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ABSTRACT

Understanding the Impact of Mentee’s Gender in the Development of Informal Mentoring

Relationships in the Workplace

Maria Carolina Saffie-Robertson, Ph.D.

Concordia University, 2016

Research regarding gendand mentoring suggests that women are mentored fi&ss o
than their male colleagues, which could havetdrdena | e f f e c t careendevelopment ’ s
and growth Although researchers have proposed different explanations and solutions to ease this
phenomenon, women continue to ref@ing undeimentoredIn an effort to uderstand this issue
in depth, twoexploratory qualitative studyvere conducted In the first study, wenty women
holding tenuretrack academic positions in seven different business schools in Canada and the
United Statesvere interviewed tanderstandheir experiences with mentoringhrough content
analysis of thelata, the existence of a type of barpesviously unidentifiedr the literature was
unearthednamelybarriers to the development of the mentoring relationship. Two barriers to the
development of a mentoring relationship, Nefed Fit and Demonstrating Capabilityare
described and diseged in this studyGiven these findings, a second study was designed in order
to gain indepth knowledge on barriers to the development of mentorships. Thirty three men and
women from differenbrganizations, industries and professions were invited to participate. The
data from this second stydupports the existence bérriers tathe development of mentorship
The data signathe existence of the two barrierdentified in study 1 Need for R and
Demonstrating Capabilifywhile it also suggests the existence of fothrerbarriers, Commitment
of the Mentor, Trust in the Mentor, Need to Share a Goal/Vision and Admiration towards the
Mentor. The relevance of these barriers seems to vary lofeggemd organizational contewthich
would explain why women would be und®entored when compared to their male colleagues.

Implications of these findings for researchers and practitioners are discussed.
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Introduction

Mentoring is not a new or modern concept:
was used as a synonym of a wise advisor (Chao, 199TryGG&eber & Sadri, 2008; Russell &
Adams, 1997). Russell and Adams (19p3. ) def i ned mentoring as “ar
exchange between a senior experienced colleague (mentor) and a less experienced junior colleague
(protégeé) in which the mentprovides support, direction, and feedback regarding careergidns
per sonal d Althoeidh thp corcept of entoring is not nete systematic study of
mentoringin the workplace has only been formally researched since tha 980k, particularly
with the seminal work of Kathy Kram.

Mentoring has been identified as a work relationship that has the potential to be extremely
influential for the personal and professional growth of employees (Chandler, Kram & Yip, 2011).
Studies and metanalyses havieund that having a mentor is associated with a number of positive
outcomes for the protégé, including a decrease in fawolk conflict and intentions to quit, and
an increase in job and ear satisfaction, to name a fédlen, Eby, Poteet, Lentz & bona, 2004;

Chao, 1997; Dreher & Ash, 1990; Eby, Allen, Evans, Ng & DuBois 2008; Kram, 1983; Kram &
Hall, 1986; Nielson, Carlson & Lankau, 2001; Richard, Ismail, Bhuian & Taylor, 2009).

Research on mentoring has suggested that female employees are lesschibatotheir
male colleagueglinehan & Scullion, 2008; Noe, 1988b; RaginsGbtton, 1991). Wiile male
employees usually report having several mentors throughout their careers, éenpdbdyees
typically report theyhad no mentors to guide theand helpthem in the workplaceThis lack of
mentoring for female employeean havamportant repercussions, includiagdetrimental effect

on women’'s career devel opment (Linehan & Scull

Research has attempted to uistkend why female employees would be mentorediéss
than their male colleaga®y using differentantage pointSOnevantage point has focused on the
gender composition of the mentoring dyadggeshg that women are mentored less often than
men beause of gender issubstween mentor and mentee (Noe, 1988a; Noe, 19B8wever,
research has noted that the effects and influence of gender composition in the development and

quality of a mentorship is limited at best (Fowler, Gudmundgs@’ Go r m@7h A se@ofd
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vantage point has focused on potenailriersto access to mentorirthat female employees in
particular face when looking for a mentor (Noe, 1988b). These lsanaerd act as hurdles for
female employees, preventitigemfrom accessing giential mentors. Some of these barriers
access to mentonscludelack of access to information networks, socialization practices, tokenism,
norms regarding crosgender relationsps, stereotyping and reliance orappropria¢ power
basesoe, 1988h)However, there is limited evidence on both the relevance and pervasiveness

of these barriers.

Mentoring esearchas explored these alternative explanations to the tmdetoring of
female employeeand suggestdways in whichto inarease the chanceswbmen to benentored
(mainly through the development of formal mentoring systems in the workplace). However, recent
studies have showthat the problem persists afeimale employees in different industriesd
professiongincluding city managersccounants and global managers) repbaving no mentors
in the workplacgFox & Schuhmann, 20Q&aplan, Keinath & Walo, 200Linehan & Scullion,

2008).

Given the signifiant posiive consegencesof mentoringfor employeesidentifying the
factors thatimpede women from developing mentorships at work has become increasingly
importantThi s di ssertation aims to answer All en,
complex studies by conducting anrdepth qualitative study in an effort to gaimare probund
understanding othe development oinformal mentoring relationships the workplace. By
attaining insight m the factors that allow a relationship to grow from initial meetings into a
mentorship, concrete suggestions can be made with two goaladin finst, to help more female
employees to develop informal mentoriag) their workplace, and seconth develop more
effective formal mentoring systems not only for female employees but for all those in need of a

mentor.



Chapter 1

Literature Review

Mentoring is defined as “an intense interp
colleague (mentor) and a less experienced junior colleague (protégeé) in which the mentor provides
support, direction, and feedback regarding career plans and persomaéd o p ment ” ( Rus
Adams, 1997, pg.2This relationship is most commonhformal, spontaneouslgievelopng from
a common interesadmiration oprevious friendshighared by mentor and protédéoe, 1988a).

According to Haggard, Dougherty, TurbamdaWilbanks(2011) mentorships have three
attributesthat make themanique and different from other influential relationships at work. These
attributes areeciprocity developmental benefits and regular/consistent interad®eaiprocity
refers tathefact that mentorshipsequirea sociakexchangédetween mentor and mentee. Although
this exchange can take a number of different forms (includingtéatace interactions, phone
conversations and virtual communication), ititeractions irea mentorshi@remutualas opposed
to unilateral These mutual interactions distinguish mentorships from other potentially
developmental social exchanges such as coaching, supervisory relationships and teacher/student
dyads, where the exchange is not primarily mutual ituna (Haggard et al., 2011). The second
attribute of a mentorship edelopmental benefitglescibes howmentoring relationships usually
result inlasting benefitfor both the mentor and theprotégé.For the protégé, the mentoring
relationship includesareerrelated benefitg¢such as promotions, higher salaries and challenging
tasks)as well adenefis that go beyond the workplacith as theevelopmnentofh e ment ee’ s
skills and abilities Forthe mentor, the mentorship cdevelop his/her skills @habilities, can
offer a sense of legacy and can increase the status and visibility of the mentor in the workplace
(Haggard et al., 2011 he third and last attributegegulafconsisteninteraction describes how
the mentoringrelationshig consist of iteractions that argystematic anthatextendover time
This attribute differentiates mentorships from coaching relationships, which teadtunded to

a short period of tim@Haggard et al., 2011).

Although mentorshipsisuallyextend over long pemd of time, these relationships go

throughfour distinct phases (Kram, 1983; Chao, 199Me first phaselnitiation, refers tothe
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initial stageof a mentorshipywhere theelationship between mentor and protéyéns via the first
interactiondChao, 197).This stage of the mentorship is marked by the mentee expressing respect
and admiration towards the mentor, while the mentor identifies the mentee as someone with
potential (Chao, 1997Thisinitial phaseof mutual discovery between mentor and mentelly

lasts between 6 to 12 months (Krat®83). The second phageultivation, corresponds to the
maturation of the relationship, where both mentor and prdteg# each other well enough to
work together and take adpabifitiessDgrangtieRtoByearhh ot he
spanof the cutivation phasethe benefits of thenentoringrelationshipare maximizedor both

mentor and mente@Kram, 1983 Chao, 199Y. Separatiorcorresponds to the thindhaseof a
mentorship. In this stagthe potégé gains independence from the mentor in a process that takes
between 6 to 24 months (Chao, 199h)is separation is usually slow and pragige, with little

to nostress or emotional anxiety for either mentor or meage is usually a process nat than

a traditional breakip. The Redefinition phase is the fourth and last phase, and corresponds to the
stage where the relationshisually transforms fom a mentorship to a relationship of mutual
supporf{Chao, 1997)In this phase the protégé migtill consult with the mentor when confronted

to personal and professional issues, but these interactions resembte-eaEr rather than
mentormentee exchange¥his phaseeffectively constitutes the end of the mentorsaig is

indefinitein terms oftime length (Chao, 1997).

Figure 1: Phases of Mentoring

Initiation of Cultivation of Separation of Redefinition

Mentorship Mentorship K Mentorship of Mentorship




Throughout these four phasalsmentoring and particularly during the cultivatigghase,
the senior colleague typically uses two distinct functions to mentor the protéegéreer tinction
corresponds to the first mentoring function which allavsnentorto prepareand groomthe
protégéfor careeradvancement opportunities. The career functimiudes5 specific activities
performed by the mentosponsorshignominating the protégé for woopportunities such as
promotions or important projectsgoaching(developing strategies to help the mentee reach
specific goals) protection(shielding the mentee from potentially harmful risksyposureand
visibility (providing the mentee with assigients that increase his/her visibilitgnd challenging
work assignmentgproviding challenging work to develop skillgikram, 1983 Noe, 1988a
Through these actions, the mentor actively prepares the protégé for career development and
advancement (Nod,988). Through the second functigosychosocialdnction the mentoaims
to help the protégé develop confidence and a feeling of compet&reen, 1983) This
psychosociafunction includedour activitiesexecuted by the mentaiole modeling(acing as a
role model for acceptable behavior, values atitudes) acceptance ancbnfirmaion (being a
source of positive regardgounselling(allowing a space for open discussioahd friendship
(developing a personal bond with the proté@fédam, 1983 Noe, 1988x The pychosocial
function allows the mentor to develop the pro

selfidentity, selfworth and selesteem (Noe, 1988a).

As commented bgZhandler Kram and Yip(2011) bothcareefrelated and pshosocial
mentoringfunctions have consistently shownlie good predictors ajutcomessuch as salary,
promotions and other measurespof ot €éageér saccessn fact,” ment ori ng has p
typically smaltto-moderate effect sizes on objective (eggomotions and salary) and subjective
(e.g.careerandjobtsd s f act i o (Chandleudt al.026eg. 523)

Regarding objective outcomesiopegéstend toreport higher levels of positive career
outcomes such as career planning, career ingwe, income and promotiotisan norprotégés
(Allen et d., 2004; Chao, 1997; Dreher & Ash, 1990; Eby et al., 20B88rthermore, employees
with mentors usually present lowewrelsof negative career related variables such as withdrawal

intentions andbehaviour, and deviancéhan those employees with no mentors (Eby et al., 2008)

Having a mentowould also havean impact on a cluster of attitudinal variables

subjective outcomesuch as job and career satisfaction, and career commitment (Allen et al
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2004; Eby ¢ al., 2008;KammeyerMueller & Judge, R08; Richard, Ismail, Bhuian &aylor,
2009; Wanberg, Kammeye¥lueller & Marchese, 2006 Protégésalsoreport less psychological
stress and strain, less substance abuse and highpessdptions thanon-protégés (Eby et al.,
2008, Kram& Hall, 1989). Research has found tipabtégés have less woefamily conflict than

nonprotégés (Nielsoet al, 2001).

Althoughmentoring has been found havepositive effects for mentees, theechanisms
through wich mentoring affects objective and subjective outcomes loale been studied
recently One variable that helps understand the effects of mentoring on these outcomes is
perceived organizational support (POBgranik, Roling andby (2010) noted that a dset of
mentoring functions, namely sponsorship, exposure and visibility, and role modeling, had a
positive impact onrPOSwhich in turn positively affectegbob satisfaction and organizational
commitmentThe authors suggestétht“the receipt of mentoringupport sets in motion a social
exchange process whereby perceptions of organizational support are generated, which in turn
predict positive protégée wo BM). Tae autharsiadented” ( Ba
that both careerelated functios (sponsorship and exposure and visibility) as well as psychosocial
functions (role modeling) of the mentoring relationship have a direct effect on POS, therefore
highlighting the relevance of both mentoring functions.

Another mechanism by which mentoriragppears tcaffect oucomes is througtrole
stressorsLankau, Carlson and NielsonQ@6) foundthatpsychosocial support and role modeling,
two elements of the mentoring relationshdpcreaséothrole conflict and role ambiguity_.ower
levels of role coflict and role ambiguity are, in turn, related to highel satisfaction and
organizational commitmer(Lankau et al., 2006)The authors suggested that hmayia mentor
allows menteg access taools, skills and guidancehich permits thento better dealwith
potentially conflicting demands in the workpladénerefore,mentees would have more coping
mechanisms than employees with no mentors, which in part would explain why protégés would
have higher job satisfaction and organizational commitment thaspnotégés (Lankau et al.,
2006).

Positive outcomes athe mentoringrelationshipare not only experienced by the protégé
but bymentorsas well Eby, Durley, Evans andagins (2006) noted that mentors experiegte

array of benefitavhich includeimproved pb performance, recognition by others, rewarding

6



experience andloyal base of supportiaving a protégé would be a source of pfislementors

giving the mentor bragging rights when a mentee succeeds (Eby et al.,Mea&)rshipsvould

allow mentors @ have ales in the workplace, allehatappr eci ate and value
knowledge and experience. Mentors would therefore see mentt#esrdsgacy and even their

own possiblesuccessors (Eby et al., 200Burthermorehaving a protégé coulgive the mentor

access tdalifferentsource of information Since mentor and mentee are usuphyt of different

social groups within the organization, having a mentee would allow the mentor to tap into

information sourcethat othewise would be not availabte him/her(Mullen and Noe1999)

The literature has suggested that although both mentor and protégé can reap the benefits of
a mentorship, t magnitude of these benefits mighdry according to the formality of the
relationship. As described by Chunifzaky, Sosik, Bechtold and Godshalk (201®. 423 , “ A
formal mentoring program is an organizationally sanctioned and established learning relationship
where mentors and protégés are matched with the goals of sharing organizational knowledge and
advancingthe p ot é g é s ' Infocnaalr neeetariisg.orf the other hand...is not managed,
structured or formally recognized by the orga
a spontaneous relationship that ascwithout external involvemefit.  (ribhehr Mignonack
Richebé, 2011, pg. 1555)

According to Wanberg, Kammey&tueller & Marchese (2006) there are at least two main
differences between formal and informal mentoring. First, the way in which the mentoring
relationship starts is very differe(MVanberg et al., 2006). Informal mentoring relationships are
usually born from a slow process of mutual discovery that develops into respect and
acknowledgement of the potential of both parties (Kram, 1985). Formal mentorships, on the other
hand, are orgdzational programs in which protégés are matched with mentors (Chun et al., 2010;
Wanberg et al., 2006). This means that protégés and mentors usually do not know each other until
they are matched as part of an employee development process instatedigatieation. The
way the mentorship initiates has an effect on the attitude with which both the protégé and the
mentor approach the mentorship. While in informal mentorships both parties are usually excited
and have positive expectations, the inittalgss of formal mentorships could bkaracterized by
the anxiety and discomfort felt by both the protégé and the mentor (Chun et al., 2010). The second

main difference between formal and informal mentorships is the timing and structure of the



relationship {Wanberg et al., 2006; Weinberg & Lankau, 2011). In the case of informal mentoring,
these relationships are more spontaneous and therefore have no specific timelines, governed only
by the involved parties and are not determined by external rules (Wankedrg2606). Since

formal mentomg relationships argeveloped by the organization, thesentorshipsisually work

within a specific timeline, (which specifies a particular duration of the relationship), and are

directed by a third party in charge of fleemal mentoring program.

Organizations have been matching mentors and protégés through formal mentoring
programs in an effort to capture the benefits of informal mentoring relationship (Allen, Eby &
Lentz, 2006; Noe, 1988a). Howevdretformality of tle mentorship has be@woted to affect the
prominenceof the outcomes usually associated with this relationgtlien et al.(2006 pg.567)
explaired that when comparing the outcome$ formal and informal mentships,” . . . f or mal
mentoring is better thano mentoring but not as effective a i nf or ma | Thereearetator i n g .
least threereasons behind the lesser impact of formal mentoomgutcomes. First, formal
mentoring relationships are susceptibl@éosonality conflicts between protégé and me(itoe,
1988a). In formal mentorshipmentor and mentee are usually randomly assigned to each other,
and thelack of previous personal knowledgan lead to conflicts that erodlee relationship as
well asthe benefits obtained through informal mentoringtiehships (Noe, 1988ayecond,
formal mentoring relationships need the support of third parties in order to be successful (Noe,
1988a). However, it is common to find that formal mentorships are vulnerablestpportive
third parties, such atheprotég ' s endsar.g-~ormal mentorships mightk the support of those
in the vicinity of the dyadvhich could impactthe benefits that arise from the mentorship (Noe,
1988a).Third, lack of commitment to the success of the relationship from either of thivéavo
partieshas been signaled as a reason why formal mentoring relationships often do not carry the
same level of outcomes as informal mentorsfifize, 1988a)Informal mentoring relationships
areusuallyborn from a mutual desire to be part of this tielaship, and this desire might not be
present in a formal mentoring relationship, harming the outcomes (Noe, 1988a).



Chapter 2

Women and Mentoring

As previously discussedesearch has established that there are substantial benefits for
thoseemployes that have a mentor in their workplace (Dreher & Ash, 1996jvever, some
researcherdave suggested that women have more difficulty finding a menéor their male
colleagues. Nt having a mentor at workiot only would limit the ability of female empftees to
access the benefits associated with mentoring relationshipsiddalsohave a detrimental effect
on their career development (Linehan & Scullion, 2008; Noe, 1988b; Ragins & Cotton, 1991).

Mentoring has been signaled as a critical factor innagdi e mp |l oy ees career a
commented by Hale (1992, pg. 89) *“ ..mefassianali ng i ¢
career developmeiind upward mohily.”

Evidence of the undenentoring of female employees can be found across professidns
industries. Fox and Schuhmann (2000) used data gathered from city matagsssthe United
Statego cancludethat women arseriouslyunderrepresented in these positiddee of the factors
that the authors signaled as affecting the inclusionofevom i n t he publ i c sectc
of professional mentoring opport uifhetautos. ” ( Fo)

conclude that thenly way to improve the underrepresentation of women in city management

positions is to develop mentoringoppartu t i es f or f Wthadna itiedicplthaty e e s .

we attend to, anthcilitate, effective mentoring relationships for wonfen. ( Fox & Schuhm

2000, pg. 390).

Similar evidence of the undemnentoring of women was found §aplan, Keinath and

Walo (2001)in accountingfirms. As explained by the authors, mentoring is commonly used in

large accounting firms as a tool for the development of employees, where mentees are eased into

the profession and the organizatlntheir mentors (Kaplan et a2001).Female accountants that
participaed in this study reportduaving less mentoring opportunities than the male participants.
The authorsoted that this could be explained in part by the fact that female accountants reported

facing higher barriers taccess to potential mentors than male employees (Kaplan et al., 2001).

The authors suggested that the lack of mentoring could be one of the reasons behind the absence
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of women in the top echelons of accounting firr@se way to tackle the undementoringof
female employees would be through changing the organizational culture. As commented by
Kapl an et al. (2001, pg. 281) , “An organi zati

may promote informal communications between potential mentors and poltentip r ot é g és . ”

Linehan and Scullion2008 also found evidence of the undeentoring of female
employees. Interviewing female global managers, the authors noted that the participants shared
experiences of difficulties accessing mentors as well as enterfilugntial networks.These
difficulties had serious lonterm effects on the career development of women (Linehan &
Scullion, 2008)* The f i ndi ngs managérscammiss duteoh globat appointments
because they lack mentors, role modelsnspeship, or access to appropriate netwerlkdl of
which are commonly avalb| e t o their male counterparts.”’
The authors commented that even though there has been an increased participation of women in
the workforce inthe last decadeshanges need to be made in order to increase the number of
women in senior management positions (Linehan & Scullion, 2008).

Researchers have aimed to explain wimynen would be undanentored. There are two
main explanations for this phemenon. The first explanation relies on issues that might arise from
the gender composition of the dyad. The second explanation focuses on barriers that female
employees and only female employees need to overcome in order to find a metht@reds of

research are disclegbin the following paragraphs.

Gender Composition of the Dyad

The gender composition of the dyad has been signaled as one reason why women would
be undemmentored. Some researchers have proposed that female empiayeeas develop
mentorshipsonly with female mentors, and since there are few women in the upper echelons of

organizations, female employees are destined to be rest(Noe 1988a).

According to Ragins & Cotton (1991) there are three main reasons why gender can impact
the development of a mentoring relationship. Frkise and intense relationships between men
and women in the workplace can be misinterpreted as being of a romantic nature instead of purely

work-related. The possibility of misconception and the highihked of negative consequences
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that can arise from it can lead women to be reluctant to deaeatogntorship with a male mentor
(Ragins & Cotton, 1991). Second, traditional gender roles regarding the initiation of a relationship
dictate that while men caand should be more aggressive and assertive, women should be more
passive. This gentteapproach used by women could make it harder for female emplayees t
develop mentorships witlhentors (Ragins & Cotton, 1991). Third, wonteve limited access to
formd and informal social and informational networks, traditionally integrated mainly by men.
This lack of access to networks would impede women from meeting potential male mentors
(Ragins & Cotton, 1991).

Several studies have suggested that gender not cayg jal role in thecreationof a
mentorship but also in the type of mentorship tidtdevelop between mentor and mentiédas
been suggested that gender of the mentor has an impact on the type of mentoring that will be
offered to the protégé. In pantiar, female mentortend to provide more psychosocial functions
to their protégés than male ment@Burke & McKeen, 1990; Ragins & Cotton, 1999; All&n
Eby, 2004) FurthermoreKram (1983 pg. 623 noted that female protégés lacked the role
modellingfmct i on when their mentors were male, whi

seek support and guidancefm ot her f emal e peers.”

Barriers toAccess to Mentors

In 1988(b) Noe proposetthatthe reason why women asgstematicaill undermentored
in the wokplace was that they encountemumber of barrierthat male it difficult for female
employeego find a mentarNoe (1988byuggested that tHearriersto access thadre confronted
by female employees in the workplace include lack of access toafion networks, tokenism,
stereotyping, socialization practices, nonmagarding crosgender relationshipgndreliance o

inappropriatgower bases.

The first barrier identified by Noe (1988b) was lack of access to information networks.
According toNoe (1988b) women would have limited opportunities to meet potential mentors
because of a lack of knowledge or access to informal networks within the organization. The author
suggestedhis lack of access to informal networks becomes more salient bedaisesecond

barrier to access, socialization practices. Noe (1998b) comm#raedvomen may prefer to
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socialize with ceworkers or others in similar positions of power, which would limit the access
that women have to potential mentdrs1991 Ragins ad Cottonfound evidencéo support the
existence of botthesebarriess, notingthat he factors that women considies the highest barriers

to access to mentors akortage of mentors and lack of opportunities to meet potemdiafors.

Fox and Schuhman§2000 found a similar trend in the public sector. These authors found that
female employees lacked professional mentoring opportutideause they reported a lack of
access to potential mentpvehich had a detrimental effect in the inclusion of wornehis sector.
Furthermore, that same year, Kaplan, Keinath and Walo (2001) found the same trend in public
accounting. The authors concluded that women perceive lack of access to mentors as the main

barrier to become a protégé (Kaplan et al., 2001).

The lack of women in the upper echelons of the organization is related toadtmere
barriers identified by Ne (1988b). Tokenism, the thib@rrier identified byNoe (1988bYyefers to
the experience oindividuals who enter an organization where their racgesrder has been
systematically underrepresented. As commented by the autbimren have ented occupations
traditionally domnhated by men, which createdaken effect, making women in these contexts
highly visible. This visibility would dissuade poteaitimentors from fostering a mentoring
relationship with these female employees (Noe, 1988b). In other words, benaseme
organizational contextemale employees are a minority, they are highly visible, which makes
their mentor and possible failures ra@xposed as well. To be the mentor of a token means to be

in the spotlight, visibility that might be uncomfortable for prospectivators (Noe, 1988b).

Few women in the upper levels of the organizatsaiso related to the fourtbarrier that
maylim t women’' s access t o ment ogerglerrelabmshipshNoar e no
commented in 1988 (lihat the lack of women in the upper echelons of organizations could limit
the availability of Emale mentors for younger women. Since there amaswahich impact cross
gender relationships, it is possible that male mentors would not be comfortable mentoring a female
employee and vice vers@he intensity of a mentoring relationship could be misconstrued in an
environment where there are strict nornegarding crosgender relationships, which would
impede female employees from finding senior male colleagues willing to mentorTherfack
of women in upper levels of the organizatialso has an effect on stereotyping, which was

mentioned by Noe (18®) as a fith possible barriefNegative perceptions of the capabilities of
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women as managers are one of the ways in which stereotyping can impact the access of women to
mentoring relationships (Noe, 1988b). In fact, as commented by De Pillis, Kernddbidiah,

Prosser and Whiting (2008), although wealtezse days than what it used to bet he “t hi n
manager = think male” schema is stildl present
can under mine women’ s p o sriagrdationship. Rags and Cottoas t a b |
(1991) supporthe existence of these barriers when they concluded that willingness of the mentor

to mentor, approval of others of the mentoring relationship, and misinterpretation (mentor or others
interpreting a menting relationship as a sexual one) were also mentioned by wiorttezir study

as barriers that impeded them from finding a mentor.

The sixthand last barer identified by Noe (1988b}ithe reliance on inappropriate power

bases. According to Noe (1988k)omen tend to rely on power bases that portray them as unfit

candidates for mentoring relationships. Noe (
their own weakness or incompetence in order tc
as a way to influence others may be | imiting v

attracted to protégés that present themselves as competent and successful (Singh, Ragins &
Tharenou, 2009).

Counterevidence and Metmalyses

Although thereseems to be ample evidence to confirm the untkmtoring experienced
by female employees when compared to their male colleagues, some researchers have suggested
that women have the same access to mentors as their male colleagues. The study conducted by
Dreher and Ash (1990) used a sample of business school graduates to explore whether women
were undeimentored. The authors did not find any gender differences with refgaadsess to
mentors othe freqency of mentoring activities. Bjpe same token, gdar did not moderate the

relationship between mentorilagd outcomegDreher & Ash, 1990).

Several metanalyses have been conducted to analyse the relationship between gender and
mentoring n an effort to clarify if womerare undementored when compared their male
colleagues The results of these studies seem to suggest that women have the same opportunities

as men to find a mentor. The research by Kammbiezller and Judge (2008) as well as that of
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O’ Brien, Bi ga, Ke s s | erwomenaremaritored afrequehtly Ashgn. s u g g e
The difference seems to be on what kind of mentoring both genders receive. As commented by
O'"Brien et al . (2010) , women protégés woul d
protégés. However, both studiesadpsmall effect sizes, whigbuts in questiothe robustness of

these findings.

Although these metanalyses are insightful and relevant, they are not conclusive enough
to provide a definite answer to the issuehaf effect of gender on access to mentdrere are at
least three reasons why these naatalyses could be averaging out potential difficulties that
women have in finding a mentor, difficulties that smaller, tailored, targeted stadiescovered.
First, as commented by Haggard et al. (20ttiBre are at least 40 different definitions of
mentoring. When conduaogy a metaanalysis, the data ammbined without regards to subtle
differences in mentoring definitions that each individual particular study might have used. The
study by Haggard etl.a(2011) shows how different these definitions can be. For example, the
definition used by Fagenson in 1989 stresses
position of power who looks out for you, or gives you advice, or brings your accomphsh to
the attention of other people who have power
(1999) focuses on the technical advice given
your manager or immediate coworkers, who provides yaih waéchnical or career advice,
coaching, or i nformation on an infor mal basi
Adams (1997) describes the intensity of the
between a senior experienced collea@oentor) and a less experienced junior colleague (protégé)
in which the mentor provides support, direction, and feedback regarding career plans and personal
d e v e | o patdefinitions can be seen in Haggard et al., 2011, pg. 286prding to Haggard
etal. (2011, pg287) the reason for this diversity in definitions of mentoring is that each study will
use a definitiothat has a different emphasis four key elements( a) t he ment or’' s p
the organizational hierarchy, (b) supervisory usraonsupervisory mentoring, (c) inside versus
outside mentor, and (d) level of relationship intinfa&ince the definitions used across the studies
included in a metanalysis can be radically different from each other, analyzing and comparing

the data btained in different studies might be overlooking discreet yet important divergences.
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Second, as discussed by Allen et al. (2008) vast majority of studies in this field have
used similar methods and vantage poif@$.the total studies analyzed, Allest al. (2008)
concluded that 83.7% of the published research in mentoring used correlational data, while 90.9%
used a crossectional approach. Allen et al. (2008) concluded that although this homogeneity in
method may be a symptom of the young age & dnea of study, different methodologies are
needed in order to develop our knowledge of mentoring in the workplace. Allen et al. (2008)
suggested that i1t might becdnsnemitrog dewvel opompgl..¢
(pg. 355). This homogertgiin methodologies in the mentoring literature implies thatgtudies
included inmetaanalyses are supportég very fewqualitative studies that have uncovered at
least part of the mentoring phenomenon. Unless moearesis done to fully revetilementoring
phenomenon as a whotége question will remain as to whetherowledge on mentorinig being
built on solid ground.

Third, as mentioned by O Brien et al. (201
whether their samples correspond tonfal or informal (or both) mentoringelationships This
implies that metanalyses are not able to separate the data into formal and informal mentorships,
making it unclear if the conclusions reached correspond to one, both or neither of these mentoring
relationship types. This is not a minor issue. The barriers that female employees might encounter
when looking for a mentor are usually present when trying to form an informal mentorship
(O"Brien et al., 2010). | n frimgprogramaveerepavedopedo u s | y
in order to allow organizations to assign mentors to those protégés who are believed to have
di fficulties finding someone on t heilhereforeyn t o f
it can then be expected for neas in formal mentoring relationships éport havingio problens
finding a mentor, becaugke mentor was indeed provided to theéimcemetaanalyses cannot
discriminate between formal and informal mentoring relationships, it is difficult to deterimine

indeed women face the same difficulties as men when looking for an informal mentor at work.
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This Dissertation

The literature ddang with mentoring and women has had difficulty arriving to overarching
conclusions in great part because of the pleatlod contradictory evidencdhere are at least two
main issues that remain unclearrsg are female employeesidermentored when compared to
their male colleagues? While some researchers suggest that women araemdeed (including
Noe 1988b; Ragis & Cotton, 1991; Fox & Schuhmann, 2000; Kaplan, Keinath & Walo, 2001;
Linehan & Scullion, 2008), othesuggest that women are mentored just as often as men (including
Dreher & Ash, 1990; Kammey&iu e |l | er & Judge, 2008; OI10Bri en,
Second, if women are in fact undeentored, what is causing this phenomentinffas been
suggested that the reasons of the umdentoring of women could be rootedgender issues as
well asbarriers to access to mentors experienced only by womeluding Noe, 1988a; Noe
1988b; Ragins & Cotton, 1991). Howevtre pervasiveness of these factors has been questioned
as well as their relevance in the current workplace (Kammidyere | | er & Judge, 200C
Biga, Kessler & Allen, 2010).

The contratttory evidence and the gaps in the literature regarding women and mentoring
can be explained by two related factors. Fastpreviously discussedithough mentoring is an
old concept, the study of mentoring metworkplace is relatively new. The sysggic study of
mentoring only started in the 1980s with Kath
Chao, 1997; Eby, Allen,\E&ans, Ng & DuBois, 2008; Gentry, Weber & Sadri, 2008mmeyer
Mueller & Judge, 2008, among other§he early stagef this area of research explains in part
why many facets of the mentoring relationship, includimgse issuefiave not been resolved yet.
Secondthe literature on mentoring has relied on research done with similar methodologies and
vantage points. As commied byAl | en, Eby, O’ Brien and Lentz (2
the studies on mentoring use gquantitative and cross sectional approaches. As important and
relevantas these mthods arethe lack of variance in methods in the mentoring literature is
troublesomeDifferent methods could shed light not only on the questions regarding women and
mentoring but also on other area® characteristiasf the mentoring relationship.

Given the significant positive consequences of mentoring for emplayeesos and their
organizationslike, more research is needed to determine if women are indeedraed@red as

well as the factors that coulik causing this phenomenonhis dissertations inspired by these
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two unresolved issues regarding women and mergorAlthough it is very likely that this
dissertation will not be able to conclusively decide these issues and for once and for all determine
if women are undementored and the causes behind this phenoméenese studiesould be a

crucial step into untagling these matters. As such, this dissertatioms to answer the call made

by Allen et al. (2008) for more complex studies that use medepthmethodologies, in order to

shed some light into the relationship of women and mentoring in the workplace.
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Chapter 3
Study 1

Finding the One: Barriersto the Developmenof Mentoring Relationships

As previously discussed, there are two questions regarding women and mentoring that
remain largely unanswered the literature First, are female eployees undementored when
compared to their male colleagu&tond, if women are in fact undmentored, what is causing
this phenomenonAnsweringthese questions is the first stepvardsimproving the access of
women to mentoring and all its benefiiscludingobjective and subjective outcomes as well as

career developmeiind advancement

Therefore the aim ofhis studyis to gain insight into the experiences of women with
informal mentoringn the workplaceln doing so, the hope is thttis studywill shed light into
the issue of undementoring of women and its possible caugésough the use d qualitative
approachthe goal ofthis studyis to obtainin-depth knowledge on how woménone particular
workplace settindiave experiencednformd mentoring throughout theitareers. The research
guestionbehindthis study is What are the experiences of women with informal mentoring at

work?

The Academic Context

In North America, the academic career usually starts by completing a doctorate. degre
During this period, PhD students/candidates usually have a supervisor, who monitors and reviews
the progress of the student (Green & Bauer, 1995). After completing the doctoral degree, recent
Ph.D. graduates join an academic institution as assistdespoos, title they will typically hold
for 5 to 7 years, depending on the specific criteria of each institution (Kirchmeyer, 2005). The
academic career continues with a tenure review process that leads to a promotion to associate
professor. The promotioto full professor usually happens 12 to 14 years after joining the
academic institution (Kirchmeyer, 2005). The performance evaluation in the academic setting
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primarily relies on publication productivity (which also predicts rank and salary) as opposed to

other criteria such as teaching evaluations (Kirchmeyer, 2005).

The academic context is relevant to explore the research question because of the unique
characteristics of this setting. First, ascdissed by Green and BaueP4%), the relationship
between doctoral students and their supervisors although not necessarily a mentoring relationship,
should normally include some aspects of a typical mentorship, which explains why this supervisor

student dynamic usually proves to be particularly signifidard t he student ' s
development. Second, although doctoral students are in fact students, they are also the
academicians of the near future (Green & Bauer, 1995). In this aspect, doctoral programs are
apprenticeships, where the student learget@lop capabilities and skills that will shape and form
his/her career. Therefore, supervisors can provide the necessary tools to survive and succeed in
this organizational context. Third, Kirchmeyer (2005) noted that publishing in academic journals
(which in most universities is an important measure of academic performance and therefore a
significant marker used for career advancement decisions such as tenure) in fact happens outside
of the employing organization. In this sense, academicians are veryikeuehtrepreneurs, where

a set of specific skills, such as selanagement, autonomy, seiscipline and selfnotivation are

needed in order to succeed. These factors make having a mentor particularly relevant for young

academicians making this contexry attractive for studying mentoring relationships.

Methodology
Sample

Twenty female university professors were interviewed for this sttiyhe time of the
interviews, # the intervieweeswvere either tenured drdd tenuretrack positions in busess
schools of seven different universities in Canada and The United SIatels. 1 presents a
summary of the main individual characteristics of the women who participated in this study. As it
can be noticed, the average time these women had spentrirculreint organizations was 11
years. At the time of the interview, only six of the interviewees were not teri@dler to assure
confidentiality, the names of the respondents have been changed to fictitious names chosen by the

researcher.

19



Barbara
Heather
Carla
Grace
Laura
Susan
Wendy
Dorothy
Sarah
Bianca

Cristina

Veronica
Maria
Pamela
Karen
Valerie

Lisa
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Table 1: Summary of Participants’ Characteristics — Study 1

Time in Current

Org.

27 year
6 year:
5 year:
4 year:
10 year
20 year
3 year:
2 year:
1 year
3 year:
4 year:
15
14
25
20

24

year
year
year
year
year
3 year:
19 year
8 year:

3 year:

Current Position

Professor
Associ ate P
Associ ate P
Assi sofaems s &n
Associ ate P
Associ ate P
Associ ate P
Assistant P
Assistant P
As sainstt Pr of e
Assistant P
Associ ate P
Associ ate P

Professor
Associ ate P
P

Associ at e

Assi stant P
Associ ate P
Associ ate P

Associ ate P

Has/Had a Mentor

Yes
Yes
Yes
No
Yes
N o
Yes
Yes
Yes
Yes
N o
Yes
No
Yes
Yes
N o
Yes
N o
Yes

Yes
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Process and Data Qlection

After obtaining the necessary ethics approval from the Concordia University Human
Research Ethics Committea) amail was sent requesting involvement in this study to potential
femalepar ti ci pants wusi ng t heSimulaeersyr soredntelviewegse r s o n
were kind enough to provide the contact information of women they deemed would be interested

in participating in this study, making this sample a snowball sample.

An interview conducted by the researcher waes primary data sooe. This interview
|l asted an average of 45 minutes and was condu
phone when a faem-face meeting was not possiblehel researcher was guided bysemi
structured protocakhichtapped into experiences bt participargwith mentoring relationships.
Questions asked include “ How woul d you define a mentor?
within your wuniversity? Tell me ab @oetentirg our r ¢
protocol can be founth Apperdix 1). The protocol was revised after the fifth interview was
conducted in order to ensure that the questions were adequate and allowed the interview to flow

properly while gaining insight into the research question.

All interviews were recorded aft@btaining the necessary consent from the participant.
The researcher also took notes during these interviews, notes that included verbal as well as non
verbal communicational cue$hese notes were takeim an effort torecord as much information
as possile in order to gain insight into the research questimilowing the advice bysolden
Biddle and Locke (2007) memoing was used during both data cofleatid data analysi®

capture ideas, patterns and any other infaomnahat seemed relevant to tsisidy.
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Data Analysis

The data analysis used for this study included simultaneous data collection and analysis,
inductive construction of data codes and constant comparison between the literature and the data

all elementonsistent with the groundédeory approach (Charmaz, 2006).

All interviews were transcribederbatim andtexts were read several times to internalize
the raw data and visualize possible emergent patterns (Boyatzis, 1998). At this stage of the data
analysis preliminary notes, cajecomparisons, and ideas were used (Charmaz, 2006). Open
coding was conducted by the author by attaching codes to segments of texts representing
information related to the research question of the study as well as tvdiobsvere interesting
and potendlly relevant that mightot havebeen directly linked to the research question (Berg,
2001). A coding table was created by the author with coding theme titles, definitions,

characteristics, counts, and examples (Boyatzis, 1998).

Once transcripts were fylcoded, a participant matrix was created so that codes and ideas
could be compared. Notes were made for each participant based on different themes and ideas
which allowed comparison across codes and validation of ideas with the actual data. The aggregate
responses to each of the questions were pooled together and analyzed to identify recurring themes,
categories, and patterns. As suggested by Patton in 2001, only those experiences mentioned by at
least 10% of the sample were retained (in this case,stttVea@ participants). Once a set of themes
was determined, the data were systematically coded and the results tabulated (PattoAn2001).
example of the procedwsdollowed to analyz and cod¢he collected data can be seeable 2.
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Table 2: Example of the coding procedure used to analyse the data

Quote 1%t Order Coding 2" Order Coding
Sim

ess you have’'tsi il ariti

think that” it really

.we had a very comm
background

After the data from theénterviews were anabed, inerviewees were contactddr a

discussion of the resultspnversation that was possilgh 15 of the initial 20 interviewees. The

purpose of this conversation was to have a discussion regarding the initial findings and how these
findings represet ed t he interviewees’ experiences. Th
minutes. It is important to notice that these conversations were not recorded, trarcscrdubest!

and therefag were not included in the dataset built wtik first interviews
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Findings

Although the reasons for pursuing a doctoral degree were different for each interviewed
woman, once they were accepted in a doctoral program their experiences regarding mentoring
werequitesimilar. As doctoral students, the intervieweesanable to establish a relationship with
their Ph.D. supervisors that would usually and spontaneously develop into a mentorship (this was
the case for 12 of the 14 interviewees that reported having had a mentor at some point in their

career).Heather disassed how mentorships would usually develop between student and advisor.

Al think it is very frequent. I think is
academia. | think doing a Ph.D. is sort of an apprenticeship kind of thing when you
work really closely with someone and although sometimes those relationships go
poorly, if you work with somebody for 5 years, chances are they are going to have a

big influence in your career, Heatharuse it i s

These mentoringetationships would normally grow from an admiration that the doctoral
student felt for the supervisor as well as an inclination to share similar research infeisstas
discussed in length by Barbara, when she described the relationship she hadrviatinDh

supervisor and mentor.

AShe really is a charismatic | eader actual/l
her, because she has so much energy, and j o
helped me shape the way | work, she opened ygemspectives in terms of qualitative
research because she al ways does both and
business school so it was nice, you know, the new perspective. She got me involved on
projects, | got also different opportunities to mgeople, to work on things, to publish,

so | really feel that she was quite, she really gave me, provided the ladder, the first

| adder f orBarbaya career . O
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In most cases these mentoring relationsbimstinued to develofpng after the students
gradwated andheformal studensupervisor dynamic ended. The mentor would not only help the
protégé find a tenure track position in a different university but the protégé would also use the
mentor as a resource for guidance and information once she waBereatischoohs an assistant
professor Although the frequency of the contact between protégés and mentors would decrease
with time (following the patterndescribed in the literature as theparation phase), the
interviewees would still reach out toefh supervisors/mentors to collaborate in research or when
in need of an objective, out si der’ sGraggedlls pect i
kept in touch with her Ph.D. supervisor and mentor long after she finished her degree. A¢ the tim
the interview was condted, Grace had bedenured for almost 5 years, and had been in her

university for more than 10 years.

ABut 1 6m still in touch with him. | saw him
we were very happy to see each otliey t in terms of mentorshiop
really play a big role. But at least he still does. We still communicate a lot, | ask him

for feedback in the things | do in my research and what he thinks and we see each

other about once every 2 years or 3 ye#r conferences, places like that. And | often

talk to him about the projects weibtr.eo doi ng

Grace

Women who did not perceive their Ph.D. supervisors as mentors described a lack of
compatibilityas oneeason thaimpeded the relationship to develop into a mentorship. In the case
of Carla, she identified several people as influential and important for her career, but she mentioned
that there was something missing from these relationships that did not enabldédsarimeany
of them as mentorship. So, so, i to0s hard sometimes to put
good fit or not for you. FForrLauraeher supdrwsordid neta s s o
become a mentor becaygélim and | did not seeye-to-eye on many things. We had very different

views and values.

As similar as the experiences were with mentoring in the early stages of their careers, the

interviewees also had very similar stories regarding mentoring occurring in their workplaees. T
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interviewed women narrated a lack of mentoring at their place of work which they described as an
important and useful relationship they wished they had. Interestingly, there seems to be an
acknowledgement of this lack of mentoring for young female fgeukembers in few business

schools: two of the interviewees commented that in order to provide young faculty members with
mentors, their business schools had implemented formal mentoring systems, with mixed results.
Dorothy explained that she was paradormal mentoring systerfor which she wagrateful. As

she explained, although she would not consider this senior colleague as a mentor per se, she did
appreciate having this system that isihmggmal | owe
notonly the big picture but . Sarhhsomthé&athartiand, dlthooghr e d
part of a formal mentoring system, explained that her experience had not been a successful one.

AFor mal ly | have a mentor li.n [t.h.e. |]prioegriasm.noHe r

Furthermore, Rachel discussed how this lack of mentors in the woekfar young female
faculty has aeaed a serious problem at her schobi. fact, her school is in the process of
implementing a formal mentoring sgst to help these young female faculty members get

integrated and find the advice and guidance they need.

AThere are some people who have some big,

net wor k, where they dondt realidgganthave peo
proposal, they are not sure who to... they
i n. It would be good i f they had somebody
Rachel

When the interviewees were asked to think of some of the faittarsvould make it
difficult for them to find a mentor at their place of work, none of the women identified access to
mentors as a problerAs explained by Barbara, she has met potential mentors at her workplace,
yet she does not have amenforT her e waereal people | go for advi
a person who could sort of fulfill all these functions at the same time, so | sort of get these things
from different peopl e. I can think of emhree o

my mentors. o
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The intervieweeswer@s ked directly about Noe’ s six ba
an impact (ifany) in their access to mentordelparticipantsl e s ¢ r | b leadierd\as keing

outdated and not reflective of their experiences.

AWhen welreer rtiheorse di scussed? I n 19882 That n
of those barriers are relevant now, at least not for me. | have met people that could

have been very good mentors but it just ha
happened but | dondét think it haRBamdlaad anyt hi

During the interviewsit was noted that there was a factor that was frequeanty
recurrentlymentioned by the participants a key elemenin a mentorship. This factor wes
connection between mentor and menssenetimes described as a fit or even a friend$hipen
describing the mentoring legionship, women would discustivities usually included in the
mentoring dimensions of caremrlated and psychosocial functiotdowever, they would also
comment on the importance of a personal relationship to exist between mentor and mentee. Unlike
careefrelated and psychosocial functions, this connection between mentor and seam®®
cross the workplace boundary into thesemal life of both the mentor and protégée analysis
of the interviews later suggested that thare someelements not included in the mentoring
functions that womem this study described as an esseq#at of a mentorshiprhese elements,
here naned Barriers to Development of Mentorjngould explain why some relationships turn
into mentorships while others never dde following section describes this new construct in

detail.

Emergence of a New Construct: Barriers to Development of Mentoring

Meeting potential mentors at the workplace does not seem to be a significant hurdle for the
female academicians looking for mentors. While the data analysis did not provide support for the
existence of the barriers that would impegeess to mentors, thetdaosuggest the existence of
a different type of barriers, namely Barriers to the Development of a Mentodlagidhiship.

These barriers to development differ from the barriers to access described by Noe (1988) in one
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key aspect. While the barriers tocass stop the relationship even before the initiation stage of the

mentorship, the barriers to developmappear tananifest themselves during the initiation phase.

Figure 1 graphically shows the difference between the barriers described by Noe (1088 an

ones found in this study.

Figure 2: Barriers to Mentoring and Mentoring Phases
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In particular, this study found evidence to support the existence of two barriers to

develgment: Need for Fit and Demonstrating Capahilgth these barriers manstghemselves

early in the careers of the interviewees, as early as during their doctoral studies. In fact, these

barriers werementioned as the main reasomhy eight of the interviewees didot develop a

mentoring relationship with their Ph.D. supervisodrhese barriers are also the main reasons why

in spite of meeting potential mentors, most of the interviewees did not have a mentor at their

workplace Need for Fit and Demonstrating Capability are described in detail in the next pages.
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Need for Fit

Need for Fit is a barrier to the development of the mentoring relationship, and it is defined

as the mentee’s need for a personal relations
mentee and mentofhe data suggest that participants considedéivelopment of a close personal

relationship as a necessary component of a mentoring relationship.

The content analysis revealed that the interviewed women consider a fit between
themselves and their mengaas a necessary condition that needs toilbded in orderfor them
to considersomeone as a mentdk/hen the participants were asked to think of people that had
been influential in their careers, usually several people were mentioned effortlessly. However,
when asked if they had mentors, the pgéots usually took a couple of seconds to think about
their answer, and only one or at the most two names were menfRarédipants were asked what
would differentiate somee@nmerely influential from amentor, and the answer would usually
include the inportance of the relationship to develop and to grow into a dynamic where they felt
comfortable and authentic. This need for a personal connection was described as a fit that is
necessary in order for a true mentoring relationship to develop. As Karerecweaiiin Ei t her y ou
find someone you click with, someone you have
be a personal connection, communalities in careers, difficulties. Some gravitational pull, if you

will. That is whyal 6mewneny i ailgepti cal of form

The interviews revealed that the participants would not consider a relationshipf ieven
wasinfluential or benefiial, as a mentorship if it didot have that fit between the mentor and the
protégé that seems to take the relationshipsteye beyond. It is important to underline, however,
that for these women fit did not mean having the same personality as their mentors: fit meant
having personaliéis that did not clash whileavingsimilar approaches to work. According to the
interviewes, fit between protégé and mentor meant having similar values and cultural
backgrounds, a similar “view of the world”, a
that would go beyond the boundaries of the workplace to establish a personalilmbtypat

between mentor and protégé.

~

Al do not consider [person X] as my mentor

OQur relationship whaissatsiguodotye pirlolf estsii atnad . lvo \
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to be for the interviewees: whéme personal connection between protégé and mentor was missing,

this lack of fit would act as a barrier, impeding the development of a work relationship into an
informal mentorship. The existence or lack of fit would be identified in the initiation mifidise

mentoring, a stage in which both parties of the mentoring relationship have an opportunity to get

to know each other, and recognize each other’
formal and informal meetings and interactions (Kram, 1988¢ results of this study suggest that

fit at this stage is key componenfor the development of a mentoring relationship. It is during

this initial phase that the personal connection or fit can develop, allowing the relationship to grow

into a mentorsip. If and when the personal connection or fit does not develop between the protégé

and the mentor, it is very likely that this would impede the emerging relationship from advancing

to the cultivation phase of a mentoring relationship.

This barrier to deslopment of mentoring was present for fourteen of the twenty

interviewees. Examples of the timdeed for it was discussed by the participants carsben in

the quotes presented Table 3 An interesting finding regarding Need for Fit is that the intgns

of this fit was specific to eadhterviewee. As it can be seanTable 3, for Cristinand Pauldhe

fit between mentor and mentee need to be quite intense, where the mentorship becomes a
friendshipand there is a deep emotional connection (Paula describes it as a ngomantic

“ | ov@n the other hand, Diane and Barbara describe a fit that is less intense, where
commonalities are shareohd there is a fit between mentor and megtiehe mentorshistays

closer taits traditional workboundares.
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Table 3: Quotes - Need for Fit

Name

Quote

Diane

“You can’'t feel that t he per ssonmnyiway,
because thenyoecn sor the things that you waé
of honest and sptaneous and that sort of thing, then you can never feel comfo
enough or confident enough. | suppose the mentor is, the mentor has to say or g

or introduce the protégé to experie

Barbara

“1 gues sisaaadnone relatipnship so you really have to feel that the
relationship is somewhat special in a sense and like you are, not special in the
that ‘" Oh my God this person thinks

that the person,yckkkn ow, does care for your we

Heather

“My specul ation would be it was the
background. We shared many characteristics, not just one. So | guess that con

to developing a somewhat close relationsp .

Carla

“1 do think selection is really i mp

much good mentoring is thrown at a

Grace

“In a more involving type of mentorship where it involves sevespkets of the
devel opment, then | need to enjoy i
work and have fun with people, and enjoy talking with them and cbéttin

Wendy

“1 think often the peopl e that adotof
people, for me, that is a business connection or a business relationship, which
bemorei t s day to day but it’s polite

of boundaries, certain boundaries that you set. The next step wadlgmdship, if
you have somebody that you feel close to, who you do things outside of work w
for a coffee with and go hiking on the weekend or spend Thanksgiving dinf
something together. And for me a mentor is even a step beyond that. oy knc
someone that you build that emotional connection with, that you can share a lif¢
you probably have similar points of view about things that are important to you, v

core values.
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Sarah

“ [ A mentor i s] SomeonatwlBotihe gogih
who understands you, your personality, what you are trying to achieve and wh
of a person you are, and be able to sense the situation, understand the situa
guide you through. So igadta pesdnal level ay

understanding the situation and hel

Bianca

“ don’ t know i f there’s alignment
ment or and mentee]. So we don’'t gwels
and we | augh a | ot together. Il thin

the same personality.

Cristina

“Wh a't makes a mentor? Trust, bot h w

Friendship. Attracted to their aura, their energ”

Paula

“What’'s i mportant t o me-refpechandagenar@sitytand
lot of love. | find these days people do not have a lot of love for themselves a
others. They’ re running after dnhsgy wihn
others, not even knowing why they’'r
just have a hard time. They are suf

love and concern for one another to have a good mentoring relagionshi

Maria

“l1"ve discovered it [what makes a n
you don’t force it. Someti mes a mat
but sometimes it won’t. Ther aneously Thdr
are some organized mentoring system

toon e . | f it clicks, it clicks.

Karen

“Either you find someone you click
don’t . Ther ersoma @mhsction, comimenalides ip careers, difficuli
Some gravitational pul I, I f you Wi

mentoring.

Valerie

“A mentor i s someone who gives me s

qualtyd r el ati onshi p.

Lisa

“1 do not consider [person X] as my
OQur relationship was strictly profe
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Demonstrating Capability

A second barrier to the development of mentoring relationslip®emonstating
Capability and it is defined as the need of the employee to be perceived by her colleagues as
capable and competent by remaining independent and not developing mentoring relationships at

work.

This barrier to the development of mentorships was nstedleby three of the twenty
interviewees.Thesefaculty members did not report igssgiwith access to mentpisut instead
mentioredthey would purposefully limit their workplace relationships to influential and beneficial
relationships instead of aiming tievelop a stronger, long&sting mentoring relationship with
senior colleagues. The reason for this-saffosed limitation was the need to appear to colleagues
and senior faculty as capable and independent. As explained by Radhel, guess t her e
expectation that youbre at a career stage and

independent . 0

Demonstrating Capabilitgs a barrier to the development of mentoring relationships was
presentt the beginning of the career of young female profesba@ing more salient at the initial
stages of their first tenwteack position, and slowly decreasing in importance once tenure was
reachedBoth Rachel and Laura described Demonstrating Capability as being very important to
them when they were first leid as assistant professors and slowly decreasing in relevance once
tenured was achievedtor Lisa, who had being recently hired as an assistant professor,
Demonstrating Capability wagery relevantii I f e e | that autonomy i s Ve
good rdationships but nobody | can say is a mentor to me, and | think that is the way it should

be. 0

Demonstrating Capabilityeems to run opposite to what the mentoring literature suggests,
thatisat t he early stages of anntoecogdbenpstbenefiialc ar eer
to the mentee. In the case of young professors, having a mentor to help them gain experience in
their newly acquired academic positions could prove extremely importarnly to get tenure
but also to ease the transitionrfraloctoral student to professétowever, the data suggests that
young female professors wantdive a good impression not only tbe selection comntie that

hired them, but also toolleaguesby remaining independent and detached from mentors in the
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workplace Having a mentor at the school that hired theould be perceived as a sign that they

were not conflent or competent enough to bgong academiciaand this perception could
potentially hurt them during the tenure review process. Laura, a $acudty member commented

that if a junior facultyn . . . asked me to talk through advice

independent stage, I would worry about why th

There are two interesting aspects of Demonstrating Cdtyabg a barrier to the
development of the mentoring relationship. First, this barriEmnseo be active only duriregvery
particular career stage, basically #alyyears as assistantprofesdom Li nda’ s case, S
having a mentor during heoctoral studies and she was open to the idea of gnavinentor after
she gottenure Rachel’' s experience is very similar,;

throughout her career but that she chose to remdapandent in the years previous to teeure

appointment

Second, Demonstrating Capability seems to be a perception rather than a concrete and
explicit practice in these universitidsis the employee who believes that she will be perceived as
less capable and skilled if she becom@sente: there is no indication that her colleagues actually
feel this way as welRacheltalked about the importance of being independent during the assistant
professor stage, yet she also discussed that her school is developing a formal mentoring system to

hdp junior acagmics, system that she is helping to develop

AOur university is interested in improving
faculty and faculty of colour, but all facultyembersAnd so the university came

out and said we will have meming. And then the department says we will have

mentoring programs for junior faculty aswelbnd so | d6m actually wor

webre callingoRathela pil ot progr am.

The interviewees that discussed Demonstrating Capability as a barrier did na disgus
specific reason or experience that led them to believe than hawiegtar could hurt their tenure
process.
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Discussion

The research quisn that guided this study washat are the experiences of women with
informal mentoring at work? The contemtalysisof the data collected suggests that for women in
academia, mentoring is an elusive experience. During the confines of the Ph.D. degree, women are
able to develop mentoring relationships with their advisors. This mentorship is a resouno¢ that
only helps them to @amplete their degree, batsois therefor them long after their degrees are
completed anthroughout their academic caregfowever, once the student becomes a professor,
the opportunities to develop a mentorsimghe workplace see to reduce drastically tslim to
none.Womenknow the benefits of having a mentor and actually would be happy to have one, yet

they do not seem able to develop these relationships in their new work environment.

Although the academic world could be pavwed to beafertile ground for the development
of mentorships, female professors seerhdve a similar experience \asvis women working as
city managers (Fox & Schuhmann, 2p0public accountants (Kaplan, Keinath & Walo, 2001)
and global managers (ehan & Scliion, 2008): women know the benefits of having a mentor,
wished they had one and yet do not have a mentor in their workplace. At least in the academic
setting, the biggest hurdle to overcome is not access to potential mentors as previawsdg beli
but barriers to the development of mentorships. This study found two barriers to the development
of mentoring (Need for Fit and Demonstrating Capability), barriers that limit the ability of a
mentorship in its initiation phase from growing into d faentorship.

Research on barriers to mentoring has reliedvily on the findings by Noe (1988Db).
Although many of these barrierso access wer e s atldyveasdubligshed, theh e t i
workplace and the role of women in that workplace have gdwhmoticeably since then. The
Department of Labour of the United States estimated in 2007 that women represented 46% of the
total workforce in this country, while Statistics Canada estimated that in 2004 women represented
the 47% of the workforce in Car@dThe inclusion of more women the workforce and the
presenceof more women in the top echelons of organizations may have rendered many of the
barriers to access identified by Noe (1988b)
employeesThe larriers to development found in this study (Need for Fit and Demonstrating
Capability) seem to propose that finding a mentor for women is almost like falling intl®s/eot

enough to find someone, you need to find THE drerefore,this study suggesthat future
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research should change the focus from barriers that limit the access to mentors, to focus on barriers

that would impedemployeedgrom developing a mentoring relationship with potential mentors.

The barriers to development uncovered in #tigly suggest that since the problem of the
undermentoring of women is not caused by lack of access to mgreosg then this should have
an impact on how formal mentoring systems are designed andgethnBormal mentoring
systems wre developed in agffort to provide access toentors ér those employees believed to
have trouble finding mentors on their own, employees such as women and minorities (Allen et al.,
2006). Usuall formal mentoring programs work bgndomly p&ing senior and junior emplogs
without much thought or care into any other fastiblan to solve the problem of access. The
findings of this study suggest thatipag protégé and mentor without consideration for who the
protégé and the mentor are, and therefore noidemsg theirfit, does not provide fertile grounds
in which mentorships cadevelop and grow. Given the barrier Need for Fit, formal mentoring
systems would increase their chances of succe
about pa&ing random protégéand mentors to focus on matching protégés and mentors with

similar interests and approaches to work.

As interesting as the new construct of barriers to development of mentoring is, this study
is only a first step into hilepth research of these factgkssecond study is needed to tackle three
important issues that thigst study could not addresBirst, he sample used ithis study only
allowed the analysis dhe responses of female empdeg and therefore cannot analyse
relevance of barrierotdevelopment for their male colleagu@ssecond study with participants
of both genders would alloeomparing and contrastirige relevance and pervasivenessarfiers
to thedevelopmenof mentoring for both genderSecond, since this was an explorgtstudy and
the focus was not on barriers to development pdygeon experiences with mentoring in general
it is possible that there are more barriers to development than the two identified in this study.
Therefore, a second study is needed to bahdate the existence of Need for Fit and
Demonstrating Capability, as well asdgplore the existence of other barriersddgvelopment.

Third, the data wereollected in one workplace settinglthough academia is an interesting
setting, a second studyitty a sample from a different organizational context would allow for a

discussion regarding the generalizability of barriers to development of mentoring
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Chapter 4
Study 2

Barriers to Development of Mentoring Relationships

Although much has e said abut some facets ahentorshig (such as the benefits for
mentor, mentee and organization, the phases of mentoring, and the functions of mentoring, to name
a few), other aspectd this relationshigemain largely unstudied. One of the areas that have not
been researched in detail is how a work relationship transforms from a casual initial meeting into
a mentorship. Perhaps because of the spontaneous nature of informal mentorships, the
development of these relationships has been mostly ighgrégt literatire Beyond very general
ideas of what makes or break a mentorship, there is-depth understanding of the specific
factors that aid or impede the development of a mentoring relationship. In fact, the litseatase
to imply that once the mentor ancemtee meet, the mentorshiglwlevelop seamlessly.

Thefindings ofStudy 1 reveal that more is needed for a relationship to develop and grow
into a mentorship than mentor and mentee simply meeting. Study 1 suggests that in the case of
women, there aravib barriers that an incipient relationship needs to overcome in order to develop
into a mentorshipNeed for Fit and Demonstrating Capabilithesetwo barriers to development
shed some light into the factors that make or break a mentdosHigmale metees However,

Study 1 was only the first step into amdepth understanding of the factors that can either aid or
impede the progress of a mentorship. There are #neaes that were unexplored itu@y 1which

need to be investigad to further our knoledgeon barriers to development of mentorships. First,
since the research question ofidy 1 centered on the experiences of women with mentdhag,
participants were all wome®n one handhis sampleallowedgainingin-depth knowledge that

lead to aresponse to that research question. On the other hand, thieataall participants were
womendid not allow for an examination of whether barriers to development of mentoring are
relevant for male employees as well eféfore, the first aim oftBdy 2 is to investigatevhether

or not and the extent to which thdseriers to development for male employees. Sedbedpcus

of Study 1 was on mentoring experiences in general and not on barriers to development in

particular. It is possible that there arena than the two barriers to development identified on
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Study 1. Therefore, the secora@im of Study 2 is to explore the existence of other barriers to
development of mentorshighird, the sample used intly 1 was context specific. All the
participants wee female professs of business schools Morth American universitieslt is
possible that the results are also context specifidlar@fore do not generalize employees in
other organizations anddustries. The third aim oft&ly 2 is to analyse th generalizabilityof

the barriers to development of mentorships in organizational contexts other than academia.

Therefore, the research question that guides this second study is: What are the factors that

aid/impede the development of an informal mentpriationship at work for men and women?

Literature Review: Developmeot the Mentoring Relationship

As previously discussed, the first stage ofrtientoing relationship isdbdled Initiation
(Kram, 1983; Chao, 1997). Through the first 6 to 12 monftthe mentoring relationship, the
mentor and th@erotégé engage itheir first interactions and get to know each other (Kram, 1983;
Chao, 1997).According to Kram (1983), the very first sparks of a mentoring relationship
correspond to an admiration argpect that the junior employee professes for the senior colleague
for his/ her competence and capacity to provid
this impression over time, allowing the junior employee to feel supported and respected by
sameone that has the potential to benefit his/her career development (Kram,Al883juring
this period,the senior employee recognizes the potential of the junior colleague to become
someone that can be coached to eventually share values and vantsygpain, 1983)Wanberg
et al. (2006) also describe that the initial stages of an informal mentoring are marked by a mutual
identification as well as interpersonal comf@tme of the factors that make a junior colleague a
potential protégé arnhe protgy é Wwilingness to learrfAllen, 2004),his/herpromotional history
(the promotions and career advancements that the employee has alreadgdhadiement
expectations and proactive career behaviors (Singh, Ragin$harenou, 2008).These
perspectives &w for both mentor and mentée perceive that there can be mutual gains from a
more stable workelationship, andery underdeveloped relationship transforms into a mentoring
relationship through both formal and informal meetings and interactions wottk@lace (Kram,
1983).
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Wanberg et al. (2006) referemcAsendorpf (2002) to argue that the personality of both
the protégé and the mentor can affect the initial stages of an informal mentoring relationship. The
three primary mechanisms by which pesdni t y af fects this relati ons
selects as a relationship partner), evocation (the responses that are evoked from others), and
mani pul ation (how individuals shape the cours
412)

Other than this very general idea of what a mentee is looking for in a mentor, there is no
research on the factors that aid or impede the initial meetings between employee and potential
mentor to transform into a mentorshifhe resultseached bystudy 1suggesthe broadfactors
previously identified in the mentoring literatuaee not the only factors that affect the relationship
but that there are othedlements that are very influential in the early stages of a mentoring
relationship.Therefore, the ppose of this study is to gain-depth knowledge on the factors that
aid/impede the development of an informal mentoring relationship for female and male employees.

Methodology
Sample

Thirty three employees (16 women and 17 men) currently working sanaations from
various industriesy Canadand the United Stategere invited to participate in this study. In order
to be an interviewee for this study, participants needdthve worked ahe same organization
for at least 4 years, time thabuld alow themto not only understand their jobs and their company
but also to have ahance to identify and meet pot@al mentors within their workplacdhe
participants were all white collar professionals and theis eggged from earlyhirties to mid
forties. Table 4presents a summary of tipeofessions anthdustries of the participants, while
Table 5 presents some personal characteristics of the intervielmeesder to protect the

participants, all names have been changed.
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Table 4: Participants’ Name and Industries

Name Industry Name Industry

Mary Airline Executive Peter Canadian Government

Monica Investment Company Boris Personal Trainer

Lidia Canadian Government Eric Canadian Government

Sabrina US Military Greg Recycling Company

Myriam Auditing Fernando  University Professor

Beth Telecommunications Benjamin  Surgeon

Cony Diplomat Larry Dentist

Anna Auditing Samuel Space Engineer

Chloe Mental Health Institution Gabriel Pharmaceutical Compan

Lilian Consulting Victor Head Hunting Company

Valerie Financial Institution Liam Entrepreneur

Harriet Lawyer Ryan Real Estate Agent

Fanny Engineer William Accountant

Ruth Family Doctor Bob Doctor

Bella Financial Institution Charles Clinical Admin

Margaret  Financial hstitution Brian Investment Company
Frank Investment Company
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Table 5: Participants’ Personal Characteristics

Int. # Name Current Position Age Marital Status Children
1 Mary Mid-management Mid 30s | Married No

2 Pablo Mid-management Late 30s | Single No

3 Monica Mid-management Early 30s | Married No

4 Lidia Lower management | Early 30s | Single No

5 Sabrina Mid-level US Military | Late 30s | Married Yes (2)
6 Boris Lower management | Late 30s | Married No

7 Eric Mid-management Late 30s | Single No

8 Myriam Mid-management Late 30s | Married Yes (4)
9 Greg Mid-management Early 40s | Married Yes (2)
10 Beth Upper management | Early 40s | Married Yes (1)
11 Cony Mid-level diplomat Late 30s | Married No

12 Fernando | Tenuretrack position | Mid 30s Married No

13 Benjanin Surgeon Mid 30s Married No

14 Larry Dentist Early 30s | Single No

15 Anna Mid-management Early 30s | Single Yes (1)
16 Sam Upper management | Early 40s | Single No

17 Chloe Mid-management Early 30s | Married No

18 Gabiriel Upper management | Late 30s | Common lawpartner| No

19 Victor Lower management | Late 30s | Single No

20 Lilian Entrepreneur Early 40s | Single No

21 Liam Entrepreneur Early 40s | Single No

22 Ryan Lower management | Early 40s | Single No

23 William Mid management Mid 40s | Single No

24 Valerie Upper ranagement | Mid 40s Married Yes (2)
25 Harriet Mid management Early 40s | Married Yes (3)
26 Fanny Mid management Early 30s | Married No

27 Bob Doctor Mid 40s Married Yes (1)
28 Ruth Family doctor Early 40s | Married Yes (3)
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Int. # Name Current Position Age Marital Status Children
29 Charles Lower management | Mid 30s | Single No
30 Bella Mid management Mid 30s | Single No
31 Brian Mid management Mid 30s Married No
32 Frank Upper management | Late 30s | Married No
33 Margaret Mid management Mid 30s Single No

Thesample for this study alswas a snowball samplafter obtaining ethics approval from
the Concordia University Human Research Ethics Committeail® were sent and phone calls
were made to some of the r esear ddnenrtiisstudy.er s on e
Simultaneously, several interviewees provided the contact information of people they thought

fulfilled the described criteria antlould be interestiin participating

Data Collection

This study followed a similar data collection tithaprocedure followed in Study 1, where
interviewswere the primary data source. Tihterviewwas guided by a serstructured protocol
andwas conducted by the researci@mu e st i ons a sThink dbout your Irelatibesdip  “
with mentors. Do you hava mentor right now within your organization? Tell me about this
relationship. How did it come about? What about past mentorships? What factors have helped you
devel op t hes @heantirapotocolscanibe seén”in Appendix Zheseinterviews
lasted an average of 45 minutes and they were conducted in person or by phone whém a face

face meeting was not possible.

All interviews were recorded after obtaining the necessangeartt from the participant.
Notes were taken during these interviewsich included verbal as well as nmerbal
communicational cuesMemoing was useduring data collection and analysis as suggested by
GoldenBiddle and Locke (2007Notes andnemoingallowed to recorddeas, patterns and any

other information that seemedeeant to this study.
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Interviewees were contacted for a conversation regarding the results after an initial analysis
of the data was concluded. Thirty of the participants were available for this discussion. The purpose
of this interview was to discuss thmtial findings and it lasted an average of 20 minutes. These
conversations were not recorded, transcribed or coded and therefore were not analysed. However,

one interviewee had a suggestion regarding theenanone barrier and this suggestion led to a

change i n t he name o f t his barrier (from “ N
“Demonstrating Capability”).
Data Analysis

Simultaneous data collection and analyses conducted for this study. The data analysis
included elements of the grounded theapproach such asductive construction of data codes
and constant comparison between the liteeatind the dat@Charmaz, 2006).

All interviews wereranscribed verbatinTexts werghenread several times to internalize
the raw data and visualize pdde emergent patterns (Boyatzis, 1998)liminary notes, codes,
comparisons, and ideas were ugktthis stage of the data analy&#iowing the suggestions made
by Charmaz2006). Open coding was conducted by the author by attaching codes to segfments
texts representing information related to the research question of the study as well as/itheimes
were interesting and potentially relevant that migbtt havebeen directly linked to the research
guestion (Berg, 2001). A coding table was createch vabding theme titles, definitions,

characteristics, counts, and examples (Boyatzis, 1998).

A matrix was created using the fully coded transcripts allowing comparisorsdes
definitions and ideaslThe aggregate responses to each of the questionpoaesl together and
analyzed to identify recurring themes, categories, and patten#he purpose of this study, only
thoseexperiences mentioned by at least 3 participants (or 10% of the sample. Patton, 2001) were
kept Once a set of themes was detewmi, the data were systematically coded and the results
tabulated (Patton, 2001).
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Findings

The diversity of the participants ithis study allowedfor an indepth conversation
regarding mentoring experiencesn the workplace with people from different digrounds,
professions, industries and overall work experiendesiever diverse the sample was, there were
significant common threads among thegticipants answer s and comments r e
In particular,four interesting and revealing commorréhds were foundh the data and the

following sectiors discusshese themes in detail

The first common themé&und in the datavas the relevance that employees give to
mentoring in the workplacéMost interviewees, regardless of their gender, profassimlustry
and experiences regarding mentoring (inclgdnever havinga mentoy agreed that having a
mentor in the workplaceas of great importanc&o important is to have a mentor that Beth went

to great lengths to make sure she would have one wieesicskpted a job at a different company.

AWhen | was moving into a company called >
negotiation of my contract. I wasndt going
forward and said they would be my mentor and the CO@lelét¢o be my mentor

because it was a condition of my empl oy me

empl oyBethnt . 0

Participants felt that just having a mentor was important in itdslBoris explained, the
relationship does not need to be too tioomsumimg or too focused on michmanagement to be

effective. On the contrary, the mentee only has to know that the mentor will help out when needed.

Al think mentoring is really important and
to doing some informal mentogrwith people. | know people think their time is

super busy and they canbét spare any ti me ot
very informal, it can be as short as you know, a lunch or 20 minute phone

conver Baisi on. 0
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Having a mentor waconsileredby the participants as espetyatrucial at the beginning
of the employee’s car eer mewongdnieaiontohyexplained | oy e e
how important it was for her to have a mentor when she first started working for her current

organization.

“But when | first arrived there, how do you even begin to set up that sort of thing,

you know? So having a mentor was really i myg
| would have learned as much as | did without his help and guidance. Afigr abo

a year, a year and a half, | started doing most things on my own because | had the

network and everythiCong, thanks to my mento

The second interestincpmmonthread was related to how mentoring relationships first
start and there appears to bmarked difference between genders. For women, mentorships grow
organically, almost spontaneously from a previous friendly weldtionship. Usually this
development from friendship to mergbips happens seamlessly &iyending time with their
mentor andihding common interests as well as developing efficient and successful ways to work
together. As explained by Lidia, she had been working with a senior colleague for some time and
the relationship had become friendly, but it was only after they became #vaathey shared a
similar upbringing that t h e natieed maybe 6 manthsilgier b e c a
that we came from the same little town back down in the north east of Quebec. After that we started
really talking about our careersandwhe | wanted to be and my ambi

For men, on the other hgndentoring relationships tend to more conscious and deliberate.
Several men discussed how they approached specific people and asked to be mentored by them.
One case that was especially melical was a mentorship experienced by 8ahHe identified
someone at work that he believed could have a significant impact as his mentor, but because of
internal politics he did not feel comfortable approaching this person right away. Instead, he
patienty waited for the righttimei So | courted her, the vice pre:
and after 2, maybe 3 years of courting her, | finally asked her if she wanted to be my mentor and

| 6ve been regularly meeting with her every 6
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The third common themiund in the datavas related to formal mentoring systems. In
terms of participation, men did not feel they needed a formal mentor, even when they did not have
an informal mentor at work. As explained by Peter, even though tleseaviormal mentoring
system in place and he had access;toiti | f e edb it oh mykoevn and | haverpeople | can
go to for advice if | need,iso no[l have never been part of a formal mentoring systand it
doesnot r e a | Woynenjomtheeother band, maeé beBaquentlyexposed to fomal
mentoring systems. They usually entered this relationship looking for support and for someone
who they could trust and that would help them develop their skills and advance in their careers.

Beth expained why she asked for a formal mentorship before accepting a job offer.

Al think | was v[amentorjina vedy formal waysYlou knogv like o r i t
this is a condition for me. I &m not gonna
need acareer pathn ot anot her job. So unless thatos

move. And | think | was the first one that was bold enough to state that outtnigit

o
3

| 6m not coming for a salary and a job; I

Ineeds omeone to heBetph me develop. o

However, in most casesgxperienceswith formal mentoring systemsvere quite
unsatisfactoryValerie describeth detailherdisappointingexperiencavith the formal mentoring

system at her workplace

ASo it was a progam through work. There was a call letter that went out, looking

foré you could either put your name forwar
desperately wanted a formalized mentor relationship, so | put my name forward.

I was gi vené yoku tghortoutgoh ék itnhde roef wpaisc a | i st
their CVs and you got to look through and select. My first choice already had

mentees under her guidance, so my second choice agreed, and the process is such

that it was up to the mentee to make contact with g#rgan which I did. And this

was | i ke before Christmas. And we agreed t
meet before Christmas because we were both busy, but that we would meet after

Christmas so then just | followed up again and nothing ever cameabit, | 6 m s or t
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of e 1dm technically this pelymapvens mentee

though it is June now Valerie

The overall feeling of womemegarding formal mentoring systems was skepticism.
Myriam commentedii | mean | never trlemadd.y Ipadon@t pkhew
wor k. |l think that someti mefsthe do@dt orkinrogv n &l
This skepticism was mirrored bHpow oudhaefermali nt er v
[mentorship be successfull? the systerwas flexibleenough so that you can fitltis combination
for the mentorship toworkhenmaybe | 6 m not sure i f a system tha

| 6m not sur e

The combination of unsuccessful formal mentoring experiences and thefatieby
women to be part of a mentorstipsled some ofthem to think of ways in which these systems
could be improved or tailored in order to make them more effedtalking about an unsuccessful
formal mentoring relationship, Monica commented #tegactually contacted her HR department

hoping to better the formal mentoring system she was a part of.

A | felt |l i ke the Human Resources depart men
They could have maybe provided some activities to do or something. Il mean

think it is valuable to just have a conver
provide some questions to ask each other or topics to go through or some exercise

or something. | think maybe that would have been useful and | did ask for that but
theyddndét really do anything. The program th
people who were in the same physical location and they could you know go to

lunch together, or they could attend a meeting together, there are many more

options for a mentor there, butwen you are long distance, | was kind of hoping

that they had more sort of structured acti\
Monica
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Valerie also discussed ways in which formal mentoring programs could be improved.

il woul d say m atignb about neapeatatioris nahdo what athat

relationship looks like, what it is, or what it can be, because there probably is no

neat | ittl e box trersee relatenstepdonks ikb. Hiswhat ment or
you need it to be. Maybe some kind of like dmkating type thing/iould be very

useful toowhere yowcould meet potentialment&'s cause you know prett
within the first short while of a conversation whether you click with sometrody

n o tValerie

The fourthcommon theméound in this studyvas related to the factors that aid or impede
a relationship to grow and develop from initial meetings to a mentorship. This study found
evidence to support not only the existence of the two baitedevelopment identified in&ly
1 (Need for Fit and Dmonstrating Capability) but also evidence of thetence of four other
barriers “Commitmenif the Mentof, “Trust in the Mentdr, “Need to Share a Goal/Visiband
“Admiration towards the MentbrAll of these six barriers to development are describetbtail
in the following pages

Figure 3: Barriers to the Development of Mentoring

Finding a Initiation of Cultivation of Separation of Redefinition
Mentor Mentorship Mentorship Mentorship of Mentorship

™ Need for Fit

Barriers to _ Demonstrating Capability
Development Commitment of the Mentor
Trustin the Mentor
Need to Share a Goal/Vision

L__ Admiration towards the Mentor
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Need for Fit

Need for Fit is a barrier to the development of the mentoring relationship, and it is defined

as the mentee’ s need f or ecdon fpeeveop ana existrbetweant i on s
mentee and mentorhe data collected in this study supports the existence of this fauret

and defined in tidy 1 This barrier is very salient for women, while ifgsacticallyundetectable

for men. In fact, thiteen of the sixteen women interviewed for this study mentioned fit or
connection as a necessary element of the mentoring relatiomdtilp no men described it as

relevant for mentorship3he dataalsosuggesthat thisbarrier to development is not orgyesent

in the academic setting, but it cantkeced across industries and professibfmica, an executive

for an investment firm commentedtiidt t hi nk it dés i mportant to hav
where you can talk n y t hLidia,gvhoovorksfor the Canadian Government had a similar take

on the place of friendship in a mentoring relationship.

AThe friendships really important in our relationship. We think the same.n dot

find that itdéds often that p eweséedhe can wunder
picture the same way. So we start from the top then with the ideasy|ltbéthe

other elements contegether We understandach other the way we think, so that

helps She listens to mehen | need to vent and she can give me advice, even if

has nothing to do with work. &1d | think the same so usually seek for each

ot herdéds advice of lwlark and personal stuff.

Need for Fit was also present for Myriam, who works for an auditing company. In her
words, Al think your personalities ta certain extent have to mesh wéflou haved be able to get
along. hat doe s nlave tanreamynways beuthe sanmrenly experience, friendshigé
been a factoron somelevel. Thi nki ng on the relationship she
fil felt like | could really open up and share where | wanted to go and | was much more free to
really say what | wanted because there was a

Although thisbarrier to developmen$ constant across industriesafipears to be gender
speific, being present predominantly in women and mostly absent inAsesammented by Eric,

~

Al dondt need any personal relationship with
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dondt need them to be | i ke oehstcooregr dteulbast igoon
celebrate. I donét need that. | Furthermodet severglp e c t
men described friendship or connection between them and their mentors as a factor that would
impede mentoring from being efftive or successful, basically becoming a barrier when present.

This is interesting because friendship or fit for men seems to impedersteptwhich is the

exact opposite phen@nonexpressed bjemale employeesAs commented by Petefi, | donodt
want him as my mentoé i t feel weirdl lmbcause it would kind of put our friendship aside
al most , and | wouldné6ét want it to affect our

thatl can getadvicefroomut he i s nliamm hat g simiatakeé an thé relationship

between friendship and mentoring.

AThere are probl ems wh,eyou kioadBecagse ifir i ends as

was a perfecty tuanown guy, | thevsame |emhati@gnal bohdini/ e
would say okay mentorshgnd this is the gal and you have to achieve it and
thatodés it, thatdés all. And youdritt doing it
youor e i n troubl e. N o filters, no emot i

commi t rhiemt s. 0O

Therefore, Need for Fit seems to be a barneibbth genders, although it acts in opposite
ways. For women, a connection or fit between mentor and mentee is absolutely essential for a
mentorship to be successful. For men, on the other hand, the existence of a friendship between
mentor and mentee canpede the relationship from being as productive as it could be because it

can prevent mentor or mentee from being blunt and direct when they need to be.
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Demonstrating Capability

A second barrier to the development of mentoring relationships is Déatoms
Capability and it is defined as the need of &mployee to be perceived by othéssich as
colleaguesand supervisorsps capable and competent by remaining independent and not
developing mentoring relationships at workis barrier was presently for womenin this study
Sabrina explained that she considered not having a mentor as an important way to demonstrate

that she was competent.

AEarly in my carsemeadne swhods |ackeceo np lhiasdh e d
professionally who | can Idoupto and is a female role moddllaybe ithas been
for the better. Il waa bl e t o prove that | Bammin@apabl e of

This barrier to development follows the same pattern found in Study 1. This barrier is
present in the early stages of theeesy when the employee believes that being independent and
autonomous is perceived as an imaottand desired quality in a e hire. As the employee
feels more comfortable in the new environment and experience is gained, the need to appear
competent byremaining independent dissipates and employees are open to developing a
mentorship. This blueprint was followed by Sabrina, who stayed independent at the beginning of

her career and later developed a mentorship with a senior supervisor.

| t 6 s o regtgust grew as wd skent more time together. And working on
projects and | think it has to do with time, at least for me. | think gettingdw k
myself and the core group aree offered career advice and shared a lot of
experiences. rdefoheapérticulak poiatWout prbbably 6 manths

or a year is when maybe that transitional shift happens and | was open to the idea

[ of mentoring].” Sabrina

There are two significant characteristics of this barrier to development that need to be
highlighted. The first characteristic is thatrdenstrating Capability wa®und in only one work

environment, the militaryParticipants in other industries and contexts, including the government,
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did not report this barrier. It is very possible that DemonagaCapability is strongly related to

the work environment and that therefosecontext specific. Iistudy 1, this barrier was found in

the academic contextvhile in this study it was found in the militaryt is possible that
Demonstrating Capability ipresent in workplaces wheeehigh degree proficiency and skill is
extrermely valuedand probably even expectetherefore, in these contexts, new employees feel
the need to establish themselves as valuable additions to the workplace, validating their wort

through an independence from mentors.

The second characteristaf this barrieris that itwas only mentioned bgpne female
participant.This facthas two implications. First, this barrier could potentially be gender specific
and therefore only preseintfemale emfpyees. However, sinca®&ly 1only analyzed the data of
female professors, while this study only had one female participant working in the military, it is
possible that this barrier is context specific and not gender specifimale of he sample of
this study did not allownvestigatinghe existence of this barrier in male employees in the military.
Second, since this barrier was mentioned only by one participant, it did not comply with the
suggestion made by Patton (2001) to retaise¢hmategories mentioned by no less than 10% of the
sample (othree participants in the case of this sjuthowever, i was decided to keep this barrier
to development because the support found int8dy 1and becausef the fact that this barrier
might be gender and context specific and therefore not present othteework environments

representeh this sample.
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Commitmenof the Mentor

Commitmentof the Mentor, the third barrier to development of mentorshigeimed as
t he ment te @erceivethat thed mentor is truland wholeheartedlgommitted tothe
development of thenentoring relationshipThis barrier tothe development of mentorship was
foundacross industries amdas present in bothenders, being described as a cruciahelat for

the success of a mentorship.

One way in which the mentor can show his/her commitmethietoleveloping mentorship
is bybeing available for the mentegeveral participants discussed how important it was to know
that the mentor was available whitrey needed guidance or suppoks commented by Harriet,
AFor a mentorship to work, true availability
policy but actually making a commitment to the relationship. | need the mentor to want to mentor
me 8oris also explained the importance of availability of the mentorby sayiBge avai | abl e

umé | wouldndét necessarily say 24/ 7, but defi

The commitment of the mentor appears tghsdicularly relevant at the beginninftbe
relationship, when mentor and mentee are gettirkmow each otheA committedmentor allows
the initial meetings between employe®d mentor to cement intan@entorship.

AA commitment. | think she took lemur rel ati
meetings way ahead of time and even though
together in 2 mont hso, 6oh wedl | pl an t hi
structured and | wolhwtlldnrnddti nketi ta@dlsongswi tthi l
getting bgether and generating discussion that allowed us to find common

interests and dewathop our relationship. o

Participants feltthat because of the differen@e experience and position within the
hierarchy of the organization between mentor and metheeommitment of the mentor towards
the development and success of the mentorship was something that the mentee could not influence
or control. Interviewees felt that the future of the relationghijs initial stagewas left at the

mercy of the mentornd his/her level of commitmentherefore lack of commitmentrom the
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mentor was mentioned asnaextremely significantfactor that impeded mentorships from
developing. As explained by Ruth when describing a relationship that never grew into a
mentorshipi 8Be kind of zoomed into her own close, personal friends and prbbp  wasn o6t al
to be available to new peoplRgandescribedmnedetailrbr i end

embryonic mentorshithatnever developellecause of a lack of commitment fronetmentor.

A he MBA createda mentorship programvherealumniwould become mentors

to the current studentsfigured, why not? This is an important thing. Mentorship

'S SsSo important for p e o pWitle ldgaby bapmerswt h , and
retiring and tteir knowledge has to be transferfethe knowledge and the
experience and the history has tlieee be transf
so much in mentorship, btitisonej ust di d nH& seemed micend allu t .

but the only thing is that heas alwaysso busy that it was so hard to meet up. We

had to meet downtown, veh was not conveniefior me, ® it just made it hard

to connect and meet up and cHa. | mean | would be workirmgndthen he would

be likeo 1 have some ti mme @i wndd @anld be dke ohwant t o

my God, itds 7pm, la V bBavebte drive alathe waywo r k  si nc e
downt own Montreal then drive bajosk home aft
di dnét work out. So rorempatantporities atthate med | i ke

moment rather thathatme nt o rRydni p . 0
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Trust in the Mentor

Trust in the Mentois defined as thdegree to which thmentedeels that he/she carust
his/her mentor. Trusin the mentorwas found to be an important elementaimentorship
regardless of industry or gender of the memaeexplained by Sauoel, a space engineer, trust in
the mentor is vital for a mentorship to develbpcause it allows the mentee to embrace the mentor

and the mentorship

AYou havemeotbruanhdt keow that this person
motives, that his values and his core are strong. If you want to really-graay

personal opinion if you want to grow, you have to be able to expose your
weaknessssothatsomeone can help ystrengthen them and work on them. And

you can only do thaGamef you trust your men

When asked which factors are essential for a mentorship to work, Cony described how
important it is to trust your mentadi. They have t o kn oenoldokupiothemh. hi ngs

You have to trust their judgement . Il think th

Although trust in the mentor was found to be relevant for both genders, it is interesting to
note that the way trust is built seems to vary by gender. For womish,jrt the mentor grows
naturally from the personal connection that they built with their mentors. In other words, it appears
that two of the barriers to development identified in this study, Need for Fit and Trust in the
Mentor, are intertwined for femaimentees. The fit or connection between the mentor and mentee
allows for trust to develop and as the trirstthe dyadgrows,the fitlconnection grows as well.

Mary described thisprocesd, t hi nk that trust i s reappéng 1 mpo

over ti me. |l tds not | i ke oh, |l etbés have a tru
and | dondt know how you could just have that
buil ds f ruthermiorkMyriaen.explaned thatthere needs to be a close connection

between mentor and mentee in order for trust to exist in the dyad, othénlsigecan you trust

someoneb6s advice when you dondét have a cl ose
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On the other hand, trust the mentorfor male mentees does not arise from personal
connection but rather from admiration and respect for the mdfaomen, trust develops from
believing that the mentor has an appropriate and even impressive skillset that allows him/her to be
a properand usefumentor to the mentee. Similar to what was seen in the case of female mentees,
for male mentees it also appears that two barriers to development are intercomiwmuar, n
the case of male mentees, Trust in the Mentor seemstoleedelat o t he barri er Mei
(barrier that will bedescribed and discussed shortly). The abilities revealed by the mentor allow
the mentee to trust the judgement, opinion, advice and guidance givenrbgkor. As described
by Gregi Peopl s uahlalty have experience ofr probably
al ways have a solutionw|[gbuaddveéel é\gian dsatai dr u d
commented on how trust had developed between him and his mentor and how important that trust

was for the mentoring relationship.

Al think it was really just trat. | trusted him and he trusted naad | valued his

opinion al®. | respect his opinion. élwas extremely bright and also he was

successful, soydunow he wasno6t jtutsitng anmhek.i nHye dasn da bguul y
is in the top you kno wthisfieekd sh epdrso bparbol bya bilny t
oneoftt most successWilidn people | know. 0

Table 6presents quotes thdiustrate how trust is built from theentees v ant aAge poi
it can be seen in this table, there is a clear difference on how male and female menteeshp#rceive
trust is developed in the dyad. Female mentees focus on the connection or personal relationship
(even friendship) that they have with their mentors whildenmaentees tend to discuss the

admiration and respect they have towards their mentors as the generator of trust.
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Table 6: Quotes on how trust is built for male and female mentees

Trust growing from fit/connection between mentor and mentee

Name Quote

Mary “l1 guess with that | i king come

vul nerabl e around that person.

Sabrina “You’re compatible and that af
Myriam “Having built a friendshi ershipto
happen because | trusted and valued her opinion and | also knew t
could give me good, honest ad\
Cony “1t’”s not the mentorship and t

think that t here’' s a thatursstthat tha

kind of feeling of being comfortable with that | would not be able tq

friends if | didn’t have that
have that
Lillian “1 trust being exposed on athndt
need your help, so for me, tr
Fanny “1 think trust. She trusted me

| think just generallyruste ach ot her .

Trust developing from expertise demonstrated by the mentor

Name Quote

Peter “He was a subject matter expe
respect him more, yeah. And hge¢

Victor “1t is how you build trust, I

willing to listen towhatthis person has to say. And you know, gener
a willingness t o s e pdoplefwharhave alrbae
done the things that you do and you know you can jump the curb

have a mentor, you know.
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Gabriel

“1 woul d s aand sb bases bn thats thatvkend df took a {
and so | mean in these companies, you first need to be identified as
within the company and then o
mentor to some of the top talents of the company or if tlkeseme sor

of relationship that develops over time then that person becomes

mentor ."”

Ryan “We | | the trust 1s there, per s
i mpressive individual .”

Frank “He is very smart and vtestandnespdd

him a great deal for that.?”
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Need to Share a Goal/Vision

Needto Share a Goal/Visiois the fifth barrier to the development of the mentoring
relationshipfound in this study.tl i s def i ned amperteivetat mghernvisien’ s n e ¢
andwork-relatedg o al s ar e t he slhisarrieavgas foundeacross industries’bust .
was only salient for male participants. Men described a need to share goals and visions of the
future with their mentor in order for the mtership to work. As commented by Petér| t hink
t h e r etabs acgmomon goal, for instance if the mentor sees the mentee as a potential candidate
for management for instance, the mentee, must also want to become managementdihdkend
the same go | Eric@lso discussed the importance of having common goals with his mentor.

i ©® be a good mentor, you have to agree on what the ultimate objective is that

youbdbre trying to achieve. You know, i f yo
veryhardforsmeone to be a mentor to you because
ulti mate end goal and you know, t hey wono

visionis very important in a mentoring relationshig&ric

Some participants discussed how having different goalsision would impede the
mentorship to develop and grow. Saghexplained this in detail by expressing thidité ve hear d
and seen other people recommend different ways of doing things, which to me would be
compl etelyé show no peopk tha Fchobse to listewto avehoi hongstly S o

have a very similar goal to meo
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Admiration towardgshe Mentor

Admiration for the Mentowas the sixth and ladtarrier to the development of the
mentoring relationshipdentified in this study. Tisi barrierisd ef i ned as t hoe ment
admirethe mentorbecause of his/her expertigxperienceor personal qualities in generdhe
data suggest thainly male participantsacross industriesonsiderit particularly relevant to feel

some degreef admiration towards the mentor for the mentorship to be successful.

This admiration that the mentee feels for the mentor can take different forms. For some

participants, admiing the skillset of a mentavasof vital importance for the establishmentaof

mentorship.As discussed by Ryah, Someone | et 6s say assigns me &
more than him, I have a hard time wanting to
have accompli shment s, hebds gotytoa kawevécempepo yu

you want t o (Rpae)Lianmthd axsonilaetake on the importance of having a mentor

with an impressive skillset, which included knowledge and experience.

Al would say basically goodrelationghipl edge. | f
but the knowledge is bad, you will only transmit that knowledge so the success

wondét count. So good knowledge really for

I think. Knowledge and the way the mentor allows the ménmtgasp it and use

it, is also really important. Because at the end of the day, the mesorto

know when to teach and when to let the person try by himikelinentor has to

s a ym ahly leere to suggest things, to presentwaout h g you knawf Bub

if you want tary,tryt hen youdl |l see t getitdoneywow It but fi
know? But you Kknow,.itcames dowreto settind goal§, t he day

giving guidance and transferring knowledgéiam

Bob had a similar take on the importance of having a merntioexpertise. As he explains
it, having a mentor with an appropriate skilla##ows for a transfer of knowledge that makes the

mentorship not only successfultbou r el evant i eBr. the mentee’s care

i @viously the level of expertise, in other words, theuanption is the mentor

has something to offer the mentee in terms of knowledge or guidance or insight
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or a combination of the above. And so again, there has to be something

meaningful that the mentor can impart to the mentee for it to be a successful

menbrship and that tends to also feed into the level of respect and appreciation

that the mentee would have towards the mentor so you know, back to that very

i mportant ingredient thatodés the mutual re
respected by the mie and the mentee is someone the mentor feels is kind of

worth the investment, I's promising. That |
tends to diminish from the commitment and the sscoésthe mentoring

rel atiBobship. 0

For Brian, on the otherdnd, it was importantio admire a mentor as a whole, not only
his/her abilities and tahts, but also the way he/she behavetside of workAs he explainedi |
need to feel a professional and a personal admiration for my mentor. | have to be able ¢b respe
him not only for how well he doeBenaninandGregb, but
had similar perceptions regarding the relevance of admiring a mentor not only for his/her

capabilities and expertise.

fil related b them the most. It san 6 t theojab Ithey did; it was more what

kind of people they were. elketkemmanditsaw mysel
wastheir family life, how they took their vacations and what they valued and the

emphasis the put on their relationshipswhat kind of personalities and
temperame@| i ke | really wanted to be I|ike thet
realizedI like the job, like what they were doing, | think | would be happy being

like them So if | look back, | think my mentoring relationshipséall started

from an admiration | felt towards thenlike a professionaland personal

admiration | guess you could sayBenjamin

Al just admired him. He was very smart and his ethical posiasalways very,
very high andt seemed that he always htee right answer and thodéndsof
things that you think oh, maybe someday | 06

and | also saw that he was very influentia
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of things
and when
Il 6d | i ke

t hat when vyoeg@ongthrgqughocaléega g up and
youbdbre starting to work, you wou
to be respectted fbegelsot manyl @moipn fe

to so many people Greg

Table7 provides a summary of the bargdao development unearthed in this study. As it

can be seen, Need for Fit was mentioned by 81% of the female participants, while Demonstrating

Capability was mentioned by only one female participant. Commitment of the Mentor and Trust

in the Mentor where entioned as a key element of a successful mentoring relationship by 48%

and 58% of the sample respectively. Need to Share Goal/Vision was discussed by 35% of the male

participants while Admiration for the Mentor was argued as relevant to mentorships loy 6@

male participants.

Table 7: Summary of Barriers to Development

Barrier to Development | Gender # of Participants Notes
Need for Fit Female | Mentioned by 13 out of 16| Mentioned by 14 out of 20 in S1
_ Context Specific
Demonstrating Capability | Female | Mentioned by 1 ouof 16 ) _
Mentioned by 3 out of 20 in S1
Commitment of the Female | Mentioned by Dut of 16
Mentor Male Mentioned by 8 out of 17
Female | Mentioned by 10 out of 16| Female: Via Fitconnection
Trust in the Mentor ] ]
Male Mentioned by 9outof 17 [Mal e: Vi a Ment (
Need to Share Goal/Vision | Male Mentioned by 6 out of 17
Admiration for the Mentor | Male Mentioned by 9 out of 17
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Chapter 5

Discussion

While it is true thamentoring is an old concept,is also true that the study mentoring
in the work place is a very young area of research (Allen et al., 2008). Although thedejxhn
literature on several aspects of the mentoring relationship including mentoring phases, mentoring
functions and outcomes of mentoring, otkiery significantareas of mentorships remdargely
under-studied(Chandler, Kram and Yip, 201I)he literature has yet to shed light on several key
aspects of mentorships, such as the relationship between mentoringataordhl culture (as
discussed by Géry, Weber and Sadri in 2008), theffects of technological advances on
mentorships, or the influence of the social context on mentoring relationships (as noted by
Chandleret al.,2011). One area where the research is limited is on the relationship betwee

mentoring and gender.

The research on gender and mentoring has focused mainly on the kind of mentoring given
according to the gender of the mentor and mentee. As discussed by Chandl2bgialg( 525)
“Consistent with t hmeostbfithe iewdewsfoceswmo whattwe lkamow aboat d a t
ontogenic individualevel (e.g., personality, gender, and race) and microsystem dgadide.g.,
amount of mentoring support provided in the relationship, formal vs. informal relationships, type
ofrelda i onshi p) f actAlthosgh theselarenmepartara issues tp investigate, there
are still several areas of the influence of gender on a mentoring relatitinghipave not been
explored in detailChandler et al. (2011, pg. 530) noted tha&Hough we know thahany women
and minorities engage in cregender and crossce relationshipwith white men, we know little
about what makes diversified relationshspscessful Therefore, the aim of this dissertation was
to contribute to the litetare on gender and mentoring through ardepth analysis of the
mentoring experiences of female employees (Study 1) grabimparing and contrastirtose
experiences with thexperiences of male employees (Study 2).

One overarchingmportant lessorwas learned m this process: when comparing the
experiences of male and female mentees, mentoring relationships taezactly the same

phenomenotior both gendersThe mentorships that men and wonmeenteeslevelopdo have
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some similarities, but also sondé@ferences that are crucial when attemptingitolerstand how
female employees approach and develop mentoring relationships. The following paragraphs will
explore and discuss the similarities and differences found in mentoring relationships according to
thegender of the mentee.

Ment eeds Gender and Similarities in Mentoring

The main similarity found in this study when comparing the experiencesals and
female employeess the importancgiven to mentoring Employeeof both genders and iass
industies described how relevant i to have a mentor within the organization for career
development, access to information networks and even to establish future careefllgoals.
importance given to mentorships in the workplémend in this dissegation has twoimportant
contributions to thenentoring literature. First, having a mentor is considered as very important
regardless of the gender of the employgeme studies (e.gGibson 2004; Washington, 2011)
have suggested that women consider ovémy as important for their career development but have
not compared these findings with the experiences of male protégés. Second, this dissertation noted
that havinga mentor is perceived as very important for mentees as well as for those who do not
havea mentor. The literature on mentoring has suggested that having a mentor has a number of
positive outcomes for the protégé when compacedonprotégés (e.g.Allen et al., 2004,
KammeyerMueller & Judge, 2008). However, there are no studies that halgsad if both
protégés and neprotégés consider mentoring in the workplace as influeriitinl career
development and overall personal growth. The fact that men, women, protégés -qmdtégés
included in the taidies of this dissertatioagree that meanting has a significant positive impact

on their lives and careers is an impotteontribution of this literature

Although the participants ithis dissertation concur that mentoring is signifidantareer
development and personal growth, tisisheonly similarity that was found in this research when
comparing the mentoring experiences of male and female employees. There are three important
differences regarding mentoring relationships between men and women thatneevered in
this dissertation: &w the mentorship is approached, formal mentorship and barriers to the

development of the mentoring relationship.
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Ment eedbs Gender and Differences in Mentoring

The first difference found in this dissertation between men and women relatas theh
mentoring relationship is formed. As discussed in the findings of Study 2, men approach the
mentoring relationship with a tacticatitude, targeting mentors that they believe will help them
achieve their goals and develop their careers. Wometheoother hand, enter mentorships more
spontaneoug, allowing mentorships to grow organicallihis finding suggests that while men
tend to bamore assertive and intentioredout their career development, using mentors as a tool
or resource to achievedin careergoals, women tend to be more unstructured and instinctive,
allowing mentoring to come to them rather than activedgking these relationship$his
difference in gender regarding how mentorships begin could be rooted in socialization practices
that are socially enforced since childhood. As commented by Aukett, Ritchie & Mills (1988,
pg. 58), “.boys more than girls are reinforced
whereas girls more than boys are treated more delicately, encotoageghge in more passive
activities, and to be | ess nfpraatidehaffectgréiationship an b «
development later in life, in such a wthat relationships for men tend to be more instrumental
while for women relationships ermore emotional in nature (Aukett et al., 1988). These
differences in how the mentoring relationships are approached could explain why some studies
have suggested that women are usdentored when compared to their male colleagues. Since
women handle méarships in a more unstructuredid graduafashion, it is possible that even
though they meet potential mentors, they do not ask to be meiotieel straighforward and
emphatic wayhat mentors (that are mostly male noted by Noe (1988a) and Ragin€éiton
(1991) expect from their relationshigpunterpag. This findingsuggest that wome allow time
and space fatheir mentorshipso develop while their male mentors might be expecting them to
be less spontaneous and more aggresgnebue ment@hips, attitude that they do get from male

mentees.

The second difference between men and women found in this research has to do with
formal mentoring relationships. The findings of this dissertation suggest that men are aware of the
existence of formamentoring systems yet mostlyninterested in themWomen, however, report
being interested in these formal relationships, and attempt déwglogpentorships via these

prograns. This finding should not be a surprise, since formal mentoring systems have been
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designed in an effort to provide mentors to those employees that arenuewlierel, mainly
women and minorities (Allen et al., 2Q@%emanick, 20000Noe, 1988b).

What should be of interest is how negative the experiences of women tend to be when
formal mentorships are discussed. Noe (1988 458 commented that the lack of success of
f or mal ment orships could be explained in par
perceptions of the protégé’ s s updnatevisesodedlsy t hat
the presence of the mentor, and the lack of true personal commitment to either the mentor or the
protégét o t he r e Wanien io Inoth Istudjes.df this dissertation discussed two of these
reasons as causes for their negative eégpees regarding formal mentorships. First and more
significant was the lack of commitment shown by the mentor. In several cases it was openly
discussed how mentor had no willingness to meet with the mentee even several months after the
formal relationshighad been set up. Second, women commented on a lack of compatibility with
the assigned mentoithis lack of compatibility was expined by clashingpersonalities that
usually led toaninability to work with the mentor and eventuallyiteeconcilablediff erences.
Although the experiences were mainly negative, the participants were still hopeful regarding the

future of the formal mentoring system.

Furthermore, several women had very concrete suggestions of how to improve such
systems, suggestions that wdiscussed with their Human Resources departmé&hesfact that
formal mentoring systems have an extremely low success rate is quite troublesome because of all
the resources that people and organizations invest in these sgatiemst al., 2006; Nemack,
20000Q. In terms of the people involdeunsuccessful formal mentorships not only fail at matching
mentor with mentee, but also leave frustration and cynicism in the mentee which could
compromise the future development of mentorships. In terms ofdghairations, these invest not
only financial resources but also human capital towards the development of these formal mentoring
systems. As discussed by Nemanick (2@@36, “ ..over a third of the m
have established formal mentorgy pr ogr ams, and the nufheer anpf
resources spent by organizations in these formal mentoring systems are therefore quite significant.
Improving formal mentoring systems would not only have an impact on the careers and lives of
menteeghat use these programs but would also allow for a more efficient and successful use of

organizational resource&llen, Eby and Lentnotedin 2006thatformal mentoring systemsere
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designed by practitioners witkittle to no empirical testing and evidee. The findings of this
dissertation suggesiat it is criical for researchers to design formal mentoring programs that can

better serve mentees, mentors and organizaaides

This dissertation found a third difference between men and women reganeéntoring
relationshipsThis third difference is related to the factors that allow or impede work relationships
to transition from cordial but average, regular imitiwork-centerd meetings to inspiring,
influential mentorshipsThese factors, labeldshrriers to the developmeof mentorships, do not
allow this transition to happen, actively blockithge formationof mentorships. Thiglissertation
found evidenceto support the existence of six of these barribegt effectively impact the
developmentof a mentoring relationshipThe six barriers tahe development of mentoring
relationships unearthedin this dissertationare Need for Fit, Demonstrating Capability,
Commitment of the Mentor, Trust in the Mentor, Need to Share a Goal/Vision and Admiioation
the Mentor.

Barriers o the Development of Mentorships

Need for Fit is the first barrier to the development of the mentoring relationship found in
this dissertation. It is defined as the mente
develop and exist between mentee and mentor. As discussed in the findBigdies 1 and 2,
this barrier appears to Iparticularly salient for female protégés. The existence and natthis of
barrier implies thatemale employeesaylook for a perspal connection to exist between them
and their mentorswhile their male colleagues are raocomfortable with a workenteed
mentorshipThe relevance that female employees place on having a connection with their mentors
could be explained in part by gesrddifferences regarding the degree of intimacy in relationships.

Male relationships tend to be more instrumental, while female relationsmngsto be more
emotionalin nature(Aukett, Ritchie & Mills, 1988; Felmlee, Sweet & Sinclair, 2012). In general

men have more difficulty dealing with emotional intimacy, expressiveness and disclosing personal
information, while women tentb enjoy the expression of feelings (Aukett et al., 1988). These
factors affect relationshi p,indcentrastitoongnfermtlose n s u

oneto-one relationships with others that involve affection, love and acceptance [...] and the
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trusting of others with worries, |.bBugthermorelr eams
womenwould place a higheimportance a intimate, close and emotial relationships, reporting
greater degreeof intimacy in their interpersonal relationships than men (Aukett et al., 1988;
Felmlee, et al., 2012; Gaia, 2002). While men will focus on numerous but less intimate
relationships based on the sharing of activities, women will develop few but more intimate
relationships where there is emotional sharing and discussion of personal problems (Aukett et al.,
1988). Thus, it should not be surprising or revolutionary to notevtbenen will also prefer to

have a level of intimacy in important work relationships, such as mentorfaps: (1992) noted

that this pattern islso presentin relationships builin the workplace, where women tend to
establish networks that providesth with social support and friendship while their male colleagues
have networks that are more instrumemtalature This barrier to developmentagiite significant

for both men and women but for opposgasons. While women would nodnsideras a merur
someone with whom theydhotshare a personal connectiomen would not develop a mentorship

with someonavith whomthey have a norwork relationship

The idea of a mentoring relationship having a degree of intimacy beyond the realm of work
and the wadkplace has been explicitly analyzed only by a limited number of researchers (Haggard
et al ., 2011) . I n fact, Haggard et al . (2011
relationship needs to be addressed in future research. Perhaps the leskaothr regarding
intimacy as part of the mentoring relationship is due to the finding that while intimacy in a
mentorship does not seem to be of importance for male employees, it is particularly relevant for
female employees. Since most of the literaha®relied on data collected from Caucasian middle
aged North Americanmgn O’ Br i e n ,¢his coald explain @ity infimacy as a component

of the mentoring relationship has bdargelyoverlooked.

A second barrier to the development of mentorglgtronships found in this dissertation
is Demonstrating Capability. This barrier is defined as the need of the employee to be perceived
by others (such as colleagues and supervisors) as capable and competent by remaining independent
and not developing méoring relationships at work, and was present only for female participants.
The barrier Demonstrating Capability interesting because of twalements.First, it seems
counterntuitive forfemaleemployeegdo purposefullystay away from mentors during oaéthe

most crucial stages of their careers, the beginning. Having a mentor could have a vecasignif
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positive impact fowomenwho are trying to understand their surroundings and develop their
careersAs commented by Nemanick (2000, pg. 136), a mreocan be a very valuable tool for
career development, because mentors not only
advice and emotional support, but they can al
However, soméemaleemployees seeto believe that having a mentor in the early stages of their
careers could do more harm than gd®esearchers have studied the effects on mentees of negative
mentorships (which include less learning, lower job satisfaction and higher levels of stré&ss; Bu

& Eby, 2010) but there is no research suggesting thapnat@gés can experience more positive
outcomes than protégédn the contraryfrom small, tailored studies toetaanalysesresearch

on the effects of mentorshipdl conclude that having a mten has several positive outcomes for
protégéqincluding the metanalysis by Eby et al., 2008} is then unexpected to find thedme

women inthis study consider it more beneficfal their career advancementsremain menter

lessratherthan to deelop a mentorship at the workplace.

One possible explanation behind the barrier Demonstrating Capability thighagrrier
might be present in specific organizational contexts. This barrier was seen in academia and the
military, both contexts where caphty and ability to grformare highly regardednd expected
In these contextdemaleemployees might feel thairoving their skillset and abilitieshrough
independencwiill pay more dividends in the long run than having a mer8exeral researchers
have commented thahe influence ofthe organizational context has been largely ignored,
particularly when discussing the relationship between mentoring and gender (Ely & Padavic, 2007;
Ramaswami, Dreher, Bretz & Wiethoff, 2010Ely and Padavic (2007) ggested that
organizational context needs to be included in the analysis if researchers want to understand the
impact of gender in organizatioria.fact, Ramaswami et al. (2010) noted that the organizational
context had an effect on the outcomes of thatoreng relationshipRamaswami et al. (2010)
noted that cash cgmensation and career progressevhighest for female mentees withiseand
male mentors, working in makbominatedndustries (vere males represent 75% or more of the
industry, such as engy, transportation and utilities industrie3he authors concludethat
“.excluding business or organizational cont ex
obscure the size and directionality of a variety of important relationships immentn g r es ear c
(Ramaswami et al., 2010, pg. 40RAlthough the organizational context was not directly

investigated in this dissertatiorhet barrier Demonstrating Capabilityghlights how crucial
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organizational context can be when the aim is to urmaisinentoring relationships of female

employees.

Commitment of the Mentor, the third barrier to development of mentorship, is defined as
the mentee’s need to perceive that the mento
development of the mentogrrelationship. This barrier tthe development of mentorship was
found across industries and was present in both genders, being described as a crucial element for
the success of a mentorship. Tihisd barrie to thedevelopment of mentorshipesps nto an issue
that is vital for any relationship to work, the pledgadeby both partiestatingthat they will
work towards the growth and development of the mentordhis has been an issue largely
ignored by the mentoring litature because too oftearamtment is considered to be a given: the
mentee is committed to the mentorship because of all the benefits that this relationship will bring,
while the mentor is committed because of his/her altruism and will to help younger, talented and
skilled employeessucceeda nd b e c o me dudtessamednidgacyOrtiz-Walters &

Gilson (2005, pg4 6 4) di scussed that “Commi t ment repr e
relationship despite interpersonal challenges and has been found to contribute to-bedgvefl

each p @lthoughe commitment has only been considered as part of the mentoring
relationship by a handful of studies (including Allen & Eby, 2008; ON&lters & Gilson, 2005;

andPoteat, Shockley & Allen, 2009), the literature on commitmeiritarpersonal relationships

is much more vast. Commitment has bsigmaled as a crucial component of relationships (Finkel,

Rusbult, Kumashiro & Hannon, 2002and can predict the stability and longevity of several
relationships, including marriages amehdships (Allen & Eby, 2008).

According toPoteat et al(2009), commitment in a relationship has three components:
intent to persist, longerm orientation and psychological attachmethough limited, there is
evidence of the importance of mentor aoitment for the success of a mentorsiip.commentd
by Allen and Eby in 2008, protégés in formal mentgrielationships that repohtigh mentor
commitmentalsoreport higher levels of mentorship qualifyhe authors noted that commitment
of the mentord the mentorship was important footh female and male mentees (Allen & Eby,
2008).Poteat et al. (2009neasured the commitment level of both mentor and protégeaad
that when both mentor and mente more committed to the relationship, both padisplay

higher levels of satisfaction with the mentorsHipe findings of these previous studies along with
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the findings of this dissertation suggest thr@ntor commitmento the mentorships not only
significant for the satisfaction of both mentardamentee, but actuglplays a vital role in the

developmenbf a mentoring relationship for mentees of both genders.

Trust in the mentor was the fourth barrier to the development of mentorships found in this
dissertation, and this barrier was significéortprotégés of both gendeasross industriegrust
in the Mentor iglefined as the degree to which the mentee feels that he/she can trust his/her mentor
According to Rousseau, Sitkin, Burt and Camerer (1998 ®5) , “Trust 1 s a psYy
comprising the intention to accept vulnerability based upon positive expectations of the intentions
or behavior of anothérFurthermoreRichard, Ismail, Bhuian, and Taylor (2009) noted thasdt
allows parties in a relationship to-operate and work tagher through the reduction eélf
opportunism.The literature on interpersonal relationships has determined that traskey
element of social exchange and is usuallgyoasequence adé good behavior enacted by the
partnes, who will put the relatiortsp first and in front of selinterest (Finkel et al., 2002).
Rousseau et al. (1998) noted that trust arises when two necessary conditions are preteist: risk
is not needed whetie outcome is certain), and interdependence (thes gaainot be achied

withoutrelying on another person).

Trust has been signaled by several authors as being a key compbmementoring
relationship (Kram, 1985; Fletcher & Ragins, 20§&},has received very little empirical attention
(Fleig:Palmer & Schoorman, 2011FleigPalmer and Schoorman (2011) analyzed trust as a
moderator between mentoring and knowledge transfer while Chun, Litzky, Sosik, Bechtold and
Godshalk (2010) investaged trust in a mentorship bsing affected by emotiah intelligence.
However,trug as a fundamentatlement of the mentorship remains largely unstudigds
dissertatiomot only signals the relevance of trust for the mentoring relationship but also sheds

light into how trust is built within a mentorship.

As it was discussed in thmflingsof Study 2and according to the data collectdte way
trust is built seems to be different for male and female menteaneWw appeato build trust in
their mentors through the development of a personal relationship while for men trust is built
through theexpertise demonstrated by the mentor. In other words, although trust in the mentor is
a key element for a mentorship to develop for both female and male mentees, the way this trust

built varies significantly depending on tgender of tb menee. Trust development as described
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in this dissertation mirrors the findings of McAllister (1995), who noted that there are two forms

of interpersonal trust, affettased and cognitiebased trust. Based on the data collected, it
appears that women tenal develop trust through affect while men tend to develop trust through
cognition. Furthermore, MayeDavis and Schoorman (1995) suggested that trustworthiness
depended on three main factors, ability, benevolence and integrity. The data propose thiag the ab

of the mentor is a key el ement for male mentee
and benevolencelhese findings also seeto coincide with the way both genders develop
relationships in general, relyingrncemotional connection in thease of women and relying on

instrumentality in the case of méfukett et al., 1988)

These finding regarding trust development in menteesrali@e with findings inapplied

economics, marketing and psycholdafgat suggest that men trust more tharmea: while men

tend to build trust quickly and be very confident about that trust, women tend to build trust more
slowly and be more hesitant abgutiging others as trusorthy (Chaudhuri, Paichayontvijit, &

Shen, 2013Dittrich, 2015 Ertz, 201%. In a ecent study, Ertz (2015) noted thdien it comes to
building trust, women tend to use their intuition and rely in consensus, while men use numbers
and objective measureShaudhuri et al. (2013) also noted that while these differences between
men and wome are salient at the beginning of the relationship, the differences tend to dissipate

as trust between the parties solidifies.

The fifth barrier found in this dissertation regarding the development of mentoring
relationships wableed to Share a Goal/Vision I1't i s defined as the ment
his/her vision and workelated gals are the same #sose ofthe mentorThis barrier was fand
across industries but was particljyasaliert for male participantsThis barrier speaks to the
instrunmentality that male protégés look for in a mentoring relationship. Male mentees described
sharing a goal or a vision with their mentors as a necessary element for a mentorship to be
successful. This barrier suggests that male mentees look for a mentuitlthalp them advance
in their career, not by any means but by achieving the goals and the milestones that are important
for the mentedrinding this barrier in this study should not be unexpected: Kram (1985) noted that
one of the main purposes of a maship is for mentors to help protégés achieve their-teng
career goals. Therefore, the findings of this study suggest that for male protégés, the objectives of

a mentorship are very close to what the literature on mentoring has suggested, babieklth®
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protégé’ s career devel opment ( Kraboo,thisb@r@rbs ; Noe
however, is the fachat while it was very salient for men, it was not preseniviamen.There is

some evidence in the literature that suggests thratale mentees expect and receive more
psychosocial support than male protégdieq & Eby, 2004;Burke & McKeen, 1990; Ragins &

Cotton, 1999), which could indicate that female mentees go into a mentorship looking for
counselling, rolenodeling friendshipand acceptancendconfirmation rather than help with

career developmeas suchTherefore, this barrier strongly suggests that what male pratégks

in a mentor and a mentoring relationship (career advancement) is markedly different from what a

femak mentee looks for (support and guidance).

The sixth and last barrier to development of mentorship found in this studydnasation
for the MentorThi s barrier is defined as the mentee’
his/her expertise, experiemor personal qualities in general, and although it was present across
industries, it was only relevant for male participants. The data suggest that only male participants
consider it particularly relevant to feel some degree of admiration towards ther rfaanthe
mentorship to be successfiihis barrieris alsoin line with what the literaturproposesare some
of the qualities that a mentee looks for in a memtdmiration for the mentor wagported as key
to a mentomg relationship ¥ several reseahers including Kram (1985Allen et al. (2006),
Lankau et al. (2006and Gentry et al. (2008For menin this study careergoals and visions can
only be sharecand pursuedvith a mentor that is considered as worthy because of his/her
impressive set dkills, abilities and experience. A male mentee needs to feel that the mentor has
the tools that will allowhim/her toguide the mentee towards the goals and visions that have been
determined As it happened with the barrier Need to Share a Goal/Visiomiration for the
Mentor wasot present for women in this study. While male mentees prefer mentors they believe
have the skillset needed to help develop the
mentorswith whom they could develop intimacyamwhocould provide the appropriate guidance
for them.
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Barriers to Development of MentorshipEmelines, Interactionsand Pervasiveness

Thedata collected int@dies 1 and 2 not only provided evidence to support the existence
of the $x barriers to he development of mentorshipseviously described, batlso shed some
light into threeareas: the timeline or chronology in which these barriers present thembehes
these barriers intact with one another and the pervasiveness of the barriers.

In terms of the timeline ochronology of the barriers to development, althotighdata do
not allow strong conclusions regarding the order in which barriensf@sathemselves, the data
provide some hints regarding when these barriers become more dalite developing
relationship The data also allowo suggest that even though six barriers appear durinthe
initiation phase of the mentorship, theseems to besomegender differences regarding the

timeline in whichthese barrierappear and impedbéd development of mentorships.

For female employees, Demonstrati@gpability manifests at the very beginning of the
initiation phase, when women meet potential mentordand to decide itheir careers are better
served by staying independent and metdes.This barrier therefore blocksyrelationshigrom
turning into a mentorshithe moment it arise$Vhen this barrier is not present anymore (either
because it was n@resentto beginwitbor because the mentee’ s car ece
this barrier to dissipate), Need for Fit manifests itsElf. between mentor and mentee usually
comes after therbave been some interactions between mentor and mentee, interactions that
provide clues into the possibility of a connientto develop between ges. Trust in the Mentor
comes after there has been some conneestablishedetween mentor and mentaehich has
allowed the mentee to buitdust in the mentorcCommitment of the Mentor islightly different
from the other three barriers since itanstantlybeingevaluated byhe protégéluring theentire
initiation phase of the mentorshipherefae, commitment of the mentor could potentially
undermine the developing mentorship at any pastearly adefore any ther barriers have
manifestedliemselve®r as late aafter allotherbarriers have been overconkégure 4 presents
a visual representation of the chronology of leasritothe development of mentships as
experienced by female protégésuture research should considempirically testing this

chronology.
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Figure 4: Chronology of Barriers to Development of Mentorships for Women
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For men, the chronology of the barriers for depenent of mentorships is slightly
different. The first barrier to present itself is Admiration toward$tbaator. Mernwill not consider
approaching someone to become thaentor if they do nobelieve that this person has the right
set of skills and abilities to help the mentee develop his c&aee the mentesdmires thenenor
the relationship can begin build. Trust in the Mentor comes right after there is an admiration of
the mentee towards the mentor, and therefore in mentorships with male mentees trust appears
earlier than in relationships witgethe mentee is a womaleal to Share a Goal/Vision @ens
itself as the mentor and mentee have time and space to meet and discuss the career goals of the
mentee. As is the case for female mentees, Commitment of the Mentor is evaluated during the
whole length of thénitiation phase of the mentorshiphe chionology of thesdarriersfor male
protégésis presentedni Figure 5.Future research should consider empirically testing this

chronology as well.
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Figure 5: Chronology of Barriers to Development of Mentorships for Men
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Thebarriersto developmend#ct togetheto impede an initial relationship to develop into a
mentoship closely following the timelines previously describBdr protégésof both genders
barriers need to be conquer@tk at the timén the sequential order described in the timelitfe

one of those barriers cannot be overcpthen the relationship will not turn into a mentorship.

In terms of interactions between the barriers, the analyses did not findtaractions
between barriersin other wordswhenone barrier was present,doesnot imply that another
barrier would also be present. There seems to be a slight correlation for women between the
barriers Need for Fit and Trust in the Mentor, and for men between Admirations towards the
Mentor andTrust in the Mentorsuch thatvhen one of these is present, the other one tends to be
present as welHowever, the data suggest that this is a correlation and not an interaction between

these barriers.

Analyses were also conducted in order to determine whether the barriers wouwldt inter
with personal characteristics of the participants other than their gender. The results suggest that
the barriers do not interact with industry or profession, age, marital status of respondent or the fact
that the respondent had or did not have chil@tethe time of the interview. The only interaction

found was the one between career stage and Demonstrating Capability, as previously discussed.
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This interaction makes Demonstrating Capability more relevant or salient in the early stages of the
career andlissipates as the career advances.

Table 8 provides an overview of the barriers mentioned by the participants. The shaded
spaces correspond to the discussion of that barrier by the participant. This table shows the lack of

direct interaction between baars as well as the existence of the correlations previously discussed.

Table 8: Barriers to Development by Participant

Need to Admiration
Share Goal

Name Need for Demonst. Commit. of | Trust in the

Fit Capability the Mentor

Pablo
Monica
Lidia

Sabrina

Mentor to Mentor

Boris

Eric
Myriam
Greg
Beth

Cony

Fernando

Benjamin

Larry
Anna -
Sam
Chloe
Gabriel

Victor
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Liam

Ryan

William

Valerie

Harriet

Fanny
Bob
Ruth

Charles

Bella

Brian

Frank

Margaret

Although all barriers are significant and cardividually sentence the demise diet
emergent mentorshiphere issomevariance in the degred importanceof the barrieraccording
to the gender of the mentee. For female mentees, the most significant barrier seems to be Need for
Fit. Female protégés need to have fit wiithir mentorshot only to surpasthis barrier but also to
develop trust in the mentand overcome that barrier as weéllt is so important that @lsoacts
as a buffer fothe barrielCommtment of the Mentor. Women whzave a connection or fit with
their mentors W be slightly more lenient with the level of commitment of the mentor. In other
words, the mentor might not be as commitesdhe/she should be ideallyut if there is a fit
between mentor and mentt® relationship magtill develop into a mentorshipn the case of
male mentees, the most significant barrier seems to be Admiration towards the Mentomdthis is
only the first hurdle theelationshipneed to overcomebut it alsowill influence the other ttee
barriers. Male mentees wiadmire their metors will be able to develop trust in their mentor and
this admiration and trust will allow for some negotiation and margin to exist when discussing the
goals and visions of the mentorship. The admiration that the mentee professes towards the mentor
will also permit tanitigate the effects dhe commitment of the mentor in such a way thate
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mentees wha@admire their mentors will develop mentorships with mentors evireifmentor is

not completely and fully committed to the relationship.

Another inteesting implication of the data corresponds to the pervasiventssladirriers
Five of the six baiers need to be fully surmountddr the relationship to develop into a
mentorshipFemale mentees need to share a connection with their mentors argt thenu in
order for the mentorship to pass the initiation phase. Similarly, male mentees need to admire and
trust their mentors and to share goals and visions in order for the relationship to move on to the
cultivation phaseThe only exception seems te lthe barrielCommitment of the Mentor. This
barrier will impede the relationship from becoming a mentorship when mentees of both genders
perceive that the mentor is not committed to the relationship. However, the mentoaghstill
develop with a minimon level of conmitment from the mentor. After the minimum level of
commitment of the mentor is achieved, higHevels of commitmentwill not affect the
development of the mentorship but will omffect the quality of the mentorshiBommitment is
the only barrier identified in this dissertation that does not need to be fully overcome for a
mentorship to continue to the cultivation pha®ace the minimum commitment is attained, the
mentorship will developn such a way that higher commitment will letm higher quality
mentorships.

Implications of the Findings of this Dissertation

When all of these factors and findings are considered togetlher resuls of this
dissertation suggest thatemtoring is no exactly the same phenomenon for female and male
empl oyees. As commented by O Brien et al. (201
provided by middleaged white menwhich in part explains why we know so little about the
mentoring relationships of womemhe barriers téthe development thatra more salient for men
describe a mentoring relatiship that very closely reserablthe mentorships commonly discussed
in the literature. These mentorships are centered on work, and are focused -oelatedktasks,
accomplishments, challenges and ootes. However, the barriers tihe development of
mentorshig that are more salient for women describe a different kind of mentoring relationships

altogether These mentorships have the worikented componentst traditional mentorshipbut
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they also haveomponents that go beyond the realm of work, to include aspectbehaia

resemblance ta more personal relationship or even friendship.

As discussed at the beginning of this dissertation, thereramgutestionshat the mentoring
literature has nobeen able to conclusively answéihe findings of this dissertation allote,
however cautiously and tentativeshed some light into possible answdiise frst un-answered
guestionwas, are female employees undeentored when compared to their maleleagues?

The data obtained iBtudy 1suggest that women in academia are wmdentored, not as Ph.D.
students but as professors. It appears that when women are part of a system that supports the
development of mentorships in the workplésach as beinghian apprenticeship during doctoral
studies) these relationships develop with eddewever, when women enter organizations that do

not have these supportive systems in placentorships are difficultot establish. Given these
resuls, it is very possil@ that the contradictory findings in the literature regardirgguhder
mentoring of women ardue to thdack of analysis of therganizational context of the sample

used (as suggested by Ramaswami et al., 28d&Jies that have suggested that womemader
mentored have gathered their sample from organizational contexts that ardomaitated and

that have very little support for mentoring relationships (including city managers, accountants and
global managers; Fox & Schuhmann, 2000; Kaplan, Kei@attalo, 2001; Linehan & Scullion,

2008). On the other hand, studiesncludingthat women are not underentored have used
student samples, as the case of the study by Dreher and Ash (1990). The university setting is more
balanced in terms of gender dilstition andmay be more supportive aientoring relationships
betweenprofessor and stent. The findings of this dissertatisnggest that to truly understand

the experiences of women with mentoring relationships, the organizational context has to be
cardully considered. The lack of consideration for the organizational context of the sample could

also explain why metanalyses arrive to different conclusions than smaller, more tailored studies.

The second wanswered questiotiscussed in the literaturewiew regrding women and
mentoring wasf women are in fact undenentored, what is causing this phenomendh@
findings of this dissertation suggest that the answer to this questiaomplex one, for there are
several causes to this phenomenon. Tésearchdoes notsupportbarriers to access to mentors
(as suggested by NoE988b)nor gender issues (as propddyRagins & Cotton1991)as causes
for the undermentoring of womenThe findings of this study ppmsethe existence of two causes
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previowsly unexaminedn the literatureFirst, agoreviouslydiscussed, the organizational context,
and in particular, the lack of suppdiar the development of mentorshipsund in some
organizationatontexsis one of the causes of the uneeentoring of woren.Second, the barriers
to development of mentorshipsearthed in this study also explain why women are under
mentored when compared to their male colleagues. The barrtbestevelopment of mentorship
portray very different mentoroiff female and mal employeesMen look for someone with an
impressive set of skills, abilities andvel of experience that can propel them to higher
organizational echelond®Vomen look for a mentor that cguide them not only through their
organization and career but@ksupport and direchém throughife as a woman (sometimes wife,

sometimes mother) in the workforce.

Thefindings of this dissertatioalsoallow providing suggestions fothe development of
both informal and formal mentorships the workplace Organiations that wish to foster and
promote the development of informal mentorshped to be explicitly supportive towards the
development of these relationships. This dissertation has suggested that the lack of support is one
of the reasons behind the unaeentoring of womenlt is particularly relevant for organizations
to openl support and bless informal mentorshipspecially among those who haweently
entered the workplacdthis in order to eradicate the barrier Demonstrating Capability)
Organizatbns should emphasise the imamce of mentoringy activelylimiting any suspicions
that having a mentor could harm the career advancement of young empldyresare at least
two ways in which organizations can promote the development of informal rsigipg One way
is to make mentorships part of the organizational culture. Organizations that want to foster
informal menobrships should organize opportungtivhere junior employees can meet senior
employees througbkocial events. Organizations can alsordinate workshops on mentoring for
anyone interested in developing a mentorship as a mentor or as a mentee. Thes@svedsiado
serve two purposes: @low mentees to meet potential mentors anchamage both mentees and
mentos expectations regardn t h e me nt or s A sgednd way totfasterntlees
development of informal mentorships in the workplace is to allow and promote the development
of networkinggroups. As commented by Allen akthkelstein (2003), these networking groups
might allow the creation of developmental relationships. Although the support found in
developmental relationships is more limited when comparing these to mentorships, the members

of a developmental relationships do receive support and even some of the functionsaibditio
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associated with mentorships (Allen & Finkelstein, 200Bandler et al., 201Higgins & Kram,
2001).

This studyalsohas significant implications for organizations trely on formal mentoring
prograns. The findings of this research suggest thah& mentoring systems need to be tailored
at least according to the organizational context and to the gender of the mentee. The days of random
matching of mentor and mentee should be over; systems should now morph to resemble a match
making service if thgwant to be efficient and successflihis means that future formal mentoring
systems should include the following steps. First, potential mentor and mentee should be allowed
to go through people’s profiles ( wdskiishands houl d
even interests beyond the workplace) and identify people they would like to Atleatet al.
(2006, pg.576) noticed that one of the most important elements to develop successful formal
mentoring programs “ ..i sotégés peeaive that they haveairiputimte nt o r
t he mat c hiRosp(2003 alsc siggssts that mentees should compietaoring scales
such aghe Ideal Mentor Scale, so that they can identify the qualities that they are looking for in a
mentor All these tools would allow for the mentee to evaluate the possible fit between mentor and
mentee even before they meet, which coulg lbgercome two barrierdeed for Fitfor female
protégés and Admiration towards the Mentor for male meng&esond, ptential mentor and
mentee should be able to meet and interact freely which would allow them to get to know each
other(and other potential counterparb®fore committing to the mentorshiphird, once mentor
and mentee are matched, a list of goals with deadlimasld be established by mutual agreement.
This list could help ease the impact of the barrier Need to Share Goal/Vision particularly for male
protégésDetermining goalsn advance alsallows to manage expectations ofttbanentor and
mentee and ibelpsclarifying the role of both parties (Allen et al., 200%his list of mutually
agreed upon goahould also include specific meeting dates to enable mentor and mentee to meet
regularly. Set dates for meeting can allow both parties to commit to the rsbiptherefore
increasing the chances of succeysdecreasing the effects of the barrier Commitment of the
Mentor (Allen et al., 2006)Last but not least, formal mentoring relationships usually have an end
date: this should be reconsidered. Deadlinesxpiry dates may erode the commitment of the
parties by signaling that the relationship has an end in sight insfemdongterm intention.
Mentor and mentee should be allowed to continue the relationship for as long as they want to.

Thesefour suggestins couldsignificantlyimproveformal mentoring programbygiving a voice
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to both mentor and mé&e in the matching process, ffimulating the creation of commitment to

the relationship and bgasing the impact of the barriers to development foundsrstidy.

Limitations and Future Research

Unfortunately, his study does have its limitationshé most salienbne being the
generalization of the finding$he sample used was North American and white collar, which could
limit the generalization of theonclusions reached in this dissertatibiowever, this limitation
opens several very interesting avenues for future research. First, future researatecelagd
scales for each of the six barriers to development in order to test these barridesgaitiand
more diverse samples. Second, given that some researchers such as Chandler et al. (2011) have
suggested that culture could affect the mentoring relationship, this variable should be included in
future research and studied in more defHhird, altrough the sample used in this dissertation
came from different industries, the organizational context was not analysed. As commented by
Ramaswami et al. (2010) the organizational context has an effect on the development and
outcomes of mentoring, so futuresearch should include organizational context as a central
variable.Fourth, regarding organizational context, one interesting venue for future research on
gender and mentoring would be to analyse organizations that arelomaileated, such as the
military. This would allow to gain insight on the barrier Demonstrating Capability, possibly

determining if in fact this barrier is gender and context specific.

Another potential limitation of this dissertation refers to the fact that the coding of the data
was performed by the researcher and not byralependent codeAlthough some researchers
might question the objectivity of the results obtained in this disserthéoausdhe analysis of
the data wadgone by the researchalone quditative researchersode their own data in an effort
to make sense of the massive volume of information obtained during the data collduteon
being true to t hAscgnmented byi Pateom (2G0pg. 483), iqualdative
researchers are involved ineveryasge€t t heir studies “Because qua
every stage, on the skills, training, insights and capabilities of the inquirer, qualitative analysis
ulti mately depends on the analAlghbugicthid practet el | e ¢

common in qualitative research might call into question the objectivity of qualitative results in
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general, it is important to remember that the purpose of qualitative research is to give insight into

people’ s experiences amd nont ottch ege neorradtse  oghuja
cannot provide the mirror reflection of the social world that positivists strive for, but it may provide
access to meanings people attribute to their

2002, pg. 00)

A third potential limitation is theelated to the sampling technique used in this dissertation
As discussed by Patton (2001, pg. 237) , Ssnov
informationr i ch key i nformant s ..” . hhiQue argue that snowballo f t I
samplingcould lead to the sebelection of the participants. However, the sample used in this
dissertation was very diverse, with participants from different age groups, gender, industry,
occupation, career stage, marital ssatuaving or not having children and even experiences with
mentoring in the workplace. In fact, the only commonality of the participants was that they were
all white collar employees. Therefore, this diversity of the sample significantly diminishes any
corcerns regarding the sedtlection of participants. One interesting avenue for future research
would be to test the presence and salience of the barriers to the development of mentoring with a

blue collar sample.

Concluwsion

It is very possible that thissionly the start of an academic and practitiesrégnted
discussion on how both formal and informal mentoring relationships at work can be nurtured and
encouraged, in order for mentors and mentees to reap all the benefits that successful mentorships

haveto offer.

This dissertation makes several contributions to the mentoring literature. First, this study
compared and contrasted the experiences of female and male protégés, noticing that mentorship is
not exactly the same phenomenon for men and women. &eitios dissertatiomneartied the
existence of barriers to the development of the mentoring relationship. Until now it was widely
believed that the only significant barriers that a mentorship had to overcome where those that
limited the access of mentets potential mentors. Although barriers to access might still be

relevant in some contexts (for example, when an employee first arrives to an organization and

84



therefore has very limited network within the organization), barriers to development impact the
mentorship for mentees of both genders, across industries and at different stages of career
development. Future researchatliocuses omarriers to development could allow us to gain a
deeper understanding of mentoring relationships in the workplace. Gedthoughuntil now

some of these barriers had receivedhs attention individuallypnly now there is evidence to
suggest that all six of these elements are not only preferable in a mentorship but actually act as
hurdles that might impede the developtnara mentoring relationship. Third, the salience of these
barriers seems to vary by mentee’'s gender and
implications both for organizations as well as for future research. Not all mentees and mentors are
created equal and therefore not all mentorships are created equal either. The six barriers to
development are mactevel rules of what makes or breaks a mentorship, but it is important to
keep in mind that these relationships are embedded in an orgarazatotext that influences the

dyad as well as the mentorship.

This disertation started with ongm: to gaina deeper understanding of the experiences
of women with informal mentoring at work. The finds of Sudy 1 not only lead tinsights
regardingthese experiences but also uncovered the existence of a barriemttwing previously
unknownin the mentoring literature, namely barriers to developm&tudy 2 was therefore
corceived as a way to deepen the knowledge gadhar&udy 1 by focusing o the factors that
aid/impede the developmentiaformal mentoring relationshgat work for both men and women
menteesThe data collected and analyzed in both studies allowed to grasp and define the six
barriers to development of mentorships at wdirough this process and the lessons gathered
regarding the success and failure of informal mentorships, it has become apparent that current
formal mentoring systems need to be improbgdhe tailoring these systems according to the

ment ee’ s ¢ eigatiomal comtextd or g a
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Appendix 1

Interview Protocol Study 1

Thank you for participating in my research interview. The purpose of my research is to
understand mentoring relationships in academia. Therefore, the questions in thisvinteitlvi
focus on your experiences and perceptions regarding being a mentor and/or a protégé. This

interview should take approximately 1 hour.

Introduction

- If you had to think of someone who has had an influence in your career, who would come
to mind? Howhas he/she made an impact? Can you think of somebody else that has been
important for your professional development?

- How would you define a mentor?

Being a Protégé

- Do you have a mentor right now within your organization? Outside the organization? Tell
me about your relationship. How did it come about? What kinds of things do you do
together, what does he/she do for you?

- Have you had a mentor previously during your career as an academician? Tell me about
that relationship, how it came about, what that pedid for you, what kinds of things you
did together?

- How do you think having/not having a mentor has had an influence in your career?

- Can you talk about the pros and/or cons that having/not having a mentor has had in your
career development?

Being a Mentor

- What about experiences you’'ve had as a me
someone right now within the organization? Outside the organization? Tell me about that
relationship, how it came about, what you do for that person, what kinds of ylongko

together?
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- What about other experiences of being a mentor?

- What, in your opinion, does it take to mentor someone? What are the positives and
negatives of being a mentor to someone?

- Have you ever considered why you do/don’t

- Doyouthn k some of your students could see you
as protéges?

Conclusion

- Do you know of colleagues who have (or have had) a mentor? How do you think having a
mentor has had an impact in their careers?

- Do you know of colleaguesho have (or have had) a protégé? What are your impressions
of what that experience was like?

- If you could have a mentor who provided you with exactly what you think you need/want

in your career, what would he or she be like or do, what would the relapdms like?
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Appendix 2
Interview Protocol Study 2

Thank you for participating in this study. The purpose of this research is to understand

mentoring relationships in the workplace. Therefore, the questions in this interview will focus on

your experiences as a protégé. This interview should take less than one hour.

Introduction

How long have you worked for the company? What are the main advantages and
disadvantages of working for this company? Can you tell me about your previous positions
in the company? Can you describe current your job? Which are your responsibilities? How
long have you been in this position?

If you had to think of someone who has had an influence in your career in this company,
who would come to mind? How has he/she madingact? Can you think of somebody
else that has been important for your professional development?

How would you define a mentor?

Successful Experiences with Mentors

Think about your relationships with mentors. Do you have a mentor right now within your
organization? Tell me about this relationship. How did it come about? What about past
mentorships?

What factors have helped you develop these mentorships?

Unsuccessful Experiences with Mentors

Now think about relationships that you wish had but did no¢ldgvinto mentorships. Do
any come to mind? Tell me about this experience. Why did you want this person to become
your mentor? At what point did you notice that the relationship was not developing into a

mentorship?
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- What factors impeded you from developagnhentorship with these people?
Conclusion

- Can you talk about the pros and/or cons that having/not having a mentor has had in your
career development?

- What factors do you think are needed for a mentorship to develop?

- If you could have a mentor who proeid you with exactly what you think you need/want
in your career, what would he or she be like or do, what would the relationship be like?

- Is there anything else about mentoring t

to mention?
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