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Abstract

This paper explores the basics of mentorship programmes, which is gaining much
deserved recognition as an effective form of developmental relationships. Mentoring
plays a pivotal role in fostering personal and professional growth by providing
guidance, support, and knowledge-transfer from experienced mentors to mentees. The
paper provides an overview of mentorship, its origin and key characteristics. It
examines the roles and responsibilities of both mentors and mentees, highlighting the
importance of establishing effective communication and building trust within the
mentoring relationship and explores the core skills involved in mentoring, emphasizing
the importance of mentor training and development programmes to ensure mentors
possess the necessary skills involved. Acknowledging the challenges to effective
mentoring in educational institutions, some strategies are suggested to circumvent
issues such as imbalanced mentor-mentee ratio.
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Origin of the term Mentor return to Ithaca, she did so in the
In the Odyssey, when Odysseus left guise of Mentor.

home in order to fight in the Trojan

war he left behind a young son, Over time, “Mentor” has become a
Telemachus. To ensure that term for the purpose that the
Telemachus receives proper character of Mentor served in the
guidance and advice in his absence, Odyssey: to impart wise and
Ulysses placed him under the care seasoned guidance, knowledge and
of his trusted friend Mentor. Mentor support to one less experienced.
proved worthy of the trust vested Thus, mentoring refers to a
upon him and provided sage developmental relationship where
counsel and guidance to an older individual, known as a
Telemachus during the tumultuous mentor, utilizes the knowledge of
twenty years of his father’s absence. their experiences to guide and
Such was his efficacy that when counsel a younger individual,
Athena, the goddess of wisdom, known as a mentee.

wished to approach Telemachus and

later on Odysseus himself after his Within this relationship, mentors
21
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serve two primary functions. They
act as coaches, offering valuable
advice to enhance the mentee's
professional/academic performance
and development. This function
helps the mentee grow in their
chosen field. Secondly, mentors can
be role models and provide a vital
support system for the mentee,
fulfilling a psychosocial function. In
this  capacity, mentors offer
guidance and  encouragement,
helping the mentee to navigate both
professional  development  and
work-life balance. The mentorship
provides explicit and implicit
lessons that contribute to the
mentee’s growth in their
career/academics and overall life.

The mentee, in contrast, is the
individual who receives guidance
and support from the mentor.
Usually an individual with less
experience, the mentee seeks to
acquire knowledge and skills in a
specific domain. If receptive to
feedback, the mentee wuses the
guidance provided by the mentor to
set goals, enhance their strengths,
address weaknesses, and make
progress in their chosen field or
area of interest. The mentee’s active
participation and willingness to
learn play a critical role in the
success of  the mentoring
relationship.

“The mentoring relationship exists
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between one individual in need of
developmental guidance and
another individual who is both
capable and willing to provide that
guidance” (American Psychological
Association, 2012, para. 3).

Forms of Mentoring: Informal and
Formal

According to the manner in which
the  relationship is  formed,
mentoring relationships can be
classified into two types, namely
formal and informal. Informal
mentoring relationships may occur
spontaneously between individuals.
This may happen when the parties
have certain things in common,
belong in the same social circle or
share the same interests. The
relationship may be initiated by the
mentee who require assistance or
support to complete certain specific
tasks or guidance around certain
decisions. Such mentoring
relationship may occur within social
groups or it may also exist within a
larger organisation without being
recognised or labelled as a
mentoring relationship.

Formal
occur

mentoring relationships
when organisations
specifically design structures to
facilitate and maintain  such
relationships. Formal mentoring
programmes may manage the
mentor-mentee matching process
instead of letting these relationships
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emerge on their own. In these cases,
guidelines may be drafted for the
principles and objectives of the
programme, and also the frequency
of the mentoring sessions. Mentors
are either volunteers or they may be
drafted to the duty and assigned a
specific number of mentees for a
certain duration.

According to Wanberg, Welsh, and
Hazlett  (2003), six  primary
characteristics of formal mentoring
programmes can have a direct

influence on the programme's
effectiveness:

(a) Programme objectives: The
objectives of mentorship
programmes may vary from

organisations to organisation. In
some organisations, the purpose
may be smooth initiation or
enculturation of newcomers. In
others it may be for intensive
development of a target group. An
ideal mentorship programme for
educational institutions would be a
values-oriented combination of
both. Objectives determine the
scope of the programme while also
facilitating the goal-setting process.
(b) Selection of participants:
“Formal mentoring programmes
are generally more effective when

mentors voluntarily participate,
rather than being drafted or
coerced, and are intrinsically

motivated to help mentees” (Baugh
& Fagenson-Eland, 2008, p. 249). It
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has been noted that coerced
mentoring can have adverse effects

such as mediocre or negative
outcomes.
(¢) Matching of mentors and

mentees: Some programmes permit
mentors to review the profiles of
prospective mentees and select
accordingly. Or the organization
may appoint administrators to
match the partners based on certain
common  criteria. ~ Mentorship
matching based on tallying criteria
complements the relationship. The
criteria may include field of study,
human or professional interests,
values, personality, etc.

(d) Training for mentors and
mentees: “Orientation or training
programmes for mentors and
mentees can help both parties
establish a psychological contract
for the relationship” (Wanberg &
Welsh, 2003, p. 52). Key factors such
as establishing clear a structure of
expectation, goals, and nature of the
relationship, communication and
conflict resolution skills should be
emphasized. A poor mentoring
experience can cause long term
damage even leading to a loss of

trust in growth-oriented
relationships.
(e) Guidelines for frequency of

meeting: Studies have shown that
clear guidelines for meetings results
in more frequent meetings and
more effective mentoring. The
guideline may suggest which party
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is to initiate the sessions, the
parameters of the sessions and what
each party may contribute to the
sessions.

(f) Goal-setting procedure: Specific,
attainable, relevant, and time-
bound goals provide structure and
meaning to the relationship. Both
mentor and mentee should be clear
of the purpose and the expected
outcome of the relationship.

Core Mentoring Skills
“Effective mentoring requires more
than common sense. Research

indicates that mentors and mentees
who develop and manage successful
mentoring partnerships
demonstrate a number of specific,
identifiable  skills that enable
learning and change to take place”
(Wanberg & Welsh, 2003, p. 40).

According to Linda Phillips-Jones,
effective mentors and mentees use
specific  processes and  skills
throughout their relationships.
These are skills and processes that
can be developed for a more
enjoyable and productive result.

“Unless a fairly structured process
and specific skills are applied,
mediocre mentoring relationships
occur. Not much happens, and
participants become frustrated with
their well-intended but haphazard
efforts. Worse, disappointed
participants become convinced that

mentoring doesn’t work” (Phillips-
Jones, 2001, p. 2).

Core mentoring skills for mentors
as well as mentees:

1. Listening Actively: Active
listening involve appropriate verbal
and non-verbal responses. This is
the basic skill upon which the
development of all other skills
depends. Active listening
demonstrates to the speaker that
their opinions and concerns have
been heard and understood.
Listening without judgement or
unnecessary interruptions is not
only a courtesy but can encourage
timid speakers.

2. Building Trust: Trust is as vital in
a mentoring partnership as in all
partnerships. It is something which
requires time as well as effort.
Respect for the other, keeping
confidences and keeping one’s word
are the essential factors for the
process of building trust.

3. Encouraging: According to Linda
Phillips-Jones, the most valued
mentoring skill is verbal positive
encouragement. Sincere
compliments on achievements,
actions and traits or expressions of
appreciation and gratitude boots
self-worth and encourages
development.

4. Identifying Goals and Current
Reality: To identify current reality
involves a Kknowledge of one’s
strength, weaknesses and also the
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specific areas where help is
required. Self-awareness is the
basis on which goal-setting should
be explored. For any assistance to
be productive, goal-setting is
important. Even tentative goals can
provide a structure and direction to
the process.

How is mentoring relevant?
Mentoring is relevant and valuable
for a wvariety of reasons across
different domains and contexts:

1. Knowledge Transfer and

Exchange:  Effective  mentoring
involve transfer of knowledge, and
expertise from experienced

individuals to those who are less
experienced. It is a passing of
wisdom which helps novices learn
from the successes and mistakes of
their mentors which can lead to an
acceleration in the growth and
development of the mentees. In
turn, mentoring can help mentors
practice and build interpersonal
skills, strengthen knowledge, gain
fresh perspective and stay updated
on new trends and ideas.

Effective mentoring creates a legacy
of knowledge and expertise that can
be passed down through
generations. This continuous
process of learning and sharing
knowledge enriches the collective

expertise within a field or
community. “These programmes
serve as a bridge, connecting
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individuals from different
generations and providing them
with valuable opportunities to learn,
grow, and connect” (Winstanely,
2023, para. 4).

2. Personal and Professional
Development: Mentors can facilitate
personal and professional
development of mentees.
Identifying strengths and
weaknesses and strategizing
attainable goals is a crucial element

of mentoring. Having someone
believe in one’s abilities can
improve self-confidence and

motivate self-improvement which
can have a positive impact on goals
setting. For students, mentoring can
enhance the educational
experience. The personalized input
and intellectual stimulus from
teacher-mentors can  motivate
greater achievement in academics.
Mentors can also offer valuable
insights into career opportunities,
career choices, and provide advice
on how to advance in their chosen
field. Mentors often have
established networks and resources
within their respective fields. This
can open avenues for collaboration,
partnerships, and professional
connections to a mentee.

3. Motivation and Accountability:
Mentoring can motivate a mentee to
stay focused and committed to their
goals. Regular check-ins and
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accountability mechanisms within
the relationship can help Kkeep
mentees on track and encourage
them to overcome obstacles.
Effective mentors foster leadership
skills and qualities in their mentees,
preparing  them  for  future
leadership roles in their academic,
professional, or personal lives. The
University of Washington (2020)
outlined three skills mentors can
help develop in their mentees: oral
and written communication sKkills,
team-oriented skills, and leadership
skills.

4. Diversity and Inclusion:
Mentoring can play a crucial role in
promoting diversity and inclusion.
Pairing mentors and mentees
across backgrounds encourages
cultural competency  through
familiarity and  understanding.
Furthermore, mentoring support
could be the crucial Ileverage
required by individuals from
underrepresented groups. It can
also create a more inclusive and
equitable environment by
addressing potential barriers and
biases. The skills and awareness
built in  these relationships
permeate the organization, helping

members  better deal  with
differences or diversity among
themselves.

Addressing Mentorship Imbalance
in the Mentor-Mentee Ratio in
Educational Institutions
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“Effective mentoring advances the
discipline because students often
begin making significant
contributions long before they
complete their graduate degrees.
Such students are more likely to
have productive and distinguished
careers that reflect credit on their
mentors and enrich the discipline”
(University of Michigan, 2018, p. 6).

While mentorship can enhance the
overall educational experience and
equip students for academic and
professional endeavors, achieving
effective mentoring in educational
institutions can be a challenge. As
mentioned, research shows that
formal mentoring programmes have
greater chances of success when
mentors are voluntary participants.
In an educational institution,
mentoring students may be a
mandate for faculty rather than a
voluntary initiative. Moreover, due
to logistical considerations, a
teacher may be assigned mentees
beyond what is considered the ideal
mentor-mentee ratio which is 1:1 to
1:5, according to, Mentorink, an
award-winning platform for
developing mentoring programmes
for companies like Siemens and

I’Oreal. This imbalance can
undermine the intended benefits of
mentorship programmes.
Establishing a meaningful

connection requires time and effort
and with a large number of
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mentees, a teacher may struggle to
allocate  sufficient time and
attention to each individual,
potentially hindering the
effectiveness of the mentorship.
This may result in superficial
interactions with little
comprehensive support or quality
advice and guidance. Mentees may
feel neglected or overlooked leading

to  disengagement from the
mentorship process.
Managing a large number of

mentees can be overwhelming for
the mentor, leading to stress and
burnout, negatively affecting the
mentor’s ability to provide effective
support and guidance to any of their
mentees. Teachers may resort to a
one-size-fits-all approach. This is
contrary to the spirit of mentoring
and mentors may miss out on
recognizing and promoting specific
opportunities that align with the
individual strengths and interests of
each mentee. This could impact the
mentees’ overall growth and
development. effective
mentoring requires an
accommodation of the unique
characteristics of each mentee, thus
fostering a more tailored and
meaningful developmental
experience. In the case of the
teacher/mentor, such a situation
contributes to increased workloads
and may detract from their primary
teaching or professional

AS
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responsibilities  while  yielding

minimal positive outcomes.

As such, it is best to avoid token
mentoring:  assigning  mentors
merely for the sake of having a
mentor, as it may lead to superficial
relationships without substantial
benefits. Allocating resources to

ensure manageable mentorship
loads contributes to a more positive
and impactful mentoring

experience for all involved.

Strategies for Managing an
Imbalanced Mentor-Mentee Ratio
While it is important for educational
institutions to carefully consider
mentor-to-mentee ratios, it may
not always be feasible due to
existing conditions. To ensure
inclusiveness and parity, every
student must be assigned a mentor
and the standard teacher-student
ratios in institutions may result in
teachers being assigned more
mentees than what is considered an
ideal or optimal ratio. This
imbalance poses a challenge for
educators in providing personalized
guidance and support to each
student in an optimal manner.

Effectively mentoring a large
number of mentees presents unique
challenges but the challenges are

not unsurmountable.  Strategic
planning involving various
communication platforms,
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acquiring adequate support and
skills, setting goals that align with
the existing situations, encouraging
independence among mentees
along with thoughtful
implementation and cooperation
from all involved can mitigate the
drawbacks and optimize the
positives of such situations. Some
basic strategies are examined:

1. Communication Channels: “The
effectiveness of communication in
the mentoring process is positively
and directly influenced by non-
verbal channels and tools of
communication, written and oral
channels and tools of
communication as well as social
engagement in the mentoring
process” (Rollnik-Sadowska, 2022,
p. 8). The first step is to establish

clear communication channels,
such as regular group meetings and
online platforms to maintain

contact and efficiently disseminate
information, updates, and resources
to all mentees. Technology can play
a crucial role to streamline
communication and resource-
sharing. Virtual platforms, emails,
and messaging apps can facilitate
quick and convenient interactions,
while making it easier to reach a
larger audience. Group sessions,
whether online or offline, that
address common concerns or topics
relevant to all mentees allows
mentors to efficiently share
information with multiple
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individuals simultaneously.

2. Creating Sub-Groups and
Considering Peer and Alumni
mentorship: Dividing mentees into
smaller groups based on
class/semester or common needs,
interests, or goals can ensure a
more personalized attention and
interaction than addressing one
large group. Promoting a culture of
peer support among mentees by
encouraging them to  share
experiences, insights, and strategies
with each other can create a
collaborative learning environment.
Alternately, alumni mentorship and

peer  mentorship could be
considered  supplementing the
guidance provided by faculty
mentors.

Mentorship involving alumni is an
opportunity  for alumni of
institutions to donate their time and
experience to current students,
while in peer mentorship, senior
and experienced students mentor

their peers. Such mentorship
emphasizes support and
relationship-building and can

create a dynamic exchange of
knowledge, skills, and perspectives
among participants. Mentees may
also find it easier to relate to such
mentors. This relativity contributes
to a stronger sense of trust and
connection and thus to the
development of a supportive
community within an educational
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institution. However, peer and
alumni  mentors  should be
trustworthy individuals who are not
inclined to negative influence, and
can offer a positive experience, and
who are likely to be committed to
the programme and their mentee
for the required period. A screening
process to assess applicants will
help find mentors who meet these
basic requirements (Blaber, 2006).

3. Realistic Goals: It is important to
establish realistic and achievable
goals for both mentors and mentees
with a clear outline of expectations
and priorities. This can ensure that

the mentoring process remains
focused, purposeful and
manageable. It also safeguards

against later disappointment and
frustration on both sides. Again,
encouraging mentees to engage in
self-reflection and to take an active
role in their own development help
alleviate some of the burden on
mentors while fostering
independence among mentees.

4. Mentoring  Support and
Assessment: A mentoring network
can be a support system for
mentors. It provides a platform for
mentors to share insights, discuss
challenges, and collaborate on
effective  strategies.  Scheduled
check-ins and assessments to gauge
the progress of both mentors and
mentees ensures that everyone is on
track and also provides opportunity
to address any emerging challenges
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promptly. Mechanisms for regular
evaluation on the effectiveness of
mentorship programme based on
feedback from both mentors and
mentees encourages continuous
improvement in the relationships
and the programme. Frequent
professional development
opportunities such as trainings and
workshops enable mentors to
enhance their mentoring skills, time
management, and strategies. To
motivate both mentors and mentees
to stay engaged and committed,
positive reinforcement such as
recognition of  achievements,
milestones, and successes within
the mentoring programme could be
instrumental. This not only boosts
morale but also reinforces the
significance  of efforts made,
fostering a more gratifying and
enriching mentoring experience for
everyone involved.

For a supportive and effective

mentorship  environment  that
contributes  positively to  the
personal and professional

development of everyone involved,
it is important to ensure that the
mentorship programme aligns with
the overall goals and mission of the
institution.

Conclusion

A successful mentoring relationship
involves the mentor in developing
the next generation of leaders. This
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can bring a sense of rejuvenation in
the mentor’s own personal as well
as career development.
Additionally, mentors often find
themselves enriched by fresh ideas
and insights through their mentees,
fostering a reciprocal learning
environment. Beyond  personal
rewards, mentors contribute to
building a legacy, enjoy enhanced
communication skills, and expand
their networks, all of which lead to
increased job satisfaction and
recognition within their profession.
Ultimately, mentoring becomes a
fulfilling way for mentors to give
back to the community and
contribute positively to the future of
their profession.

The mentor-mentee relationship is
built upon the foundation of trust,
mutual  respect, and  open
communication. fosters a
supportive and nurturing
connection that benefits both
parties. According to Steven
Spielberg, mentoring is not about
creating someone in one’s image

It
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but giving someone the opportunity
to create themselves. As the mentor
imparts their knowledge and
wisdom, the mentee gains valuable
insights and guidance to explore,
discover, and define themselves.
This  collaborative  relationship
contributes to the growth and
development of both the mentor
and mentee, creating a positive
impact on their respective paths.

In conclusion, mentoring is relevant
because it accelerates personal and

professional growth, fosters
supportive relationships and
contributes to the overall

development of individuals and
communities. It remains a vital and

effective  way of transferring
knowledge and building stronger,
more resilient, and successful

individuals and organizations.

“Research has consistently found
mentored individuals to be more
satisfied and committed to their
professions than non-mentored
individuals” (Wanberg, et al., 2003,

p. 41).
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