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Abstract

Mentoring has been identified as a crucial step in achieving career success. However, business educators
are yet to recognize and harness the value of mentoring. Currently many institutions in Nigeria offering
business education do not have formal mentoring programmes even though it is a strategy for business
educator’s development. Hence, this paper presents an overview of mentoring and how it can assist
business educators to develop, improve their teaching skill and excel in their profession. It focuses on four
stages of mentoring that build on one another to form a developmental sequence for the business educator
mentor and mentee. It was recommended that since mentoring can lead to career success the Association of
Business Educators of Nigeria (ABEN) should start to consider modalities for including formal mentoring
in the business education programme and recommend same to the National Universities Commission and
other relevant bodies.
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Introduction

It is generally believed that entering practice in any profession offers a major
challenge to newly qualified practitioners. The period is a formative one where the
knowledge, skills and attitudes acquired during a programme of education are applied in
practice. It represent a transition period which can be stressful as well as challenging as
new demands are made upon individuals who are seeking to consolidate their skills. It is
therefore a period when the protégé is in need of guidance and support in order to
develop confidence and competence (Mckimm, Jollie and Hatter, 2007). This need has
generated interest in mentoring. An interest that has risen to an all time high with these
mentoring programmes touted as a way to help the young graduate get on tract and also a
way for successful adults to give something back to their communities.

The concept of continuing support after qualification for a period through
mentoring or other similar schemes is well established in many professions, such as
teaching and social work and is being introduced by more and more organizations.
Higher institutions offering business education programmes can use mentoring schemes
to provide support for:

o Specifically identified groups (new business educators)
. Development and work based programme
o Individuals going through change or transition
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o Improved effectiveness of the organization and individuals.

Mentoring is only one form of support. Individuals may be supported in other
ways, e.g. by colleagues (peer support) counselors, tutors/teachers, the managers, work
teams and friends or parents. It is important to recognize that an individual may have a
variety of support for a variety of reasons, including more than one mentor; at any one
time and that this mix of support may vary over a period of time.

It is necessary at this point to give on overview of mentoring and how it can assist
business educators (mentees) to develop, improve their teaching skills and excel in their
profession, by focusing on: (a) Business education programme (b) Roots, meaning and
benefits of mentoring (c) The four stages of mentoring that can build on one another to
form a developmental sequence for the business educator mentor and mentee; and (d)
Make conclusions and recommendation.

Business Education Programme

Business education programme is an integral part of vocational education aimed
at producing citizens who are self-reliant in the society. It is a field of study that imparts
knowledge, skills and competences in its recipients, enabling employability and
advancement in office careers and running personal businesses (Agbamu, 2015).

According to Olise (2013:252) “Business Education is utilitarian and skill
oriented education which develops competencies, attitudes, habits, leadership and
citizenship required in business management in private and public organizations”. This
makes it a component of vocational and technical education programme that prepares an
individual for career in business and also to be an intelligent consumer of economic
goods and services.

These definitions highlight the relevance of business education to developing
economies. Business education plays a very significant role in the economic development
of a nation, by providing for the knowledge, skills, competences, attitudes and habits
which are required for gainful employment and sustainable livelihood for its citizenry.
For business education to continue to occupy its rightful place in the nation’s economic
development, business educators are expected to share their professional and personal
skills with entrants in the profession. They need to form bonds that are built on mutual
trust and respect. Mentoring lends itself to such supportive relationships, with the
potential to provide mentees with positive experiences which may lead to improvements
in career development.

Roots of Mentoring

When contemplating relationships that have made impact on lives, relationships
that have guided professional development —many think of mentoring relationships.
Mentoring is an old concept in a new guise. It originated in Greek mythology when

Nigerian Journal of Business Education Volume 3 No.2, 2016
URL: http://www.nigjbed.com.ng . All Rights Reserved. 330



http://www.nigjbed.com.ng

§ Nigerian Journal of Business Education (NIGJBED) Volume 3 No.2, 2016

Odysseus entrusted his son Telemachus to the Goddess Athena, who disguised herself in
human form as mentor, an old friend of Odysseus. Her function according to Homer was
to act as a wise counselor and helper to the youth who had left home to fight in the Trojan
War. It is interesting to note that the original mentoring archetype embodied both male
and female attributes. Mentor was a man, but Athena was a female goddess of wisdom
who assumed his form in order to guide, teach and protect young Telemachus. This offers
provocative insights into the meaning of mentoring as a relationship that transcends time,
gender, and culture (Ragins and Kram, 2007). While the roots of mentoring can be traced
to mythology, mentoring is no myth. It is a very real relationship that has been an integral
part of the world of work and social life for thousands of years. The account of mentor in
Greek odyssey points to several conclusions about the activity which bears the name
mentoring (Anderson and Shannon, 1988). First mentoring is an intentional process.
Second mentoring is a process that fosters the development of the protégé towards his full
potential. Third mentoring is an insightful process in which the wisdom of the mentor is
acquired and applied by the beneficiary.

Meaning of Mentoring

Mentoring is very complex. It varies from one situation to another. It is important
that the purpose and intentions of mentoring in a particular context are explicit, hence
many definitions abound. Some definitions that are of particular merit have been selected
here:

o Mentoring is off-line help by one person to another in making significant
transition in knowledge, work or thinking (Megginson and Clatterbuck, 1995,
cited in Mckimm, Jollie and Hatter, 2007).

e  According to Brofenbrenner, mentoring is “a one to one” relationship between a
pair of unrelated individuals usually of different ages and is developmental in
nature... a mentor is an older more experienced person who seeks to develop the
character and competence of a younger person” (cited in freedman, 1993 p 31).

. Mentoring is a learning process where helpful personal and reciprocal
relationships are built while focusing on achievement, emotional support is key
element. Within mentoring relationships, mentees develop and learn through
conversations with more experienced mentors who share knowledge and skills
that can be incorporated into their thinking and practice (Wong and Premkumar,
2007)

o Mentoring is a term used to describe a relationship between a less experienced
individual called mentee or protégé, and a more experienced individual known as
a mentor (Packard, 2003).

Mentoring is therefore, the pairing of an experienced or skilled person (mentor)
with a person who would like to improve his or her skills (mentee). The mentor
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acts as a role model, guide, advocate and counselor and supports the mentee by sharing
knowledge, resources and advice to help him improve his skills. The mentor is expected
to assist with induction and introduce the new business educator to departmental
processes and procedures.

Mentoring can be described by two types: natural or informal mentoring and
planned or formal mentoring (Floyd, 1993). Natural mentoring occurs through friendship,
teaching, coaching and counseling. Institutions such as families, churches, neighborhoods
and schools have provided opportunities for natural mentoring. Over the years, there has
been a notable decline in natural mentoring, resulting in the emergence of planned
mentoring programmes. The theory of planned mentoring programmes is that mentoring
can be implemented systematically. Planned mentoring occurs through structured
programmes in which an experienced and skilled person and an inexperienced person
who would like to improve his or her skills are selected and matched through formal
processes. The purpose of the programme in this context is to provide the mentees with
assistance and guidance to enable them to grow into responsible skilled and competent
business educators.

The Mentoring Relationship

Mentoring provides a protected relationship, in which learning and
experimentation occur through analysis, examination, re-examination and reflection on
practice, situations, problems, mistakes and successes (of both the mentors and mentees)
to identify learning opportunities and gaps (Mckimm, Jollie and Hatter, 2007). Mentoring
is about helping the learner/mentee to grow in self confidence and develop independence,
autonomy and maturity.

The mentoring relationship is a special one in which two people make a real
connection with each other. In other words, they form a bond. It is built on mutual trust,
respect, openness and honesty, with each party being themselves. Within this bond, the
mentee can learn and grow in a safe and protected environment. The extent of trust and
respect is crucial to a successful outcome. If the bond is not based on trust and respect,
and one or the two parties are not comfortable within the relationship, then neither
learning nor mentoring will be sustained.

At the onset of the relationship the mentee will be relatively dependent on the
mentor. The mentor will need to know and guide the mentee by being supportive, helpful,
friendly and encouraging so that the mentee can learn and grow. Subsequently, the
mentor’s role will need to change. As the mentee becomes more confident and
independent, the mentor will need to challenge and stimulate reflection to the right
degree. Too much challenge and stimulation at the beginning can overwhelm the mentee
and too little can still learning and stimulation. As the relationship progresses, the mentee
will develop independence and autonomy and in the end may well surpass the mentor.
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Benefits of Mentoring

Mentoring benefits mentors, mentees, and the organization. A successful
mentoring programme can assist the organization or department in improving
productivity. When there is cooperation among colleagues professional development can
be enhanced. In institutions where mentoring is practiced business educators with
valuable knowledge and skills are linked to new business educators in need of support.
These seasoned educators serve as resource persons instead of outside consultants and
this helps to promote a learning culture in the workplace.

Mentors who make themselves available to mentor protégés may experience the
following:

o Satisfaction in sharing expertise with others

Re-energized career.
Increased opportunities to develop skills
Increased job satisfaction
Increased sense of value in the workplace

Mentoring is an effective way to help new business educators improve:
. Key areas such as communication, interpersonal relationships, leadership skills,
applying the new technologies in teaching business courses, etc.
Expertise in teaching
Self-confidence
Level of job satisfaction
Level of productivity
Relationship with colleagues, as he has a friendly ear with which to share
frustrations as well as successes.

The Stages of the Mentoring Relationship

The earlier mentioned benefits of the mentoring relationship accrue over a
relatively long period, therefore sufficient time is needed for the relationship to develop
and unfold. Existing literature reveals that all relationships follow unique developmental
trajectory marked by turning points, transitions and transformations (Keller, 2005). This
has a clear ring of truth particularly in a programme like business education where the
educator requires basic skills that are peculiar to the programme. The mentor will have to
guide the mentee through challenging pathways until the mentee can develop necessary
skills and confidence. Both will have to function along four distinct stages which include
. (1) anticipating and preparing for the relationship; (2) initiating the relationship and
becoming acquainted; (3) growing close and sustaining the relationship by negotiating
roles, establishing patterns of communication and developing familiar routines; and (4)
eventually contending with the decline or dissolution of the relationship (Keller, 2005).
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Zachary, (2000) named these stages differently and applied an agricultural
enology in demonstrating their developmental sequence:

o Preparing: This initial stage can be compared to tilling the soil before planting and
can involve a number of processes such as ploughing, aerating and fertilizing the
soil. In the same vein, potential mentors will go through a variety of processes to
assess their motivations and readiness for the prospective mentoring relationship
in business education.

o Negotiating: This stage is like planting seeds in a well cultivated soil. There is a
likelihood of fruition of the mentoring relationship in the event of proper
negotiation between the business educators.

o Enabling: At this stage, the seeds are nurtured as they take root. It is the
implementation stage and requires longer time frame as the mentor and mentee
work hand in hand to achieve success in producing business teachers.

o Coming to Closure: Zachary, (2000) compared this stage to harvest time. The
closure involves harvesting the benefits of the relationship and moving on.

The following section will describe how formal mentoring can be organized in
business education programmes along these four essential stages outlined by Zachary,
(2000).

Preparing For the Mentoring Relationship

Preparation involves considering what both the mentor and mentee need to do
before the relationship commences. Business Educators who have never played the role
of mentor may assume that having business subject’s expertise and experience would be
adequate preparation for being a mentor. Zachary, (2000) contended that mentors who
assume the mentor role without preparing themselves are often disappointed and
dissatisfied. She advised potential mentors to reflect on their motivation for engaging in a
mentoring relationship and to assess their own readiness. Motivation and readiness are
critical to the sustainability of a mentor/mentee relationship. Most would-be mentors shy
away from becoming one because they do not feel ready to take the role of being a
mentor “for all seasons and for all reasons” (Wong and Premkumar, 2007) that being a
necessity for a successful mentoring relationship.

The mentee on the other hand needs to understand that asking for advice, support
and encouragement through mentoring does not mean he is a bad business educator
instead; it is intended to help him to be more successful and more confident sooner.
Hence he should discuss goals expectations and interest. He should determine the skills
he is confident about, the skills he would like to improve and the final outcome of the
experience. It is essential for the partners to form a bond and agree on the contract terms.
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At first both mentor and mentee are likely to be nervous and unsure (Lewis,

1996). It is important to break the ice and establish rapport. Hay (1995) suggests that
rapport will be established more quickly if the partners behave as if it has already been
established. The following four dimensions match when rapport has been established:

Voice tone and tempo

Body posture

Pattern of breathing

Repetitive movements and gestures.

An honest self assessment may inspire confidence in the mentor/mentee. Consider

some reasons why mentoring may appeal to a business educator, modified from Wong
and Premkumar, (2007) and the mentor/mentee motivation checklist that follow:

I like the feeling of others seeking advice or guidance from me.

I find that helping others is personally satisfying.

I have a special expertise that | want to pass on to others.

I enjoy collaborative learning and can promote it through mentoring.

I find working with others who are different from me to be interesting.

| feel it is my responsibility to promote business education.

It is my responsibility to help others accelerate their career development.
I like taking up challenges and challenging others.

| yearn for career success and revitalization.

I look for opportunities for personal fulfillment and satisfaction.

The following generic process skills can be used to assess mentor readiness and

are modified from Wong and Premkumar, (2007):

Brokering relationships: laying the groundwork for mentees to connect with
others who can help them improve their expertise in teaching business subjects.
Coaching: helping mentees to fill particular knowledge or skill gap by modeling
the behaviours.

Communicating: includes listening effectively, articulating clearly, creating
shared meanings leading to understanding, and picking up on non-verbal clues.
Encouraging: persuading at the right time and in an appropriate manner to inspire
or motivate.

Facilitating: establishing a friendly and respectful climate for learning skills in
teaching business courses, involving the mentees in planning and evaluating their
learning.

Flexibility: allowing opportunities for change where applied strategies are not
yielding desired results.
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o Goal-setting: assisting mentees in working out both short and long term goals that
are realistic and workable.

o Managing conflict: engaging the mentees in the solution of a problem, not solving
the problem for them.

o Persisting patiently: insisting on continuity, not reproaching when the mentee
goes out of line but tactfully correcting.

. Reflecting: modeling the process of articulating and assessing learning and
considering the implication of that learning for future action.

Mentee Motivation/Readiness Checklist

Mentees can achieve more when they are:
Interested in developing their careers.

Able to take responsibility for their own development.
Open to receiving feedback.

Willing to accept challenges and growth.

Able to set goals and work towards them.
Committed to working through on-the-job issues.
Flexible and adaptable.

Able to accept power and risk.

Hungry for greater organizational knowledge.
Loyal to the mentoring relationship.

Negotiating the Mentoring Relationship

Mentoring relationships are not static, but evolve through phases that reflect
different functions, experiences and patterns of interactions. Some negotiations on career
functions may occur in the preparation stage, but career and psychosocial functions
usually peak during this phase referred to as cultivation phase by Ragins and Kram,
(2007). It usually begins with a free-flowing conversation that takes place over one or
more occasions and result in a shared understanding of the desired outcomes and
delineation of responsibilities.

At this stage, the mentee may be anxious, lacking in self-confidence, needing
friendly support, a secure and safe environment and help to reflect on learning. In times
such as these, a mentors continuing presence and determination to make the best of
circumstances can communicate to the mentee that he or she is valued and that the
relationship will endure. The sharing of common experiences including fun times and
trying times forges a connection from which the mentee can draw strength in moments of
vulnerability and share triumph in moments of accomplishment. A mentor’s personal
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qualities such as patience, flexibility and persistence may be important in this regard
(Rhodes 2002).
In the words of Lewis, (1996) this phase is characterized by:
A focus on learning and growth;
getting to grips with business matters;
moving from plans to real outcomes;
developing an honest, trusting, sincere, relationship based on open
communication.
It is vital at this stage to communicate to each other clearly and honestly by:
. Exchanging information about background, career expectations, interest and
goals;
. negotiating a mutually agreeable plan for achieving desired outcomes;
e  discussing the issue of confidentiality and accountability;
o determining criteria for measuring success.

Mckimm, Jollie and Hatter (2007) suggest that this stage involves helping the
mentees to review their situation, describe for themselves their current circumstances,
how they got there and where they might consider going in the future. The emphasis here
is on description with the mentee undertaking a personal stocktaking of his strength and
weaknesses, experiences, knowledge and skills as a business educator, the organizational
context within which both mentor and mentee work and any other factor which may
affect self-development. Skills like listening, questioning, persuading the mentee to talk,
reflecting on what is said, empathy, self-disclosure, reality checking, problem solving and
initiation of the learning portfolio are essential. It is important to carefully analyze the
information received and apply appropriate frameworks and theories which are key to
successful negotiation.

Enabling the Mentoring Relationship

Given the importance of a sense of closeness and caring in mentoring
relationships, this phase is characterized by growing close and sustaining the relationship
through patterns of communication and familiar routines for reaching set goals. The
mentor is expected to be committed to three values. First, mentors should be disposed to
opening themselves to their mentees- for example, allow the mentee to observe them
teach, counsel or handle issues relating to students and see how they display desired
skills. Second mentors should be willing to express care and concern about the personal
and professional welfare of their mentees. Third, mentors should be willing to lead their
mentees incrementally over time (Anderson and Shannon, 1988).

The mentor’s ability to develop and share understanding and deepen awareness is
affected by his self-awareness and how much of himself he decides to reveal. An
individual’s personality has different sides described in the “Johari” Window see below).
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One that is known to the person and others (open’ area), another that he does not want to
share with others because he is sensitive to it, (Hidden area or fagade), a side that others
see which the individual cannot see (‘blind sport”) and then the area which is unknown to
the individual and others often exhibited during crises situation. A mentor can reduce his
‘blind sport’ by seeking feedback from the mentee and disclose more about himself to
reduce his ‘hidden’ area. This increases the ‘open’ area and leads to a more cordial
relationship (National Mentoring Consortium).

Table 1: Description of an Individual’s Personality
The JOHARI Window.

Know to others Known to self Not known to self
OPEN (Arena) BLIND Spot
Not known to others HIDDEN (Facade) UNKNOWN

Source: National Mentoring Consortium.

As the relationship grows, the mentee matures and develops independence and
autonomy. At this point, the mentor facilitates deeper learning by encouraging the mentee
to reflect, see things differently, identify potential desired changes in behaviour and a
wider range of alternative options that are available (Mckimm Jollie and Hatter, 2007).
Increasingly the mentor will need to confront, stimulate and challenge the mentee to take
a different perspective, consider the merits of the various options while being innovative
and creative as a business educator.

Coming to Closure

This phase is otherwise known as the separation, termination or redefinition
phase. The relationship may shift into this phase because of psychological or physical
reasons. For example, the mentee may psychologically outgrow the relationship or one or
both partners have fulfilled their needs. On the other hand, the relationship may terminate
because one or both members physically leave the institution or the programme
completes its term. Whatever the reasons for termination be it functional or dysfunctional
psychological reasons, (Ragins & Scandura, 1997), the fact remains that mentoring
relationship are not generally a continuum. However, according to Ragins & Kram
(2007) some relationships continue after the separation phase particularly if they offer
strong psychosocial functions. In that case, the relationship becomes redefined as a peer
relationship or friendship, with less career functions and more of counseling and
coaching.

Organizations with best practices in mentoring suggest that there should be a
timeline for the relationship to come to an end. This end needs to be carefully planned so
that the relationship can be wound gradually to try and avoid the relationship just ceasing
abruptly. To prevent closure from resulting in a feeling of loss, the process can be

Nigerian Journal of Business Education Volume 3 No.2, 2016
URL: http://www.nigjbed.com.ng . All Rights Reserved. 338



http://www.nigjbed.com.ng

§ Nigerian Journal of Business Education (NIGJBED) Volume 3 No.2, 2016

situated around a focused conversation about the specific outcomes/learning of the
mentoring relationship. Review questions could be asked either in writing or
conversationally to determine if objectives of the relationship were met:

o Was the mentee able to use alternatives generated to reach stated goals in business
education?

. Was he able to turn ideas presented into appropriate actions?

. Does he feel job satisfaction and greater expectations for advancement in business
education?

o Does the mentee now have greater career commitment?

o Has the relationship been able to feel the needs of the mentee?

If the timeline for the relationship has expired and some of the desired outcomes

are yet to be realized, it has been suggested that the relationship can continue to a

redefinition phase. It can be redefined into a friendship in which some counseling and

advice are offered by the mentor or a supportive relationship that has been referred to as

companionship (Sarason and Sarason, 2001).

Conclusion
Currently, the mentoring phenomenon is becoming widespread with potential to

promote growth in business education. Nevertheless, much greater attention needs to be
paid to understanding mentoring processes so that mentoring programmes can be
effective in their efforts to improve the competencies of the protégé they serve. Likewise
it is germane to generate insights regarding key processes at work in mentoring
relationships and to develop more nuanced understandings of the way these processes
promote desired outcomes from the perspective of the mentor and the mentee. Research
studies that closely examine the mentoring relationship from the negotiation phase to the
closure are needed to investigate the interplay between the processes that influence and
promote positive developmental outcomes for mentees.

Recommendations

The following recommendations are made:

o The association of Business Educators of Nigeria should include one day in their
annual conferences devoted to a workshop on mentoring, its benefits and how to
plan mentoring programmes in various institutions.

. A major recommendation is that since mentoring can lead to career success, the
Association of Business Educators of Nigeria (ABEN) should start now to
consider modalities for including formal mentoring in the business education
programme by recommending same to the National Universities Commission and
other relevant bodies, like the National Commission for Colleges of Education
(NCCE)

o Pending the establishment of formal mentoring programmes, head of departments
or the institutional heads should immediately start pairing experienced and

Nigerian Journal of Business Education Volume 3 No.2, 2016
URL: http://www.nigjbed.com.ng . All Rights Reserved. 339



http://www.nigjbed.com.ng

§ Nigerian Journal of Business Education (NIGJBED) Volume 3 No.2, 2016

seasoned business educators with newly qualified ones as they work so that these
can serve as role models, guides, counselors and information providers.
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