
How to Build a Mentoring Program That Drives 
Promotions
Business Case Templates — One-Page How-To's

Most mentoring programs measure participation. The strongest ones measure promotion. Here's what separates mentoring that engages people from 
mentoring that actually advances careers.

34%
Promotion Rate Lift

Strong vs. weak mentoring (Fair360)

49%
Full System Advantage

Full mentoring system vs. weak mentoring (Fair360)

+15pts
Sponsorship Integration Lift

Added when sponsorship & succession planning integrated (Fair360)

~50%
Impact Left on Table

When mentoring stands alone (McKinsey & Company)

Why It Matters

Mentoring is one of the most widely used development tools — and one of the most inconsistently effective. Without a clear link to real roles, 
sponsorship, and succession planning, mentoring builds engagement but not advancement, leaving leadership pipelines shallow.

Core Requirements

Clear Objective
Anchor mentoring to 
promotion readiness, not 
participation or satisfaction.

Real Roles & Pathways
Ground conversations in what 
the next role actually requires.

System Integration
Connect mentoring directly to 
sponsorship and succession 
planning.

Manager 
Accountability
Make managers active 
participants, not bystanders.

Actions to Take Now

Redefine success as advancement, not attendance.1.

Anchor every conversation to a real role and pathway.2.

Link mentoring directly to sponsorship and succession decisions.3.

Require active manager participation and reinforcement.4.

Track promotion outcomes, not satisfaction scores.5.

"Mentoring alone is a conversation. Mentoring integrated into the talent system is a strategy."

Read the full article: fair360.com/how-to-build-a-mentoring-program-that-drives-promotions · Sources: Harvard Business Review (hbr.org) · Catalyst (catalyst.org/research) · McKinsey & 
Company (mckinsey.com) · Deloitte (deloitte.com) · SHRM (shrm.org)

https://fair360.com/how-to-build-a-mentoring-program-that-drives-promotions/

