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Bringing on the
next generation
Susan Hewitt looks at the role of mentoring
in nurturing the female talent pipeline

B
usinesses need fresh approaches
to survive in an increasingly
challenging and competitive
future. There is also a clear case for
businesses and boards to reflect their

customers and communities. Gender diversity can
help to achieve both of tliese aims'. More than half
of UK graduates are female yet women are still not
reaching the most senior ranks of organisations.
The Equality and Human Rights Commission
estimates that, at the current rate of change, it will
take more than 70 years to achieve gender balanced
boardrooms". There must be a cultural shift if the
current generation of women is not to miss out on
the top jobs again.

The Davies Report provides leverage for
businesses to address this issue'•. Amongst Davies'
responses, training and education, including
shadowing and mentoring, was the second most
popular suggestion for recruiting more women to
the boardroom, after legal changes such as quotas.
The Confederation of British Industry suggests
a number of people-focused ways to develop
and sustain the talent pipeline of women. These
include enhancing the visibility of role models
and mentoring. There is no quick fix answer to
bringing on the next generation of women, but
mentoring has a significant part to play.

What is mentoring?
The concept of mentoring dates back to ancient
Greece. According to Homer's Odyssey, when
Odysseus left to fight in the Trojan Wars, he
entrusted the care of his son Telemachus to his loyal
and wise friend and advisor Mentor.

Mentoring is stOl an imperative talent
management tool. It benefits the organisation, the
mentee and mentor. It improves retention and
progression at all levels. It's a highly individual

support system that can grow into a career-long
relationship. It delivers on diversity targets and
return on investment.

A mentor can be defined as "a trusted confidential
adviser, friend, guide, counseUor, tutor, confidante,
role model; usuaUy an older, wiser, more experienced
individual who mentors a younger, less experienced
'student'."' This umbreUa term brings together
aspects of coaching, mentoring and sponsorship. It is
this combination of discipUnes that is most helpful
for women in gaining recognition and advancement.

The view of the Chartered Institute of Personnel
and Development is that mentoring is a technique
that aUows for transmission of knowledge, skiUs
and experience in a supportive and chaUenging
environment. A more experienced coUeague uses
his greater knowledge and understanding to
support the development of a more junior or less
experienced coUeague'. Mentoring is primarily
about developing capability and potential in the role
rather than performance and skiUs. It is a specific
intervention that can be used widely in a particular
context, including induction and realising a woman's
potential for progression.

Coaching is defined as developing a person's
skiUs and knowledge so that his job performance
improves, leading to the achievement of work.

The barriers to women^s
progression are complex
and there is no magic
u^and that u^ill remove
them all
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In delivering single-
gender development, we
find that u^omen tend
to be less positive and
less confident about
themselves than men

personal and organisational objectives. It targets
performance and improvement at work. Coaching
usually lasts for short periods of time and focuses
on specific goals or skills''. Key coaching skills
include questioning, listening and clarifying and,
at its heart, it is non-directive. Although often
delivered by trained professionals, many managers
are now being equipped with these skills to carry
out workplace coaching.

Sponsorship or advocacy is also very effective
at bringing on the next generation. This is when
one partner, generally someone more senior or
with strong influence within an organisation,
assists a protégée in gaining visibility for particular
assignments, promotions or positions. There is
an overall career focus to the relationship, with
the sponsor or advocate being accountable-".
In our extensive work with women, we have
found that many of them fight shy of asking
for opportunities or highlighting their abilities.
Therefore support from an advocate is
particularly valuable for women.

Generation Y women at Levi Strauss and
Company are reinventing the mentoring model
to fit their needs and lives — and to reflect the
current realities of technology. Instead ofa one-
way, top-down relationship, they are using a
peer-to-peer, communal exchange of information,
guidance and support. They are creating a web
of relationships with a wide variety of women
who can offer a diversity of life experiences and
perspectives, including relationships
in cyberspace.

Ninety four per cent of the women said that the
best mentors are people with whom they can trade
advice. Seventy seven per cent said that mentors
can be people their own age, and 89 per cent agreed
that they can have more than one mentor. Like a
Facebook page, this mentorship is always on, never
static and continually evolving".

What can mentoring achieve?
The barriers to women's progression are complex
and there is no magic wand that will remove them
all. As the Davies Report says, there are things
that can be done at the organisational level such
as setting aspirational female representation goals
and looking at the work of nomination committees.
However, this must be underpinned by development
work with individual women to help them build the
personal skills to navigate the labyrinth of indirect,
complex and still often-discontinuous paths towards
top-level leadership'.

The internal barriers of women's attitudes and
behaviour wiU not be overcome simply through
organisational change. Although there has been
some progress there is sdll further to go'". In
delivering single-gender development, we find that
women tend to be less positive and less confident
about themselves than men. They are unaware of
the image they create in the workplace through their
attitudes and behaviour and assume they will be
rewarded with promotion or advancement simply by
working weU and hard. They do not put themselves
forward for projects, challenges or promotion and
are more likely than men to undervalue their skills,
abilities and achievements. They do not seize or
create opportunities to blow their own trumpet and
they exercise their well-developed networking sküls
mainly in their home life.

Our programmes address these issues and
mentoring is an essential element". A supportive
relationship with a mentor who can see in you what
you cannot see yourself can be life-changing and
research does show that women with mentors are
more successful'". Not having a mentor has been
quoted as a barrier to career development more
amongst women than men''.

A good mentor can help you'':
• quickly learn the ropes of a new post and reach

performance targets
• recognise your own strengths through reflection
• buUd confidence and self-esteem by providing

honest feedback
• widen your network by introducing you to

their contacts
• find space to vent feelings and frustrations when

ail is not going as planned
• get an independent perspective on

workplace issues
• analyse and develop your profile at work
• understand the unwritten rules of an organisation
• avoid the dangers of the glass cliff
• reduce risk and advance faster by learning from

their experience
" develop your own strategies by being a

sounding board
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• move outside your comfort zone tbrougb
cballenging tasks and bard questions

• gain access to opportunities tbrougb tbeir
advocacy or influence

• see wbat is possible, casting tbem as a role model
• gain advice on career direction
• gain moral support by making space and time for

good listening.

Benefits to women mentees
If a mentoring relationsbip can acbieve all of
tbese tbings, wbat are tbe key results for women?
Tbe following benefits were reported by women
following a cross-institutional scheme in Welsh
universities for botb academic and support staff':
• increased self-confidence in professional abilities
• improved awareness of strengths and weaknesses
• better motivation
• improved knowledge of tbe bigber

education workplace
• belp and advice on career planning
• encouragement to flüfil potential.

All mentors in tbis sclieme are women.
A quantitative study in Australia, witb academic

women researcbers, reported tbat, as a result
of mentoring, women decreased tbeir worries
or concerns about tbeir work, increased tbeir
assessment of tbeir capacity as academics and
increased tbeir job satisfaction'". Tbey got belp witb
specific career development strategies and were
promoted. Tbey managed tbeir time better and were
also successful in securing grant funding, tbe life-
blood of researcb. Tbis scbeme bad a mix of male
and female mentors.

One of tbe limiting factors in tbe Welsb scbeme
is tbe number of applications received from women
in very senior positions to act as mentors.

Tbe jury is still out on tbe differing value to
women of female or male mentors. Female mentors
may be able to better empatbise with a woman's
situation and male bebaviour migbt clasb witb a
woman's needs. For example, mentees bave reported
just needing to talk and have someone listen, but
a male mentor tben suggests solutions. Female
mentors can also provide real-life examples of
bow to succeed in majority-male environments.
Alternatively, working witb a male mentor can
provide a male perspective on issues, which can
stimulate different thinking'^.

Benefits for mentors
A l t b o u g b mento r ing scbemes are designed to
benefit mentees, tbey also provide benefit to
mentors . T b e Welsb universities scbeme recorded
tbe following: —>
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• improved listening and questioning skills
• increased confidence
• recognition of own achievements and experience
• opportunity for self-refiection
• improved relationships with staff
• opportunity to build better relationships with

other HEIs.

There can also be tangible benefits for mentors.
They are 20 per cent more likely to experience a
change in salary in comparison with those not in
mentoring relationships. They are also six times
more likely to be promoted'*^. Single-gender
mentoring relationships therefore offer enhanced
development, with both mentor and mentee gaining
tangible and intangible rewards.

Organisational gains
There are many positive aspects for the organisation
from mentoring. It really can grow your own talent
in an extremely cost-effective way. Calculating the
ROI for mentecs gives conservative estimates of
around 1,000 per cent'^. As we know that mentors
also benefit from the mentoring relationship, the
ROI wül greatly exceed that figure, possibly reaching
3,000 per cenf̂ ".

These figures should be music to the ears of
cash-strapped HR and training departments under
pressure to achieve diversity targets.

Cross-organisational mentoring such as the
FTSE 100 scheme-' or that in Welsh universities
can deliver wider benefits such as:
• helping to create constructive inter-

organisational relationships
• creating opportunities for networking and

collaborative working between organisations
• alleviating feelings of isolation for women

working in male-majority environments
• raising career aspirations
• encouraging women to apply for senior posts
• enhancing women's career development and

enabling them to reach their fuU potential
• making a positive difference to individuals

and organisations.

Both mentors and mentees are 20 per cent less
likely to leave the organisation than those not in a
mentoring relationship". This increased retention
could have a significant impact on gender diversity
where mentoring is available at all levels, not just
at the top. It could also help reduce attrition at
the break point of starting a family when many
women disappear from organisations and from the
career ladder.

Getting good PR can also be a great organisational
benefit, helping companies attract the best talent.



Websites such as Where Women Want to Work allow
sharing of real information about organisations. This
type of information will influence MiUennials - not
only what the business does but what its culture is
like, what its record on diversity is, how connected
its networks and processes are, how it gives back
to its community and the wider world--'. There are
also opportunities to showcase best practice through
awards such as those offered by Opportunity Now *̂*.
Its awards ceremony took place in April. Twenty
one organisations received awards and, in more than
50 per cent of these, mentoring was part of their
offering for women.

What's the alternative?
There are, of course, women who do make it to the
top without mentoring. It can be a tough challenge
for some of them, as they partition off that piece
of themselves that was wife, mother and woman to
model male leaders. They might adopt the military,
tough-girl act, or go completely the other way,
finding a more feminine version of themselves to
advance through charm. The relentless pursuit of
self-improvement can also be a strategy, the next
course, book or seminar giving them the magic
buUet to operate on a par with men.

A mentor believes in you and if no mentor is
available then you just have to believe in yourself

Role models have also been found in biographies
of successful business leaders. Knowing more about
their lives, you can then ask yourself'what would
they do in this situation?'-'-''

Sheer bloody mindedness has also been a
contributor to success. Significant numbers of
women on our programmes have said that they got
to the top because they had been told that it wasn't
possible, a woman had never done that job or it was
a closed male shop and they'd never get in. Never
underestimate the power of a woman scorned!

Get smart, get mentored
The Davies Report recommends it. The CBI
recommends it. Its value is recognised by
Opportunity Now in its awards. AH these august
bodies cannot be wrong. Keeping your talent
pipeline fuU through mentoring is highly effective
and delivers a great ROI for the use of very
little resource.

Getting a mentor is an essential career strategy
for women. I would say that being a mentor is also
an essential career strategy for women - the data
is clear. However you do it, adopting the fiizzy
network mentoring of MiUennials or the formal
structured schemes within organisations, build a
mentoring relationship that suits you and fits with
where you want to be. TJ

References
1 CBI Room at the top: Improving gender balance on

UK corporate boards http://bit.iy/fSdsoN (2010)

2 EHRC Sex and Power http://bit.ly/jWaPBK (2008)

3 Davies E M Women on Boards http://bit.ly/i8yHHm
(2011)

4 Tobin A "Mentoring matters" Talent Engagement
Review http://bit.ly/IT0Z07 (2008)

5 CIPD Coaching and Mentoring Factsheet hüp://bit.
ly/kOWJbl (2010)

6 CIPD Coaching and Mentoring Factsheet htXp://b\t.
ly/kOWJbl (2010)

7 Catalyst Making Mentoring V\¡ork http://bit.ly/
kkFATU (2010)

8 Lindsey Pollak "What MiUennials want" Huffington
Posf http://huff.to/d5E856 (2010)

9 Eagly A H, Carii L L Through the Labyrinth Harvard
Business School Press (2007)

10 Hewitt S D "Women and work - doing nothing is
not an option" Training Journal {2009)

11 Daisley J, Willis E Developing Women Through
7?-a/ning Springboard (1998)

12 Vinnicombe S, Bank J Women with Attitude: les-
sons for career management Routledge (2003)

13 Catalyst Pipeline's broken promise http://bit.ly/
lhfzop(2010)

14 CIMA Breaking Glass: Strategies for tomorrow's
leaders http://bit.ly/kJkGoR (2010)

15 Spargo L, Meacher NG "Women in universities
mentoring scheme (WUMS) for women in HE
in Wales - annual report" Women in Society (1)
http://bit.ly/IZ9CLP (2010)

16 Gardner M Making a Difference. Report from
Flinders University Mentoring Scheme for Early
Career Women Researchers http://bit.ly/jJ74bf
(1999)

17 CIMA Breaking Glass: Strategies for tomorrow's
leaders http://bit.ly/kJkGoR (2010)

18 Triple Creek Mentoring's impact on mentors http://
bit.ly/jVvPIO (2010)

19 Dickinson K Mentoring in good times and bad
http://bit.ly/isr2bO (2009)

2 0 Triple Creek Mentoring's impact on mentors http://
bit.ly/jVvPIO (2010)

21 FTSE 100 cross company mentoring scheme
http://bit.ly/fnlm8u

22 Triple Creek Mentoring's impact on mentors http://
bit.ly/jVvPIO (2010)

23 Where Women Want to Work http://bit.ly/iVRX9a

2 4 Opportunity Now awards http://bit.ly/hG5Dzl

25 Nance Nash S "When Women Lead" Diversity
MBA Magazine http://bit.ly/9dk0gr (2010)

Dr Susan
Hewitt
is head of
learning and
development
at the
Springboard
Consultancy.
She can be
contacted on
+44(0)1271
850828, at
suehewitt®
springboard
consultancy.
com or
via www.
springboard
consultancy.
com

www.trainingjaurnal.com June 2011 TJ



Copyright of Training Journal is the property of Fenman Ltd. and its content may not be copied or emailed to

multiple sites or posted to a listserv without the copyright holder's express written permission. However, users

may print, download, or email articles for individual use.


