Optimizing Mentoring
Programs for
Women of Color

About Catalyst
Founded in 1962, Catalyst is the leading nonprofit membership organization expanding opportunities for
women and business. With offices in the United States, Canada, Europe, and India, and more than 500
preeminent corporations as members, Catalyst is the trusted resource for research, information, and advice
about women at work. Catalyst annually honors exemplary organizational initiatives that promote women’s
advancement with the Catalyst Award.
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Mentoring Programs:
Not a One-Size-Fits-All Proposition
Catalyst research shows that women of color—
that is, racially/ethnically diverse women—have
experiences and perceptions that are unique from
women as a group and men of color as a group.
For instance, they report facing a greater level of
negative stereotyping that may impede others
from actively aiding them in advancing their
careers.1 Career development programs designed
for all women (regardless of minority status) or all
minorities (including men) may not take the unique
experiences of diverse women into account. For
example, more than half of organizations in a recent
survey reported that they did not specifically target
women of color in their mentoring programs.2
While the number of racially/ethnically diverse
women with mentors has grown over time—from
only one-third in the late 1990s3 to almost half in
20094—one difference between diverse women
and white women is that diverse women are much
more likely to have mentors who lack power. In a
recent Catalyst study, 62 percent of diverse women
with mentors cited “lack of an influential mentor
or sponsor” as a barrier to advancement vs. 39
percent of white women.5 This is a crucial gap
given that powerful mentors often act as sponsors
by influencing decision-making on who gets senior
positions and coaching mentees to stretch into
senior roles and assignments.6
Diverse women with influential mentors are more
likely than those with non-influential mentors to
experience the workplace (e.g., greater satisfaction
with career advancement) and the organization
(lower intent to leave and higher organizational
commitment) advantageously.7 However, diverse
women with influential mentors still lag their white
women counterparts on a number of dimensions,
including:8
• Overall satisfaction with the mentoring
relationship.
• Trust and mutual understanding.

• Help with navigating organizational politics.
• Recommendations for assignments that
increase contact with higher-level managers.
Given that diverse women with influential mentors
have higher organizational commitment and lower
intent to leave, organizations would be wise to
consider specifically targeting programs to them,
optimizing the effectiveness of such programs in
general and, in particular, diverse women’s career
advancement.9

HOW TO USE THIS TOOL
The benefits of this tool to organizations whose
diversity and inclusion (D&I) professionals are
developing new or refocusing existing mentoring
programs on diverse women will vary, depending
on where the organization’s mentoring programs
currently fall for the developmental spectrum.
The tool will help organizations with:
• No mentoring program decide on
the target, goals, and structure of their
mentoring program.
• A mentoring program that does not
include diverse women decide whether
to expand the program to include diverse
women and how to tailor the initiative
accordingly.
• A mentoring program that includes a mix
of demographic groups, including diverse
women optimize the program to more
effectively meet the needs of diverse women.
• A mentoring program that focuses
on diverse women leverage career
advancement effectiveness for those women.
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The tool includes a discussion of relevant issues
and assessment questions. For each section:
1. R
 ead the issues.
2. Answer the assessment questions.
3. Take notes in the space provided, which
will later serve as “action starters” for
creating, implementing, or revising your
program.

The tool also includes a case study and a
worksheet. Once the previous steps are completed:
1. R
ead the case study on developing a
mentoring program, and answer the
related questions.
2. 
Use the worksheet to integrate your
thoughts on how to start, tailor, or optimize
a comprehensive mentoring program to
meet your organization’s needs and goals.

Mentoring Program Goals and Individual Outcomes
Mentoring program goals must align with outcomes for individual participants.10 Below are examples of
program goals that are aligned with mentee outcomes across a variety of target groups.

TABLE 1

Examples of Program Goals, Outcomes, and Target Groups
Program Goals

Individual Mentee Outcomes

Target Groups

Develop a diverse
talent pipeline

Develop knowledge in areas that will
optimize individuals’ performance

Entry-level
diverse group

Develop a more
inclusive workplace

Gain insight on experiences and
perspectives of diverse talent

Senior-level
executives

Develop a promotionready cohort

Work with key players within the current
line of business on a high-visibility project

Mid-level
managers

Create a more
diverse successionplanning slate

Gain political expertise and perspective
by establishing relationships

Mid- to senior-level
diverse group
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Assessment Questions: Determining Mentoring Program Goals
and Individual Outcomes
1. W
 hat are the goals of your current or
proposed mentoring program(s)?
2. 
To what extent do these goals align
with the organization’s overall business
strategies and goals?
3. To what extent do these goals align with
talent management processes, including
development and advancement of
diverse groups?
4. To what extent do these goals align with
organizational initiatives related to culture
change?
5. 
Given the program goals, what do
you think are reasonable outcomes for
individuals in the program? For example,
if the program goal is to develop a
promotion-ready cohort, do outcomes
include those criteria necessary for
promotion in your organization, such
as placement on a highly visible, crossfunctional team, an in-depth knowledge
of the line of business, and/or exposure
to senior executives?

NOTES

Mentoring Program Structures
A variety of mentoring program structures exist,
and each offers its own advantages.
• Traditional One-on-One Mentoring:
Typically pairs a more senior person
who mentors a more junior person. This
structure is most appropriate for facilitating
a long-term mentoring relationship.
• Peer Mentoring: Involves one-onone mentoring relationships between
hierarchical peers whose roles may or
may not vary by function and technical
expertise. Peer mentors can provide social
support and knowledge exchange to each
other in a more relaxed setting.

• Mentoring Circles: Involve one mentor
meeting with a group of mentees. Mentor
circles mimic the natural structure of a work
team and are efficient from a resource
perspective.
• Reciprocal or “Reverse” Mentoring:
Involves a more junior person serving in
the role of mentor to a more senior person.
This structure facilitates development
of senior leaders’ knowledge of diverse
perspectives and provides an opportunity
for dual-learning.
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Assessment Questions:
Determining Mentoring Program Structure
1. Is there a program structure that best “fits”
with the goals and targets of your program?
For example, if you are seeking to:
a. Develop a promotion-ready cohort
of diverse individuals, you may
consider traditional one-on-one
mentoring between a senior person
and a mid-level mentee.
b. D
 evelop skill levels among an entrylevel group, you may consider peer
mentoring.
c. D
 evelop a more inclusive culture
by engaging senior leaders in D&I
initiatives, you may want to use
reciprocal mentoring in which a
diverse employee is matched with
a senior leader and they mentor
each other.
d. O
 rient
diverse
groups
to
the “unwritten rules” of the
work environment by helping
them successfully navigate the
organization through the use of
mentoring circles.
2. What level of resources will you need to
support your desired structure(s)? Do you
have the resources to implement more
than one type of mentoring structure?

HAVING MORE THAN ONE
MENTOR IS ADVANTAGEOUS
FOR WOMEN OF COLOR
Catalyst research has shown that diverse women
with more than one mentor had higher promotion
rates than those with just one.11 Some mentoring
programs facilitate multiple mentorships by offering
a combination of venues such as mentoring circles
and one-on-one mentoring pairs.
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NOTES

Mentoring Program
Targets
Program goals are a starting point to determine
who should be targeted by the program. For
example, if the goal is to create a more diverse
succession-planning slate, racially/ethnically diverse
women who are mid- to senior- level may be an
appropriate target group. Program developers may
also need to better understand the experiences of
various employee segments to determine which
group(s) to target.

Assessment Questions: Determining Mentoring Program Targets
1. A
 re program goals intended to benefit
all employees, or a certain level, function,
and/or demographic group?
2. 
What has been the organization’s
experience with mentoring programs in
the past regarding targeting of groups?
For instance, has the program targeted a
narrower or broader group of employees?
What was the reception from employees
at large? Were there any lessons learned
in terms of how the program was
communicated to employees regarding
targeting of groups?
3. 
Do employee survey data, if collected,
reveal any unique needs of diverse
women in your organization? For instance,
low engagement or commitment; low
satisfaction with career advancement
potential; a perceived lack of access to
senior executives, mentors, or sponsors;
perceptions of inequity in opportunities
or lack of access to key assignments; low
satisfaction with direct managers?
4. 
Is
your
organization
experiencing
disproportionately high regretted losses
among diverse women?

5. H
 ow well do current mentoring programs
meet the needs of diverse women based
on composition of mentee participants?
For instance, what is the representation of
diverse women in the mentoring program
given the employee population at large?
And if a mentoring program is targeted
to women generally, is there a balance
between diverse women and white
women?
6. How well do current mentoring programs
meet the needs of diverse women based
on participant feedback? For instance, how
satisfied do diverse women participants
appear to be with the mentoring program
based on their rating of aspects of the
program or informal comments?
7. 
How well have program goals and
individual outcomes been met for
diverse women participants in areas
such as engagement or commitment to
organization, turnover rate, promotion
rate, assignment to high visibility projects,
and performance reviews?

NOTES
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Selecting Mentees and Mentors
For programs targeting a specific group
such as women of color, developers should be
knowledgeable about the career trajectories,
unique needs of the group, and any pitfalls that
need to be overcome. For instance, women of
color face more negative stereotyping and double
standards than other groups. They also tend to be
less satisfied with opportunities for advancement in
their organizations.

Mentors are often selected based on their
interest in developing others, with specific criteria
dictated by the goals of the program. Developers
of programs may want to take account of the
challenges faced by diverse women, and mentormentee pairs involving diverse women mentees, in
creating additional criteria. Mentors are sometimes
not open to having relationships with those from
different backgrounds.12 Women of color also
report having difficulty obtaining influential mentors
relative to their white women colleagues.

CONSIDER DESIGNING THE PROGRAM TO
ENCOURAGE SPONSORSHIP OF DIVERSE WOMEN
The thrust of this tool is to optimize mentoring program outcomes for diverse women by taking
into account the unique challenges those women face. In many mentoring programs, the mentor’s
traditional role is to support development of a mentee’s career and offer assistance in navigating the
workplace. However, developers of mentoring programs whose goals focus on advancing the careers
of women of color should be aware that a mentor’s traditional role can be extended to include
sponsorship behaviors. Sponsorship entails advocating for, protecting, and fighting for the career
advancement of the protégé.13 Those who are tapped as mentors in formal programs may be able
to supply sponsorship or can transition at a later point to become sponsors. For example, mentors
of minority executives often became powerful sponsors later in the minority executives’ careers,
recruiting them repeatedly to new positions.14 Thus, an option for mentoring program administrators
is to design the program to encourage formal mentors to engage in sponsorship of diverse women.
This has implications for selection of participants, development of the relationship between mentees
and mentors, and metrics and accountability.
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Assessment Questions: Selecting Mentees
The assignments and the sponsorship and the buzz around people who are considered brilliant
and so forth. All of those sorts of factors don’t seem to come together for women of color here the
way they do for other groups.
—Black woman

1. W
 hat styles are appropriate for leaders in
your organization?
a. 
For example, consensus-building
may be valued in some organizations,
while authoritative styles are more
valued in others.
b. In general, to what extent do women
of color fit these styles?
c. 
If women of color demonstrate
styles appropriate for leaders in the
organization, are they rewarded?
2. Are there double standards for behavior in
your organization? For instance, are there
instances in which mistakes or missteps
made by diverse women are treated more
harshly than those made by others?
3. 
How “accepted” as leaders do diverse
women tend to be? Have you noted
any struggles among diverse women
managers to gain credibility and authority
vs. other groups?

4. W
 hat other criteria could you use as
indicators of strong performance besides
more conventional methods, such as
selecting only high potentials? For
example, have you considered using the
following as information sources:
a. Heads of employee networks
b. Chairs of committees within employee
networks
c. Peer reviews
5. Are there hierarchical levels or functions
at which:
a. Women of color are plateaued?
b. Turnover of women of color is higher
than average?
c. 
Employee survey data highlights
issues among women of color, such
as perceptions of inequity, low
engagement or commitment, or less
satisfaction with access to career
development?

NOTES
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Assessment Questions: Selecting Mentors
I met a guy in training, and he was a Caucasian male. He asked to transfer to [my office], so I
helped him. I told him, “Hey, I have a great counselor. You should meet him.” This counselor has
been my counselor since inception. But this guy comes on board, takes him under his wing, puts
him on his engagement…and I am sitting here like, “Whoa, this is my reality.”

—Hispanic woman

1. H
 ow open are potential mentors from a
majority group to forming committed
relationships with those from different
backgrounds?
2. 
How often are pairs of mentors and
mentees from dissimilar backgrounds?
3. Have you considered targeting as potential
mentors those who are equipped to
aggressively promote the careers of
diverse women, such as:
a. 
Those responsible for succession
planning decision-making?
b. 
Those with extensive professional
networks?
c. “Influencers” who wield a great deal of
power regardless of level or function?
4. How feasible is mandatory mentoring at
certain levels? What might some potential
drawbacks be and how might you address
these? For example, are there rewards or
recognition that could be used to engage
mentors?

NOTES

RECOGNIZING DIVERSITY CHAMPIONS IN YOUR
ORGANIZATION AS POTENTIAL MENTORS
You may consider actively recruiting D&I
champions into your program as mentors.
You can recognize them as visible role models
by behavior that includes the following:
• They discuss with their colleagues what
they are doing to champion inclusion.
• They hire and promote women of color
or other diverse groups.
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• They overcome objections to inclusion
by empathetic listening and responding.
• They interrupt exclusionary behaviors,
such as negative jokes.
• They suggest to others personal ways to
connect to the issue of inclusion.

Matching in Programs Targeting Diverse Women
Good chemistry within mentee-mentor pairs
leads to higher pay off for the individuals involved
as well as for the organization. The stronger the
relationship, the more committed and responsible
the mentor will feel, and the more engaged in the
relationship the mentee will be. Effective initial
matching of mentee-mentor pairs involving diverse
women helps maximize the likelihood of success.
Program developers can also address unique
challenges facing women of color through good
matching. Matching techniques may be combined
if needed and include:15

• Administrator-Assigned
Matching:
This type of matching could address the
relatively narrow scope of networks that
women of color have16 by pairing them
with those with whom they normally would
not interact.
• Choice-Based Matching: This type of
matching could overcome “guardedness”
on the part of diverse women;17 choice
facilitates the development of a stronger
interpersonal bond.
• Assessment-Based Matching: Attitudinal
similarity has been found to be a predictor
of attraction, friendship, and effective
communication18 and can help overcome
obvious differences.

Assessment Questions: Matching Techniques
They quickly matched me up with somebody, and that person really took me under their wing and
introduced me to other people in the firm.
—Black woman

1. I
f considering administrator-assigned
matching, how much knowledge does the
program administrator have regarding
prospective mentees and mentors?

NOTES

2. If considering choice-based matching,
what resources would you need to
support this type of matching?
3. 
If
considering
assessment-based
matching, are there core values or
attitudes within your organization on
which it would make sense to match?
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Facilitating Committed Mentee-Mentor Relationships
Facilitating the development of a committed
relationship between mentees and mentors is
key to mentors’ ability to support and sponsor
mentees. Trust is a crucial element of successful
developmental relationships,19 but trust-building
between diverse women and those from majority
groups can be difficult.20 For instance, compared
with white women mentees with influential mentors,
their diverse women counterparts are less likely
to have a trusting relationship with their mentors.
Diverse women’s mentors are also less likely to coach
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women of color on how to become politically savvy
or recommend them for high-visibility assignments.
Many formal mentoring programs are limited to
one year in duration. Given that it generally takes
a longer time for open, trusting, relationships
to develop among dissimilar pairs of people,21 a
two-year formal mentorship program with diverse
women mentees would provide a greater chance
of successful relationships and greater benefits for
both the mentees and the organization.

Assessment Questions: Facilitating Committed Mentee-Mentor
Relationships
I can’t talk to them (formal mentors)—I can talk to them but not about race. No, because what if
I’m going through something hot and heavy and I feel like they may judge me, and I know they
talk, because they’re best friends, and they’re the clique.
—Black woman

1. How comfortable are people in your
organization in discussing sensitive issues
such as gender and race? Indicators
include the frequency and effectiveness
within your organization of:
a. 
Forums that address and engage
participants in discussions relating to
issues of gender, race, and/or other
dimensions of difference.
b. Trainings on how to manage diverse
work teams.
c. 
Trainings on how to overcome
stereotypic perceptions of, or bias
toward, under-represented groups.
2. If such forums and trainings do not exist,
does your organization have the resources to
develop them for the mentoring program?

3. How diverse are the mentors in your
program, and what effect might this
have on the type of support needed in
developing mentor-mentee relationships?
4. Which type of programmatic or
organizational supports could incent
mentors to share their political knowledge
with diverse women mentees and advocate
for them? Could the organization, for
instance:
a. 
Tie such behavior to the larger
business strategy?
b. 
Highlight those who mentor across
differences as fulfilling leadership
criteria?
c. 
Incorporate such knowledge-sharing
into accountability mechanisms?

NOTES
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Developing Metrics and Accountability
Ideally, there should be a continuous feedback loop for program development as well as a link to
accountability. In addition, program administrators should consider what happens after the formal program
is over. We know that women of color are much less likely than white women to have mentors who are
influential—i.e., mentors who act on their behalf to advance the mentee. At the end of a formal mentoring
program, some diverse womens’ mentors may be willing to continue to work with their mentees, possibly
expanding their role as mentors to include sponsorship. Developing metrics linked to accountability
mechanisms to track the incidence of mentors continuing the relationship and expanding it into a sponsorship
relationship can positively reinforce this behavior.22

Assessment Questions: General Metrics
1. What sorts of positive recognition would
motivate mentors in your organization,
and how would you measure this?
2. What sorts of negative actions would act as
motivators, and how would you measure
this?
3. How might you link expected mentor
behavior
to
formal
performance
evaluations?

NOTES
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4. How might you measure participant
satisfaction with the overall program?
For instance, will you collect satisfaction
ratings from mentees and mentors on
aspects of the program such as relationship
development and goal achievement by
mentees?

Assessment Questions: Outcome Metrics
1. Does your organization have the capability
to track outcomes for mentees?

2. What metrics do you have in place or could
you develop to track mentee retention
and promotion rates?

NOTES

Assessment Questions: Sponsorship Metrics
1. How might you measure and reward
sponsorship behavior? For example, could
you measure the incidence of mentors
placing diverse women into highly visible
positions or advocating for their promotion?
In your organization, what might be an
appropriate reward for such behavior?

2. What metric might you develop to measure
the incidences of mentor relationships that
develop into sponsorship relationships
after the program has ended? Could
former mentors and mentees check in
with program administrators on a semiannual basis to see how and whether the
relationship has progressed?

NOTES
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Challenges for Multinational Organizations
If you are working in a multinational setting, contextual considerations will arise. In particular, the extent
to which differences in language and culture might affect your organization’s mentoring program is likely
to be of concern.

Assessment Questions: Considerations for
Multinational Organizations
1. W
 hat language, cultural, or governmental
differences might affect the administration
of the program?
2. 
How is “mentoring” defined in the
region(s) in which the mentoring program
will occur?
a. 
Does the term have any negative
connotations? That is, do norms in
the region suggest that the need for
mentoring support might suggest
remedial help?
b. 
Is there alternate terminology,
perhaps more descriptive (e.g.,
“career planning”), that could be
used?
3. 
In particular regions, what employee
groups are overlooked or underrepresented within the organization?
Given norms in the organization in the
region, is it more appropriate to have
a mentoring program that targets all
employees or one that targets underrepresented groups?
4. 
How receptive are employees to
participating in a mentoring program?
What does participation in such a program
connote to them?
5. 
Would you consider cross-regional
mentoring, or would you restrict mentors
and mentees to the same region?
6. With cross-regional mentoring, how will
you address logistical challenges?
7. 
Do you have thought-leaders within
regions to advocate for participation in
the region? If not, how will you encourage
employees to participate in the program?
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NOTES

Case Study
In a consumer packaged goods company, a
concern has been raised that the retention of
women of color is much lower than for other groups.
Mentoring programs have been in place for the past
three years designed for high-potential women at
the vice president level. Human Resources (HR)
notes that there are very few women of color vice
presidents and that very few women of color are
chosen to participate in the program. Also, analysis
of HR data shows that women of color tend to be
promoted more slowly, often spending one more
year in grade than their white women peers.

Focus groups reveal that more junior women of
color at entry professional and manager levels, as
compared with white women, are pessimistic about
moving up. They feel that they do not have the
same opportunities as their white peers, and they
report lower engagement and commitment to the
organization on employee surveys. HR is concerned
that this lack of engagement may be affecting their
performance.

In digging deeper, a difficult spot for women of
color seems to be moving from director to vice
president level. While there is high turnover among
all women at the manager and director levels, there
is much higher turnover among women of color at
the director level. Exit interviews reveal that many
diverse women leave because they feel that they
can acquire more senior-level jobs at higher pay at
other companies.

INSTRUCTIONS

Program developers have several choices to
make at various points.

1. Read the case study.
2. Review Options 1 through 3 as well as the
Catalyst Insights for each.
3. Reflect on the possible responses by the
program developers, including:
a. Whether you would or would not have
made the same choices they did.
b. Why or why not.
c. 
What, if any, different choices you
might have made.
4. Note your responses in the space provided.

Option 1
• Goal: To improve the career advancement
potential of women of color in the
organization by getting them into senior
leadership positions, beginning with the
most problematic transition from director
to vice president.
• Targets and Structure: Separate program
for women of color directors, employing
one-on-one mentoring.
• Special Structural Elements: Pilot for an
expanded mentoring program that will
focus on both directors and a broader range
of women of color lower in the pipeline to
run for two years on the assumption that
deeper relationships will develop between
mentors and mentees.

• Mentor Selection: Senior leaders, wellnetworked in the organization, who have
had at least one diverse person working
for them, and who actively participate in
choosing succession-planning slates.
• Mentee Selection: Recommended by
managers and selected by a variety of
personnel, including those in different
functional areas and peers.
• Matching: Mentees are matched with a
senior person in their functional area, given
the norm that a criterion for promotion
to a senior level in the organization is
immersion in one’s line of business.
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• Relationship development: Facilitated by
experts hired from the outside; encouraged
to be strategic, involving sometimes tough
conversations about what it takes to
succeed in the company and how well the
mentee’s current profile matches those
expectations.

• Metrics and Accountability: Mentors are
positively reinforced in their performance
reviews and subsequent compensation
for transitioning the relationship from a
strictly mentoring relationship to one that
involves sponsorship; more specifically,
they are rewarded for the “sponsorship
metric” of placing women of color on
high-visibility assignments. Also, ongoing
satisfaction measures among both mentors
and mentees to understand what program
developers need to alter as they plan to
expand the program.

Catalyst Insights: Option 1
The organization recognizes the importance
of promoting women of color directors to vice
president and has made it a program priority.
The organization is also concerned with supplying
visible role models for women in less senior roles,
which sends a message that those from diverse
backgrounds can advance. The program developers
are conserving their resources by targeting women

NOTES
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of color at just one level. If the first phase of the
program is successful, the organization is more
likely to gain buy-in from their senior leaders for
expansion to additional levels. A challenge for
program developers is to coordinate their efforts
with other components of talent management and
D&I programs.

Option 2
• Goal: To improve retention among all
women, improve engagement among
women, and facilitate cross-functional
communication in the organization.
• Structure and Budget Considerations:
Program developers do not have the
budget or resources to overhaul the
program or tailor it to women of color.
The current program is expanded to
include women managers and directors.
Greater participation by women of color is
expected since there are more of them at
junior levels. Mentoring circles are used.
Mentees come from different functional
areas in the hope that broadening the
mentees’ networks will pave the way for
greater career mobility in the future.

Catalyst Insights: Option 2

• Mentor selection: HR selects mentors
based on their stated interest in helping to
develop others.
• Mentee selection: Mentees are selected
based on potential as indicated by
statements from candidates on how they
have taken initiative in their jobs and their
accomplishments in a variety of settings,
including volunteer organizations.
• Relationship Development: Extensive
training on communication, in particular
on developing strong relationships across
boundaries.
• Metrics and Accountability: Retention,
engagement scores via employee survey
responses, and participation by mentees
in cross-functional task forces.

NOTES

Some programs ensure quality of mentees by
requiring that they be “proven quantities,” for
example by already having been selected for
participation in a high-potential program. By
contrast, this program attempts to be more inclusive
at junior levels so that those who are “diamonds in
the rough” are not bypassed. By choosing not to
focus on career advancement, program developers
should be aware that they continue to risk lower
retention, as frustration with advancement potential
is a leading cause of turnover among women of
color within the organization. Program developers
should carefully monitor retention rates among
women of color participants.
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Option 3
• Goal: To broaden the image of leaders—
that is, to break away from the “default”
category of white men as leaders that exists
in many organizations—by enhancing
the D&I learning of senior leaders.
More specifically, to facilitate openness
among the senior leader participants to
different models and styles of leadership.
An additional goal is to grant greater
opportunities to women of color managers
and directors.
• Structure: A separate program created for
women of color managers and directors
that uses reciprocal mentoring, with senior
leaders and diverse women mentoring
each other.
• Relationship Development: The senior
leader participants are expected to share
their knowledge and insights about
the business with the women of color
participants and to recommend them
for high-visibility assignments. In turn,
the women of color participants coach
the senior leaders on diversity issues
such as stereotypes in the workplace
and challenges facing diverse women in
navigating the organization that need to
be addressed to promote a more inclusive
culture. As the relationships develop,
senior leader participants should gain
some appreciation of their diverse women
partners and be more amenable to a
diversity of leadership styles.
• Diverse Women Selection: Diverse women
participants are selected based on strong
performance reviews, and are expected to
take a great deal of initiative and challenge
norms within the organization (based on
program administrator knowledge—that
is, the personal knowledge that program
administrators have of the diverse women
participants, which they have gathered
from their contacts throughout the
organization).
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• Senior Leader Selection and Special
Issues: In this risk-averse environment,
program
developers
experience
difficulty
recruiting
enough
senior
leader participants who are willing to
actively share their political knowledge
with the diverse women directors and
managers. Consequently, participation
in this reciprocal mentoring program is
mandatory for senior leader participants
two levels below the CEO level.
• Metrics and Accountability: Diverse
women participants assess senior leader
participants on their knowledge of
diversity and inclusion principles; their
receptivity to diverse leadership styles; and
the frequency and quality of knowledge
transfer, in particular, their willingness
to share their political knowledge
and capital with the diverse women
participants. A requirement for each
senior leader participant is a presentation
to a minority women’s network on political
lessons learned during the senior leader
participant’s work in the organization.
The network attendees rate each speech
on a number of dimensions, and program
developers give a well-publicized award
to the senior leader participant who is
rated the highest by the diverse women
network members. Other metrics include
promotion and retention rates of diverse
women participants, incidence of the
senior leader participants providing highvisibility opportunities to the diverse
women participants, and incidence of
“diversity championship” behavior by
senior leader participants. An example
of such diversity championship behavior
includes the extent to which senior leader
participants challenge other leaders who
do not bring diverse slates of candidates
into succession planning meetings.

Catalyst Insights: Option 3
Given the ambitious goal of broadening the
image of leaders in the organization, the mentoring
program developers must make sure that their
program is aligned with, and reinforced by, other
D&I and talent management programs such as

those focused on stereotype reduction and men
as diversity allies. Program developers also need
to invest a great deal of support in reinforcing the
participation of the senior leader participants given
that their participation in the program is mandatory.

NOTES
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Worksheet: Goals With Outcomes, Structure,
and Target Groups
INSTRUCTIONS
After reviewing all of the notes you’ve made throughout this tool, map out ideas you have developed for
creating or revising your mentoring program in the grid below.
1. S
 pecify each program goal as well as the mentee outcomes, mentoring structure, and target
group(s) associated with the goal using the sample grid below. You may include as few or as many
goals as you deem appropriate.
2. Identify the potential benefits and drawbacks for the goal and its elements (mentee outcomes,
mentoring structure, target group).
3. Remember that the number of goals will vary organization to organization, depending on each
organization’s individual circumstances. In addition to the case study you read previously, the
appendix includes D&I practices that you may wish to review for additional ideas.

PROGRAM GOAL

Benefit(s)

Drawback(s)

MENTEE OUTCOME

Benefit(s)

Drawback(s)

MENTORING STRUCTURE

Benefit(s)

Drawback(s)

TARGET GROUP(S)

Benefit(s)

Drawback(s)
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Appendix: Diversity and Inclusion Practices
The practices included in this appendix provide real-life examples of successful mentoring program
implementation, including, among other aspects, how to determine program structure, select participants,
and integrate a mentoring program with other talent management practices used by the organization.

PEPSICO, INC.—2007 CATALYST AWARD-WINNING INITIATIVE
WOMEN OF COLOR (WOC) MULTICULTURAL ALLIANCE
23

FACILITATING COMMITTED MENTEE-MENTOR RELATIONSHIPS: PepsiCo’s Awardwinning initiative, Women of Color (WoC) Multicultural Alliance (the “Alliance”) is a strategic support
and resource group closely aligned with the business. The Alliance is a business imperative that
focuses on the attraction, retention, and development of women of color within PepsiCo and
specifically targets women of color in middle and senior management ranks. Early on, the Alliance
wanted to address the feedback it had received about the challenges women of color faced in
developing authentic relationships with their managers, and it recognized the importance of
providing women of color with meaningful development experiences. One of the first elements
put into place was a program called Power Pairs®. This customized coaching program for women
of color, their immediate managers, and their “skip-level” managers (second-level managers)
uses facilitated dialogue to build personal and professional relationships, help participants better
understand others’ work styles, professional interests, and career goals, and foster more authentic
and honest relationships. Conversations should convey mutual expectations, identify gaps, and
help participants collaboratively develop action plans for working together more effectively.
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RBC (ROYAL BANK OF CANADA)—DIVERSITY DIALOGUES

24

DETERMINING PROGRAM STRUCTURE—REVERSE MENTORING EXAMPLE: Diversity
Dialogues is a reciprocal mentoring model that positions mentors and mentees as partners in
learning about diversity. The program matches diverse employees (who may include mid-level
women and visible minorities who are mid-level or senior managers) with senior leaders and
executives from across the organization. Participants in Diversity Dialogues partner for one year,
meeting about once a month, or at least six times.
Goals of the program include accelerating the D&I learning of senior leaders, ensuring that
executives know their diverse talent, and helping diverse employees gain visibility and insight into
the organization and their careers.
Matching pairs for Diversity Dialogues is a thoughtful process involving the senior leader, human
resources (HR) business partners, and the Diversity group. HR business partners have discussions
with the leaders regarding their learning goals and help identify which diverse employees might
benefit from the program. Determining whether a match stays within a line of business or crosses
lines of business depends on the goals of the partnership. Once all of the necessary factors are
accounted for, appropriate matches are confirmed through HR.
Each matched pair is provided with the Diversity Dialogues toolkit, which outlines a number of
required and optional “steps” or actions for the relationship. All pairs begin with sessions and
exercises to get to know each other, and the remainder of the program consists of thought-starters
that stimulate dialogue. Through the toolkit, pairs talk about a variety of diversity-related topics—
such as myths related to D&I, cross-cultural competencies, and stereotypes in the workplace—by
reviewing and discussing articles, statistics, and books. After the initial discussions, pairs can tailor
the program to better meet their needs—by adding specific topics, meeting more frequently
than once a month, or participating in other events and activities outside the office. The open
nature of the Diversity Dialogues framework is critical to its success and has allowed for innovative
modifications by the participants to enhance their learning. For example, one pair visited a temple
for the first time based on a client recommendation.
If participants—together or independently—want assistance or information about how to talk
through a sensitive topic, they are provided with two resources. Internally, they are welcome
to reach out to the Diversity group or designated HR representative in their region. They
may also contact an external partner with expertise in diversity if they are more comfortable
communicating with someone outside of RBC. After one year in the program, mentors and
mentees graduate, or formally complete the program. Participants often become champions of
diversity and seek out other ways to become involved in diversity efforts at RBC. Many leaders
remain involved in the program by asking for a new partner.
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THE GOLDMAN SACHS GROUP, INC.—2007 CATALYST
AWARD-WINNING INITIATIVE SECURING TALENT AND
EXCELLENCE IN THE PIPELINE: THE SENIOR WOMEN’S
INITIATIVE
25

SELECTING MENTEES: The Senior Women’s Initiative was an outgrowth of Goldman Sachs’
organizational effort to take a more strategic approach to diversity after engaging in diversity
efforts for nearly two decades. In 2002, the Office of Global Leadership and Diversity (GLD)
merged with Human Capital Management (HCM), in order to synchronize efforts and embed
diversity considerations into HCM functions.
The primary component of the initiative is the Senior Women’s Review. GS business leaders
complete an annual assessment of promotion opportunities for every woman at the Partner and
Managing Director (MD) level globally, as well as high-potential women VPs. These assessments
are reviewed by each division head and a committee of senior leaders, consisting of one of the
Co-Presidents, the Head of HCM, the Head of GLD, and GS’s most senior woman. These leaders
engage in thoughtful and timely career-development planning to ensure that decisions are not
based upon gender stereotyping. Many of the names surfaced in the Senior Women’s Review
are considered for promotion through a thorough and time-consuming cross-evaluation process
that engages senior-level evaluators across the firm to conduct independent reviews on each
candidate’s commercial and leadership contributions. Each division head nominates business
leaders to take on the role of cross-evaluators. These individuals are then specifically trained to
ensure that expected MD and Partner competencies are displayed—including those that are
diversity-specific. The team of up to 100 cross-evaluators is chosen globally and represents multiple
dimensions, including gender, race, ethnicity, function, and nationality. The team is coordinated
by captains who keep the cross-evaluators moving steadily through the timeline (a four-month
review process) and present final results to a panel including the Co-Presidents. In 2006, over
9,400 interviews were held, resulting in 377 promotions.
The Senior Women’s Review is critically linked through its timing to annual succession-planning
sessions and semi-annual reviews at various levels. A critical component of the Senior Women’s
Review is follow-up. Development plans for women who are not promoted include next steps
for development, leadership training, coaching, and mentoring, as well as feedback, increased
exposure to key senior individuals, job mobility, and stretch assignments. The Partner selection
process happens every two years. The MD selection process occurs annually and follows the
same cross-evaluation process. The only difference is that cross-evaluators are chosen from the
division itself (not company-wide). At more junior levels, a divisional Career Development Review
identifies high-potential women who will eventually be part of the Senior Women’s Review.
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KPMG LLP—ACHIEVING RESULTS THROUGH MENTORING

26

INTEGRATING MENTORING, D&I, AND TALENT MANAGEMENT PROGRAMS: Formal
mentoring has existed at KPMG LLP (KPMG), the U.S. member firm of KPMG International, for
decades. Prior to 2004, however, the mentoring program focused primarily on assisting employees
with the transition to partnership. In 2004, KPMG’s former Chairman and Deputy Chairman,
recognizing the critical role mentors played over the course of their own careers, set out to expand
the program to all KPMG employees regardless of functional area, level, or partner-track status.
KPMG used a three-pronged approach in developing and implementing its mentoring program.
First, senior leaders strongly and actively encourage employees to participate in the program.
Formulating and maintaining a mentoring relationship is viewed as an important professional
development activity. Second, while the mentor provides the bulk of guidance within the
relationship, the mentee is expected to commit to the relationship and contribute his or her own
knowledge and expertise as well. Finally, the format is adaptable. Participation in the program is
high due to a fluid, hands-off approach to mentor matching combined with strong support and
high levels of communication and commitment from leadership. Chemistry is vitally important in
the mentoring relationship, and KMPG maintains that self-directed matching at the local level is
most effective.
The program includes trainings, tools, and resources to facilitate mentoring relationships.
Participation is voluntary, but all staff members are strongly encouraged to participate from the
beginning of their employment at KPMG. Based on employee data from 2008, nearly 60 percent
of KPMG’s workforce (9,862 mentees; 5,990 mentors) participates in the mentoring program and
there are 1.6 mentees for every mentor.
In support of KPMG’s emphasis on employee-directed mentoring, the program has few
logistical constraints. There are no requirements surrounding age, business sector (e.g., tax,
audit, advisory), or geographic location, nor are there requirements regarding the amount of
time devoted to the relationship. Rather, the firm recommends that mentors and mentees meet in
person for a minimum of one to two hours each month and supplement this contact with phone
calls and other forms of communication, including email.
Mentor-mentee pairs are expected to formulate and monitor goals for the relationship. Setting
goals helps better define the relationship and ensure expectations are met for both parties.
Mentoring has also become an integral component of employee evaluations through the use of
tools such as KPMG’s web-based performance management system. There is a general expectation
that employees will become mentors as they advance within the firm, and partner-track employees
are expected to specify mentoring as one of their formal career goals.
To reward employees for excellence in mentoring and to actively promote the program, KPMG
formally recognizes mentors with the National Mentoring Award. Created in 2006, the award is an
annual firm-wide effort to acknowledge the positive impact mentoring has on career development.
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