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Your people are your greatest asset. But retaining them,
developing them and keeping them engaged has never
been harder.

The organisations we work with tell us the same things,
time and again. They're losing good people to
competitors. Their leadership pipeline feels thin.
Engagement scores are falling. New hires are struggling
to find their footing. And the institutional knowledge built
over decades is walking out the door with every
departure.

These aren't small problems. They're strategic risks. And
yet most organisations are still trying to solve them with
the same old toolkit: fragmented training programs, one-
size-fits-all onboarding, and performance reviews that
don't move the needle.

The challenge most organisations
are already facing

BACKGROUND

WHAT IF THE ANSWER IS HIDING IN PLAIN SIGHT?

Mentoring addresses all of these challenges at once.
Mentoring, done well, connects people across your organisation, builds capability at every
level, preserves institutional knowledge and creates the kind of culture that attracts and
keeps great people. The ripple effect it creates goes far beyond any single mentoring
relationship. 

We've seen it happen in organisations of every size, across every sector, in 26 countries
around the world. When mentoring is designed with intention and managed with care, it
transforms not just the people in the program, but the organisations they work in.
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The ripple effect goes far beyond the mentoring pair. It touches
retention, culture, leadership and the way people feel about the
organisation they work for.
Art of Mentoring



What mentoring actually is
(and what it isn't)

WHAT IS MENTORING
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Developmental mentoring builds a mentee's capacity to think, decide and grow, not just
their access to information or advice. That's the difference between a program people
remember for years, and one they've forgotten before it ends.

MENTORING VS COACHING
Coaching focuses on performance in the current
role, often driven by a line manager's agenda.
Mentoring is mentee-driven, broader and longer-
term. The mentee owns the agenda, focused on
their career and development, not just their current
performance.

Mentoring is one of the oldest and most effective forms of human development. It's also one of
the most misunderstood, and that misunderstanding is often what gets programs into trouble
before they've even begun. 

At its heart, mentoring is a purposeful relationship in which a more experienced person supports
the growth of another. It's built on trust, mutual respect and a genuine commitment to helping
the mentee develop. Crucially, the mentee owns the agenda. The mentor's role is not to tell
them what to do, but to help them think more clearly about the decisions that matter most to
them.

NOTABLE DISTINCTIONS

MENTORING VS SPONSORSHIP
Sponsorship involves advocating for someone and
opening doors on their behalf. Mentoring builds the
mentee's own capacity to navigate those doors
themselves, so the growth stays with them long
after the program ends.

MENTORING VS SPEED NETWORKING
Terms like “flash mentoring” and “speed mentoring” involve brief exchanges of information but no real
relationship is formed. They are better described as Fast Knowledge Transfer. The evidence for structured,
long-form mentoring programs, where real relationships are built over time, far outweighs the case for these
newer formats.



Why mentoring matters more
than ever

THE BUSINESS CASE
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The workplace has changed. The expectations people bring to work have changed. And the
pressure on organisations to attract, develop and retain great people has never been greater.
Mentoring is one of the most effective responses to all of these pressures at once.

Across hundreds of programs, we have seen what well-designed mentoring delivers. Not in
theory. In practice.

These outcomes don't happen by accident. They happen because the programs are designed
with clarity of purpose, delivered with care and measured throughout. Across our client
programs, we consistently see:

The large majority of mentees report meeting all or most of their goals by program end

96%
Average participant satisfaction rate

across our programs, one of the strongest
indicators a program is creating real value

10K+
Mentors and mentees trained across
our programs globally, giving us
deep insight into what works

26+
Countries where we run mentoring
programs, bringing global expertise
to every engagement

90.48%
Of our client programs focus on leadership,
talent and career development, the areas
organisations tell us they need most help with

Mentors consistently report the experience made them better leaders, not just better
mentors
Organisations report measurable improvements in retention, engagement and internal
mobility among participants
Mentors return year after year, and mentees come back to become mentors for others

The organisations that invest in mentoring thoughtfully see it become one of the most
valued parts of their culture. People who go through a great mentoring program become
advocates for it. They tell their colleagues. They ask why it took so long to start.



Mentoring is not just for junior employees or those at
the start of their career. In our experience, it delivers
value across every level of an organisation and at
every stage of a career.

It is particularly powerful when people are navigating
transitions: starting a new role, moving into leadership,
returning from leave, building confidence after a
setback, or seeking new direction mid-career. These
are the moments when a skilled mentor can make a
lasting difference.

Not everyone automatically makes a great mentor,
and not everyone shows up as an enthusiastic
mentee. Part of our work is helping organisations
understand this and build the right structures to bring
out the best in both.

Who mentoring is for
WHO IT IS FOR?
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WHEN MENTORING IS MOST POWERFUL

Mentoring works across every sector and every type
of organisation.
We work with corporates, government agencies, professional associations and not-for-
profits, each with different goals but a shared need: to grow and retain the people who
make their organisation work. And it's not limited to one-on-one relationships. Peer
mentoring, group mentoring, reverse mentoring and reciprocal mentoring are all models we
design and support.

Mentoring delivers its greatest impact at these key career moments:

CAREER TRANSITIONS
Starting a new role, moving into leadership, or
switching functions: a mentor provides a sounding
board and real-world guidance from someone who
has been there.

CAREER PLATEAU
When growth feels stalled, a skilled mentor can
challenge assumptions, open up new pathways and
help a mentee find clarity and direction again.

CAREER SATISFACTION
When someone is questioning their fit or purpose, a
mentor helps them examine their identity, values and
options with greater honesty and depth.

NEW CHALLENGES
A promotion, a new team, a stretch assignment: a
mentor role-models the skills and mindset required
and shares how they navigated similar moments in
their own career.



Why mentoring programs fail
(and how to avoid it)

PROGRAM DESIGN
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We've seen a lot of mentoring programs. The ones that struggle tend to do so for the same
reasons. None of these traps are inevitable, but all of them are avoidable only if you know what
to look for.

NO CLEAR PURPOSE
If you can't tell a compelling story about
why your organisation needs a mentoring
program, you're not ready to launch one.
Everything flows from purpose: design,
matching, training and participant
recruitment. Without a clear WHY,
mentoring becomes a box-ticking exercise
no one fully commits to.

WEAK LEADERSHIP COMMITMENT
We have advised organisations to pause
their programs before, not because the
design was wrong, but because the lack of
genuine senior commitment was
undermining everything else. Mentors and
mentees can sense when leadership
doesn't care. The most powerful signal?
Leaders who mentor themselves.

POOR MATCHING
Random matching almost never produces
the best outcomes. The best pairs connect
what a mentee needs to develop with what
a mentor can genuinely offer, while
ensuring enough difference in background
and perspective to create real stretch. We
use smart matching with human judgement
always in the loop.

INADEQUATE TRAINING
Being experienced doesn't make someone
a good mentor. Being motivated doesn't
make someone an effective mentee.
Mentors need to learn how to ask better
questions and resist the urge to give
advice. Mentees need to understand they
own the relationship. Programs that skip
this step consistently underperform.

UNDER-RESOURCING
Most organisations underestimate what a
well-run program requires. Expect to invest
$500 to $1,500 per pair for a properly
supported program. Programs that cut
corners don't just underdeliver. They
damage trust in mentoring as a tool,
making it harder to try again.

NO MEASUREMENT
If you can't demonstrate impact, your
program will always be vulnerable when
budgets tighten. Measurement is not a
compliance exercise. It's how you learn
what's working, make the case for
continued investment and keep improving.
We build measurement in from day one.



What makes a mentoring
program work

PROGRAM DESIGN
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After running programs across hundreds of organisations and 26 countries, here is what we
consistently see in the ones that succeed.

A clear and compelling purpose
Linked directly to an organisational goal with a compelling WHY at its centre. The purpose
shapes every decision: who participates, how they're matched, what training looks like and
how success is measured.

Strong leadership commitment
The most successful programs have leaders who participate as mentors themselves, talk
about it publicly and make clear this is a strategic priority, not just an HR initiative.

Thoughtful matching
We use smart matching informed by participant data, with human judgement always in the
loop. A great match makes everything easier. A poor match makes everything harder.
Getting this right is one of the highest-leverage things you can do.

Quality training for both roles
We have trained more than 10,000 mentors and mentees. Mentors need skill-building, not
just enthusiasm. Mentees need to understand they own the relationship. Both need
preparation and access to resources throughout.

A skilled program manager
Part matchmaker, part relationship counsellor, part project manager. They notice when a pair
has gone quiet, they nudge and support, they gather feedback and act on it. The program
manager is the backbone of every successful program.

Continuous measurement
We track goal achievement, match satisfaction, engagement levels and program impact at
every stage, not just at the end. This lets us identify issues early, adjust in real time and give
you the data to demonstrate ROI.



The Ripple Effect: what a great
program looks like in practice

PROGRAM OUTCOMES
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After running programs across hundreds of organisations and 26 countries, here is what we
consistently see in the ones that succeed.

HIGHER RETENTION AND ENGAGEMENT
People who are mentored are more loyal, more engaged and more likely to perform at a
higher level. They feel invested in and valued, and that loyalty flows back to the organisation.

BETTER LEADERS AT EVERY LEVEL
Mentors take their new skills back into their teams and become stronger leaders. The impact
of one great mentor ripples outward across everyone they lead.

BROKEN SILOS
Meaningful relationships form across functions, teams and hierarchies. Cross-silo collaboration
increases, internal networks strengthen and your organisation becomes more connected.

KNOWLEDGE TRANSFER
Hard-won experience and institutional wisdom pass from one generation to the next. Your
organisation's most valuable asset, the knowledge in people's heads, is preserved.

CULTURE SHIFT
Mentoring shifts the culture dial towards growth, connection and continuous learning. If you're
strategic about targeting, it can help reshape values and behaviours across the organisation.

TALENT MAGNET
Mentoring becomes a genuine drawcard for new talent. Future recruits won't ask if you offer
it. They'll ask how good it is. And your people will tell them.



We don't sell software and leave you to figure the rest
out. We're a team of mentoring experts who work
alongside you to design, implement, manage and
continuously improve your program.

We bring deep expertise, a purpose-built platform and
a genuine commitment to your outcomes. And we
operate globally across 26 countries, with our
approach aligned to the International Standards for
Mentoring and Coaching.

We'll also tell you honestly if mentoring isn't the right
intervention for your organisation right now, or if we're
not the right fit. Getting it right matters more to us
than winning new business.

How Art of Mentoring works with you
HOW WE WORK
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OUR NEAR AND DEAR FRAMEWORK

How we design your program: NEAR
Networked:
Clear cohort structures or flexible on-demand programs that connect participants
across your organisation.

Enhanced:
Targeted training and resources for mentors, mentees and program managers, so
everyone arrives prepared.

Automated:
Smart matching, automated communications and survey-driven check-ins that
maintain momentum without the admin burden.

Reflective:
Data-driven insights throughout the program, so we can track progress, identify what's
working and keep improving.
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WHAT WE PROVIDE

OUR NEAR AND DEAR FRAMEWORK

What your people will experience: DEAR
Develop:
Participants build the skills, confidence and clarity they need to reach their potential.

Engage:
Real relationships form. People feel genuinely connected to their organisation, not just
to a program.

Activate:
Learning turns into action. Mentees make decisions, take steps and create real change
in their work.

Retain:
People stay. They feel valued and invested in. That loyalty flows back to the
organisation.

PROGRAM DESIGN
Interactive design workshops or rapid onboarding if
you're scaling an existing program, all tailored to your
goals, culture and context.

MENTORING PLATFORM
Purpose-built software for applications, smart
matching, training delivery, communications and
real-time reporting, without unnecessary complexity.

TRAINING AND FACILITATION
More than 10,000 mentors and mentees trained.
Available as workshops, online modules or a blend,
from foundational skills to advanced development.

ONGOING SUPPORT
A dedicated Client Success Manager throughout,
providing strategic guidance, monitoring engagement
and giving you the data to demonstrate impact.



We'd love to hear from you. Reach out to our team and let's start a conversation about what
mentoring could look like in your organisation.

WHEN YOU GET IN TOUCH, WE CAN EXPLORE:

Ready to see what
mentoring could do for your
organisation?

READY TO GET STARTED?
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A focused conversation about your organisation's goals, challenges and culture

An exploration of your WHY: what you need mentoring to achieve, and for whom

An honest discussion of readiness, investment required and potential risks

A look at what program structure, matching approach and training model might suit
you best

Reach out to our teamReach out to our team

GET IN TOUCH:

Website: artofmentoring.net 
Australia: +61 (2) 9113 7265
United States: +1 (512) 202 2309

https://artofmentoring.net/contact/
https://artofmentoring.net/
tel:+61(2)91137265
tel:+1(512)2022309

