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Is there a proven business case for 
mentoring programs in organisations? 
My esteemed colleague Professor David Clutterbuck, a leading researcher and writer on 
coaching and mentoring, recently told a group of our clients that “highly effective mentoring 
programs deliver substantial learning for over 95% of mentees and 80% of mentors”. But is 
there real evidence to support this and other outcomes for mentees, mentors and their 
organisations, as a result of mentoring? 

The answer is a qualified “yes”. One of the biggest problems with mentoring research is one of 
definition and research design. There are many definitions of mentoring and a great deal of 
confusion over where mentoring stops and starts and how it is similar to and different from 
coaching, counselling, training, managing and consulting. A review of the literature easily 
reveals a myriad of benefits of mentoring – but are they all measuring the same thing in the 
same way? Possibly not, exactly, but there is still much to be learned from these studies, which 
support in general, our own research findings and the kinds of outcomes that our mentoring 
programs achieve. 

Mentee Outcomes 

In a meta-analysis of 43 mentoring research studies, 
Allen et al (2004) found compensation and promotion to 
be higher in mentored individuals (than their unmentored 
peers); higher career satisfaction and greater belief that 
their career would advance; higher job satisfaction as 
well as greater intention to stay.  

Looking at this and individual studies (Catalyst, 1996; 
Dreher & Ash, 1990; Fagenson, 1989; Johnson & 

Scandura, 1994; Lankau & Scandura, 2002; Jones 2012; Chun et al, 2012), reported outcomes 
for mentees include:  

• Job security 
• Higher salaries 
• Higher-level positions in organisations 
• Enhanced political skills 
• More work satisfaction and lower job turnover than those who do not have mentors 
• Better understanding of roles & responsibilities & job satisfaction 
• Confidence & happiness, improved perspective  
• Better affective well-being 
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In an often cited long-term study, Sun Microsystems found 25% of participants in a mentoring 
program had a salary grade change and mentees were promoted 5 times more often than their 
unmentored peers. (Sun, 2009) 

Gender differences are interesting. Researchers suggest that women need mentoring for career 
support more than men do. Linehan and Walsh (1999) argued that mentoring is particularly 
important for women:  “Mentoring relationships, whilst important for men, may be essential for 
women’s career development, as female managers face greater organisational, interpersonal 
and individual barriers to advancement” (p.348). Indeed, there is evidence that mentoring 
actually benefits female mentees more than it does male mentees (Tharenou, 2005). It has also 
been suggested that e-mentoring is beneficial to mixed gender mentoring relationships, as the 
reduced level of social cues in electronic communication may enable a more power-free 
dialogue (Hamilton and Scandura, 2002).  

 
Individual benefits for mentors 

Mentoring consultants often receive feedback that the mentors gained as much as the mentees 
in a program. Apart from learning, studies (Hunt and Michael, 1983; Kram, 1985; Jones 2012; 
Chun et al, 2012) have shown these benefits for mentors:  

• Increase in professional identity, visibility and career 
rejuvenation 

• Self-satisfaction and improved perspective  
• Greater confidence & happiness 
• Improved psychological health 

In the Sun study mentioned earlier, mentors were promoted 6 times 
more often (Sun, 2009). 

 

Benefits to the organisation 

Research has reported benefits at the organisational level including employee commitment, 
motivation and retention, higher morale, better work relationships and better leadership 
(Fagenson-Eland et al., 1997; Wilson and Elman, 1996).  

In a study by Hegstad & Wentling (2004), the five most frequently cited impacts of the formal 
mentoring programs included:  
 

1. retention, (59 percent);  
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2. promotion and advancement, (35 percent);  
3. satisfaction, (35 percent);  
4. morale, (29 percent); and  
5. productivity and performance, (29 percent).  

 
In the aforementioned Sun study, retention rates amongst mentees (72%) and mentors (69%) 
was favourably compared to the general retention rate across the organisation of 49%. Sun 
claim to have made $6.7 million in savings in avoided turnover and replacement costs. They 
also estimate an ROI of more than 1000% on their investment in mentoring. 
 
There is little published data on the impact of mentoring on productivity. One of our clients, TNT, 
asked mentees to estimate the productivity improvement they had achieved as a result of 
mentoring. 48% of survey respondents said they believed they had more than a 50% 
improvement in productivity 
 
Another organisational benefit that is often overlooked is the leadership capacity development of 
mentors who participate in a mentoring program that offers them both training to enhance their 
developmental conversation skills and an opportunity to practice those skills with someone who 
is not a direct report.  
 
 
 
Conclusion 
 
In spite of the difficulties in comparing results across different types of studies, the trend is clear 
– the studies conclude that mentoring does have significant benefits not just for the individuals 
being mentored, but also for the individuals providing the mentorship, as well as their supporting 
organisations.  
 
When one considers that mentoring can contribute to the engagement, motivation, morale, 
affective well-being, career mobility, and leadership capacity of both mentees and mentors, it is 
likely that the impacts are grossly under-estimated.  
 
It is not easy to truly measure the organisational impacts of a particular mentoring program. This 
is usually done via survey data from the participants as well as cross-referencing participation 
against key indicators like retention  
 
We need more organisations to measure and track the impact of their mentoring programs and 
compare with other data such as retention, performance appraisals and promotion, so that we 
can provide further evidence to support the overall findings. 
 
 
 
 Melissa Richardson 2016 
 
 
  



 

 

 

4 

  
 

 
 
 
 
BIBLIOGRAPHY 
 
Allen, T. D., Eby, L. T., Poteet, M. L., Lentz, E., & Lima, L. (2004). Career benefits associated 
with mentoring for proteges: A meta-analytic review. Journal of Applied Psychology, 89, 127–
136.  

Catalyst. (1993). Mentoring: A guide to corporate programs and practices. New York: Author. 

Chun, J K, Sosik, J J, Yun, N. (2012) A longitudinal study of mentor and protégé outcomes in 
formal mentoring relationships, Journal of Organizational Behavior, J. Organiz. Behav. 33, 
1071–1094 (2012) 

Dreher, G. P., & Ash, R. A. (1990). A comparative study of mentoring among men and women 
in managerial, professional, and technical positions. Journal of Applied Psychology, 75, 539-
546. 
 
Fagenson, E. A. (1989). The mentor advantage: Perceived career/job experiences of protégés 
versus non-protégés. Journal of Organizational Behavior, 10, 309–320. 

Fagenson-Eland, E.A. , Marks, M.K. , & Amendola, K.L. (1997).Perceptions of mentoring 
relationships . Journal of Vocational Behavior, 51(1), 29-42 
 
Hamilton, B and Scandura, T. (2002) “Implications for Organisational Learning and 
Development in a Wired World” In: Organisational Dynamics, volume 31, No 4, pp388-402, 
Elsevier Science, Inc.  

Hegstad, C D & Wentling, R M. (2004) Human resource Development Quarterly, vol. 15, No. 4 
 
Hunt, D.M. , & Michael, C. (1983). Mentorship—A career training and development 
tool.  Academy of Management Review, 8(3), 475-485  
 
Johnson, N. B. and T. A. Scandura. 1994. 'The effects of mentoring and sex-role style on male-
female earnings', Industrial Relations, 33, 263-274. 
 
Jones, J. (2012) An Analysis of Learning Outcomes within Formal Mentoring Relationships, 
International Journal of Evidence Based Coaching and Mentoring Vol. 10, No. 1, Page 57  
 
Kram, K.E. (1985). Mentoring at work: Developmental relationships in organizational 
life. Glenview, IL: Scott, Foresman . 

Lankau, M J and Scandura, T A. (2002). An Investigation of Personal Learning in Mentoring 
Relationships: Content, Antecedents, and Consequences; The Academy of Management 
Journal, Vol. 45, No. pp. 779-790 

 



 

 

 

5 

  
 

 

 

 

Linehan, M. & Walsh, J.S. (1999) Mentoring Relationships and the Female Managerial Career, 
Career Development International, 4/7 pp348-352. MCB University Press.  

Sun Microsystems Study (2009), downloaded from 
http://spcoast.com/pub/Katy/SunMentoring1996-2009.smli_tr-2009-185.pdf 
 
Tharenou, P. (2005) Does Mentor Support Increase Women’s Career Advancement More than 
Men’s? The Differential Effects of Career and Psychosocial Support. Australian Journal of 
Management, Vol. 30, No. 1  

Wilson, J.  & Elman, N. (1990). Organizational benefits of mentoring. Academy of Management 
Executive, 4, 88-94 . 

http://spcoast.com/pub/Katy/SunMentoring1996-2009.smli_tr-2009-185.pdf

	Lankau, M J and Scandura, T A. (2002). An Investigation of Personal Learning in Mentoring Relationships: Content, Antecedents, and Consequences; The Academy of Management Journal, Vol. 45, No. pp. 779-790

