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ABSTRACT
The proliferation of formal mentoring programs as a human resource development
(HRD) strategy is helping organizations reach long term objectives while retaining satisfied
employees in a highly volatile business context. When structured appropriately, such mentoring
programs serve to support other training and development, organization development, and career
development initiatives. Although extensive literature exists examining mentoring in its various

contexts and forms, little empirical evidence exists focusing on the necessary development and
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not received much empirical attention. The role of the HRD professional in the mentoring
process has not yet been determined in the literature.

This study sought to advance current mentoring and HRD research by examining the
development and maintenance of exemplary formal mentoring programs in the nation’s top
performing companies. The ADDIE model of instructional systems design — which incorporates
five steps from needs analysis to evaluation — combined with a mentoring process model to form
the conceptual framework guiding the study. The methodology involved interviewing 29
participants within a sample of 17 companies, selected from the Fortune 500 listing, housing

exemplary formal mentoring programs. Exemplary programs were determined based on a set of
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in the development and maintenance of exemplary formal mentoring programs. Several
components were identified which comprise an organizational environment conducive to
successful mentoring, such as top management support and the alignment of organizational and
program missions. An expanded model of the comprehensive mentoring process was developed
based on the data obtained. Recommendations for HRD practitioners, executives, and

researchers and educators are offered.
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CHAPTER 1
INTRODUCTION
Business organizations today are faced with numerous challenges: increased

globalization, rapid technological advancements, and retaining a high quality — and thus highly

employable — workforce, to name a few. I[n an effort to increase employee retention and

1P LB
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programs as a human resource development ) strategy. Such programs can take on a
variety of forms, from a traditional one-to-one pairing of a senior level employee mentoring a
new or less experienced employee, to a group mentoring process in which a number of
employees essentially mentor each other in a group setting (Dansky, 1996). The relationship,
which in formal programs is managed and sanctioned by the organization (Chao, Walz, &
Gardner, 1992), often results in benefits on many levels: the mentor and protégé develop both
personally and professionally, whereas the organization as a whole experiences increased
retention, commitment, and employee motivation (Fagenson-Eland, Marks, & Amendola, 1997;
Wilson & Elman, 1996). As a result, organizations in public, private, and not-for-profit sectors
are developing formal mentoring programs in ever-increasing numbers.

Though an age-old phenomenon, mentoring in the workplace has only relatively recently
claimed recognition as a powerful HRD intervention that assists employees in career
advancement, serves as a form of on-the-job training, and helps create learning organizations

(Cummings & Worley, 1997; Hunt & Michael, 1983; Kram & Hall, 1989). While varying types
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otherwise have trouble obtaining a mentor — to experience the benefits of mentoring relationships
(Ensher & Murphy, 1997).

The relationship between mentoring and HRD can be found in the functions of mentoring
and how they link to the three realms of HRD, which include organization development (OD),
training and development (T&D), and career development (CD). From an OD standpoint,
mentoring can serve as a function of planned change used to improve employee effectiveness.
Mentoring can serve as a form of on-the-job training to develop key competencies enhancing
employees’ abilities to perform their job functions, the defining component of T&D. In terms of
career development, mentoring can be used as a strategy allowing employees to shape and
perform their work to better achieve their professional goals (Cummings & Worley, 1997; Pace,
Smith, & Mills, 1991). The mentoring coordinator may be likened to an HRD professional in
that both possess similar roles including researcher, developer, instructor, and evaluator
(McLagan, 1983).

Research to date has not determined just how many organizations utilize formal

mentoring programs, but the proliferation of literature in recent years shows a widespread and
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underdeveloped in empirical literature. Numerous articles offer guidelines, matching strategies,
and suggestions in program development (see for example Burke & McKeen, 1989; Coley, 1996;
Phillips-Jones, 1998), however these are often based on one or a few organizations, are generally
not empirical reviews, do not necessarily focus on high-quality programs, and typically do not
delve into details on how to conduct effective needs analyses, training, and evaluations. The
people responsible for these programs, as well as where they are housed, is also unclear.
Research has not yet informed us whether a systematic design process, such as the ADDIE
model (needs analysis, design, development, implementation, and evaluation), is commonly
utilized. Similarly, practitioners could benefit from a structured inquiry addressing the
antecedents and moderators affecting the mentoring process.

So who cares about mentoring? Obviously, those participating in a formal mentoring
program, as well as those coordinating such programs. But the effects of mentoring stretch far
beyond simply the participants. Managers are often affected by mentoring relationships even if
they are not directly involved; for example, they may have subordinates who are mentored by

someone elsewhere in the organization, therefore communication between the three parties is
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Conceptual Framework
Two conceptual frameworks provided the theoretical foundation for this study. First is
the instructional systems design (ISD) process commonly used in developing HRD interventions.
This five-step process can easily be applied to formal mentoring programs in business settings.

The second framework follows the mentoring process model, which discusses mentoring in

terms of antecedents, moderators, and outcomes (Hegstad, 1999). Both processes served as the

conceptual framework for this study, thus providing direction in the creation of the interview
e ?_; L




several disciplines including social science, systems analysis, organizational development, and
management theory (Johnson & Foa, 1989). The systematic nature of ISD follows five general
stages: needs analysis, design, development, implementation, and evaluation, referred to as the
ADDIE model (Seels & Glasgow, 1998). Each of these stages, and their applications in formal
mentoring programs, is described in further detaii below and summarized in Figure 1.

Needs analysis. Needs analysis, or front-end analysis, is the first stage in the ADDIE

model. Hannum and Hansen (1989) define this stage as the systematic identification, evaluation,
and prioritization of the needs identified within a project, process, or system. The principle goal
of the needs analysis is to identify gaps between current and desired outcomes. A needs analyst
should utilize a combination of data sources, collect data consistently, and allow for both a broad
and in-depth look at the situation (Hannum & Hansen, 1989).

Five main steps define this first stage of [SD. First, the analyst must define the system of
interest. Next, performance deficiencies are identified. These deficiencies are then categorized
and separated as stemming from either a lack of knowledge or skills, inappropriate attitudes, or

ineffective organizational policies and procedures. Fourth, the problem to be solved is stated.

Finallv. theanalvst determings the casts.and henefits af imninvine the deficiencies (Hyonym &.

Hansen, 1989; Molenda, et al., 1996).
A needs analysis is an important first step in determining whether a formal mentoring
program is an appropriate HRD initiative for a company to undertake. Will a mentoring program

likely fill the gap between current and desired performance? The needs analyst must assess the

caitnations conditione or nracticee on hath individnal and argani7atioanal levele that mav ennnart
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