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Mentoring for wellbeing—the topic of this article—matters in today’s professions. Interest 
in wellbeing is growing, calling for blueprints/models that can support the consideration 
of mentoring as a whole-person endeavor. Whole person mentoring embodies wellbeing, 
which establishes the rationale for the present work. The purpose of this practical qual-
itative study was to describe participant takeaways from two presentations delivered at 
the 2025 Mentoring Conference, University of New Mexico, with connections to mentoring 
and wellbeing literature. Data sources were (a) researcher reflective note taking and (b) 
transcription coding and analysis of participant responses. At the two sessions, 114 (of 150) 
attendees submitted written responses, some of whom orally shared them. Analysis of 
participant reflections revealed six themes that position mentoring for wellbeing as both 
conceptual and practical: (1) intentionality in mentoring, (2) developmental mentoring 
network awareness, (3) equity and accessibility, (4) mentoring practices for flourishing, 
(5) wellbeing as a pathway for holistic mentoring, and (6) theory translated into experien-
tial action. Together, these findings demonstrated the potential for mentors and mentees 
to transform theory into lived, relational practices that support flourishing. Bold mentor-
ing visions are likely to yield enlarged, varied, and inclusive networks that extend impact.

Keywords: High Quality Sustainable Mentoring Model for Wellbeing (HQSMM-W) frame-
work, mentoring for wellbeing, PERMA model of wellbeing, SACEW model of mentoring, 
wellbeing 

Introduction

Mentoring for wellbeing from educational mod-
els for the professions is the topic of this article. 
The purpose of this practical qualitative study 
was to describe participant takeaways from two 
presentations delivered by the authors at the 2025 
Mentoring Conference, University of New Mexico, 
with connections to mentoring and wellbeing lit-
erature. Analysis of participants’ reflections re-
vealed themes, which are explained in terms of 
what they potentially demonstrate in mentoring 
relationships that support flourishing. This writing 
contributes to educational knowledge, specifical-
ly the emerging idea of mentoring for wellbeing 
across professions. Relative to practice, the ideas 
presented emerged from activities undertaken 
in the conference setting where 114 (of 150) at-
tendees submitted written responses, some orally 
sharing them.

A generative, powerful construct, mentor-
ing for wellbeing is an outgrowth of mentoring 
and wellbeing as positive psychology concepts. 
Drawing on educational practices and theories, 
such as Seligman’s (2002, 2011, 2018) PERMA 
(positive emotion, engagement, meaning, pos-
itive relationships, and accomplishment) model 
of wellbeing, the intersection of mentoring and 
wellbeing is proposed here. The thinking is that 
mentoring can significantly improve mentors’ 
and mentees’ personal and professional wellbe-
ing. This occurs by fostering positive emotions, 
improving engagement, building strong relation-
ships, finding meaning in work, and increasing ac-
complishment, as established in Seligman’s body 

of work. Current studies suggest that wellbeing 
embedded models of thriving can benefit adults 
in academic and work settings in ways that assist 
their development and growth, satisfaction, and 
emotional resilience (Matthews, 2025; Reames 
& Mullen, 2025). Wellbeing principles—reflective 
practice, cognitive empathy, and nonjudgmental 
dialogue—are foundational to effective mentoring 
relationships (Morales-Rodríguez, 2025). A re-
view of literature with definitions and models for 
cultivating growth in adult learning follows. The 
other sections are methods, findings, discussion, 
and conclusion.

Review of Literature

The knowledge base upon which this article 
builds includes definitions of mentoring, wellbe-
ing, and mentoring for wellbeing, and the theories 
of PERMA, SACEW, and HQSMM-W.

Definitions and Models

Key Concepts Defined

To mentoring pioneer Kram, mentoring is 
“a life-altering relationship that inspires mutu-
al growth, learning, and development,” the ef-
fects of which can be transformative for people, 
groups, and organizations (Ragins & Kram, 2007, 
p. 3). A work-based developmental learning re-
lationship, mentoring involves a formal or infor-
mal process of learning through relationships 
in organizational settings (Kram, 1983; Mullen, 
2025a, 2025b; Ragins & Kram, 2007; Wheeler et 
al., 2024). Regarding Kram’s (1983) foundational 
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theory of mentoring, experienced and (relative-
ly) inexperienced individuals ideally experience a 
productive, fulfilling relationship that provides ca-
reer and psychosocial support, and offers expo-
sure, sponsorship, protection, visibility, and more. 
Mutual benefits ideally extend beyond mentoring 
relationships for programs, organizations, disci-
plines, and professions.

Wellbeing, as theorized by wellbeing pioneer 
Seligman (2011) in positive psychology, cultivates 
“flourishing by increasing positive emotion, en-
gagement, meaning, positive relationships, and 
accomplishment” (p. 12). The five elements are 
key to feeling good and functioning well and cul-
tivating a life that is more fulfilling and balanced 
(Seligman, 2018). PERMA stipulates each building 
block of wellbeing. Research has shown significant 
positive associations between each of the PERMA 
components and physical health, vitality, job sat-
isfaction, life satisfaction, and commitment within 
organizations (Kern et al., 2014). Wellbeing do-
mains, as Dahl et al. (2020) postulated, form the 
ACIP framework: awareness (attention regulation, 
mindfulness), connection (strong social connec-
tions, prosocial orientations), insight (self-under-
standing), and purpose (finding value/meaning in 
life). 

Mentoring for wellbeing integrates Kram’s 
developmental mentoring theory and Seligman’s 
PERMA model, in the mind of the present au-
thors. In academic and workplace cultures, well-
being promotes flourishing in ways that cultivate 
a growth-oriented, healthy approach to profes-
sional development and learning (Hobson & Mul-
len, 2023; Wheeler et al., 2024). Flourishing is a 
core component of mentoring in adult relation-
ships and salient direction of some recent men-
toring research (Cherkowski & Walker, 2019; Mul-
len, 2025b; Reames & Mullen, 2025). Wellbeing is 
about living a balanced life and functioning well 
by coping with life problems and stressors, learn-
ing and working effectively, and participating in 
community (Keyes, 2016). Beneficiaries of men-
toring for wellbeing practice include faculty, stu-
dents, educators, and employees (Kutsyuruba & 
Kochan, 2024). Wellbeing models (e.g., Seligman, 
2011, 2018) and mentoring applications (Adair 
& Reames, 2025; Mullen, 2025a, 2025b)—re-
search-informed learning processes—encourage 
educator wellbeing, ideally with lasting benefits. 
Affirming strategies (mindfulness, appreciation, 
gratitude, engagement, celebration, etc.) in well-
being contexts aim to enhance mentoring rela-
tionships, interactions, and performance. These 
are studied to promote their understanding and 
impact in diverse cultures and contexts, and to 
enrich knowledge bases (Cherkowski & Walker, 
2019; Kutsyuruba & Kochan, 2025).

Wellbeing and Mentoring Blueprints

The jointly presented conference sessions 
were built upon the PERMA model of wellbeing 
and SACEW model of mentoring in the first pre-
sentation, and the HQSMM-W framework in the 
second presentation. These were approached as 
foundational to the ideas shared, activities cre-
ated, and participant responses received. Else-
where, the authors have published in-depth dis-
cussions of these various blueprints (e.g., Adair & 

Reames, 2025; Mullen, 2025b; Reames & Mullen, 
2025). An overview follows of each model, with 
pertinent citations. 

PERMA Model

In 1988, Seligman, the founder of positive psy-
chology, established the study of flourishing and 
strengths. Seligman’s (2002, 2011, 2018) PERMA 
model shifted focus from treating mental illness 
to fostering human wellbeing, with ongoing ap-
plications in education, workplaces, and various 
fields (Sutton, 2016). PERMA sheds light on three 
measures for happiness: a) positive emotions and 
skills that bring pleasure and gratification in life; 
(b) engagement or “flow” through which people 
experience a state of being completely involved 
in aspects of their life or work and reap bene-
fits (e.g., creativity, growth, connection); and (c) 
meaning, purpose, and fulfillment through which 
one’s generative capacity and strengths are in 
service to something greater, such as powerful 
mentoring in spheres of creativity and innovation. 

To guide individuals and organizations toward 
thriving, Reames and Mullen (2025b) applied 
Seligman’s (2002) PERMA’s wellbeing tenets to 
mentoring. They illustrated the five domains of 
happiness and fulfillment through interviews with 
novice principals and mentors who reported us-
ing various strategies (mindfulness practices, 
etc.) for wellbeing and leadership development. 
PERMA-informed reflective mentoring activities 
were mapped for learning partnerships.

In essence, PERMA’s domains can be de-
scribed as:

•	 Positive emotion (“P”) involves cultivat-
ing positive feelings such as joy, gratitude, 
love, and hope, and accepting negative 
emotions as a natural part of mentorships.

•	 Engagement (“E”) refers to being fully 
absorbed in activities that challenge the 
mentor and/or mentee whereby they ex-
perience flow or immersion in their rela-
tionship and work. 

•	 Relationships (“R”) highlight the impor-
tance of strong, supportive mentoring 
connections, and value is placed on nur-
turing positive mentoring relationships as 
a key component of flourishing lives and 
professions. 

•	 Meaning (“M”) involves a sense of pur-
pose and belonging to something great-
er than the self, as well as reflection on 
personal values and aligning actions with 
them. 

•	 Accomplishment (“A”) refers to the 
achievement of goals in mentoring rela-
tionships and programs through which 
learning targets are met and a sense of 
competence is built. 

Seligman’s positive psychological interven-
tions focused on enhancing individual happiness 
(Seligman et al., 2005). One such exercise was 
the Gratitude Visit, initially a classroom assign-
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ment intended to promote resilience and positive 
thoughts. Letters by students, educators, and oth-
ers thanked people who had impacted their life, a 
heartfelt testimonial shared with influential men-
tors. Seligman’s exercises, which differ from the 
authors’, are available in various sources (e.g., Se-
ligman et al., 2005). Matthews (2025) described 
this gratitude exercise as a mindfulness practice 
that nurtures subjective wellbeing, associating all 
such practices with improved mental and physical 
health, as well as “future possibilities.”

SACEW Model

Like PERMA, the SACEW model (Mullen, 
2025b) proposes a powerful structure for re-
imagining learning relationships and organiza-
tions. The authors’ adapted version of Seligman’s 
(2002) model (Reames & Mullen, 2025) relates to 
adult mentoring, offering a new way of seeing and 
appreciating the principles that underlie PERMA. 
SACEW offers originality through the mentoring 
lens of support-accessibility-collaboration-equi-
ty-wellbeing. Not only does it underscore well-
being’s importance in the overall equation of 
healthy mentoring, but it also proposes that a 
wellbeing-centric view of mentoring is warranted, 
especially in a fast-paced world of high-pressure 
jobs, stressful lives, and divisive politics.

Briefly, SACEW’s five domains/pillars/princi-
ples (Mullen, 2025b) are as follows. 

•	 Support (“S”) denotes a quality mentor-
ing practice that propels mentees’ adap-
tation and learning through multifaceted 
opportunities (e.g., quality cohorts) and 
high-leverage activities (e.g., instructional 
or research strategies) that nurture devel-
opment and competency.

•	 Accessibility (“A”) involves mentor avail-
ability, services, resources, and oppor-
tunities, and mentors make themselves 
available to mentees and are honest and 
transparent to build trust. 

•	 Collaboration (“C”) brings mentors and 
mentees together to work on goals, tar-
gets, and projects through which learning 
and effectiveness progress with inten-
tionality, commitment, engagement, and 
output.

•	 Equity (“E”) involves the intentional cre-
ation of fair and inclusive learning condi-
tions that foster educational experiences, a 
just distribution of resources, and cultur-
al recognition and valuing people in light 
of policies and professional standards for 
just treatment and closing disparities.

•	 Wellbeing (“W”) is quintessentially con-
nected to support, accessibility, collab-
oration, and equity within the scope of 
mentorship. Mentors and mentees ask to 
what extent their mentoring relationship, 
process, or program is cultivating well-
being and reaping benefits. For example, 
through an equity lens wellbeing calls 
upon mentoring parties and structures to 
(a) ensure that participants, regardless of 

their background or identity, receive fair 
and appropriate support; (b) account for 
any disparities and addressing them; and 
(c) create an inclusive and equitable learn-
ing environment.

HQSMM - W Framework

When mentoring is approached from a whole 
person standpoint, it functions as a learning part-
nership in which mentors and mentees identify 
shared values and goals. Learning partnerships 
and social connectedness form the outer rim of 
the High Quality Sustainable Mentoring Mod-
el for Wellbeing (HQSMM-W) framework (Adair 
& Reames, 2025). Learning partnerships facilitate 
collaboration between participants through in-
tentional connections. Both mentor and mentee 
engage in beneficial and reciprocal development, 
commonly known as psychosocial and career 
functions (Kram, 1985). These mentoring relation-
ships are sustained through shared experiences, 
mutual respect, and shared inquiry (Kochan & 
Trimble, 2000; Mullen, 2000). Mentoring as learn-
ing partnership, supported with social connect-
edness, embraces these intersecting domains: 
personal and professional development and men-
toring processes and structures. At the center of 
this model lies wellbeing, interpreted through the 
PERMA lens, which integrates positive emotion 
and the other elements (Seligman, 2011, 2018).

PERMA, SACEW, or HQSMM-W can be used 
as self-assessment tools to identify areas of work 
or life for nurturement. To encourage wellbeing 
through mentoring, engagement activities are 
thoughtfully implemented (a summary follows). 
Such reflective opportunities with participants 
can propel meaningful conversation and engage-
ment, growth and achievement.

Methods

Setting, Participants, and Materials

Data gathering occurred at the 2025 Men-
toring Conference, an event held annually at the 
Mentoring Institute, University of New Mexico, Al-
buquerque. Developmental Networks for Wellbe-
ing: The Impact of Mentoring on Individual and 
Organizational Performance and Growth was the 
conference theme. The topic of the plenary was 
wellbeing as a mentoring model for educational 
settings (Mullen & Reames, 2025). A follow-up 
presentation, also 50 minutes, focused on activ-
ities that engage novice wellbeing through men-
toring (Reames & Mullen, 2025).

Participant identity was protected in that 
data were non-identifying from the outset. Com-
pleted activities were voluntarily submitted with-
out attendees’ identifiers (name, institution, and 
contact information). Verbal permission was 
granted for publishing the anonymized data be-
fore the activities ensued. Anyone choosing not 
to submit their written responses was, by default, 
declining to participate in the study, with the 
understanding that they could do the exercises 
without providing their handwritten notations on 
activity sheets. The number of completed Exit 
Tickets was 114, and the total attendance for both 
sessions was 150.
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Attendees were mentoring researchers and 
practitioners mainly from higher education insti-
tutions, as well as professionals from healthcare, 
government, nonprofit, and business sectors. 
They were from universities, colleges, schools, 
and medical schools in the US and Canada. The 
researchers were seeking to exchange mentoring 
and wellbeing knowledge, while the practitioners, 
mainly coordinators of established or budding 
mentoring initiatives, were intent on building or 
improving programs for students or employees. 
Study participants within this larger group were 
encouraged to submit their completed assign-
ment sheets for data gathering purposes, first 
photographing these handwritten documents 
with a cellphone to retain a copy. Prior to the pre-
sentations, PowerPoint slides, exercises (blank), 
and a booklet containing all five activities with 
instructions were uploaded to the conference’s 
website portal. Conventioneers had access to 
these downloadable full-text files and were free 
to use them at no cost. In both sessions, the pre-
senters encouraged attendees to utilize or adapt 
the activities in their own settings.

The plenary session, held in a spacious ban-
quet room, attracted a female majority. Across 
attendees, race/ethnicity was African American, 
Mexican American, White, and other. In the subse-
quent presentation that took place in a classroom, 
there was also representation from all these races/
ethnicities and two males only. Participants were 
faculty in higher education, including educational 
leadership, higher education staff/directors, prac-
titioners in nursing and other fields, consultants, 
and K–12 administrators. (Participant demograph-
ic data were not included in the conference re-
ports of session feedback that provided statistics 
for content, methodology, and presenter).

At the outset of this follow-up session, partic-
ipants introduced themselves to the group. They 
were also prompted to share what had drawn 
them to the 9:00 a.m. session, given that they 
had already been at the presentation the day be-
fore and completed several activities. The most 
frequently stated reason indicated that this group 
of professionals was intent on returning to learn 
more about the actionable activities and possibil-
ities for applying and modifying them. They also 
said that they had enjoyed what they had learned 
thus far and were eager to expose their staff or 
students to practical ways of understanding men-
toring for wellbeing. An educational leadership 
professor, drawn to activity involvement for nov-
ice principals as a topic, had a stake in this popu-
lation’s wellbeing and mentoring. Still others, who 
had translated “novice principal” into new nurses 
or another group, were seeking to enrich their do-
main of work with innovative ideas and strategies 
for improving the lives of those under their care. 

Data Sources

The authors’ data sources were: (a) research-
er reflective notetaking in the form of verbal and 
written memoing and (b) transcription coding 
and analysis of participant responses.

Reflective Notetaking and Analysis

Research on memoing was confirmed that re-

searcher reflexivity work is necessary. According-
ly, qualitative methodologists Braun and Clarke 
(2024) argued that researchers need to “‘own’ 
and articulate their perspectives” (p. 611), a cru-
cial step in assuring quality in research. Research-
er notetaking occurred before, during, and after 
both presentations during planning sessions via 
Zoom (using the AI transcription feature), email, 
and in person. Reflexivity was enacted through 
reciprocal sharing of professional and academ-
ic positioning and biases about mentoring and 
wellbeing. It became clear that both authors were 
invested in mentoring for wellbeing; also, each 
presumed a vitally important connection be-
tween mentoring and wellbeing, having already 
published exploratory research along these lines 
(Adair & Reames, 2025; Reames & Mullen, 2025). 
Curious, they wondered whether participants 
would also see or sense a linkage. 

The authors struggled with how much time 
to spend on the models and activities, coming to 
realize that a personal transition would be good. 
Each crafted a story about their own wellbeing 
journey, sharing it with the other for feedback be-
fore telling it to an audience. In hindsight, trans-
formation in each presenter’s life was triggered by 
a wake-up call, departure from a state of despair 
(life disruption), to gradually reclaiming mental 
and physical health. Affirming strategies included 
fitness routines (power yoga and weightlifting), 
a sense of belonging in health-minded communi-
ties, new friendships and renewed ties, dramatic 
personal changes (e.g., weight loss/gain and nu-
trition), and, for one author, job/home relocation 
to another state.

Also, the presenters engaged in reflective 
exchanges following each session, recording ba-
sic facts (participant demographics, attendance 
numbers, etc.). Importantly, they produced docu-
mentation onsite that accounted for one another’s 
personal reactions. Three prompts were devised 
for this very purpose: (a) How do you feel that 
session went? (b) What were your aha moments 
or impressions (sudden insight, realization, or un-
derstanding)? (c) What informal feedback have 
you received from attendees and how (in passing, 
via email, in a session or at a social event)? “Aha 
moments,” which proved revealing, are described 
in the Discussion.

Transcription Coding and Analysis

Data gathered from in-session activities at 
the two presentations were qualitatively ana-
lyzed. First, deductive codes (activity, mentoring, 
wellbeing, etc.) were identified from the authors’ 
presentation materials and the conference theme, 
in addition to salient research studies. Second, 
inductive codes (e.g., holistic mentoring, inten-
tionality, trust, etc.)  emerged in the process of 
independently coding typed data and tracking 
potential codes using color fonts.

Transcribing handwritten notes to text in-
volved dividing up participant responses on the 
activity sheets, then recording the data using the 
built-in microphone feature on two laptop com-
puters. A single transcription was produced for 
coding purposes. The authors put all respons-
es pertaining to a specific prompt from the Exit 
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Ticket and other activities under each question 
so that the data/responses would be organized 
around particular prompts. The text was prepared 
for thematic analysis, and all data were manually 
coded by both researchers. Some activities were 
introduced and pondered, while participants 
completed others. 

To promote methodological quality, coher-
ence, and transparency in reflexive thematic anal-
ysis, Braun and Clarke (2024) provided strategies: 
awareness of data; creating initial codes; generat-
ing, reviewing, defining, and naming themes; and 
writing the report. Following these steps gener-
ated insights and encouraged active engagement 
with data throughout the analytical process. A 
checklist of codes was developed and utilized 
during the coding process; results were com-
pared only after each researcher had each inde-
pendently arrived at tentative codes and themes. 
Data draft writing went back-and-forth until final-
ized. Codes and themes were refined during data 
sessions, at which time agreement was reached. 
Six themes, the naming of them, and participant 
quotations that best illustrated each theme trans-
pired. 

Engagement activities were co-designed to 
increase participation, connection, networking, 
community, and enthusiasm at the two presen-
tations. Conference-sponsored movement medi-
ation occurred at the beginning of the plenary. 
The PERMA and SACEW models were introduced 
by the authors, followed by activities and ques-
tion-and answer. Although data were generated 
by the Gratitude Letter and Developmental Men-
toring Network activities and the follow-up pre-
sentation, it turned out that most comments were 
in direct response to the last activity (Exit Ticket) 
that concluded both sessions. Thus, the Findings 
section focuses on the Exit Ticket feedback re-
ceived, which corresponds with the major themes. 

To provide context, the authors’ research-sup-
ported PERMA activities for wellbeing in mentor-
ing relationships, a set of five exercises, align with 
the PERMA domains. All concepts, instructions, 
and visuals were modified or created; the Exit 
Ticket Activity is original.

•	 P = Positive emotion/activity 1: Grati-
tude Letter This guided activity is writ-
ten by mentors or mentees who want to 
strengthen their mentoring relationship 
by enhancing positive emotions.

•	 E = Engagement/activity 2: Mentoring 
Bingo. This exercise sparks engagement 
and conversation within a mentoring 
group. Participants receive a bingo card 
with prompts regarding mentoring experi-
ences, strengths, and wellbeing practices, 
such as “uses gratitude practices,” “has a 
peer mentor,” and “believes in strengths-
based feedback.” Moving around the 
room, they ask people questions in asso-
ciation with the prompt. Once a row fills 
on their bingo card, “bingo!” is heard. 

•	 R = Relationships/activity 3: Developmen-
tal Mentoring Network (“bullseye”)The 
participant identifies and maps key indi-

viduals currently in their network whom 
they believe support their growth. This 
exercise helps with recognizing a network 
of mentors who may be contributing dif-
ferent types of support (coaching, spon-
sorship, protection, role modeling, ac-
ceptance, and friendship). They also map 
which mentoring functions (psychosocial 
and career) each mentor fulfills. Observ-
ing potential gaps in their network, they 
can consider cultivating new relationships 
that speak to purposes and functions.

•	 M = Meaning/activity 4: Core Values This 
values-based reflection tool enables men-
toring participants to identify their core 
values in the four domains of work/edu-
cation, personal growth/health, relation-
ships, and leisure. They place a mark on 
the bullseye to show how closely their 
current behaviors align with those values. 
The closer their mark to the target and 
further from the outer ring, the more fully 
they are living out their values is the idea 
(Lundgren et al., 2012).

•	 A = Accomplishment/activity 5: Exit Tick-
et This individual reflection on learning in 
the session was elicited relative to three 
prompts:

1.	 Something I learned that I could bring 
back to my mentoring relationships. 

2.	 One mentoring practice that I heavily 
rely on in my work. 

3.	 What I want to remember about 
mentoring for wellbeing that shows 
promise building relationships.

Findings

Analysis of participants’ reflections revealed 
six themes that view mentoring for wellbeing as 
both conceptual and practical: (1) intentionality 
in mentoring, (2) developmental mentoring net-
work awareness, (3) equity and accessibility, (4) 
mentoring practices for flourishing, (5) wellbeing 
as a pathway for holistic mentoring, and (6) the-
ory translated into experiential action. Togeth-
er, these themes demonstrate that mentors and 
mentees transform theory into lived, relational 
practice that supports flourishing. Due to the vol-
ume of comments from 114 participants, repre-
sentative quotes are from the Exit Ticket exercise 
only. Because the exit responses often referred to 
the earlier activities, this approach to the findings 
makes sense.

Intentionality in Mentoring

Intentionality in mentoring—the conscious, 
planned practice of guiding another’s growth by 
aligning clearly defined goals with developmen-
tal outcomes—emerged as a defining feature of 
mentorship. Participants realized that aligning 
self-care with goals can support fulfilling and last-
ing mentor–mentee relationships: “This plenary 
forced me to practice supporting my own wellbe-
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ing as well as my mentee’s wellbeing” and “I need 
to keep considering the wellbeing of mentors/
mentees because the relationship is reciprocal 
and intentional.” Being deliberate about increas-
ing and diversifying mentorship in one’s network 
was voiced: “Frankly, I learned I need to expand 
my relationships. I have little diversity in my net-
work. The Developmental Mentoring Network Ac-
tivity has been an excellent way for me to seize 
the opportunity to extend my network” and “In-
tentionality helps mentees build their networks.”

Other participants emphasized the impor-
tance of reflection and goal setting: “Goals and 
values are different but dependent on each other. 
Mentors should be well-versed in their own val-
ues and goals to support their mentees.”  It was 
observed that intentionality requires “clarifying 
values and goals as part of reflective practice,” 
“allowing the mentee to express their goals for 
growth and accomplishment,” “meeting students 
where they are,” and “being intentional about 
support.” Someone aptly stated, “Intentionally 
having one-on-one meetings in addition to email 
and text supports [consistency, structure, and ac-
countability].” 

Developmental Mentoring Network Awareness

The developmental mentoring network con-
versation considered psychosocial and career 
functions. This activity (Figure 1) guided individ-
ual reflection and group discussion. Each side of 
the display denotes a vital mentoring function 
and essential practice. On the left, psychosocial 
functions are associated with role modeling, ac-
ceptance, counseling, and friendship; on the right, 
career functions are linked to sponsorship, coach-
ing, protection, and challenging assignments. 

Systemically mapping mentoring as benefi-
ciaries allowed participants to identify strengths, 
gaps, opportunities, directions, and future pos-
sibilities. Several individuals pointed to the need 
to diversify and expand their mentoring network 
and find opportunities for doing do. Others rec-
ognized evolving needs like “What is missing in 
my network?” and “I never thought about how my 
mentor could offer protection.” While some want-
ed to begin “looking for mentors who fill gaps,” 
others were pleased at the richness of their net-
works, even expressing the desire to “nurture re-
lationships so as to sustain the relationship” and 
“keep our relationship alive.” 

Participant Takeaways on Mentoring for Wellbeing Across Professions, Organizations, and Disciplines

Figure 1:
Developmental Mentoring Network Activity (Searby, 2025; reprinted with permission)
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The activity also prompted recognition that 
effective mentoring builds supportive networks 
across personal and professional realms. Moreover, 
developmental network awareness was linked to 
wellbeing, spurring potential action: “Checking in 
on the wellbeing of my circle will help me see how 
connectedness sustains us.” Visual mapping was 
described as diagnostic and restorative—“an ex-
cellent tool for identifying where I have minimal 
relationships that need to be stronger.” 

Participants listened to Reames’ story about 
her developmental mentoring network and how 
it related to wellbeing. A visual showing her net-
work data accompanied this telling. Then attend-
ees undertook the activity (Figure 1) for them-
selves. On their network sheet and in their exit 
feedback, they named major influencers and sup-
porters of their psychosocial and career develop-
ment, noticing patterns and any omissions in their 
networks, even pondering next steps. Based on 
the comments, their understanding of mentoring 
networks had changed and deepened. 

Equity and Accessibility

Equitable mentoring was a concept described 
in the plenary presentation as integral to SACEW 
(Mullen, 2025a, 2025b). Responses to this idea 
unfolded. Equity and accessibility were viewed by 
some participants as prerequisites for safe and 
effective mentoring. Deficits in this regard were 
noted: “I don’t have a strong network or safe 
space to be vulnerable.” Culturally responsive 
approaches and psychological safety were val-
ues and concerns: “I must realize that people are 
not on an equal playing field—it’s easier for some. 
This is rooted in culture.” Connecting equity, safe-
ty, and authenticity someone wrote, “I should be 
authentic to who I am so I can create psychologi-
cal safety on my team.” Another asserted, “Keep-
ing equity at the center allows mentoring to meet 
people where they are.” Others acknowledged 
that “equitable mentoring promotes inclusion and 
emotional wellbeing” and that “gratitude from the 
mentor toward the mentee promotes safety and 
connection.” It was the mentor’s responsibility to 
notice differing needs, as in: “One mentee may 
need protection, another role modeling.” 

Relational work depends on trust, courage, 
and conversation—an equity value several mento-
ring participants expressed aloud and in writing: 
“Building trust to have courageous conversations 
involves letting mentees know you have their best 
interests at heart.” Another insight about equi-
table mentoring was: “I want to remember that 
wellbeing is all inclusive with more than just ca-
reer functions.” To this individual, “those involved 
agree on a process and explore values and goals, 
going further and deeper.” Equity and accessibil-
ity as a theme emphasize that equitable mentor-
ing is both intentional and relational, and that em-
pathy, trust, and courageous conversation are key 
to the authenticity of mentoring for wellbeing. 

Mentoring Practices for Flourishing

Authenticity, reflection, and empathy were 
repeatedly cited as core practices. As one par-
ticipant stated, “Listening is the lost art found 

in reflection and wonder.” Others described au-
thenticity as foundational: “I rely heavily on be-
ing authentic, person-centered, and open-ended 
in questioning.” Many also emphasized gratitude 
and positive emotion: “Expressing gratitude is so 
important and remembering how much support 
we have and that we are capable of providing to 
others,” and “Building trust with the mentee is 
easier when you see them as a whole person.” In-
dividual participants viewed authenticity as ethi-
cal and emotional work. Some wrote that “trust, 
resilience, and respect form the foundation of 
my relationships,” while others described “shar-
ing personal stories” and “storytelling as a way 
to connect.” These practices align with the PER-
MA domains: gratitude with Positive Emotion, au-
thenticity with Meaning, active listening with En-
gagement, relationships with Relationships, and 
reflection with Accomplishment.

Wellbeing as a Pathway for Holistic Mentoring

Metaphorically speaking, wellbeing was lik-
ened to an evolving pathway for mentoring suc-
cess that spurs professional and personal growth. 
A particularly powerful response about wellbeing 
was, “I’ve been on a lifelong wellbeing journey—
this session reminded me that I’m on the right 
path, and that my own wellbeing is truly what 
can help keep my relationships healthy and my-
self well as I build new relationships.” Others sim-
ilarly spoke to “relational growth” and “emotional 
growth.” One individual responded: “Wellbeing of 
the mentor and mentee is central to the relation-
ship—it’s reciprocal and intentional.” They iden-
tified gratitude, reflection, and positive emotion 
as vital to sustaining wellbeing: “Gratitude actu-
ally promotes and helps improve wellbeing” and 
“If we care for ourselves, we can better care for 
others.” 

Holistic mentoring was conceptualized as 
“whole person, a third wave, which recognizes 
mentoring for wellbeing as completely inclusive 
of career and psychosocial functions. It’s more 
than just a career.” It was frequently mentioned 
that “mentee success isn’t achievable without 
having wellbeing as mentors,” and that “build-
ing trust to have courageous conversations en-
hances growth.” Someone thought that “Holistic 
mentoring isn’t always possible from one mentor. 
We may need multiple mentors in our circle.” The 
wellbeing pathway was seen as a lifelong process 
where mentoring parties practice self-care, re-
flection, and authentic connection.

Theory Translated Into Experiential Action

Theory translated into experiential action was 
expressed as a value. Hands-on, real-world expe-
riences rooted in theory promote actions through 
which one learns, connects, grows, heals, or 
solves problems. As someone remarked, “Starting 
with meditation allows people to make connec-
tions” between theory and lived experience, while 
others valued “mentor bingo” and storytelling as 
ways to “bring rich material to life.” In particular, 
they demonstrated an ability to connect positive 
psychology and mentoring theory to concrete 
experiences. Consistently, they described the 
PERMA model as an “approachable way to make 
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mentoring support visible.” A common response 
was that gratitude letters, developmental mento-
ring-network maps, PERMA bingo, and reflective 
journals turn abstractions from mentoring and 
positive psychology theory into relatable ideas 
that may spark insights and feelings. For exam-
ple, about the Gratitude Letter exercise, someone 
wrote: “Expressing gratitude is so important and 
remembering how much support we have and 
are capable of providing to others is important 
as well.”

Appreciation was voiced about wellbeing 
theory and exercises: “PERMA and the activities 
provide broader language to think about and ac-
tivate mentorship discussions. It’s an addition I 
want to make to my practices as a mentor.” PER-
MA—described as “a great anchor acronym” for 
translating theory into practice—attracted affir-
mations: “Taking time to show gratitude to those 
you encounter along the mentoring pathway 
makes theory come alive.”

Discussion

Mentoring for wellbeing may be an emerg-
ing evolution in mentoring theory, research, and 
practice. Participant reflections revealed that 
positive psychology is powerful when mentoring 
and wellbeing are combined in knowledge bas-
es, and in people’s work and lives. This new and 
refreshing way to frame mentoring equates with 
a whole-person endeavor rooted in wellbeing. 
Thus, wellbeing is not an add-on in mentoring 
relationships, processes, and programs; rather, it 
is an integral generative dynamic that supports 
the flourishing of mentorships across professions, 
organizations, and disciplines (Kram, 1983; Selig-
man, 2011, 2018). 

Participants’ responses evidenced six key 
themes, three of which we return to here. Inten-
tionality in mentoring materialized through state-
ments that upheld the importance of purposeful 
connection, clarifying values and goals as a start-
ing point in mentoring relationships, and consis-
tent check-ins. They described intentional mento-
ring as a practice in which mentors and mentees 
proactively decide the purpose and direction of 
the relationship. Importantly, participants recog-
nized connectedness and belonging as central 
to wellbeing, thereby reinforcing SACEW’s focus 
on support, accessibility, collaboration, equity, 
and wellbeing in mentoring relationships (Mullen, 
2025b). With the HQSMM-W, regularly pausing 
to reflect on progress echoed this framework’s 
emphasis on shared meaning-making, reflection, 
and mutual development (Adair & Reames, 2025). 
Both conceptualizations of mentoring extend the 
classical ideas of psychosocial and career func-
tions by explicitly recognizing wellbeing and self-
care as critical to mentoring effectiveness as well 
as sustainability. Participants added that inten-
tional mentoring requires slowing down, listening 
deeply, and prioritizing discussion in the relation-
ship.

The equity and accessibility theme also sur-
faced as foundational to nurturing wellbeing in 
mentoring relationships (Mullen, 2025b). Partici-
pants saw a need for culturally responsive mento-

ring, psychological safety, and differentiated sup-
port attuned to individuals’ identities and lived 
experiences. This theme aligns with mentoring 
scholarship that presents equitable developmen-
tal relationships as not only promoting compe-
tence and confidence but also belonging, safety, 
and hope (Kutsyuruba & Kochan, 2024; Mullen, 
2025a). Participants recognized gratitude, au-
thenticity, and compassion as practices that el-
evate equity, which supports the call in positive 
psychology literature for nurturement of quality 
relationships as a pathway to flourishing (Kern et 
al., 2014; Seligman, 2011).

Another theme spoke to the translation of 
theory into experiential action as both meaning-
ful and necessary for desired impact in human 
spheres. Participants described feeling more 
grounded in PERMA and the mentoring blue-
prints after learning about or engaging in grat-
itude writing, developmental network mapping, 
and values-based reflection. These real-world and 
simulated activities allow participants to internal-
ize abstract concepts, ideally acting upon them 
in professional mentoring contexts. Reactions to 
the activities suggest that ongoing, intentional 
practice, in contrast with passive knowledge ac-
quisition, creates space for deeper understanding 
of what it means to thrive in mentoring relation-
ships.

Taken together, the six findings indicate 
that mentoring for wellbeing in adult learning is 
a shared responsibility and reciprocal process 
rather than an individual endeavor. Participants 
embraced mentoring as growth, compassion, 
purpose, and resilience, which suggests that 
structured wellbeing practices aligned with men-
toring practices may help them to thrive or pros-
per even more in their increasingly complex pro-
fessional environments. 

“Aha moments” for the authors from the ple-
nary session in particular produced seven impres-
sions, which reinforce the findings from analyzed 
transcriptions. These moments, captured in the 
researchers’ reflective notetaking, follow.

The level of intimacy, openness, and storytell-
ing was a gift from the two participant groups, 
which fascinated the authors, striking them as 
unusual. Attendees evidenced being highly re-
sponsive to the invitation to individually ponder 
or complete activities, then share aloud if desired. 
Volunteers spoke to the entire group from their 
round tables or into a mic. 

One participant said to a presenter/author 
that they really liked how their two presentations 
were structured. Elaborating, they said that the 
plenary had begun with abstract concepts, moved 
to the personal level (presenters’ individual well-
being journey), then to activities elevated with 
participant sharing and question-and-answer, and 
concluding with feedback (Exit Ticket Activity). 
The next morning’s session was tailored to novice 
professionals, with time spent on key concepts, 
school principal data and meaning making, PER-
MA activities, and the Exit Ticket.

Another individual confided that they found 
our sessions to be particularly inspiring and up-
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lifting, anchored in idea generation with practical 
examples. They added that these presentations 
were attractive to attendees from underrepre-
sented populations who appreciated (a) the time 
for reflection and interaction, (b) attention on in-
clusion aspects of mentoring for wellbeing from 
an equity lens, and (c) invitation to network by 
sharing contact information.

In the plenary session following the Develop-
mental Mentorship Network Activity, an attendee 
asked the group what “sponsorship” looks like in 
the mentoring of African American females. She 
lacked this experience and was seeking ideas. An 
African American female responded with a sce-
nario from her own life that illustrated the impor-
tance and power of like role models in profession-
al settings, encouraging other women to find a 
good match.

After completing the Developmental Mentor-
ship Network Activity, someone shared with the 
entire group that they could imagine producing 
not one but multiple versions that reflect “mo-
ments” in time. For this person, the influential 
mentor named as their bullseye (center of target, 
Figure 1) shifted depending on the situation being 
recalled, implying that mentoring networks are 
dynamic, thus only appearing “static.” It makes 
sense for this activity to be completed at differ-
ent points in one’s life or career, as situations and 
perspectives may change. 

Someone did not know what “protection” 
meant in the mentoring lexicon, so a definition 
and examples were whispered during the activity 
portion. This exchange made it clear that basic 
mentoring ideas from classical studies should not 
be presumed, regardless of the overall level of ex-
pertise and specialization in a mentoring gather-
ing.

Another individual confided that they were 
translating all mentoring concepts and prompts 
on the activity sheets into “coaching/coach/
coachee” language before responding. Being pro-
active like this made the exercise meaningful and 
relevant to them in both sessions.

Conclusion

As proposed in this article, the intersection 
between mentoring and wellbeing can be mean-
ingfully explored. Mentoring can be used as a 
method to apply positive psychology principles, 
focusing on a mentee’s strengths, meaning, and 
engagement to promote flourishing and improve 
wellbeing. This approach goes beyond traditional 
mentoring relationships and problem-solving to 
build upon a mentee’s existing positive core, such 
as their resilience, strengths, values, and aspira-
tions. Mentoring can support wellbeing through 
the mentor’s role in providing support, guidance, 
and a safe space for mentees to be open and hon-
est.

Mentoring blueprints like SACEW and the 
HQSMM-W combined with wellbeing theory, such 
as PERMA, can transform mentoring experiences 
into endeavors that are more holistic. Turning to 
implications for practice and research, the study’s 

findings suggest that brief, repeatable wellbeing 
activities (e.g., gratitude letters) have benefits, in-
cluding the experience of flow in mentoring situ-
ations. Mentoring blueprints support the assess-
ment of mentoring relationships, enabling their 
viability and, importantly, vitality. Equitable men-
toring through equity-centered conversations, 
activities, and processes can cultivate psycholog-
ical safety, sponsorship, and belonging for many 
in educational relationships. 

For research, more work needs to focus on 
mentoring for wellbeing as a means for building 
resilience in professions and organizations. Much 
of the literature supports resilience as an import-
ant outcome of mentoring but wellbeing is new 
to mentoring. As such, it is time for wellbeing to 
be thoroughly examined as an integral dimension 
of mentoring that can generate meaning, build 
human and organizational resilience, and support 
future possibilities. Studies are encouraged that 
examine how the wellbeing dimension of mento-
ring can support mentoring parties to set goals, 
establish values, recover from setbacks, and per-
sist with their dreams. 

Reflective time is key. Mentoring participants 
were able to achieve cognitive distance from their 
situations. The Developmental Mentoring Net-
work Activity gave them time to sketch their own 
constellation of mentoring relationships, seeing it 
from a high-level, overarching perspective. Hav-
ing the opportunity to consider these mentoring 
trends elicited questions and insights. Becom-
ing attuned to breakthroughs about mentoring 
for wellbeing that have promise for relation-
ship-building was a game changer too. Analyzing 
a network’s structure, functions, and dynamics as 
a system offers a meta view of what is or is not 
working in one’s life. Realization through self-as-
sessment can lead to taking ownership of stra-
tegic moves. Moving beyond isolated individual 
relationships implies expansion. Bold mentoring 
visions are likely to yield enlarged, varied, and in-
clusive networks that extend impact for the ben-
efit of all.
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