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Introduction

The biggest challenges that Nordic organisations are facing right now are attracting and retaining talent,
building a learning organisation with the rightly skilled workforce, and staying innovative (Nordic Learning
Trends 2020). Millennials are now the largest generation in the workforce, and they have impacted the
employee journey by demanding a higher and more professional learning and development culture.
Additionally, more and more employees of all ages want flexibility (the hybrid workplace), clear purpose
and the opportunity to influence. If they do not feel fulfilled, they will likely see new opportunities

elsewhere.

Happy employees are good for business, and organisations investing in the employee journey are highly
attractive as employers. Therefore, the more focus on creating greater employee experience throughout
the entire employee journey, the more competitive the organisation will be in the battle for the best
talents. The employee journey — the time an employee spends at a company — stretches from when the
employee is attracted to apply for a job in the organisation until they leave. By mapping the employee
journey and monitoring the employee experience, the organisation can assess their strengths and

weaknesses and make improvements.

The following presents how mentoring can help organisations with these challenges.

Mentoring as a strategic tool

Done professionally, mentoring can be used as a strategic tool for attracting and retaining high-potential
talents as well as to accelerate leadership development and to fill the succession pipeline. Additionally,
mentoring is an effective tool for shaping organisational culture, instilling inclusive behaviour, and closing

generational gaps.

Employees are increasingly recognizing the benefits of mentoring and looking for organisations that provide
mentoring at different career stages — and organisations are seeing the value of implementing mentoring

across the full employee journey:

Attraction Onboarding & Development& | seniorretention
retention retention

* Employerbranding Integration Leadership * Knowledgetransfer

* External networking Cultural insights Talents * Seniorcareer
Building networks Diversity * Gradual withdrawal
Pipeline
Building alliances
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Mentoring is popular among leaders and employees when looking for development opportunities. The
unique benefits of having a confidential relationship with an experienced other person provides them with
faster access to knowledge, insight into building strong networks, and helps identify more challenging and
effective learning experiences. At the same time, mentoring provides the mentors with new insight into

other parts of the organisation and access to the knowledge and talents of the younger generations.

On a strategic level, corporate mentoring programmes make talents more visible across the organisation
and the hierarchies, and alternative career paths become more visible to the talents. Thus, mentoring can
increase mobility within the organisation and increase the ability to fill vacant positions while at the same

time breaking down silos.

The DDI Global Leadership Forecast (2018) highlights 4 benefits of having formal mentoring programmes:

e 23% more critical roles can be filled immediately
e 46% higher leader quality overall
e 20% lower employee turnover

e |,7 times more capable of capturing organisational knowledge before it is lost.

Additionally, the latest DDI Global Leadership Forecast (2021) tells us that: “Feedback is key -
Organizations where leaders practice and receive feedback from managers are 4.6X more likely to have
high-quality leaders and a strong bench.” Taking on the mentor role, is a significant learning experience for

leaders that will add to their feedback skills and help fill the succession pipeline.

How mentoring adds value to the employee journey
Attracting talent through employer branding

Developing the next generation of leaders and attraction and retaining top talent are among the top 3
talent problems that plague CEOs and since 201 | the percentage of HR saying they have a strong pipeline

to fill leadership roles have gone down from 8% to 11% (DDI 2021).

By strategically building their employer brand, organisations can attract and retain the right talents and skills
to their organisation as well as increase commitment and productivity. Providing leaders and employees
with development opportunities, thus showing their commitment to investing in people, plays a huge role in

attracting and retaining talent. Candidates with a greater learning orientation are more attracted to
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organisations with formal mentoring programmes, where they will have easier access to networking and
building relationships within the organisation. Organisations that invest in formal mentoring programmes

can profit from their efforts by attracting a larger and more attractive candidate pool.

Three examples of mentoring programmes aimed at attracting talents:

e Private corporations establish mentoring programmes where they match students within
relevant study areas with their employees to increase their employer branding and ability to attract
the best students for jobs in their corporation. Additionally, the mentoring programmes provide
the employees with learning opportunities and visibility that help them move forward in their

careers.

e Universities establish mentoring programmes to support the students in transitioning from
academia to business — and to retain international students for jobs in local companies after
graduation. Additionally, universities wish to strengthen their connections to local business life and
increase the ability to attract new students. Local business life provides mentors as part of their

employer branding and to give their employees new development opportunities as mentors.

e Student associations establish mentoring programmes to bridge the gap between academia and
the industry and to brand themselves and their field of study. At the same time these programmes
provide the industry participants with employer branding opportunities and the opportunity to
connect with potential job candidates. Additionally, the mentors gain insight into the current

curriculum of the students and their career interests.

Onboarding & retention

Well-organized onboarding processes lead to higher job satisfaction, increase commitment and

performance levels, as well as influence how long the new employee will stay with the company.

The cost of recruitment is high, so securing a high retention rate ensures better ROl of your recruitment
costs. Onboarding mentors improve onboarding for a better employee experience. The process of starting
a new job is often stressful. Mentoring provides the new employee with a confidential relationship with an
experienced other person, who is neither their direct leader nor their direct colleague, with whom to
discuss uncertainties, to ask questions and to develop their confidence in the new job. Mentoring provides
increased insight and ability to navigate the organisational culture and open doors to better and faster

connections with the right people. Thus, mentoring provides for a smoother onboarding process, an
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accelerated learning curve and a shorter time to full performance in the new job while having a significant

effect on retention of new employees, as they gain a solid foothold in their new organisation faster-.

It is a mistake to think that only new employees benefit from the onboarding process. Mentors that provide
onboarding mentoring benefit by feeling more valuable to the organisation and by taking active part in
developing the workplace culture. Furthermore, mentors develop their leadership skills, become more
visible to the right stakeholders, and can also accelerate their career progress through the mentoring

programme.

Two examples of mentoring programmes aimed at onboarding and retention:

= Graduate/trainee programme — many large organisations have graduate or trainee
programmes. One large global company receive up to 10.000 applications for their graduate
programme annually and hire 20-25 graduates. In addition to the projects, trainings, and other
events in the graduate programme they have a mentoring programme, where each graduate is
matched with an experienced person who can provide support, confidential conversations, insight
into company culture and help them integrate, become successful and feel at home in the
organisation. The mentoring programme has a big impact on retaining the graduates and ensuring

ROl on the big investment of recruiting and training of the graduates.

= Mentoring for newly hired or newly appointed leaders — in this organisation the purpose of
the mentoring programme is to onboard new leaders whether they are newly hired or newly
appointed. Newly hired leaders need support in understanding organisation culture, navigate the
unwritten rules and building network, newly appointed leaders need to find their identity in the
leadership position. Thus, depending on the mentee need they are matched with mentors who are
either great networkers and informally influential or with mentors who are experienced leaders in

the organisation.

Developing the next generation of leaders

Leadership development and personalized learning are the most popular learning topics among employees
in Nordic organisations (Nordic Learning Trends 2020). According to this study “four out of five millennials
say that the possibility to learn and get new quadlifications are decisive when they apply for a new job”. One of the
most important tasks of leaders today to ensure long-term success of the organisation is to develop the
next generation of leaders — mentoring develops leaders for the future while at the same time impacting on

today’s leadership quality and creating a strong learning culture.
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While leadership development programmes can be effective for teaching leadership skills to specific
leadership levels ensuring that all leaders have the same level of skills, mentoring provides for the
individualized learning process and for learning skills which can only be learned through experience — the
action-reflection-learning process. Not all learning is textbook learning. Navigating in global matrix
organisations is a skill that can only be learned by doing it — and having a confidential and experienced

mentor to help understand how, will speed up this learning process.
Mentoring benefits for leadership succession

e More visibility as a candidate for promotion across the organisation.

e More insight into opportunities and alternative career paths across the organisation.
e Better connected — more sponsors in high places.

e Increased ability to navigate and build allies in the right places.

e Better knowledge about how to fulfil their career ambitions.

Mentoring for leadership talent development at all levels of the organisation is very popular. Mentoring
programmes may focus on inspiring talented employees to start a leadership career, to accelerate the
leadership career of those already in leadership positions, as well as to give the most talented, younger
leaders the opportunity to be mentored by the C-Suite members preparing them for succession to
strategically important leadership positions. Mentoring thus becomes a way of creating a “live” pipeline for
filling open positions while at the same time providing mentees with insight into career opportunities across

the organisation and mentors with insights into what motivates these talents in their career.

Diversity and inclusion are a must in organisations today and also an important topic in leadership
development. Mentoring for diversity is often focused on gender, ethnicity and nationality for organisations
wishing to achieve a balanced level of diversity, especially among leaders, as well as on identifying and
overcoming unconscious biases in the organisation. As evidenced in research, diversity and inclusion is a
strong enabler of business performance and innovation. McKinsey research (Diversity wins, How inclusion
matters, May 2020, McKinsey & Company) has shown that the relationship between diversity on executive
teams and the likelihood of financial outperformance has strengthened over time (2014-2020), and that
organisations need to focus even more on inclusion to make this happen. Mentoring provides for a tangible,
organisational and individual act of inclusion and provides both majority group members and minority group

members with better insight and ability to overcome biases and change their behaviours.
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Two examples of mentoring programmes aimed at developing leadership talent:

¢ Global mentoring program for top leadership talent — this programme aims at ensuring the
pipeline of leaders ready to take on complex and strategic leadership position in the global
organisation. The programme provides the mentees with executive level mentors and the
opportunity to increase the network, their visibility, their insight into careers across the
organisation both in terms of different divisions and different geographical regions while at the same
time accelerate their leadership learnings. Additionally, the mentors become aware of talent across

the organisational boundaries and keep developing their leadership skills.

e  Women in consulting — a national unit of a global consulting company established a mentoring
programme to encourage more women to work towards becoming partners. A group of 20
women were invited to the programme and matched with experienced partners. In this way the
women were exposed to partners outside of their own consulting specialty with the opportunity to
have confidential conversations about careers in consulting. Additionally, the partners and mentors
became more aware of what barriers women encounter in consulting and had their assumptions
and biases about women challenged and became more eager to recruit women to the client project

that would give them the right exposure to learn and move in their career.

Senior retention and reverse mentoring

Some organisations establish mentoring programmes to bridge an age gap in the organisation —i.e., to
provide knowledge sharing and skill building because their most experienced employees are all close to
their retirement age and most of the other employees are relatively young and inexperienced. This
provides the mentors with the opportunity to share their knowledge and experience, to be appreciated for
what they have achieved and maybe even to enter into a gradual withdrawal position — and the mentees can

learn from the knowledge and advice from the seniors.

Reverse mentoring, where junior employees mentor senior employees, has become popular with a focus
on technology. However, the added benefit of reverse mentoring is that junior employees are recognised as
having value to add to the seniors, while the seniors also share their knowledge and experience with the
juniors. Together they are creating valuable new knowledge that will stay in the organisation, even when

the older generation retires.
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Modern reverse mentoring is much more than sharing knowledge about technology. According to Jordan
and Sorell (2019), there are four main benefits of reverse mentoring programmes: increased retention of

Millennials, sharing of digital skills, driving culture change, and finally promoting diversity.

Reverse mentoring programmes provide more transparency, helps understanding minorities and is a
valuable approach to bridge generational gaps and ensure mutual knowledge sharing and learning. Reverse
mentoring can provide organisations with insight into the younger generation and be a valuable tool when
recruiting new talents. Especially within “old” organisations like for example broadcasters the concept of
reverse mentoring helps managers to understand how young people think nowadays, and how they use
various media forms. Some professions and/or organisations needs to reinvent themselves in order to
survive in a fast changing market. Here reverse mentoring can be a strong tool for connecting generations

and engaging them in innovation.

One example of a mentoring programme aimed at bridging the generation gap:

e A large bank established a mentoring programme for their graduate programme and matched the
graduates with their most senior employees to ensure mutual learning and to connect the
generations. The bank experienced a generation gap in the sense that there were many employees
with 30-40 years seniority in the bank and many younger employees but very few in between. Thus,
the challenge was that many of the older employees would retire at the same time leaving the
organisation with a knowledge and skills gap. Therefore, it was important to match and bridge the
age gap in the mentoring programme to provide the younger generation with insights from the
older generation and to provide the older generation with new knowledge coming from the
younger generation. One big challenge that had to be overcome, was the younger generations’ bias
against the older generation who did not have a higher education but was educated at the bank. At
the beginning this led to a certain disrespect by the younger generation for the older generation,
which was overcome through training and workshops working with both mentees and mentors to

open their eyes to the value of curiosity and learning from each other.

Room for improvement

Most organisations today say they provide mentoring for their employees. However, there is room for
improvement. Overall, coaching and mentoring are the areas where leaders are least satisfied,

along with performance management programs (DDI 2021). However, this is more a reflection of the
quality of the programmes that do exist and — probably — a lack of knowledge about mentoring and how to

design and implement professional mentoring programmes. Research has proven over many years that
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mentoring with the proper design, linked to the business agenda and sponsored by top management

influences attraction, development and retention.

With more than 20 years of experience designing and implementing mentoring programmes in a

organisational context, we can confirm that mentoring works.
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How can KMP+ House of Mentoring Help?

Partnering with KMP+ House of Mentoring for designing and implementing 2|
your mentoring programmes will give you access to knowledge, experience
and tools to increase the efficiency and effectiveness of mentoring in your &+

organisation.

INCREASE THE IMPACT
With the methodology, e-learning and online toolboxes from KMP+ House of Mentoring to guide the
design and delivery of your mentoring programmes.

ENGAGE THE LEARNERS - MENTEES AND MENTORS
With e-learning, online toolboxes and training events that are interactive, provides networking and
reflection and is built on action-learning principles — whether delivered online or in person.

GAIN NEW KNOWLEDGE
With 20 years of delivering mentoring, we provide expert knowledge and full awareness of pitfalls and
success criteria to help you establish professional, high performing mentoring programmes.
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KMP+ House of Mentoring

KMP+ House of Mentoring is a consulting house established in the

Kongevejen 155 year 2000, focused on enhancing leadership and talent development
2830 Virum through professional mentoring programmes. We design and deliver
Denmark state-of-the-art mentoring programmes based on research and good

practice and are continuously seeking to increase our knowledge of
Phone: +45 3976 12 32 how to ensure optimal outcome of development initiatives — for the

participants as well as for the organisation. Together with the client,
we ensure that development activities are relevant and meaningful to
the individual as well as to the organisation as well as connected to
strategic objectives.

Email: info@kmpplus.com

Learn more at www.house-of-mentoring.com
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