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Research Question 
What are best practices to designing a formal, enterprise-wide mentoring program which also 
addresses diversity and inclusion opportunities? 

Introduction 
Corporate mentorship, in most academic literature, is regarded as a developmental partnership 
between a mentor and a mentee  (or protégé) that can engage and fulfill the psychosocial and 
career support needs of both the mentor and the mentee.1 Recent Gartner findings suggest 
that over a 5-year time horizon, mentees and mentors alike are able to experience significant 
benefits in salary, promotion, and engagement when compared with non-participants.2 

Recent findings suggest that mentorship and sponsorship can also play a significant role in 
fostering inclusive workplaces and advancing DE&I objectives. Though formal mentoring 
programs have led to increases in representation of minorities by up to 24% in senior 
leadership roles, they alone are insufficient in advancing equity of opportunities among the 
workforce.19 

Mentorship Best Practices 
No two mentorship programs are the same. Key considerations in designing the mentorship 
programs are indicated in Appendix 1. In an effort to offer best practices around the industry, 
research offers four vital steps to setting up your formal mentorship program for success. 

Defining Goals and Roles: Formal mentorship is commonly a part of a portfolio of other 
initiatives, such as increasing DE&I across an employee population.4 So, it is important to begin 
with clarifying the overall problem and understanding how corporate mentorship will address 
the problem, as program objectives will be built around these questions.4 Defining roles and 
expectations of mentors and mentees, communicating the level of commitment required to 
meet these goals, and articulating the benefits of the program goes a long way to ensure 
mentor-mentee engagement with the program.18 

Best practices also include providing guidelines to mentors and mentees that suggest topics for 
discussion and provide checklists for what to prepare for meetings.6 Formal structures and 
processes in mentoring have also been shown to best serve the underrepresented talent.3 

Mentor-Mentee Matching: Matching mentors with mentees on the basis of goals and chemistry 
is common and encouraged.6 Because mentor-mentee input in the matching process is 
considered “vital to programs’ success”, it’s highly encouraged that mentees’ personal 
preferences, such as being matched with a POC, parent immigrant, etc., as well as 
developmental preferences, like learning SQL or learning about a new team, match mentors’ 
abilities to provide the appropriate support.8 Some organizations use questionnaires to discern 
these preferences.9 Mastercard leverages their talent marketplace to generate mentor pairing 
based on capabilities and developmental interests.10 Furthermore, if advancing DE&I is a 
primary goal, successful outcomes require that effective cross-race and cross-gender mentoring 
relationships are formed, which may necessitate mentor training focused on reducing 
stereotypes and promoting effective communication.3 

https://interests.10
https://program.18
https://workforce.19
https://interests.10
https://program.18
https://workforce.19


  
  

   
     

 
    

  
   

    

 
   
      

 
  

   
     

   
    

      
  

  

 

   
    

 
        

     
    

   
     

   
      

    
  

 
    

   
     

   
  

     
 

Training & Development: Ongoing support, training, and development is the hallmark of a 
successful mentorship program. IBM leads the effort in maintaining a repository of mentoring 
resources that include podcasts, success stories, and best practices on optimal mentor-mentee 
relationships.11 On the mentor side, T&D can create value by offering coaching trainings or 
external supervision to mentors looking to improve leadership skills (Appendix 3). On the other 
hand, mentees must learn the basics of mentorship and how to drive these relationships. A 
common practice includes holding a brief training where mentees learn formalities like sending 
follow up thank-you notes, scheduling meetings, and creating agendas, which will hold mentors 
accountable to doing their part in return.7 

Measuring Outcomes: Two common methods for evaluating the impact of a mentorship 
program include feedback surveys and individual interviews. This data traditionally informs 
changes that need to be made to the program design for succeeding cohorts and also provides 
a channel for collecting success stories, which may be shared and celebrated at company all-
hands meetings or mentorship cohort luncheons.7 Other best practices include tracking 
participants’ progress towards individual and firm goals at multiple intervals during a program, 
which can inform necessary design modifications.5 Hilton, for its mentorship program,  not only 
monitors participant outcomes continuously but also incorporates mentee feedback into 
mentors’ performance evaluations.3 Programs centered around diversity are increasingly 
leveraging HRIS support to track metrics around retention, performance, and development of 
program mentors and mentees compared with non-participating, non URM employees over 2-5 
year time horizons is paramount.4 

Special Considerations and Limitations 

Some special considerations exist in driving effective mentoring programs: investment up front 
in the matching process is vital, as there is a wealth of research suggesting the most common 
mentorship problems stem from mismatches in mentor-mentee pairings due to personality or 
values;1 training and support must be offered continuously to both mentors and mentees 
throughout the program lifecycle; mentorship of the millennial population could include 
anonymous mentoring, like IBM’s online chat room called “Dear Mentor,” group mentoring, 
and even reverse mentoring.12 In the case of cross-cultural or cross-gender pairings, reverse 
mentoring may uncover insights into organizational barriers that the mentor may have the 
power to remove.6 Finally, future research is needed on the accompaniment of ERG data as it 
pertains to advancing DE&I initiatives through mentorship. Furthermore, the primary focus of 
this summary was to research formal, hierarchical mentorship practices rather than alternative 
methods, such as student, peer-to-peer, or group mentoring. 

Conclusion 
Effectively designed mentoring programs benefit not only the mentor and mentee but also the 
organization in many ways (Appendix 2 Figure 4).6 Cascading effects offer not only increased 
leadership capabilities of mentors as line managers, but they help foster a culture of inclusion, 
development, and communication across hierarchies. As mentees observe the resources 
poured into them during a mentorship cycle, it will soon be their turn to give back to new hires 
in the organization, which creates a virtuous cycle that pays dividends at the individual and 
organizational levels. 

https://mentoring.12
https://relationships.11
https://mentoring.12
https://relationships.11


 

 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Appendix-1 

Ivey, G. W., & Dupré, K. E. (2022). Workplace Mentorship: A Critical Review. Journal of Career 
Development, 49(3), 714–729. 



 

 

 

 
      

   
  

Appendix-2 

Source: Hieker, C., & Rushby, M. (2020). Key Success Factors in Implementing Sustainable Mentor 
Programmes in Large Organisations. International Journal of Evidence Based Coaching & Mentoring, 
18(2), 197–208. 



 

 
       
   

 
 
 
 
 
 
 
 

Appendix-3 

Source: Meister, J. C., & Willyerd, K. (2010). Mentoring Millennials. (cover story). Harvard Business 
Review, 88(5), 68–72. 
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