
The Business Case of Mentoring 

Summary
Successful companies, both large and 
small use mentoring to tackle complex 
human resource challenges from in-
creasing employee retention to improv-
ing workforce productivity.  That is why 
71% of Fortune 500 companies offer 
mentoring programs to their employ-
ees. 

This paper examines how successful 
corporations like Boeing, Deutsche 
Bank, and Sun Microsystems have 
leveraged mentoring to improve   em-
ployee onboarding,  leadership devel-
opment, and diversity initiatives..



What is Mentoring?
Traditional mentoring focuses on developing 
junior employees (mentees) by pairing them 
with more experienced and often senior 
staff (mentors) for several months. Though 
this form of mentoring remains popular, 
mentoring as a strategy has expanded to 
include group, reverse, and situational men-
toring. Regardless of the form mentoring 
takes, it facilitates the sharing of knowledge, 
expertise, skills, insights and experiences 
through dialog and collaborative learning. It 
is goal-oriented and promotes professional 
and personal growth amongst participants. 

The Objective of Mentoring
The core objective of mentoring is to help 
attract, motivate, develop and retain profit-
able talent and increase productivity. This 
could be further elaborated as follows:

> To source new employees and help 
them get acquainted with the organization 
and accustomed to their job

> To train and develop existing employees 
to enhance performance

> To encourage personal and professional 
growth and increase job satisfaction

> To identify and develop employees with 
potential to fill key leadership roles

> To understand and respond to the diver-
sity needs of the workforce 
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Sun Microsystems           
released the results of a study that ex-
plored the value of mentoring, in Octo-
ber 2006. The study examined the 
financial impact of mentoring and how 
Sun could target its spending in this 
area. The researchers looked at data 
from more than 1,000 Sun employees 
over a five-year period. The study 
concluded that, “mentoring has a posi-
tive impact on mentors and mentees, 
producing employees that are more 
highly valued by the business.”

The study found that 25% of employ-
ees in a test group who took part in 
the company’s mentoring program 
had a salary grade change, compared 
with 5% of employees in a control 
group who did not participate in the 
program. Mentors were promoted 6 
times more often than those not in the 
program; mentees were promoted 5 
times more often than those not in the 
program. In addition retention rates 
were much higher for mentees (72%) 
and mentors (69%) than for employ-
ees who did not participate in the 
mentoring program (49%).

Career Planning 

Source: http://knowledge.wharton.upenn.edu

Chronus Corporation



Use Cases for Mentoring
Mentoring is an effective strategy whenever 
there is a need to reduce the time it takes 
to share knowledge, skill or culture while 
continuing to progress at the current pace 
of business. Here are a few key scenarios 
where mentoring has proven to be extreme-
ly effective. 

Knowledge Transfer
Helping employees acquire necessary 
knowledge, skills and expertise is essential 
for any organization. Mentoring is an effec-
tive approach to organize, create, capture 
and distribute knowledge. It supports short 
and longer-term situational and topical 
learning between individuals and groups. 
It reduces the time required for knowledge 
transfer by providing direct access to range 
of experts and peers who can share the 
required knowledge and skills in an environ-
ment that promotes rapid learning. 

Benefits

Mentoring is complimentary to established 
training programs. However mentoring 
relationships empower employees in ways 
manuals, intranets and training programs 
can’t. Mentoring creates a culture, where 
learning and the sharing of knowledge be-
comes part of the daily fabric rather than a 
forced task.

Therefore from an organization’s point of 
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Hartford Financial    
Services Group found that 
its senior executives were reluctant 
to adopt social media. So it set out to 
train them in the tools and culture of 
social media through a “reverse men-
toring” program that has entry-level 
employees in their 20s tutoring corpo-
rate officers.

Launched with C-suite executives and 
a line of business leaders, the pro-
gram was so successful that Hartford 
expanded it to include direct reports 
and select department heads. Re-
verse mentoring has changed the 
organization fundamentally, erasing 
traditional hierarchies and flattening 
communications. “We’ve had execu-
tives work with people six levels below 
them in the organization,” says Lisa 
Bonner assistant VP-contemporary 
work practices at Hartford.

Knowledge Transfer

The Business Case of Mentoring Chronus Corporation
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view, mentoring shortens the learning curve, 
enhances productivity and helps employees 
align to business strategy. 

Career Planning & Leadership 
Development
Understanding key employees’ career 
objectives and identifying how they can 
be aligned with the organization’s goals, is 
critical to retaining skilled employees and 
developing future leaders. 

Mentoring serves as a platform for organi-
zations to discuss employees’ career goals 
and offer development opportunities and 
guidance to employees who are willing to 
advance professionally. It also acts as a tool 
to enhance the quality of leadership within 
key individuals and within the organization 
as a whole. Conversely mentoring partner-
ships help employees understand what they 
want from their career, and utilize the assis-
tance offered by organizations to achieve 
their career objectives. 

Benefits

The collaborative nature of mentoring en-
sures that it simultaneously focuses on the 
development of individuals and the de-
velopment of interpersonal links between 
these individuals that form the organization. 
Therefore it serves as a foundation for both 
career development and leadership devel-
opment at the same time. 
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KPMG started its ‘Leaders Engag-
ing Leaders’ program, looking to ex-
pand opportunities for a diverse group 
of leaders. The mentoring program 
pairs 60 top managers with members 
of the management committee, the 
board of directors, and national man-
aging partners.

“It gives the most senior leaders in the 
firm an opportunity to engage with a 
cross section of leaders that they nor-
mally wouldn’t see in their day jobs,” 
says Kathy Hannan, managing part-
ner for corporate responsibility and 
diversity. The program also shows 
mentees that just because there are 
only a few rungs of the corporate lad-
der left, it doesn’t mean they are stuck 
in the jobs they are doing now. 

Several people in Leaders Engaging 
Leaders have taken on more signifi-
cant leadership roles, including one 
who has joined the board of directors. 
KPMG is currently looking to expand 
the program. “The goal is ultimately to 
drive it down deeper into the organi-
zation,” Hannan says. “It really helps 
with retention … and gives folks a line 
of sight to a number of opportunities 
across the firm.”

Leadership Development

Source: Source: http://Management.Fortune.Cnn.Com/



Mentoring enhances employee perfor-
mance, increases productivity, boosts 
employee retention and fosters vision. It 
also improves employee morale, increases 
job satisfaction and engenders employee 
loyalty. 

Diversity Initiatives
A diverse workforce is required to stimulate 
innovation, cultivate creativity, and steer 
business strategies. Mentoring empowers 
a diverse range of employees to share their 
opinions, ideas, knowledge and experienc-
es on a level playing field.

Benefits

Mentoring creates an environment of trust, 
belonging, understanding, support and 
encouragement for a diverse workforce.  It 
gives employees an opportunity to voice 
their concerns, overcome hurdles and find 
solutions. As a result it inspires employees 
to perform to their highest ability. 

Mentoring not only helps organizations de-
velop and retain diverse talent, it also helps 
build a robust pipeline of diverse talent for 
the future. The effects of diversity mentoring 
help corporations differentiate them from 
their competitors, gain new clients and be-
come successful on a global scale.

Onboarding 
While dealing with an increasingly mobile 
and globalized workforce, it is essential for 
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Deutsche Bank found that 
in the aftermath of the financial cri-
sis, a diverse workforce had become 
even more of a priority for financial 
service companies. Internal company 
research revealed that female manag-
ing directors who had left the firm did 
so because they were offered better 
positions elsewhere. In response, 
Deutsche Bank created a sponsorship 
program aimed at assigning women to 
critical posts. The company paired fe-
male executives with executive com-
mittee members who served as men-
tors. This not only raised the women’s 
visibility, but also ensured that they 
would have a powerful advocate when 
promotions were being considered. 
As a result of this mentoring program, 
one third of the participants were in 
larger roles, and another third had 
been deemed ready to move up by 
senior management.

Diversity 
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organizations to help new hires gain the 
knowledge and skills required to become 
effective employees. It is also important for 
these new hires to receive help to acclima-
tize themselves to the culture of their new 
organization. 

Mentoring is an efficient method to reduce 
the time needed for new employees to 
become fully productive because it links 
new hires to a range of specialists, peers 
and managers who can not only provide the 
necessary information and knowledge, but 
also help new hires feel comfortable in a 
new environment.

Benefits

Group mentoring is particularly useful while 
onboarding new employees. A new hire 
could be linked to colleagues in the form of 
peer group mentoring. The new employee 
will benefit from establishing multiple con-
nections. The varied knowledge the new 
hire has access to and the interaction within 
the group as a whole makes the onboarding 
program a success. It also helps new hires 
develop key connections and networks that 
are critical to their future success. 

From an organization’s standpoint, men-
toring helps new hires become productive 
faster and embrace company culture. It also 
demonstrates the organization’s commit-
ment to new employee’s career, which helps 
bond, the new hire to the organization.
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Deloitte LLP lost 9% of its 
recruits in 2007 and incurred attrition 
costs of more than $8 million each 
year. In response Deloitte developed 
a new onboarding experience for 
approximately 9,000 people newly 
hired in 2008. A potential new hire is 
assigned a peer advisor/mentor who 
makes contact with him/her before he/
she joins the organization. This men-
toring relationship continues through 
the new hire’s first year of employ-
ment.

Onboarding continues with a two-day 
interactive training session, access to 
an internal networking site and per-
sonalized coaching opportunities.

As a result of this program, 89 percent 
of new hires surveyed said they felt 
welcome, and 87 percent said they 
knew how to access the information 
they needed. Deloitte’s percentage of 
new recruits lost in 2008 fell by nearly 
a full percentage point.

Onboarding
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Employee Engagement 
In today’s volatile business world, it is 
extremely important for organizations to be 
able to engage employees in such a way 
that employees are intellectually and emo-
tionally committed to accomplishing their 
work and the vision of the organization. 
Mentoring helps each employee identify 
themselves as a vital part of the organi-
zation and creates a heightened level of 
ownership where each employee wants to 
do whatever they can for the greater good 
of the organization as a whole. 

Benefits

Mentoring relationships increase employee 
engagement by offering space for dialogue 
and regular feedback. As a result, mentoring 
creates clarity on various issues such as the 
importance of one’s role, job expectations, 
career advancement and reward. Mentoring 
also enhances employee communications 
and improves the quality of working rela-
tionships with peers, superiors and subordi-
nates. These factors cumulatively contribute 
to improving employee engagement and 
ultimately lead to an increase in customer 
satisfaction, employee productivity and em-
ployee retention.
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Boeing is full of bright and tal-
ented employees and there are nu-
merous mentoring opportunities. So 
where is the value in a company-wide 
mentoring approach? 

In 2007, Rick Stephens, Senior Vice 
President, Human Resources said, 
“Within the next five years, tens of 
thousands of Boeing employees will 
be eligible for retirement”. Conse-
quently, the competition to identify, 
attract, retain and develop top talent 
will be fierce. “We’re looking at poten-
tial major shortfalls in skills and labor. 
Since it’s likely we’ll have more good 
jobs than qualified people, all hands 
must be readied, and every mind must 
be prepared to contribute.”, shared 
Stephens. “This program is structured 
around best practices to make our 
mentoring world-class and strengthen 
people in ways other methods can-
not.”, he explained. Mentoring is a 
key component in Boeing’s rigorous 
pursuit to develop current and future 
leaders. As part of the ‘leaders teach-
ing leaders’ approach, “mentoring 
gives leaders the opportunity to learn 
as well as to define and model leader-
ship,” Stephens said. 

Succession Planning

Source: http://www.boeing.com/
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