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ABSTRACT
The Value of the Mentor-Protege Relationship as Perceived by the Mentor,
the Protege and the Protege’s Boss
by Terrie Lynn Nolinske

This study identified how the mentor, protege and protege’s boss perceived
the value of the mentor-protege relationship. Do they perceive the value of the
relationship in a similar or dissimilar way? Also discussed are benefits of the
relationship perceived by respondents as being most beneficial and least beneficial.

Seventy-five people from a mentor program of an international corporation
completed a 12-page questionnaire containing items of potential benefit from the
relationship to the organization, mentor and protege. Respondents perceived
some benefits of the relationship in significantly different ways.

Mentors and proteges were most likely to perceive improved inter-
departmental communication as a benefit. Mentors were most likely, bosses
least likely, to perceive the following as benefits to the organization: improving
intra-departmental communication, helping women/diverse individuals succeed,
building better work teams and spreading a power base around the organization.

Mentors/bosses and mentors were more likely than proteges and bosses to
perceive mentoring as increasing the mentor’s confidence. Mentors/bosses
ascribed a higher value than mentors to the item: a mentors’ recognition increases

within the organization. Mentors ascribed a higher value than proteges to the
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item: mentors gain an opportunity for leadership. Mentors more than proteges
perceived that the protege feels supported from the relationship.

Bosses were significantly less satisfied than other groups with coaching,
counseling and acceptance-and-confirmation functions of the relationship.
Mentors and mentors/bosses were more likely than proteges and bosses to
perceive the relationship as being beneficial.

Since the mentor-protege relationship affects the protege’s behavior,
attitudes and skills on the job it is important to include the protege’s boss in some
aspect of the relationship. Results of this study support the concept of peer
relationships, indicating that a triadic relationship (mentor-protege-boss) may be
more appropriate than a dyadic one (mentor-protege). Recommendations for

including the boss in the mentoring process are presented.
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INTRODUCTION

The mentor-protege relationship is assumed by organizations to be an
important means of career development for both the mentor and the protege.
This relationship has benefits for both mentor and protege -- benefits that might
include renewed interest in work, satisfaction received from helping another to
learn the ropes and politics of the organization, and the opportunity to learn new
attitudes, behaviors and skills. The organization as a whole benefits from the
mentor-protege relationship since the relationship develops new talent, aids in
employee recruitment and retention and fosters communication across depart-
ments within the organization.

The literature contains numerous articles and studies focusing on the
benefits to the mentor and the protege. However, few studies, if any, look at how
these benefits are perceived by the mentor, the protege and the protege’s boss.
How do they perceive the mentor-protege relationship and do they perceive the
value of the relationship in a similar way? What do they identify to be the most
and least important benefits of the mentor-protege relationship to the mentor, to
the protege and to the organization? Answering these questions may help
organizations more clearly define goals and outcomes of the mentor-protege
relationship when they offer employees opportunities for professional growth and

development.



PROBLEM STATEMENT

Of the articles and studies documenting the benefits of the mentor-protege
relationship some examine the benefits of the relationship from the standpoint
of one of the three individuals involved but few, if any, include the mentor, the
protege and the protege’s boss. In fact the protege’s boss has been virtually
ignored in the detailing of events surrounding the mentor-protege relationship yet
this individual plays an important role in integrating the protege into the job and
work environment. The mentor-protege relationship has implications for the
protege-boss relationship. It would seem important to describe how each
individual associated with the mentor-protege relationship, including the boss,
perceives the benefits of that relationship to themselves and to the organization.

While numerous benefits resulting from the mentor-protege relationship
to the mentor, to the protege and to the organization have been described it is
unknown how those benefits are defined and whether or not those benefits are
perceived in the same way by the mentor, the protege and the protege’s boss. In
identifying benefits of the mentor-protege relationship, do the mentor, protege
and protege’s boss value similar or different things? Describing these benefits
may help organizations structure the mentor-protege relationship within their

professional development programs.



STATEMENT OF PURPOSE

The overall purpose of this study is to determine which functions in the
mentor-protege relationship are perceived as being more beneficial, thus of more
value, to the mentor, to the protege, and to the protege’s boss. This will help
determine whether or not these three groups perceive mentoring in a similar or
dissimilar way. It may also show whether or not groups who share similar
perceptions value the relationship more than those groups who differ in their
perceptions of the benefits of the relationship.

The first purpose of this study is to identify how the mentor, the protege
and the protege’s boss perceive the value of the mentor-protege relationship. It
is also to determine whether they perceive the value of the relationship to
themselves and to the organization in a similar or dissimilar way.

A second purpose of this study is to identify outcomes perceived as being
most beneficial and least beneficial by the mentor, the protege and the protege’s
boss to themselves and to the organization.

A third purpose of this study is to assist the participating organization i
conducting an assessment of their Mentor Program and help them to further

define new directions for their professional development program.



RESEARCH QUESTIONS

How do the mentor, the protege, and the protege’s boss perceive the value

of the mentor-protege relationship to themselves and to the organization?

What do the mentor, the protege, and the protege’s boss perceive to be
of most benefit to themselves and to the organization as a result of the

mentor-protege relationship?

What do the mentor, the protege, and the protege’s boss perceive to be
of least benefit to themselves and to the organization as a result of the

mentor-protege relationship?

Do the mentor, the protege and the protege’s boss perceive the value of
the mentor-protege relationship to themselves and to the organization in

a similar or dissimilar way?



LITERATURE REVIEW
Mentoring Defined

Mentoring relationships have been prevalent since ancient times. In Greek
mythology, when Ulysses began his ten year odyssey he entrusted his son,
Telemachus, to his friend Mentor -- the goddess Athena in disguise. Mentor
became father, teacher, advisor, protector and friend to Telemachus as the two
developed a relationship based on mutual trust and affection. Dictionary and
thesaurus descriptions of a mentor include teacher, guide, wise one, counselor,
guru, big brother/sister, father/mother, protector, advisor, sponsor, coach, tutor,
master, swami, and pundit. Dictionary and thesaurus descriptions of a protege
include disciple, ward, student, pupil, follower; one whose welfare, training, or
career is promoted by an influential person; from the French and Latin
meaning to protect (Landau & Bogus, 1987; Morris, 1970).

Mentoring has been described as a gift exchange with the mentor showing
the protege a new way of seeing and doing, providing a new vision of life
(Gehrke, 1988). It has also been described as a "human phenomenon of
profundity” (Yamamoto, 1988). The mentor-protege relationship has been
referred to as a magical and mysterious process due to the close emotional
attachment that can develop between mentor and protege. It is this emotional
intensity so often found between mentor and protege that sets the relationship

apart from role modeling, coaching or sponsorship -- activities often used
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synonymously with mentoring (Horgan, 1992; Rogers, 1982). The Dictionary of
Titles ranks mentoring as the highest and most complex level of functioning in
the people-related hierarchy of skills (Alleman, 1982).

The mentor-proteze relationship may be viewed by some to be less an
emotional investment and more a payback to the next generation -- a chance for
one generation to guide and help establish the next. In a successful relationship,
the protege becomes independent and productive at last, linking the past with the
future as thoughts of unfulfilled dreams move the protege forward (Barnett,
1984). The mentoring relationship is thought by some to be one of the most
important relationships a person can have in early adulthood (Levinson, 1978).
The mentor, usually eight to fifteen years older than the protege, has greater
wisdom, authority, and nurturing qualities. The mentor invites the protege "...into
the new occupational world, shows him around, imparts his wisdom, cares,
sponsors, criticizes, and bestows his blessing. The teaching and sponsoring have
their value, but the blessing is the crucial element..." (Levinson, 1978, p. 266).

During the relationship the mentor pulls the protege up through the
profession and the organization much as an apprentice finally becomes a master
in his chosen vocation. Personal qualities of effective mentors tend to be double
edged, as described in the following quote:

Effective mentors possess mature and integrated personalities.

They have experienced that season of their lives in which they
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learned to balance the extremes of their natures, knowing how to
be both destructive and creative, masculine and feminine, attached
and separate, young and old. As executives they present a persona
characterized by hard decisionmaking (destructive), assertiveness
and dominance (masculine), independence (separate) and
seriousness (old). To nurture proteges, however, they dream and
build for the future of another (creative), are supportive and
empathetic (feminine), caring and loving (attachment), and playful
(young). Good mentors are strong in their beliefs and convictions
-- are dominant people -- but have another side to their
personalities which allows them to be gentle, hopeful, and accepting
of the protege’s uniqueness...it is a gift that ennobles the fortunate
(Weber, 1980, p. 21).

Few proteges describe their mentors in the classical sense of a nurturer,
supporter, wise teacher or guide, although in one study over two-thirds of them
describe someone who groomed them for a higher level position (Merriam,
Thomas & Zeph, 1987). The true character of the relationship is depicted in the
following quote: "Mentors are guides. They lead us along the journey of our
lives. We trust them because they have been there before. They embody our
hopes, cast light on the way ahead, interpret arcane signs, warn us of lurking

dangers, and point out unexpected delights along the way" (Daloz, 1986, p. 17).
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Recent literature reveals the mentor of the 1990s to be a senior person in
terms of age and experience, providing information, role modeling, motivation,
advice and emotional support for a junior person (the protege) in an interactive
relationship which includes political and socialization experiences. This senior
person teaches the protege subtle aspects of the organization, exposes the
corporate culture and provides the junior person with political perceptions and
visibility necessary to move into senior positions (Bowen, 1985; Bolton, 1980;
Carden, 1990; Hunt & Michael, 1983; Keys & Wolfe, 1988; Merriam et al., 1987,
Noe, 1988; Sands, Parsons & Duane, 1991; Schmidt & Wolfe, 1980; Vance, 1982;
Weber, 1980).

Recent literature also makes note of characteristics or qualities thought to
be appropriate for the protege to ensure his or her success. In the past the
mentor has been older than the protege but this is changing with recent
organizational restructuring and downsizing. In order to maintain a position
within the company, older employees may find themselves under the guidance of
a younger supervisor. Organizations have found the mentor-protege relationship
helpful in training or cross training those employees who remain. Employees no
longer remain at the same company for life, so it is not unusual to see individuals
with second and third careers learn the ropes under a mentor younger than they
are. To be compatible with desirable qualities of the mentor, the protege should

demonstrate (or have the potential to demonstrate): dependability, responsibility,



initiative, respect, trust, good communication skills, an upwardly mobile attitude
and keen interest in learning (Auster, 1984; Carden, 1990; Hennefrund, 1986;
Hunt & Michael, 1983; Kirk & Reichert, 1992; Robertson, 1992).

As much as both. mentor and protege learn from each other and benefit
from the relationship, most proteges give up their mentors when in their mid to
late thirties. Most mentor-protege relationships last from two to twelve years and
few individuals have more than three or four mentoring relationships in their
lifetime (Levinson, 1978). These time frames may vary, depending on whether the
relationship is formal or informal. Zey (1985) contends that six months is a
minimum in which to orient someone to a corporate culture and teach
management skills. The program coordinator of a formalized mentoring program
at 3M supports that contention (D. M. Stanislawski, personal communication,
July 30, 1993). When using a formal program to achieve these functions it is
unrealistic to expect to see substantive results in less than one year and some say
the program itself should be run for at least three years in order to see results
and evaluate its effectiveness (Murray, 1991). This too may change due to the
restructured, leaner organization of the 1990s which seems to on occasion use the
mentor-protege relationship as an orientation to the job or as a training tool to

ease job transitions.






