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This article explores the factors
that impact mentoring relation-
ship through a qualitative study
of 88 mentor- mentee pairs in a
formal mentoring program in a
large Indian manufacturing or-
ganization. The study found that
if the intensity of interaction is
high, frequency does not play a
vital role. The mentor- mentee
pairs have been classified on the
basis of the nature of the rela-
tionship on a favorable —unfa-
vorable continuum. The orga-
nization which has been chosen
for the study is one of the few
companies in the country to pro-
vide a formal structured
mentoring program. The study
has practical and theoretical im-
plications as factors impacting
successful mentoring relation-
ship would contribute to future
design of mentoring programs as
a developmental intervention in
Indian organizations.
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Introduction

Mentoring relationship is an intense
reciprocal interpersonal exchange be-
tween asenior experienced individual (the
mentor) and aless experienced individual
(the protégé), characterized by guidance,
advice, counsel, feedback, and support
provided by the mentor for the protégé’'s
personal and professional development
(Eby, Rhodes & Allen, 2007; Kram, 1985;
Fletcher & Ragins, 2007; Kram, 1996).
M entoring enhances employee skills, aids
their socialization to a new work setting
and improves career outcomes for
mentees. Perceived and actual benefits
of mentoring for mentorsinclude visibil-
ity, sense of fulfillment, and having aloyal
support base (Eby, Durley, Evans &
Ragins, 2006; Ragins & Scandura, 1999).

Need for the Paper

Although more than 500 articles on
mentoring have been published in man-
agement and education literature world-
wide during the last 20 years, (Noe,
Greenberger & Wang, 2002; Wanberg,
Welsh & Hezlett, 2003), there have been
limited studies of mentoring relationship
in the Indian context. Not many re-
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searchers have classified the pairs based
on the nature of relationship on afavor-
able — unfavorable continuum. (fig. 1).

AsRussell and Adams (1997) note, crit-
ics of mentoring research have lamented
the absence of theory-driven research.

Fig. 1 Favorable Mentoring Relationship Continuum

Despite the increase in Indian man-
agement research since liberalization in
the early 1990s, studies on Indian
mentoring are still perceived to be lack-
ing (Bhawuk, 2008b; Budhwar &
Bhatnagar, 2009; Pio, 2007). With alarge
number of global companies entering the
Indian market, the “war for talent” has
significantly intensified among Indians,
who now have a plethora of organiza-
tional challenges, leading to a problem of
employee motivation, commitment, and
retention. It istherefore vital for manag-
ersand employersto focus on career and
talent management strategies such as
mentoring (Bhatnagar, 2007).There ap-
pears only three studies (Baruch &
Budhwar, 2006; Budhwar & Baruch,
2003; Gentry, Weber & Sadri, 2008) that
referred to workplace mentoring in In-
dia. We found no systematic examina-
tion of the dynamics of work-based
mentoring among Indians.

M ethodology

The study was conducted in a large
manufacturing organization, noted for its

legacy of developing several generations
of leaders through an on-going process
of informal mentoring, over decades. On
account of the changing competitive land-
scape and its ambitious growth and glo-
balization plans, the company realized the
need to focus on mentoring its young
breed of technical hands, recruited in
large numbers from the best engineering
collegesin the country and encourage the
talent to develop roots in the organiza-
tion. It isbelieved, that to alarge extent,
the relationship of the juniors with their
seniors, through programs such as
mentoring, would considerably influence
the progress of human resource devel-
opment in the organization. Moreover, it
is the only organization which gives
mentoring in aformally structured man-
ner. Special permission has been taken
from the respondents to use this data for
research purpose. Both the researchers
discussed the transcripts. Thishelpedin
making a more objective analysisto in-
crease the validity of the study.

The current research was primarily a
gualitative study spread across 3 months.
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However, in order to classify the pairs
based on the nature of relationship on a
favorable — unfavorable continuum, the
guantitative study was done in the first
stage. Both the mentors and menteeswere
administered same set of questions to

check the consistency of the response given
by both on similar questions for afair as-
sessment of therelationship. Thiswasdone
toincreasethe credibility of the study. The
guantitative assessment resulted in 4 kinds
of pairs as shown in Table 1.

Table 1 Classification of Mentor Mentee Pairs (Response-Relationship Matrix)

Mentor Response/
Mentee Relationship

Favorable

Unfavorable

Favorable
Unfavorable X

Used for qualitative analysis (27) X

Used for qualitative
analysis (18)

In order to identify pairs where
both mentors and mentees perceived
their relationship to be favorable / un-
favorable, 14-item coded questionnaires
(Ragins, Cotton & Miller, 2000) was
distributed separately to all the 88
mentees and their 44 assigned men-
tors (ratio 2:1). The mentors and
mentees were invited for an informal
feedback session by the researchers.
The items measured the extent of
acknowledgement of the relationship
(e.g. how well does the mentor/mentee
know you / how well do you know the
mentor/mentee), satisfaction with the
matching process (e.g. did you find
mentor/mentee of your choice), evalu-
ation of the program (e.g. To what ex-
tent could you freely talk to your men-
tor/mentee about anything) and fre-
guency of meetings (e.g. on how many
occasionsin the last oneyear have you
met your mentor/mentee). The above
mentor & mentee satisfaction scale had
areliability of 9.54 and 8.5 respectively.

The questionsinthe qualitativeinter-
views were designed to assess the

mentoring relationship. (Appendix 2). The
guestions probed the mentors on issues
such as their awareness about the de-
velopmental needs of the mentee, the
motivation of the mentor and the steps
taken to address them (Appendix 1). In-
terview was also conducted with
mentees. It should be noted that a semi
structured interview format wasfollowed
in-order to facilitate further probing to
facilitate an in-depth analysis of the re-
lationship.

Sample

44 mentors who were senior execu-
tivesof the organization with over 20 years
of work experience (35 male mentors and
9 female mentors). 88 mentees (engineers
selected through rigorous selection pro-
cedures from the most premier and pres-
tigious engineering institutes of India; 65
male mentors and 23 female mentees).
Age Range: MENTORS - 35 years — 45
year, MENTEES — 22 years — 26 years.

The qualitative study was inductive
in inquiry, which began with close read-
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ing of text and attempting to uncover the
less obvious contextual or latent content.
The researchers attempted to understand
the participants’ experience and under-
standing of the phenomena. The inter-
view transcripts were analyzed for con-
tent related to themes coming from the
complete experience of their relationship
so far, including the positives and the
negatives. For example the varying con-
notations associated with particular
words used by participantsin Hindi and

the degree of interaction and enthusi-
asm was subjected to content analysis.
Even the body language of the partici-
pants was interpreted.

The coding of dataidentified the fre-
guent occurring themes (Table 2).This
study did not use software packageslike
Nvivo/MaxQDA because the tools only
help in recording and organizing and
could not substitute for the intellectual
effort in coding the data.

Table 2 Frequency Analysis of Themes in the Structured Interview Transcript

Favorable Pairs

Unfavorable Pairs

Dimensions Aspects Frequency Percentage Frequency Percentage
Goals of the Sense of Duty 15 55.55 3 16.66
Mentor Personal Learning 9 33.33 2 22.22
Visibility & 1 3.70 13 72.22
Recognition
Others 2 7.40 1 5.55
Mentors Autocratic 4 14.81 14 7777
L eadership Participative 3 11.11 1 5.55
Styles Nurturant 19 70.37 1 5.55
Others 1 3.70 2 11.11
Mentee High 16 59.25 0 0
Development Moderate 8 29.62 5 27.7
Low 3 11.11 13 72.22
Attitudinal Positive 21 77.77 3 16.66
Factors of Negative 6 22.22 15 83.33
Mentor
Attitudinal Positive 23 85.18 4 22.22
Factors of Negative 4 14.81 14 77.77
Mentee
Frequency of 0-2 2 7.40 13 72.22
Interaction 3-7 10 37.03 2 11.11
(within ayear) 7-12 15 55.55 3 16.66

Propositions

Based on the responses of the par-
ticipants propositions have been framed.
Some of the responses along with inter-
pretation are listed here to elucidate the
nature of exercise undergone.

Human needs as defined by Maslow
are the basis of one’s existence which
can be understood as personal objectives
and/or goals, which eventually shapethe
entire existence of an individual. The
Eriksonian polarity at the life stage of
mentor, “generativity versus stagnation,”
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suggests the potential value of a mentor
relationship. Through enabling others, the
midlifeindividual satisfiesimportant gen-
erative needs (Erikson, 1963; 1968; 1978)
and also has the opportunity to review
and reappraise the past by participating
in ayounger adult’s attempts to face the
challenges of early adulthood.

Theme Analysis process suggested
that there were three main goals of the
mentor: - Sense of Duty, Personal Learn-
ing and Visibility & Recognition. One of
the mentors said that “It is a part of our
duty to look after them...build long term
relations... they are the managers for
tomorrow” . The analysisfurther revealed
that for around 89% of the mentors in
the favorable pairs goals were more
linked to Sense of Duty and Personal
Learning. On the other hand for around
72% of mentors in the unfavorable pair
the goal wasmorelinked to Visibility and
Recognition. Another mentor said that “|
want to be recognized for being a good
mentor...1 would have felt better if |
would have been given a letter for
mentoring”. Thus, it could be concluded
that the means adopted to achieve these
goalseventually shape the mentoring re-
lationship.

‘ The means adopted to achieve
these goals eventually shape the
mentoring relationship. \

Proposition 1: The goals of the mentor
affect the quality and nature of
mentoring relationship.

Asto the identification of the domi-

nant |eadership style used by mentorsin
their relationship with mentees, the re-
sultsindicate predominance of nurturant
task leadership style. A nurturant leader
“caresfor his subordinates, shows affec-
tion, takes personal interest in their well-
being, and aboveall iscommitted to their
growth.” In the process, there develops
arelationship of understanding, warmth,
and interdependence, leading to higher
productivity and better growth. An auto-
cratic leader demands complete loyalty,
unconditional submissiveness and full
compliance from his subordinates. The
participative leader is essentially frater-
nal in hisinteractions. He treats his sub-
ordinates as equal s though unique in po-
tential contributionsto the group. (Sinha,
1980).

Theme Analysis process suggested
that there were three main styles adopted
by the mentor: - Autocratic, Participative
and Nurturant. One of the mentees said
“He has been like a father to us... he
gives us even pocket money to spend, we
arelike hisdaughters”. For around 70 %
of the mentorsin thefavorable pairs pre-
dominant leadership stylewas Nurturant.
On the other hand for around 78% of
mentors in the unfavorable pair the pre-
dominant | eadership style was autocratic.
One of the autocratic mentors said “|
want my mentee to meet me every day

Proposition 2: Thereisasignificant rela-
tionship between favorable mentoring
and mentor’s leadership style.

M entors who were motivated to ful -
fill the needs and expectations of their
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mentees by using resources within their
reach have experienced a better quality
of mentoring relationship. Their mentees
reflected ahigh degree of affiliation; com-
mitment and adoration for the mentor.
The mentors having seen such develop-
ments in the relation were further moti-
vated to devote more attention to the re-
lationship.

‘ Those who experienced greater
need fulfillment enjoyed better re-
lationship quality \
Patrick et a (2007) also confirm the
link between need fulfillment and quality
of relationship. They recognize 3 basic
psychol ogical needs: autonomy (feeling not
coerced in to one’s actions), competence
(feeling capable), and relatedness (feel-
ing connected to others). In one of their
studiesthe authors used adiary recording
procedure and tested amodel inwhich the
association between need fulfillment and
relationship quality was mediated by rela-
tionship motivation. Those who experi-
enced greater need fulfillment enjoyed
better relationship quality primarily be-
cause of their tendency to have more in-
trinsic or autonomous reasons for being
intheir relationship. Theanalysisrevealed
that for around 89% of the menteesin the
favorable pairs need fulfillment was mod-
erateto high. Onthe other hand for around
72 % of the mentees in the unfavorable
pairs need fulfillment was|ow. One of the
mentees expressed his satisfaction in the
following words: “Wo samjhte hai humari
saari baatien kyonki who bhi UPsehai...
(He understands all my feelings, asheis
also from state of Uttar Pradesh)....”.

Proposition 3: The extent of fulfillment
of the needs of the mentee impacted
the quality of the relationship.

Attitudes represent an individual’s
degree of like or dislike for something.
They are generally positive or negative
views of aperson, place, thing, or event.
They are tendencies or orientations, es-
pecially of mind. Attitudes are represen-
tations of one’'s evaluations, preferences
towards a wide variety of objects. Atti-
tudes are based on information (Morgan
& King, 2001). Attitudes of mentor and
mentee play crucial rolesin building their
relationship. Thus a positively oriented
relation is most likely to stand a better
chanceof survival primarily, and secondly
the learning from the relationship also
expands. Our analysis revealed that the
mentor’s relationship with a positive at-
titude mentee is more favorable than that
with a negative attitude mentee. A men-
tor who was allocated two mentees with
different attitudes said the foll owing about
his positive attitude mentee“ | am always
there with my mentee when he needs me
the most”. On the other hand he did not
have the same level of commitment for
his negative attitude mentee. The quote
indicates that even when asimilar situa-
tion was faced by two mentees the dif-
ferencein their attitude created a differ-
ence in their relationship with the men-
tor. The mentor commitment to mentoring
relationship was more when the mentee
attitude was positive. Table 2 shows that
in favorable relationships 78% mentors
have positive attitude while 85% mentees
have positive attitude. In unfavorable
relationship 83% mentors have negative
attitude while 78% mentees have nega-
tive attitude.
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Proposition 4: The attitudinal disposition
contributes to the quality of the
mentoring relationship such that a
positively disposed attitude resultsin
more favorable outcome in the
mentoring rel ationship.

‘ Frequency of interaction among

the mentors and mentees has been

found to significantly affect and/or

impact the mentoring relationship. \

The focus of the current study is not
so much on what healthy mentoring re-
lationshipis. It ismore about what mean-
ing did people as individuals make of
what a healthy mentoring relationship
means to them, their attitudes, prepara-
tion and factors (both intrinsic and ex-
trinsic) which enable effective and/or
healthy mentoring relationships. A
mentor’s prior experience of mentoring
in any relation as a guide or a counselor
may affect the present relationship. Fre-
guency of interaction among the mentors
and mentees has been found to signifi-
cantly affect and/or impact the mentoring
relationship. Majority of the mentors ex-
pressed lack of time hindering their rela-
tionship. The number of interaction and/
or meeting with the mentor helps one
trace the growth of amentoring relation-
ship. A patterned growth in the mentoring
relationship has been found among all
frequently interacting research partici-
pants. In their words, they have de-
scribed their relationships, as growing
from formal interactions that can be ex-
plained as the introductory interactions,
initial rapport building and/or ice-break-
ing sessions followed by informal inter-

actions- discussions about work; how to
enhance ones career; different career
prospects; helping the mentees familiar-
ize with the organization and also help
the mentee develop his/her convoy sys-
tem within the organi zation; advice and/
or suggestions on projectsto do or not to
do; how to maximize on the period of
training. Gradually informal interactions
becomestheir comfort zone, in which one
isableto openly and freely express about
family, friends and sometimes discuss
areas at a more personal and intimate
level.

However, our analysis has revealed
a rather interesting facet related to fre-
guency of interaction. Evenin the favor-
able pairs some mentors and mentees
were satisfied with less number of inter-
actionsalso if theintensity of interactions
was high.

Proposition 5: The quality of mentoring
relationship is dependent on the fre-
guency of interaction between the
mentor and the mentee. However if
the need fulfillment of mentee can
happen with less meetings as well
then frequency is not a major factor.

Frequency of interaction does not
play asignificant roleif need fulfillment
of mentee can be achieved through less
meetings al so.

Findings & Conclusion

In thisresearch study, we discovered
that the goal s of mentoring could be nu-
merous. These can vary from contribut-
ing back to the company to interacting
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Fig. 2 Mentoring Relationship Model

MENTOR CHARACTERISTICS

Leadership style of mentor

Attitudinal disposition of mentor

Goals of mentor

MENTEE CHARACTERISTICS

Need fulfilment of mentee

Attitudinal disposition of mentee

with the younger generation for challeng-
ing, new thoughts, ideas and/or bridging
their empty nest syndrome.

It was noted that the personal needs,
goalsand objectives of the mentor aswell
as the developmental needs of the
protégé were pivotal in shaping the qual-
ity of mentoring relationship. Thus, man
being a social animal has to operate in
the society in co-ordination with the oth-
ers, which is similar to structure func-

MENTOR - MENTEE
RELATIONSHIP

tionalist theories of sociology, but in an
organization, man satisfies his personal
objectives through the collective objec-
tives of the organization. In layman’s
terms he fulfils his personal desires and
needs such asrecognition, visibility inthe
organization as a mentor etc. through
organizational goals.

Fulfillment of the mentee’s devel op-
mental needs, contributes towards the
growth in the relationship thereby the
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quality of mentoring relationship. Fre-
guency of interaction was found to be a
key enabler towards understanding of
developmental needs of the protégé.
However, if the need fulfillment can hap-
pen through less meetings al so then fre-
guency does not play amajor role. Men-
tors, who attributed paucity of time as
hindrance to mentoring relationships, also
stated that they were unclear on their
roles as mentors, leading usto conclude
that unfavorable mentoring relationships
may be more an outcome of lack of clar-
ity on rolesof amentor and the mentoring
process, than lack of time. Thishighlights
the need for more focused training inter-
ventions on mentoring.

Each mentor-mentee relationship is
unique. However a unique pattern
evolved across the pairs interviewed.
With “India on growth track in next 15
years and people across the spectrum
participating in the growth process and
deriving benefits from it, mentoring re-
search has to align with the needs of the
current generation by focusing on fac-
tors that lead to exponential growth in
relationship building rather than causing
mere satisfaction.

‘ Each mentor-mentee relationship
is unique. \
Some More Findings

The mentor’s position and career
stage in the organization seemsto influ-
ence his mentoring relationship, wherein
mentors in more influential position
seemed to conceptualize the mentoring

concept from his’her own world view,
than mentorsinrelatively lessinfluential
positions. One can therefore conclude
that mentoring cannot be isolated from
organizational systems and processes.
Therefore, there appears a need to view
mentoring from an HR systems perspec-
tive. Mentors might also value the rela-
tionship just because the mentee/protégé
isfrom similar socio cultural context as
him/her. We al so conclude that one of the
indicators for success of formal
mentoring relationships is the extent of
prior experiences in informal mentoring
relationships. This could become one of
the inputs for future selection of men-
tors.

Limitations

Mentoring relationship has a wide
range of variables, continuously progress-
ing and changing across organizations,
companies and institutes; however this
study could focusonly ona‘single’ com-

pany.

Purposive sampling limited the scope
of conducting an exhaustive study and
delivering a rich and varied data. The
study was based on mentoring relation-
ship at time 1 (eight months) after being
assigned the mentors. However, since
there was no data collected at time O,
that is, at the start of the relationship, the
exact progress/growth trajectory of the
relationship could not betraced. Thisin-
hibited amore thorough understanding of
factors contributing towards mentoring
relationship. A longitudinal study would
have helped usto validate the factors that
contribute to growth in mentoring rela-
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tionship with time, although the present
cross sectional study is significant as it
examines both the perspective of the
mentor and the mentee.

Future Directions

The research being cross-sectional,
traced the growth of eight month long
relationship, however, factorsimpacting
mentoring relationship should be studied
through alongitudinal method. This study
was a qualitative narrative exploratory
study; thus, the researchers have at-
tempted to quote verbatim. There is a
need now to formulate testable hypoth-
eses, based on the phenomena studied to
arrive at a theoretical understanding.
Each of the variablesidentified, impact-
ing mentoring relationship need to be
taken forward for further investigations.
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Appendix 1
Interview Schedule for Mentor
° Please recall the last interaction with your mentee .What do you generally discuss with
your mentee?
° Are you aware about your mentee’s developmental needs at this point of time?
° How have you looked upon your role as a mentor?
° Please rate yourself in the scale of 1-10 based on the quality of your relationship. Why

have you given yourself this rating? (justify) What is an ideal rating and how do you

think you can achieve it?

° What has been some of your personal as well as professional benefits derived from this

relationship?
Interview Schedule of Mentees:

Name:  Sex: Age
Educational Qualifications: College/Institute:

° Please elaborate on one of your (positive) interactions with your mentor?

° Describe your mentor-mentee relationship?

° Why according to you is your relationship; positive and/or negative and/or healthy and/or
not so healthy?

° What are your personal and professional expectations from this relationship?

° In your future plans, how does your mentor help you achieve and/or affect it?
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° Any experiences (not so good/good experiences) so far, which you would want to reflect
upon?
° What is you unique role as a mentee/protégé that you were playing in the relationship?

Appendix 2 Mentorship Feedback Form (For Mentors)

Dear Mentors,

Kindly fill up this brief survey questionnaire by choosing the most suitable option based on your
perception of the MTTs mentoring program

Your responses will be kept confidential &will be used entirely for bringing about improvementsin
the ongoing mentoring process/program.

You may tick “ (by dragging the tick) or color the appropriate boxes /save the survey form & mail it
back to me please. On a 4 point rating scale mark 4 if you agree to a very great extent, 3 if you
agreeto a great extent, 2 if you agree to some extent and 1 if you do not agree at all.

1. How well do you know your mentee?

2. How well does your mentee know you?

3. How well do you feel that your mentee understands you as a mentor and your expectations
from the relationship?

4. To what extent do you feel the mentee recognizes your potential to serve as a mentor to him?
5. Are you happy with the mentee selection process?

6. Did you find a mentee of your choice?

7. What are the chances you feel your mentees assigned to you were personally inclined to be
guided and mentored by you personally & professionally?

8. Are you happy with the quality of interaction that has taken place so far between you & your
mentee?

9. How would you characterize your relationship with your mentee?

10. Were you able to focus on personal development of your mentee & yourself in the mentoring
relationship, so far?

In the next 3 questions kindly comment on the quality of your mentoring interactions

11. “I felt that | could freely talk/relate to my mentee about anything”?

12. “1 completely trust my mentee”

13. “There was a great deal of open communication between my mentee and me”

14. On how many occasions in the past one year have you met your mentee?

15. Could you state two benefits you felt arising out of this relationship?

16. How could we make the mentorship process more effective?

17. Your general comments on the mentoring initiatives.

Appendix 3 Mentorship Feedback Form (For Mentees)

Dear Mentees. Please fill up this survey questionnaire by choosing the most suitable option based
on your perception of the mentoring program

You may tick or color the appropriate boxes /save the survey form & mail it back to me
(sushmita@tatasteel.com) please. Your responses will be kept confidential & be used entirely for
bringing about improvements in the mentoring process. On a4 point rating scale mark 4 if you
agreeto avery great extent, 3 if you agree to a great extent, 2 if you agree to some extent and 1 if
you do not agree at all.

1. How well do you know your mentor?

2. How well do you feel that your mentor understands your problem and needs?

3. How well does your mentor know you?

4. How well do you feel that your mentor recognizes your potential ?
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5. Are you happy with the mentor selection process?

6. Did you find a mentor of your choice?

7. What are the chances you feel your mentor was personally inclined to guide you solve problem
at your work?

8. Are you happy with the quality of interaction that are taking place between you & your mentor?

9. How would you characterize your relationship with your mentor?

10. Were you able to focus on your personal development in the mentoring relationship?

11.To what extent would you agree to the following three statements?

12. 1 felt that | could freely talk to my mentor about anything?

13. | completely trusted my mentor

14. There was great deal of open communication between my mentor and me

15. On how many occasions in the past one year have you met your mentor?

16. Could you state two benefits you felt arising out of this relationship?

17. How could we make the mentorship process more effective?

18. Your general comments on the mentoring initiatives.
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