Baker, M. (2024) Making the case for mentoring as a development tool. Available at: Making the case for mentoring as a development tool (Accessed: 1 October 2025)
Making the case for mentoring as a development tool
Technology is enabling mentoring to be provided at scale and, with over half of companies offering it, those that don’t are in danger of losing out on talent, says Martin Baker
by Martin Baker 2 August 2024
Mentoring is a hugely important, effective and low-cost learning and development tool that benefits mentors, mentees, organisations and the sector in which they operate. When organisations provide mentoring opportunities to employees, it helps foster a culture of collaboration and knowledge exchange, demonstrating a commitment to people learning from and with each other in the workplace. 
L&D professionals participating in LinkedIn Learning’s 2024 Workplace Learning Report identified mentoring as a top career development priority, with 57 per cent of ‘mature career development’ companies already offering mentorship programmes. The report also found that 47 per cent of companies are investing in career mentoring and coaching in a drive to improve employee retention.
With mentoring, employees learn from the skills, experience and knowledge of more senior people in their organisation or their network and draw on their mentor’s advice to develop their own skills and expertise. Mentors also benefit from the relationship, gaining insight into what their mentee says about the workplace and about any emerging organisational and sector trends at an operational level.
It's a developmental tool used by a huge variety of organisations, big and small, across the voluntary, private and public sector. It’s particularly useful when learning budgets are tight, such as in the charity sector, and can help with recruitment and retention. 
The Charity Mentoring Network, launched in January, enables all workers across the charity sector to become mentors and mentees to develop their skills and careers. Until recently, such a project would not have been possible because the technology wasn’t available to support mentoring at scale. That has changed and now a variety of mentoring platforms provide the infrastructure to match mentors and mentees and help manage the relationship. 
So, what have we learned about launching a mentoring platform?
First, there are misconceptions about what mentoring is and it is often confused with coaching. Being clear on the differences is important, especially where one can be more expensive and a benefit to more senior colleagues or top talent. But what are the differences?
Mentoring
Mentoring is when a more experienced colleague or person in the mentee’s network shares their knowledge, experience and advice. Mentors act as a guide, giving answers to questions and solutions to problems. They are often subject-matter experts, that is, they have been through the same or similar challenges, potentially in the same organisation, and can use that experience to offer support and guidance. 
Coaching
Coaching is a non-directive way of developing people. The focus is on helping the coachee find their own answers and reach their own conclusions. It’s about giving people the space to think and explore. Coaches ask questions rather than give answers. And they don’t have to be subject-matter experts – their expertise is in coaching. 
It is important to note that mentors can also use coaching tools and techniques during the mentoring relationship, but it does not work the other way round: a coach should never use mentoring tools and techniques. 
Second, to promote mentoring as a development tool, it is important to engage the organisation around the benefits, such as:
· Mentoring boosts individual, team, organisational and sectoral skills.
· People who have been mentored are more likely to be promoted.
· Mentoring encourages internal and external networking, collaboration and cross-departmental, cross-functional and, potentially, cross-sector working.
· Mentees typically report higher levels of engagement, job satisfaction and loyalty.
· Mentoring boosts confidence and helps onboard employees into new roles.
· Organisations that offer mentoring often outperform organisations that do not.
· Mentoring schemes improve talent pipelines, internal mobility, recruitment and retention rates.
· Mentoring enables the mentor and mentee to work on challenges specific to the needs of the individual, their role and the organisation.
Third, mentoring can help tackle some of the biggest workforce challenges, including reskilling and upskilling, employee engagement, internal mobility and wellbeing. Reverse mentoring, when a less experienced or junior colleague mentors a more senior colleague, is increasingly important with today’s multi-generational workforce. It is a great way for older, more senior workers to learn from less experienced staff.
And, finally, working with the 51 charities and more than 500 mentors and mentees who have signed up to the platform since its launch, we have discovered how learning and HR teams can engage the organisation around mentoring. Here are my top 10 tips:
1. Engage senior leadership 
Ask senior leaders to become mentors. By becoming mentors, they are endorsing mentoring and signalling to the organisation that it is an important part of employee and organisational development. Leaders also stand to learn a lot from becoming mentors. 
2. Embed it into your L&D strategy
Mentoring is a low-cost, high-impact development tool that reaches across the organisation, engaging colleagues at all levels and in all roles. For this reason, it is a powerful tool for L&D teams in charities.
3. Align mentoring with your appraisal/performance process
Mentoring is an effective development tool so align your mentoring scheme with your organisational appraisal process. This helps integrate it into development activities that are aligned with appraisal objectives and helps engage managers with mentoring too.
4. Make it a part of your onboarding process 
Mentoring is a great tool to use in the onboarding process. Not only does it help new starters get up to speed in their new role more quickly, it also demonstrates the organisation’s focus on employee development. Consider other moments of need, such as a promotion, when mentoring can help support an individual.
5. Use all communications channels 
Make the most of the communication channels at your disposal, including your intranet, internal newsletters and all-staff emails to announce the launch, post news updates and continuously remind staff about mentoring network. Consistent communications are key, so don’t stop after an initial burst of activity.
6. … including offline promotions
Distribute posters in work locations such as reception areas, social spaces and the back of toilet doors. Include QR codes on posters so colleagues can sign up easily. Ensure all communications are accessible to all colleagues.
7. Promote early 
Begin promoting the mentoring network well in advance of its launch, using all-staff briefings and email reminders.
8. Target your communications to specific audiences
Consider the needs of specific audiences – senior leaders, new starters, managers, apprentices – and craft your messaging to show how mentoring can benefit them and their teams/peers.
9. And keep promoting it consistently
Did we already mention this?! Seriously, consistent communication matters not only to promote mentoring but to ensure mentors and mentees are active and responsive to mentoring requests.
10. Remember, there are plenty of resources to help you
Mentoring technology platforms provide a range of resources for how to support mentoring, based on insights gleaned from how the platform is used. Our technology partner PushFar, for example, provides guidelines for mentors and mentees and how to promote mentoring in your organisation. 
As we can see from its many benefits, mentoring is more than just a people development tool. And that is what makes it such a powerful approach. Yes, it can help workers upskill, reskill and develop their careers, but it can also drive engagement, support internal mobility and help encourage a more supportive working culture. And in times of significant – and rapid – change, it can help organisations become more responsive and resilient. Most CEOs would have had a mentor at some time in their career so look to engage your most senior stakeholders to get started now – they are likely to be receptive to the idea.

