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Mentor. Verb. 
To advise or 
train someone, 
especially a 
younger colleague.

As Chief Customer Officer, Nick is focused on helping 
Stanton House deliver on its Purpose of  ‘creating 
exceptional experiences’. He works with our customers to 
keep learning what exceptional means to them and works 
with colleagues to continually improve our service.

NICK EAVES
Co-founder & Chief Customer Officer - Stanton House

in/nickeaves/

https://www.linkedin.com/in/nickeaves/
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As co-founder and Chief Customer Officer I have 
two priorities; our employees and our customers. 
Mentoring is a tool that affects and enables both 
while possessing the ability to completely transform a 
workplace.

From technology, to working environments, to career 
motivators, the workplace is constantly changing 
and mentoring has become much more than an 
experienced individual simply passing on knowledge to 
a less experienced colleague.

This was all put into context when I attended a 
Women in Banking and Finance awards ceremony 
where I was able to discuss topical issues such as 
the gender pay-gap, diversity at board level and 
flexible working. As leaders, we discuss these topics 
frequently, but I learned a great deal from this group 
of senior female professionals, about how as a male 
leader I can push the gender equality agenda forward. 
While I wasn’t being mentored, for anyone listening in 
it could have been described as informal mentoring.

The topic of flexible working was raised at the drinks 
reception. I have always thought that inclusive leaders 
should allow their staff to work flexibly if it makes 
their professional life more effective, comfortable and 
coherent with their home life but while I thought that 
was the simple answer, the group provided a different 
perspective.

One of our guests is the COO of an international bank, 
she said that in order to feel able to work flexibly, our 
employees would need me as their leader to do the 
same and to lead by example. Another guest; CFO 
at a different bank, said that she has never been able 
to work flexibly due to the fear it would hinder her 
promotion prospects. All of the women in the circle 
agreed that this fear was very common with mid-
senior level women scared to work flexibly at risk of 
missing a promotion, not being taken seriously or not 
following in the footsteps of their leader. 

This was eye-opening and presented me with a list 
of questions to take back with me into the office; 
should a leader lead by example in respect of flexible 
working? Is it essential for me to work flexibly for my 
employees to feel comfortable doing the same thing? 
Why do some women feel it’s acceptable for male 
colleagues to work flexibly but feel as though they will 
be penalised should they embrace it? These questions 
enabled me to take a look at the way I lead and 
allowed me to better advise my network on how they 
may be able to change their own behaviours to make 
their own workplace culture more inclusive. 

Spending an afternoon with this group of hugely 
talented professionals not only provided me with a 
new point of view but also made me reassess my own 
approach to mentoring.



As a trend, reverse-mentoring has been weaving in and out 
of popularity since the 1990’s. It was popularised by General 
Electric in 1999 when former CEO; Jack Welch, tasked 500 
junior associates with teaching a board of executives how 
to use the Internet. Two decades later and we might need it 
more than ever. 

With the Fourth Industrial Revolution on the horizon 
and technological developments such as AI remaining 
misunderstood by the majority of the workforce, companies 
are already ramping up their intergenerational mentoring 
schemes. The reason is that Millennials and Gen-Z’s having 
grown up with a games console, smart phone, social media 
and more recently, Siri and Alexa, are able to become experts 
in new technology almost instantaneously. 

The two biggest questions remain; are organisations doing 
it effectively and why has reverse-mentoring become so 
focused on technology? 

In this white paper we will discuss the power of mentoring 
and its ability to improve intergenerational, hierarchical, 
racial and gender diversity in the workplace. With exclusive 
interviews and contributions from EY, Microsoft and BNP 
Paribas; all supported by practical guidance, we explore how 
mentoring can break down internal barriers, diversify your 
talent pool and support your commercial objectives.
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EY created a reverse-mentoring programme in 2010 with the aim of 
creating a more inclusive and diverse working environment. They did 
this by offering male employees the opportunity to learn about how 
their behaviours and actions can affect the workplace, empowering 
women in the process.

Reverse-mentoring can be used as a tool to improve gender diversity 
as it pairs together male and female professionals and allows them 
to educate one another about their thought-processes, behavioural 
make-up and aspirations.

Adrian Edwards was one of the first senior male professionals to 
volunteer as a mentee and shares his experience below.

WHAT DID YOU LEARN FROM THE PROGRAMME? 
When we set out; it was primarily focused on gender 
but with Sayeh (Adrian’s reverse-mentor), there were 
a number of lenses, there was the intergenerational 
lens and we also had different cultural backgrounds. 
In any relationship you learn from each other and for 
me, it was less about man and woman and more about 
learning from each other’s experience. 

We spent time comparing notes and understanding 
each other’s personal and career journey, I was able to 
explain the organisational context given my length of 
time here. It was about seeing things from each other’s 
perspective. 

I would say that it would be the same with two men 
and two women because when you pair two people 
who have had different experiences, inevitably you get 
insight. 

DO YOU THINK THE SCHEME RAISED AWARENESS 
FOR OTHER ISSUES? 
I would say it definitely did. What I think was really 
clear was the unconscious bias that women have, 
men have and organisations have but hopefully the 
next generation will be the tipping point in business 
and society as organisations realise they will only be 
successful when they create an environment where 
everyone can achieve their full potential. 

It was the organisational expectation of women that 
changed as actually the pressures are related to family 
and not just one gender. In some ways there was  
some differentiation that there is more justification 
with flexible working being around family than 
anything else but other things like learning to play the 
trumpet or whatever ridiculous example you would 
like to use is deemed less important. It is all about 

EY ON RACIAL, HIERARCHICAL 
AND GENDER DIVERSITY

ADRIAN EDWARDS
Managing Partner of EMEIA Advisory - EY

Adrian Edwards had worked at EY for a 
decade when he embarked on its reverse-
mentoring scheme. He became the mentee 
of Sayeh Ghanbari, a junior associate in her 
mid-30s to learn and improve diversity in 
the workplace. 

in/adrianmedwards

https://www.linkedin.com/in/adrianmedwards/
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55%
think training is an important requirement 
of becoming a mentor. The other 45% 
believe that mentoring is something you 
can do with experience.

Does a mentor 
require training?

OF RESPONDENTS

value judgement.

In addition to the primary objective of gender and improving diversity, 
there were a number of other topics that arose that we learned a 
great deal from. These included flexible working and how it should be 
applicable to anybody who wants to take advantage of it regardless of 
gender or purpose and that people manage their careers differently. 
We learned that there is no normal speed of progression and that while 
standard thinking is to climb the ladder as quickly as possible, going 
slowly isn’t a bad thing. 

We also learned to appreciate the importance of intergenerational 
mentoring, the need for different generations to work together and the 
need to offer access to a variety of learning resources and making them 
available rather than offering instructor-led learning. We were able to 
see that different people have completely different learning styles and 
understand that different groups value different types of recognition and 
not every employee values the same reward. 

SHOULD A  MENTORING RELATIONSHIP HAVE CORPORATE 
BOUNDARIES OR RULES?
It took us a long time to establish some degree of trust which is true 
particularly if you have a senior and more junior employee. You have to 
establish between you the level of trust, the rules, the confidentiality, 
the spirit of the relationship. I’m not sure you can have a series 
of corporate guidelines, but you spend a lot of time building the 
relationship, agreeing the rules and taking the time to understand that in 
some cases it is not going to always work in the ways you always need 
it to. Rather than forcing corporate boundaries and rules, we were very 
clear that it wasn’t a corporate scheme it was about learning from each 
other and whatever we said was confidential. This is important to get to 
high levels of disclosure and we couldn’t have a corporate structure, or 
it would have rid the trust. You create the environment and encourage 
it to happen, but you need to have the two participants willing and open 
to learn. What was interesting was the unconscious bias behind it, the 
experience encouraged transparency. 

HOW DID YOU DECIDE WHAT TO DISCUSS DURING EACH 
MENTORING SESSION?
It was free-flowing. Either of us could talk about a situation that we 
were going to be in or that we were recently in, discuss the reaction 
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we received and then together try to understand 
why. It was really helpful to pitch something that I 
was thinking of saying or talking about the way the 
audience reacted and figure out how to change it 
next time. The powerful thing was to get my reverse 
mentor, Sayeh, to observe me during meetings and 
presentations. I would ask her for feedback and 
she was able to tell me if there were expressions 
or body language that I used that didn’t quite work 
or connect with the audience. For me that was 
incredibly insightful and thought-provoking and in 
fact eye-opening as there were things I may have said 
or actioned that other people may have perceived 
differently or misread entirely. Those are some 
examples of how the pairing was really helpful. 

We had a series of free-flowing topics like the debate 
around quotas, I operate across the whole of Europe, 
Middle East, India and Africa where people all have 
different views. Having a female mentor to talk to 
about gender debates such as quotas and gaining the 
female reaction as a way to make a step change was 
really powerful. We would each share articles and 
relevant information that would open up your minds 
to new things.

DID YOU FEEL MORE COMFORTABLE 
APPROACHING YOUR COLLEAGUES AFTER  
THE REVERSE MENTORING PROGRAMME?
Yes, I not only learned about behaviours but 

expectations and how my behaviours and actions may 
be interpreted differently. I am involved in a lot of 
project-based work and at the start of a new project 
I may have formerly asked the team if they can be 
somewhere at a fixed time to make the deadline. I 
often addressed the question to female members of 
the team in a bid to be inclusive and supportive, but on 
reflection this could infer it only applies to them due to 
gender. The programme taught me the importance of 
posing a broad-based question that does not infer any 
unconscious or even conscious bias.

I felt much more comfortable because the mentoring 
relationship created a safe environment to test things 
and know what sort of reaction I would receive. By 
getting the constant feedback you educate yourself 
as you go along, continuously learn and need less and 
less confirmation over whether it’s going to work or 
not. 

TO PUT IT INTO BUSINESS OUTCOMES 
Business is all about relationships and connecting with 
and understanding a wide range of opinion. You’re not 
going to be as good as you can be, and you won’t be 
able to lead or have an impact on your clients or have 
the impact you want to have unless you have this vital 
understanding. To put it into business outcomes, it’s 
about encouraging, growing, attracting and retaining 
the workforce and improving relationships with clients 
and influencing a larger audience. There is always 



How do you 
measure diversity 

of mind?
Adrian Edwards, Ernst & Young
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a business outcome which is positive and not altruistic, there is the 
self-development angle too as developing yourself as a business and a 
leader will always be helpful. It’s all about finding the motivation with 
the individual and playing to it. 

WHAT ADVICE WOULD YOU GIVE TO A COMPANY LOOKING TO 
TAKE INSPIRATION FROM THE REVERSE MENTORING SCHEME?
You need to get your boards and c-suite to role model the scheme as 
something that the organisation values and how it is a valuable use 
of time. You can’t publicly mandate it and not then support it and 
champion it. 

Our scheme was about women mentoring men but it’s also about the 
different generations, different lenses of diversity and when you have 
senior women it’s equally as important that they have mentors too. 

What is vital is making sure that the mentors have some training and 
a network that gives them the confidence to be effective mentors. 
I also think it was very helpful as a group of mentees to discuss our 
experiences as a collective, we could raise systemic issues such as 
learning styles and how to apply flexible working. This in turn created 
a policy group and allowed us as a company to highlight things that we 
needed to tackle.

WOULD THE EY SCHEME BE SCALABLE FOR A SMALLER 
ORGANISATION?
Aside from time, there are hardly any resources required. You will 
need to equip the mentors, particularly if they are quite junior and give 
them a mutual support network with initial encouragement and top 
down sponsorship but once you have it in the fabric, there’s very little 
infrastructure required. 

HOW DO YOU MEASURE THE SUCCESS OF THE SCHEME?
We have all sorts of measurements around proportional 
representation; particularly gender, such as the number of promotions 
of a higher proportion of women. A useful guide but how do you 
measure diversity of mind? If there are systemic lessons how do you 
capture them? In a confidential relationship it’s almost impossible to 
take the key learnings out and make them systemic as it would put at 
risk the trusted relationship between the mentor and mentee. It is also 
very hard to measure the success of a scheme in the short-term, you 

What best 
describes 
your personal 
experience with 
mentoring?

69%
have been mentored and 50% have been a 
mentor themselves.

OF RESPONDENTS



We surveyed our network of professionals and asked them to rate the characteristics of their 
ideal mentor. Perhaps unsurprisingly, the ideal mentor was unanimously older and working 
within the same industry. 

The ideal mentor

74%
OF RESPONDENTS said 
their ideal mentor was 
someone working in the 
same industry

40%
OF RESPONDENTS said their ideal 
mentor would be someone known to 
them already

62%
OF RESPONDENTS 
would prefer an older 
mentor OF RESPONDENTS thought 

that it was important to have a 
mentor of the same sex

20%
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have to take a long-term view on the progress of the 
scheme.

DID YOU ADAPT THE WAY YOU MENTOR HAVING 
BEEN MENTORED YOURSELF BY SAYEH?
At many different levels, yes. You are always a 
better mentor if you can understand the frame of 
reference the other person has, you have a wider 
appreciation of different perspectives especially 
through intergenerational and gender lenses. You 
suddenly have all of those insights which enables you 
to understand the context behind the questions being 
asked by the person you are now mentoring. The 
other thing that is powerful is that the language and 
examples you use and the way you convey them can 
be empowering if used in the right way.

IF YOU COULD RE-LAUNCH THE SCHEME AGAIN 
TOMORROW, WHAT WOULD YOU CHANGE OR 
INTRODUCE?
The only questions I ask myself are; could it have 
had a broader uptake and could it have more active 
participants? You don’t want to force it upon 
employees, you need to do it with your heart and 
really be passionate about or willing to change. 

What is important now is trying to get people like 
me to be an advocate to your peer group to tell them 
that this is a good thing to do, the improved business 
outcome. The role modelling is vital, as mentioned 

earlier, as typically if the CEO is doing this, the board  
is doing this, if the women or the board are doing 
this, it becomes a norm - if it’s a one-off scheme in 
the corner I think you have a lower-risk of adoption. 
For me, it’s simple. You see this in the workplace and 
hope that everywhere is a place that you would be 
comfortable in your daughter working one day.

IN CONCLUSION

The reverse-mentoring scheme at EY offers a 
wealth of experience to employees who take 
part and contributes to an ongoing programme of 
cultural change at the organisation. It allows both 
participants to understand the behavioural make up 
of their partner, their thought-processes, opinions 
and life journey to date and the feedback suggests 
that as a result, it has helped to create a more 
inclusive workplace culture. Adrian and Sayeh were 
both able to develop professionally, equipped with 
the confidence, knowledge and power to lead their 
teams and careers more effectively.



Greg Young, LeaderShape

If you are 
looking to 
promote 

diversity, don’t 
lose track of 

the people who 
aren’t diverse.
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Greg Young is an executive coach, mentor, author and leadership 
development practitioner who is recognised internationally as a 
thought leader in the issues surrounding board and senior team 
cohesiveness. Greg is passionate about the development of female 
leaders and the improvement of gender diversity. He advocates that 
mentoring has the potential to support both of these objectives.

Mentoring is something that can empower junior women, educate 
senior professionals regardless of gender, or simply create advocacy 
throughout an organisation. All employees should be encouraged to 
seek mentorship from both men and women throughout their career 
and Greg shares his insight on how mentoring can support gender 
diversity.

DIVERSITY IN THE SPOTLIGHT
With the adoption of technological developments such 
as artificial intelligence and machine learning there is 
an urgent need for the greatest diversity of thinking 
organisations can possibly get. Unknown problems 
require unknown solutions and companies well 
positioned to act are making great progress in terms 
of improving diversity, with gender diversity often a 
key priority. A key focus for many organisations is how 
to generate diversity that will produce that ability to 
harness the benefits of disruptive technologies.

Alongside company led initiatives, some governments 
and numerous industry bodies are also setting 
targets which; whilst important, can present a lot 
of resentment. In the instance of gender diversity, 
companies are facing a material loss of male talent 
and my advice is that if you are looking to promote 
diversity, don’t lose track of the people who aren’t 

diverse. This is where real leadership comes in. Look at 
the reason why you are introducing diversity initiatives 
and rather than improving diversity for diversity’s sake 
focus on the long-term survivability and success of 
your organisation. It is very easy to ignore the people 
who form the status quo; those who claim it’s ‘PC 
gone mad’, but you need to bring them with you at the 
same time. Use your first mentors to persuade their 
colleagues that this is the right thing to do and give 
them the dialogue and the data as to why this is the 
right thing to do.

DIFFERENT CHALLENGES, SIMILAR APPROACHES
Depending on your industry you will most likely be 
faced with situations that require a different focus 
or approach and this is where mentoring can help. In 
sales-driven organisations such as estate agencies, 
it’s about changing the route to promotion to remove 
obstacles where as in engineering, the key challenge 

HOW MENTORING CAN 
SUPPORT GENDER DIVERSITY

GREG YOUNG
CEO - LeaderShape

Greg is the co-founder and CEO of 
LeaderShape Global and VP for Balanced 
Leadership of PWN London. Greg is also 
an international speaker and authority on 
issues around developing female leaders 
and blended boards. 

in/leadershapegreg

https://www.linkedin.com/in/leadershapegreg/
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84%
believe mentoring benefits a person both 
professionally and personally.

Does mentoring 
benefit the 
mentee more 
professionally or 
personally?

OF RESPONDENTS

is attracting and gaining access to a limited pool of female talent. Taking 
these examples further, many sales-driven organisations will align 
promotions to income which typically favours individuals who can work 
very long hours. It is widely accepted that women are more likely to be 
responsible for the majority of childcare and this creates a challenge 
if they are working within an environment that does not traditionally 
support flexibility. Estate agents in the UK will often say that they want 
to do something about gender diversity but unless their senior leaders 
genuinely understand the commercial benefits for doing so and their 
employees are empowered to act, they don’t always have the real 
appetite for fundamental change. In this instance mentoring can help 
leaders understand this challenge and the dissonance it creates.

A major energy infrastructure organisation faces a different challenge 
yet can be tackled using a similar approach. The industry has a great 
parity of women in senior roles but virtually no women apprentices 
within their engineering teams. Instead of reverse-mentoring being 
used to develop existing talent to progress within the organisation, 
progressive organisations are looking for the junior female talent to 
educate their senior leaders to understand how then can influence the 
culture and attract new female employees. 

Linking this back to targets and goals, to mirror other industries and 
expect all energy companies to have a 50/50 gender workforce 
within one or two years is practically impossible due to the limited 
pool of candidates. However, through mentoring leaders to better 
understand how they can be innovative in terms of their offering 
through apprenticeships, support and mentoring it will help them be well 
positioned to appeal to a more diverse audience.

THE ROLE OF HR IN MENTORING
HR need to approach the matter consciously, but you need to be careful 
not to become almost Big Brother like. It has to be a confidential thing, 
you need to look at the outcomes and the success rather than the input. 
From a mentoring perspective you do not want to put things in an email 
or in notes that could be accessed by a third party because if it is put in 
an email it can form part of disclosure if someone has a grievance. 
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FINDING THE PURPOSE
When we work with companies, we train mentors 
who want to be mentors and ideally those who have 
been through a selection process to identify the most 
suitable. Many mentoring schemes can become a 
box-ticking exercise and if the matching process of 
mentor to mentee is done electronically you can get 
into a numbers game. This will work for digital reverse-
mentoring or for a transfer of intergenerational 
skills which do not need as much fine-tuning but for 
improving diversity it takes a more tailored approach.

You need to review your mentoring policy as it’s often 
better for fewer mentors to be better matched than 
a lot of mentors randomly paired together or as a 
result of an algorithm. You also need to know what 
the purpose of your mentoring programme is. If a 
woman in your organisation comes forward asking for 
mentoring help, you need to establish how it would be 
of benefit. If the short-term goal is to be prepared for a 
promotion, what are the desirable outcomes and what 
are yours? The mentee needs to be matched with a 
mentor who can help her and who has bought into her 
concept and equally a mentee who is open to the idea 
of change. Is the gender of the mentor even important 
or is there a bigger opportunity?

“Global companies with strong 
female leadership; of three or 

more women on the board, 
enjoyed an increased return 
on equity per year compared 

to those without female 
leadership.”

Source 2015-16 MSCI ESG Research

“For every 10% improvement in 
gender diversity there is a 2-4% 

increase in profits.” 
McKinsey: Diversity Matters



Célisiane Rosius, BNP Paribas

A lot of 
organisations 

can be afraid. It’s 
disruptive, new 
and can feel too 

ambitious but it’s 
important to try.
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BNP Paribas Personal Finance launched its Digital Reverse-Mentoring 
Programme in September 2017 which sees millennial staff teach 
senior and c-suite colleagues how to embrace the digital world.

The programme was created by Project Manager, Célisiane Rosius, 
whose primary focus is to digitally transform the workforce. This 
scheme allows for the transfer of knowledge between three working 
generations.

THE FIRST STEPS
BNP Paribas Personal Finance launched a reverse-
mentoring pilot for the Executive Committee in 2014 
but it ended quite quickly. When I was asked to start 
the programme again I made sure I asked everyone for 
their feedback on the previous experience, we took 
that information and created a whole new programme. 
We had a bigger population and had asked all of our 
high potential staff to take part. We had 30 volunteers 
to start with and they helped us grow the scheme into 
what it is today. We have now trained 110 mentors in 
18 countries and mentored more than 140 managers. 

I created five modules for the relationship to follow 
including how to manage your identity online, how to 
increase influence online, the future of digital and the 
way the digital world is changing work inside of BNP 
Paribas Personal Finance. I then asked everyone that 
was interested in the programme to take an online 

test which would help us match mentors to mentees. 
The mentor would then select three of the modules to 
teach the mentee followed by a final feedback session. 
The relationship is completely confidential, I don’t 
have any idea as to what they say but what I did find 
out; from my own experience as a mentor, was that it 
wasn’t purely about the transfer of digital knowledge. 
It was and remains to be about behavioural skillsets 
too. 

FOLLOWING THE RULES
Mentors have to apply online and have to be willing to 
partake in the relationship for six months and respect 
that it is private and confidential. You have to be 
compatible with technical skills, social network and 
be under 40. You have to speak at least one common 
language with your mentee and be aware that it is 
volunteering.

INTERTWINING 
INTERGENERATIONAL 
INTELLIGENCE

CÉLISIANE ROSIUS
Project Manager

Célisiane is an expert in digital 
transformation and is currently responsible 
for developing the digital skillsets of 24,000 
employees around the world. 

in/celisianerosius

https://www.linkedin.com/in/celisianerosius/


74%

78% of companies on the 2018 
FTSE 100 Index promote a 
mentoring programme on thier 
corporate website but just 19% 
have a reverse-mentoring scheme 
advertised.

of the companies on the 
index with reverse-mentoring 
schemes are B2C companies.

Mentoring in the 
FTSE 100

The top three industries on the index with reverse-mentoring programmes are banking, retail 
and hospitality with the most prominent examples including HSBC, Tesco and InterContinental 
Hotels Group.

We analysed the press coverage, communications and publicly available information of 
companies on the FTSE 100 Index, searching for a reference to a mentoring or reverse-
mentoring programme in place.
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You need to donate your time outside of your working 
hours and it can add up a full day in the six-month 
relationship.  

As part of their application, mentors have to take an 
online test which has a minimum pass mark and if 
successful, they will be invited to an enrolling session. 
We have a lot of IT people who actually fail the test 
as it’s about social networks, online influence and 
leadership as much as it is about digital skills. We 
then offer a full training programme which includes 
an education of the modules, an introduction to 
mentoring and a coaching session on soft skills. It 
is very important to build soft skills as you will be 
communicating with some of the most senior people in 
the company.

THE END IS NOT ALWAYS THE END
Both participants remain committed to their signed 
confidential waiver and at the end of the relationship 
they can continue to mentor one another or shake 
hands and say goodbye. Mentors can go on to mentor 
another mentee in the company, 1 in 2 decide to start 
again so now I have mentors who have already had 
three of four mentees before them. 

IT’S A MUTUALLY-BENEFICIAL RELATIONSHIP
Sometimes the mentor has more to gain than the 
mentee because they can network with people they 
wouldn’t usually have access to. Reverse-mentoring 

provides a huge opportunity to have direct access 
to senior colleagues you wouldn’t otherwise get the 
chance to work with. Using myself as an example, I’m 
28 years old and have been working here for just over 
a year yet I am the digital mentor of the CEO. This is a 
huge opportunity for everyone taking part.

MY ADVICE TO ANY COMPANY
Try. A lot of organisations can be afraid because it’s 
disruptive, new and can feel too ambitious – that was 
what I was told when I introduced the idea but it’s 
important to try and remember that you do not have 
to create the perfect programme. I created the idea a 
year ago and it has changed drastically since. The more 
mentors and mentees that take part, the more they 
offer their guidance and advice, the more it can evolve. 

Mentors also have the digital skills and knowledge 
that enables them to put forward great suggestions. 
You then learn and evolve and today we have more 
than 100 mentors which are forming a community 
to share knowledge and stay engaged. The youngest 
population of the company feel engaged and that is 
priceless within a generation that wants to be heard. 
The programme gives them energy and ambition to go 
further and provides a huge benefit to the company 
hosting. With just 50 top managers left to train we are 
continuing the adventure and would encourage every 
company to do the same.
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Microsoft is tackling technology through mentoring. With an 
international and virtual reverse-mentoring programme, staff in different 
countries can mentor each other, often without physically meeting. The 
scheme was launched in Austria in 2014 but has since been adopted 
across Microsoft. We spoke to two participants to see how each of them 
participated in the programme and discovered that the scheme not only 
improved work-place culture but helped retain talent and immerse the 
millennial workforce.

THE VIRTUAL REVERSE 
MENTOR, RETAINING TALENT 
AND GROWING MILLENNIALS 
INTO LEADERS

The reverse mentoring scheme was entirely digital. Zeffree’s mentee 
would often travel internationally meaning many sessions took place 
when it was day for one and night for the other. Zeffree was able to 
offer insight into how an online presence and personal branding can help 
a senior professional take the next step up while his mentee was keen 
to discover the intergenerational and hierarchical viewpoint of a recent 
management decision and see what his mentor would do in different 
situations. This gave him an idea of how employees think and feel about 
the workplace and company culture, something Zeffree describes as a 
culture of openness and diversity. 

It was a good opportunity for my own personal development as I am 
based in an office in Brunei, with less than 10 employees, and a long 
distance from most Microsoft colleagues. As the programme is virtual, 
I’m not missing out on interacting and it helps me feel like I am working 
for a larger organisation.

It can also be challenging as I’m more comfortable with communicating 
in person so not being face-to-face meant that I missed out on a lot 
of non-verbal communication but I took the opportunity to improve 
my virtual communication skills. It also took time to build my own 
confidence to be a successful mentor. Part of the Asian culture is to 
have a lot of respect for people who are more senior, so it was quite 
intimidating to do this and play the role of mentor in the relationship, 
but it didn’t take me long to feel comfortable. 

ZEFFREE KAN
Technology Strategist

Zeffree is a 26-year-old employee of 
Microsoft based in Malaysia and Brunei. For 
four months, he mentored the Portuguese 
born Corporate Accounts Director for Asia 
Pacific Microsoft customers who is in his 
mid-40s.

in/zeffree

https://www.linkedin.com/in/zeffree/
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Magnus explained that time and trust are key themes and how making 
your own rules, ensuring confidentiality and preparing for sessions 
are vital attributes to a strong and successful mentoring relationship. 
It was the culture-change at Microsoft however that enabled the 
relationship to flourish as while he didn’t see the company as a 
hierarchical establishment to begin with, the shift to include and listen 
to younger voices made the programme easier to participate in.

I was growing faster, I thought I made better choices and stronger 
decisions as a result of mentoring and was being included in more 
conversations. It was an investment in me and the company got higher 
returns based on that process. I remember how trustworthy I felt 
my contribution was which; alongside other projects, heightened my 
interest in Microsoft. I learned to understand the whole company, see 
the bigger picture and develop a different point of view. As a result, I 
overachieved for the next year and exceeded targets which without 
such schemes may not have happened. I was kept interested and 
invested in working for the company which as a millennial is vital. 

A common generalisation of millennials is that we are eager to move 
up the ladder as quickly as possible but we can get tunnel vision. We 
get bored, restless and want to see instant results. Some of this might 
be true, I will not speak for all but I could recognise some of those 
patterns in myself. I was that restless person, I wanted it all too quickly 
but during my experience with reverse-mentoring I understood that 
you can’t get it that fast, and you shouldn’t. The more experience you 
have, the more information you possess, the more chance you have 
to succeed. You should be clever in moving up the ladder and gaining 
more experience.

MAGNUS SVORSTØL LIE 
Project Manager

Magnus Svortstøl Lie was a 28-year-old 
Partner Sales Executive at Microsoft when 
he was tasked with becoming a mentor for 
Michael Jacobs, the 47-year-old General 
Manager of Microsoft Norway.

He was one of the first mentors to 
participate in the scheme as despite being 
one of many to apply, it was his interest in 
psychology and how younger people would 
react to management that secured him a 
place.

in/magnusdigitaliserer

https://www.linkedin.com/in/magnusdigitaliserer/


Magnus Svorstøl Lie, Vi Invest

Millennials can 
often glorify the 
idea of becoming 
a leader but not 

understand what 
it means – this 
was a learning 

experience.
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I developed more patience and I knew I needed to do 
more, gain more responsibility, learn how to handle 
people. If I got a leadership position after one year 
it would be my dream, but it may not have been 
successful. 

It’s a great way to keep millennials in one company 
and understand what they need. Millennials can 
often glorify the idea of becoming a leader but not 
understand what it means – this was a learning 
experience. It’s hard to retain millennials, only if you 
focus on the wrong things. Better salaries, better 
social options and enjoying the company are all huge 
benefits but they are also tools used to attract talent, 
not to retain employees. 

A company can give you what you need to be 
successful but it’s ultimately your responsibility 
to absorb and to learn. It’s all about process. Their 
responsibility is to empower you to do it and provide 
you with the tools, but you need to get there yourself. 
A lot of millennials may not understand or fully accept 
this. 

The mentoring scheme helped to make millennial 
workers feel recognised, trusted and appreciated while 
building a bridge between generations.

The Deloitte 2016 millennial survey found that those 
millennials who were planning on staying in their 

organisation for more than five years were twice as 
likely to have a mentor than those who did not.

Two years on, the Deloitte 2018 survey found that 
43% of millennials were planning on leaving their job 

within two years. With millennials forming 50% of 
the workforce by 2020 and making up two-thirds of 
it by 2035, organisations need to learn how to retain 
the top talent within the generation and make sure 
at the same time they are growing their millennial 

staff into the leaders they can rely on.



 A focus on Mentoring - 24

NEXT

STEPS
We have explored the ways in which reverse-mentoring can improve gender, racial, intergenerational and 
hierarchical diversity in the workplace and how it can upskill a generation, make another feel heard and 
contribute to the retention of staff in a culture of change. 

The only question that remains is, how? Whether you are planning to introduce reverse-mentoring or 
looking to improve an existing mentoring programme in your workplace, Caroline Lansbury offers her 
guidance on what to do next.

Many companies embark on setting up a mentoring programme with a relatively 
loose approach, often seeing mentoring as a ‘nice to have’ offering. Whilst for some 
organisations this might work well, my experience is that as with any new initiative, 

a robust and well considered approach yields far more effective results.

Is mentoring 
the best 
solution?

Setting goals 
and objectives

While mentoring has huge dividends 
for any organisation, there isn’t 
a one-size-fits-all approach to 
diversifying and transforming your 
workplace culture. Sense-check 
that a mentoring scheme or on 
the other end of the scale, a more 
formal coaching offering is the right 
solution. If generating an affiliative 

culture is the objective, perhaps 
a more relaxed peer mentoring 
programme is the right solution. If 
supporting your competent team 
to achieve beyond their perceived 
limitations and take responsibility 
and accountability in doing so is the 
objective, then coaching should be a 
way forward.

What is your mentoring programme 
objective and what; if any, key 
results are you hoping to achieve? 

If the mentoring programme has a 
desired outcome, be very clear on 
how you will measure its success. Be 
as specific as you can in the planning 

stage as this will support your ability 
to engage key stakeholders and 
participants early on. Mentoring 
often falls by the wayside in 
organisations because this first step 
is so frequently skipped over or 
ignored totally.

Who should be 
a mentor?

Mentoring is a huge responsibility 
and with a more traditional 
mentoring set-up where the mentor 
has more experience and is more 
senior to the mentee, the mentor 
will likely have great influence over 

the thinking of and therefore the 
subsequent actions of the mentee. 
Check that you would feel confident 
that the influence aligns with your 
company values and business 
strategy.
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CAROLINE LANSBURY
Learning and Development Consultant at Loop Learning 

Caroline is an experienced Learning and Development 
Consultant and Executive Coach who provides expertise 
to Stanton House employees around personal and 
professional development.

in/caroline-lansbury

How will you 
support your 
mentors?

Best practice

Have they had previous experience 
in mentoring? How engaged are this 
community with the objectives of the 
mentoring programme?

Providing core training which focuses 
on the role and responsibilities of 
a mentor is essential to provide a 
consistent and deliberate offering 

which can play a very positive part 
of your internal talent development 
programme. Would each mentor in 
your business feel comfortable that 
they understand the boundaries 
of the mentoring relationship and 
the commitment required, how to 
structure the meetings and so on?

What framework and best practice 
would you like your mentors to 
operate within? 

Some mentors will feel comfortable 
and equipped to handle tough 
conversations, others may find it 
hard to deal with the challenges 
brought by the mentee. How will 
you know how the mentor is feeling 

and monitor the scheme in the 
process? One option is to set up an 
internal mentoring supervision group 
where the mentors in your business 
have an opportunity to discuss how 
they dealt with certain challenges. 
This must be achieved without 
going outside of confidentiality if 
this is a premise of the mentoring 
relationship. 

How long 
does effective 
mentoring 
take?

What is the ideal duration for each 
mentoring relationship? 

While coaching may run its course 
in 4-6 months, mentoring has no 
set time frame. Through the case 
studies set out in this white paper 
it is clear that some relationships 
went on for a matter of weeks while 
others stretched on for years. It can 
start as a six-month programme or 

year-long experiment but what is 
vital is that you allow the mentors 
and mentees to control and adapt 
their relationship as they see fit. The 
mentors and mentees can meet once 
a month, twice a week or never meet 
in person at all, the key to a healthy 
mentoring relationship is freedom, 
trust and the knowing that it works 
for both parties.

https://www.linkedin.com/in/caroline-lansbury/
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Connecting the 
right people 

Measuring 
success

Who gets 
allocated a 
mentor? 

How will you 
launch this in 
your business?

How will you match your mentors to 
your mentees?

There are many different ways 
to match your mentor with your 
mentee. Intel for instance requires all 
willing participants to write a brief 
biography and asks any other staff 
interested in partnering with them 
to get in touch and simply update 
HR on the details. Others play a 

more active role. BNP Paribas do the 
matchmaking themselves based on 
technical ability while EY partnered 
eager junior female and senior male 
associates with the aim of improving 
diversity. While there are many ways 
to match your mentors and mentees, 
the one vital thing is to make sure 
the mentor and mentee are happy to 
be paired together.

How will the effectiveness of the 
mentoring programme be reviewed 
or measured?

It is incredibly hard to measure 
the successfulness of a mentoring 
programme and as Adrian Edwards 
explained earlier, you cannot 
measure the diversity of mind. What 
you can do is hold open and honest 
conversations with your mentors and 
mentees and without breaching the 

confidentiality that exists between 
them and their partner, ask them 
if they have found the programme 
to be beneficial and why. Do your 
staff feel as though there is a more 
inclusive culture? Do your millennials 
feel more engaged? Do you have 
a lower staff turnover? While you 
may not be able to run a numerical 
report, your participants can talk you 
through the benefits.

Mentoring is a very positive 
investment and I would suggest, to 
be offered to your high potential 
employees. Mentees should also 
be provided with an outline of the 
purpose of mentoring and a guide 
as to what preparation they should 
have done prior to their mentoring 
meetings. The programme objective 

is a key factor. In the EY example 
outlined earlier, the focus was to 
improve gender diversity, so all 
senior male members of staff would 
be allocated a mentor in an ideal 
scenario – but, male participants 
need to be already open to the idea 
of change for it to be successful. 

Who needs to be engaged? Who are 
the key stakeholders? What does the 
internal communication need to be?

A mentoring programme will not 
be successful without the full 
engagement of your board, your 
c-suite, your HR department, your 

management team and your staff. 
Not all of your staff will want to 
participate in the scheme and I would 
argue that not everyone would 
benefit from it, but you need to 
gather momentum and excitement 
for the scheme. Your board need to 
sponsor the programme.
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www.stantonhouse.com

/company/stanton-house

@stantonconnect

About Stanton House

Mentoring can transform several aspects of a work-place culture; it can encourage diversity, boost the 
productivity and efficiency of your workforce and add value by broadening your demographic, retaining talent 
and upskilling a generation.

The benefits of mentoring are plentiful but the practical guidance that we have provided within this white paper 
can be summarised into two points that we would like you to take back into your organisation.

Firstly, promoting diversity is vital for the survivability of your business but do not forget about your non-diverse 
workforce - these staff have also been loyal to you and that needs to be acknowledged. You also need to ensure 
your programme; while organised by HR, is an initiative with top-down sponsorship and the support of your 
board. As we have highlighted, the programme needs to be personable and confidential – it also needs buy-in 
from the board and your workforce needs to know that your board is behind it.

As explained in our next steps guide, there is no perfect mentoring programme and our case studies highlight that 
the very best of reverse-mentoring schemes take time, practice and input from the employees who take part.

Stanton House is a specialist Professional 
Services & Technology Recruitment Consultancy. 
Our approach is based on getting close to our 
customers so that we can fully understand their 
requirements and deliver the right solution. We 
believe that the recruitment process works much 
more effectively if we build trusting relationships 
with candidates and clients alike.

CONCLUSION

http://www.stantonhouse.com
https://www.linkedin.com/company/stanton-house
https://twitter.com/stantonconnect
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