (2014) Workforce Development: Perspectives and Issues. 

London: Springer

Harris, B., Cheng, K.F. and Gorley, C. (2015) Benefits and Barriers: Case study of a 

government technology-mediated group mentoring programme. Journal of Workplace 

Learning, Vol. 27(3): 193:206

Harvey, M., McIntyre, N., Thompson Heames, J. and Moeller, M. (2009) Mentoring global 

female managers in the global marketplace: traditional, reverse, and reciprocal mentoring. 

The International Journal of Human Resource Management, Vol. 20(6): 1344–1361 

Headlam-Wells, J. (2004) Mentoring for aspiring women managers. Gender in Management, 

19(4): 212-218

Hewlett, S. A., Peraino, K., Sherbin, L. & Sumberg, K. (2010) The Sponsor Effect: 

Breaking Through the Last Glass Ceiling. Harvard Business Review. Available at: https://

hbr.org/product/the-sponsor-effect-breaking-through-the-last-glass/an/10428-PDF-

ENG?Ntt=the+sponsor+effect 

Hezlett, S.A. (2005) Protégés learning in mentoring relationships: A review of the literature 

and an exploratory case study. Advances in Developing Human Resources, Vol. 7(4): 505-526

Hezlett, S.A. and Gibson, S.K. (2005) Mentoring and human resources development: Where we 

are and where we need to go. Advances in Developing Human Resources, Vol. 7(4): 446-469

Hezlett, S.A. and Gibson, S.K. (2007) Linking Mentoring and Social Capital: Implications for 

Career and Organization Development. Advances in Developing Human Resources, Vol. 9(3): 

384-412

Hunt, D.M. and Michael, C. (1983) Mentorship: A career training and development tool. 

Academy of Management Review, Vol. 8: 475-485



127126

MENTORING RESEARCH REPORT

                      © Moving Ahead 2017

Hunt, V., Layton, D. and Prince, S. (2015) Diversity Matters. McKinsey and Company

Ibarra, H., Carter, N. & Silva, C. (2010) Why Men Still Get More Promotions Than 

Women. Harvard Business Review. Available at: www.hbr.org/2010/09/why-men-still-

get-more-promotions-than-women 

Jackson, J.C. (2001) Women middle managers’ perception of the glass ceiling. Women 

in Management Review, Vol. 16(1): 30 - 41

Jones, J. (2012) An analysis of Learning Outcomes within Formal Mentoring 

Relationships. International Journal of Evidence Based Coaching and Mentoring, Vol. 

10(1): 57-72

Jones, M. (2015) Mentoring and coaching in education practitioners’ professional 

learning: Realising research impact. International Journal of Mentoring and Coaching 

in Education, Vol. 4(4): 293:302

Jones, R.L., Harris, R. and Miles, A. (2009) Mentoring in sports coaching: a review of 

the literature. Physical Education and Pedagogy, Vol. 14(3): 267-284

Kammeyer-Mueller, J.D. and Judge, T.A. (2008) A quantitative review of mentoring 

research: Test of a model. Journal of Vocational Behaviour, 72(3): 269-283

Kantor, J. (2016). High turnover costs way more than you think. Huffington Post. 

Available at: www.huffingtonpost.com/julie-kantor/high-turnover-costs-way-more-

than-you-think_b_9197238.html

Klasen, N. and Clutterbuck, D. (2002) Implementing mentoring schemes: A practical 

guide to successful programmes. Oxford: Butterworth-Heinemann

Kochan, F. (2017) The Landscape of Mentoring: Past, Present, and Future, in 

Clutterbuck, D.A., Kochan, F., Lunsford, L.G., Dominguez, N. and Haddock-Millar, J. 

(Eds.) The SAGE Handbook of Mentoring. London: SAGE Publications Ltd.

Levinson, D.L., Darrow, C., Klein, E., Levinson, M., and McKee, B. (1978) The Seasons of a 

Man’s Life, New York: Knopf

Linehan, M. and Scullion, H. (2008) The Development of Female Global Managers: The Role of 

Mentoring and Networking. Journal of Business Ethics, Vol. 83: 29-40

Lunt, N., Benett, Y., McKenzie, P. and Powell, L. (1992) Understanding mentoring. The 

Vocational Aspect of Education, Vol. 44(1): 135-141

Management Mentors (2015) 25 Benefits of Mentoring. Accessed online, 05/04/17 - http://

www.management-mentors.com/resources/benefits-of-mentoring 

McDougall, M. and Beattie, S. (1997) Peer mentoring at work: The Nature and Outcomes of 

Non-Hierarchical Developmental Relationships. Management Learning, Vol. 28(4): 423-437

Mentor Scout (N.D.) Benefits of workplace mentoring. Accessed online, 05/04/17 - http://

www.mentorscout.com/benefits-of-workplace-mentoring.cfm 

Merriam, S. (1983) Mentors and proteges: A critical review of the literature. Adult Education 

Quarterly, Vol. 33(3): 161-173

Monaghan, J. and Lunt, N. (1992) Mentoring: persons, processes, practice and problems. The 

British Journal of Educational Studies, Vol. 11(3): 117-133

Mullen, C.A. (2017) Critical Issues on Democracy and Mentoring in Education: A Debate in 

the Literature, in Clutterbuck, D.A., Kochan, F., Lunsford, L.G., Dominguez, N. and Haddock-

Millar, J. (Eds.) The SAGE Handbook of Mentoring. London: SAGE Publications Ltd.

Murphy, W.M. (2012) Reverse mentoring at work: fostering cross- generational learning and 

developing millennial leaders. Human Resource Management, Vol. 51(4): 549–574 

Noe, R.A. (1988) Women and Mentoring: A Review and Research Agenda. Academy of 

Management Review, Vol. 13(1): 65-78

Oxford Economics. (2014). The Cost of Brain Drain: Understanding the financial impact 

of staff turnover. Available at: www.oxfordeconomics.com/my-oxford/projects/264283 

Page, M. (2016) The benefits of mentoring. Weybridge: Michael Page. Accessed on 

06/04/17 - http://www.michaelpage.co.uk/advice/management-advice/development-

and-retention/benefits-mentoring 

Parise, M.R. and Forret, M.L. (2008) Formal mentoring programs: The relationship of 

program design and support to mentors’ perceptions of benefits and costs. Journal of 

Vocational Behaviour, Vol. 72(2): 225-240

PwC (2011) Millennials at Work; Reshaping the Workplace. PwC

Quast, L. (2012) Reverse Mentoring: What it is and Why it is Beneficial. Forbes online, 

accessed on 31/03/207 - https://www.forbes.com/sites/work-in-progress/2011/01/03/

reverse-mentoring-what-is-it-and-why-is-it-beneficial/#117ea0921cc0 

Ragins, B.R. (1989) Barriers to Mentoring: The Female Manager’s Dilemma. Human 

Relations, Vol. 42(1): 1-22

Ragins, B.R. and Kram, K.E. (Eds.) (2007) The Handbook of Mentoring at Work – 

Theory, Research and Practice. London: Sage Publications Ltd.

Reich, M.H. (1986) The mentor connection. Personnel, Vol. 63(2): 50-56

Riley, S. and Wrench, D. (1985) Mentoring among women lawyers. Journal of Applied 

Social Psychology, Vol. 15: 374-386

Roberson, L. and Kulik, C. T. (2007) Stereotype threat at work. Academy of 

Management Perspectives, Vol. 21: 24–40

Roberts, A. (2000) Mentoring revisited. A phenomenological reading of the literature. 

Mentoring and tutoring: Partnership in Learning, Vol. 8(2): 145-169

Scottish Social Services Council (2014) Mentoring: Supporting and Promoting Professional 

Development and Learning. Dundee: SSSC

Short, T. (2014) Transitions in workplace communication: perspectives on the efficacy of 

formal workplace mentoring, in Harris, R. and Short, T. (Eds.) Workforce Development: 

Perspectives and Issues. London: Springer

The Art of Mentoring. (No Date) Is ‘speed mentoring’ really mentoring? Accessed online, 

14/07/17 at https://artofmentoring.net/speed-mentoring/

The Millennium Group International Ltd. (2009) White Paper - Employee Mentoring 

Programs Benefits/Risk Assessment and Business Case. Virginia: The Millennium Group 

International Ltd.

Thompson, L., Jeffries, M. and Topping, K. (2010) E-mentoring for e-learning development. 

Innovations in Education and Teaching International, Vol. 47(3): 305-315

Tourigny, L. and Pulich, M. (2005) A Critical Examination of Formal and Informal Mentoring 

Among Nurses. The Health Care Manager, Vol. 24(1): 68-76

TriNet. (2011). Employee Retention: How to keep keepers and maintain optimal turnover. 

Available at: www.trinet.com/documents/white_papers/trinet_wp_employeeretention.pdf 

United States Office of Personnel Management (2008) Best practices: Mentoring. 

Washington: US Office of Personnel Management

University of Melbourne (2012) What types of mentoring exist? Accessed online, 08/03/2017 

at https://staff.unimelb.edu.au/__data/assets/pdf_file/0006/583305/Mentoring-Types.pdf 

von Hippel, C., Sekaquaptewa, D. and McFarlane, M. (2015) Stereotype threat among women 

in finance: Negative effects on identity, workplace well-being, and recruiting. Psychology of 

Women Quarterly, Vol. 39(3): 405-414



128

Wallace, J.E. (2001) The Benefits of Mentoring for Female Lawyers. Journal of Vocational 

Behaviour, Vol. 58: 366-391

White, J.S., Schempp, P.G., McCullick, B.A., Berger, B.S. and Elliott, J.M. (2017) Mentoring 

relationships in sport from the proteges perspective. International Journal of Evidence 

Based Coaching and Mentoring, Vol. 15(1): 152-168

Whittle, G. (2016) How mentoring makes for greater success. London: 30% Club. Published 

online at https://30percentclub.org/blog/posts/the-30-club-mentoring-scheme 

Wilson, J.A. and Elman, N.S. (1990) Organisational benefits of mentoring. Academy of 

Management Executive, Vol. 4(4): 88-94

World Economic Forum. (2016) The Global Gender Gap Report 2016. World Economic 

Forum: Geneva


