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Productive Mentorship Strategies

Combatting the Succession Cliff and Improving Leadership 
Development

Outside of the widely covered leadership transitions at companies such as Walmart and 

Berkshire Hathaway, HR and talent leaders are growing increasingly anxious around recent 

projections of Baby Boomer retirement and questions around the next generation of leaders. 

Next-Gen Leadership Pipeline

• Accelerated readiness for critical open roles

• Broadened institutional knowledge and 
networks

• Strengthened commitment, career clarity, and 
direction

• Increased confidence in new responsibilities

Retirement Ready Leaders

• Longer workforce participation

• Preservation of essential expertise

• Increased opportunities for cross collaboration 
and innovation

• Boosted motivation through retirement 
transitions

Dual Benefits of Mentorship

Productive mentorship programs directly mitigate the retirement cliff by strengthening all three 

pressure points at once. They expand the future talent supply by developing more employees for 

advancement, protect institutional expertise by ensuring knowledge is transferred, and reinforce 

succession pathways by preparing a wider range of the talent pipeline to step into critical roles. 

Supply

Three Retirement Cliff Challenges Impacting the Workplace

Given the effects of lower 

graduation rates, restrictions on 

immigration, and declining 

population growth, recent 

reporting shows that 91 percent 

of companies do not feel ready for 

increasing retirement rates. 

Many HR leaders are anxiously 

awaiting the “Baby Boomer brain 

drain” as the retirement-ready 

population holds immense 

expertise and experience.

Retirement-ready workers make 

up a significant portion of 

leadership roles, and there is 

cause for concern that the next 

generation is neither ready nor 

willing to step into the gaps left 

by retirees. 

Experience Succession

https://www.seramount.com/
https://hrbrain.ai/stateofhrtoday/
https://hrbrain.ai/stateofhrtoday/
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https://www.denominator.com/facts/age-leadership-distribution-s-p500
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Conditions of Successful and Mentorships

Connect with a Seramount expert to get sample agendas, 
forms, and additional mentorship assets.

1

Strong mentorships begin with authentic 

connections between mentors and mentees. 

Early meetings should focus on sharing 

experiences, building rapport, and creating 

mutual understanding to develop trust.

HR leaders can support a person-first 

approach by setting expectations that 

emphasize confidentiality and psychological 

safety. Provide conversation prompts that 

help explore personal backgrounds and 

communication styles.

Person-First Relationships

2

When goals are well defined, mentorship 

becomes a more reliable tool for professional 

development. Mentors and mentees should 

discuss objectives and goals early in the 

relationship, defining what each person hopes to 

achieve and agreeing on specific outcomes. 

HR leaders can reinforce goal clarity by 

offering templates that help set specific 

goals and by encouraging regular check-ins 

to consistently revisit expectations. This 

structure gives the mentorship direction and 

helps both partners establish accountability 

for progress.

Specific and Measurable Goals

Three Keys to More Productive Mentorships

Mentorships benefit from a sense of privacy and 

autonomy. Mentorship partners should guide 

their own conversations so that trust and 

professional candor can be developed. Excessive 

external involvement can make the relationship 

feel monitored and overtly formalized.

HR staff should step in only when a partner 

expresses discomfort or identifies behavior 

that violates policy. This keeps mentorships 

participant-led while still protecting the well-

being of all involved.

Minimal Intervention3

It’s essential that mentorship programs go beyond ad hoc, manager dependent benefits and become 

reliable levers of capability building. To achieve leadership development goals, mentorship programs 

must be built as intentional, enterprise-wide talent practice with clear eligibility, consistent support, and 

measurable outcomes.

Below are a few keys HR leaders can implement into program design to ensure that mentorship program 

design translates into improved succession readiness and strengthen long-term workforce resilience. 

https://www.seramount.com/
https://seramount.com/contact-us/
https://seramount.com/contact-us/
https://seramount.com/contact-us/
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Three Cases of Successful Mentorship Programs

Developing new talent 
pipelines

Veteran Development Program, Bank of America

• Bank of America designed two programs that support veterans 
through mentorship and guided learning to help them transition 
into corporate roles. 

• These efforts created a smooth onboarding pathway that increased 
readiness for long-term growth and strengthened overall retention.

• Program participants achieved an 83 percent two-year 
retention rate.

Leveraging ERGs as a 
development tool

Empower Mentorship Program, NY Life

• New York Life created the Empower Program to strengthen 
connection between ERG members and senior leaders. 

• Through a nine-month mentoring experience, they brought together 
employees from different workplace communities to support 
personal development and cross-organizational learning.

• This approach gave leaders a broader view of employee 
experiences and created new avenues for junior talent to 
build relationships that support advancement.

Improving connectivity 
and leadership 
development

Post-Merger Mentorship, T-Mobile

• Following its merger with Sprint, T-Mobile introduced a company-wide 
mentorship program to strengthen connectivity and create pathways 
to internal mobility across a large and dispersed workforce. 

• The program’s structured matching process and digital platform 
enabled employees to access career support regardless of location or 
role. 

• Participants saw a 78 percent retention rate compared with 41 
percent for non-participants and were substantially more likely 
to transition into higher-level positions within one year.

Productive mentorships are key to any successful workforce 
planning strategy. Connect with an HR Executive Board expert 
to identify opportunities for your organization. 

A well-designed mentorship program gives HR leaders a strategic way to customize professional 

development efforts to support the organization’s goals. Program structure creates the consistency 

needed to create the scalable impact needed for challenges such as succession and leadership 

development. 

An overall mentorship strategy can include several focused mentorship programs such as the examples 
below, each achieving unique outcomes toward overall succession and leadership development goals. 

https://www.seramount.com/
https://seramount.com/resources/mentorship-case-studies/
https://www.togetherplatform.com/blog/examples-of-successful-mentoring-programs
https://seramount.com/resources/mentorship-case-studies/
https://seramount.com/resources/mentorship-case-studies/
https://seramount.com/resources/mentorship-case-studies/
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