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Chapter 1: Introduction and background

PROBLEM STATEMENT

Overview of the problem and literaturereview

The dynamic relationships that are found in grooppeople have led to a synergy of great
achievements such as the invention and flight ef ftrst airplane by Orville and Wilbur
Wright; the first non-stop transatlantic flight Baptain John Alcock and Lieutenant Arthur
Whitten Brown and the Internet search engine Gotu¢ was founded by Larry Page and
Sergey Brin. Note that these examples of greataements that were highlighted are called

dyads —groups consisting of two members.

In the world of work, which is facing a global resen, the effective functioning of small

groups such as dyads is vital to just about allcss®f the organisation (Elwyn, Greenhalgh
& Macfarlane, 2001; KPMG, 2009). Small groups igamisations should be considered in
terms of the employment relationshipmployee Relationsonsisting of Human Resource
Management and Industrial Relations, cover evemgtithat impacts on the employment
relationship (Nel, Swanepoel, Kirsten, Erasmus &bili, 2005). A major concern currently
within South Africa is the availability of employmie(KPMG, 2009). Mentoring functions in

small groups (dyads) and is a form of human devetoy that is one of the ways of taking

on the employment challenge.

The original focus of the mentoring relationshipswhat of the mentor-protégé dyad, from
which the peer and group mentoring conceptualisatimove away (Bozionelos, 2004;
Dansky, 1996; Eby, 1997; Kram 1985). Bozeman anené&g (2007) move back to the
dyadic nature of the mentoring relationship in numberihg participants in mentoring to
transmit work-related knowledge as dyads (includsets of dyads). The last two decades
have provided a surge of interest and researchtirgatopic of mentoring and workplace
mentoring, which is a relatively new focus of stu@flen, Eby, O’'Brien & Lentz, 2008).
The dynamic relationship that guides, supports srildlences the developing person is
known as mentoring. The profound effect that infilied people can have on our lives, as in
the far-reaching effect of mentors, can lead to shecess of organisations, businesses,
churches, children, communities and our countryei@ann, 2006). The definition for

mentoring used in this study is based on the defimiadopted by the European Mentoring
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and Coaching Council, where mentoring is “off lim&p by one person to another in making
significant transitions in knowledge, work or thing” (Clutterbuck, 2001, p. 3). Mentoring
is a process of transferring specific knowledgenfrihie mentor to the protégé (Hendrikse,
2003, cited in Janse van Rensburg, & Roodt, 2008ntoring is an inclusive, confidential
relationship between two people who have mutuadqreal growth and corporate success as
common ground” (Brown, 1990, cited in Hattingh, @ee & Schreuder, 2005, p. 41).
Bozeman and Feeney (2007, p. 731) define mentanitige following way:
Mentoring [is] a process for the informal transrnassof knowledge, social capital, and
psychosocial support perceived by the recipientrelevant to work, career, or
professional development; mentoring entails infdre@mmunication, usually face-to-
face and during a sustained period of time, betwe@erson who is perceived to have
greater relevant knowledge, wisdom, or experienice (nentor) and a person who is
perceived to have less (the protégé).
This definition, which served as one of the thdoa¢tbases for this research, limits
mentoring to dyads (or sets of dyads) and rejdutsdurrent understanding of the term
mentoring, such as the current meaning of grouptoniexy (Bozeman & Feeney, 2007).

The context within which small groups exist, sushirathe form of mentoring programmes,
provides backing for mentoring relationships. latere sources describe contexts in which
mentoring schemes exist, including many situatiwhsere knowledge, wisdom or experience
needs to be passed from people with more of theinest attribute to people who need to
acquire more of this for any reason (Colley, 208achan, 2002; Klasen, & Clutterbuck,
2002). An emphasis on teams, which support mergoout of the organisational culture,
according to Hegstad and Wentling (2005), indicaltes mentoring relationships should be

considered as small teams.

Small groups, such as dyadic mentoring relatiorsshiparrant investigation within the
current financial constraints and skills shortagescording to Scott and Smith (2008), the
current financial constraints and skills shortagesllengethe viability of using one-on-one
mentoring models to empower subordinates, and $hggest the group mentoring team as a
more viable option to support new graduate nur€ss.the other hand, recent mentoring
theory challenges the viability of the use of graupntoring, but permits the use of sets of

mentoring dyads and labels group mentoring undeaksation (Bozeman & Feeney, 2007).



According to Janse van Rensburg and Roodt (200%, émployees in mentoring
relationships are more positive in terms of theirceptions of employment equity than those
without a mentor. Perceptions of employment equite therefore improved through
mentoring. Brandbury-Jones, Sambrook and Irvindd{2Gound, among nursing students,
that empowering experiences were underpinned biimeoty of placement and the presence
of a mentor, whereas the absence of a mentor hdideanpowering effect. According to
Clutterbuck (2004, cited in Millwater & Ehrich, 28)) if the power relationship within a
mentoring dyad is shared democratically, the peggill be empowered.

Gaining more insight into sets of mentoring dyawlsnientoring relationsmay also make
mentoring more accessible to employees. In the plade, small groups such as mentoring
dyads relate to certain desires or needs of emefoyk is desired, and even expected by
much of the workforce today, for organisations tovide opportunities to fulfil career and
psychological or developmental needs, as well #&s-mwmdelling needs (Aryee, Chay, &
Chew, 1996; Kram, 1985; Scandura & Ragins, 1993n§V&Noe, Wang, & Greenberger,
2009). A more complete understanding of mentorigigtions may make satisfying these

needs easier.

Recent research on mentoring in the workplace tedethe following problem area:
Research by Allen, Eby, O’'Brien and Lentz (2008)rfd that only 11.1 percent (n = 178) of
the research was done qualitatively or combinecer@his therefore a need for a more

gualitative investigation into mentoring, whichcatered for by this research.

This research also builds on one of the core stdbjadGroup Dynamics, which is the study
of leadership (Forsyth, 2009). In a ground-brealshgly of five years, 1,435 companies on
the Fortune 500 (between 1965 and 1995) were atl{Sollins, 2001). According to
Collins (2001), level-5 leadership is the styldezdership that guided 11 of these companies
from mediocrity to greatness, with stock markeume$ averaging at least 6.9 times the
general stock market for 15 years. One of the rea#uat the author chose to take 15 years of
spiralling success after a breakthrough as a cuhtar study, was that 15 years exceed most

executive terms and can be seesigsificant sustained development

Mentoring relationships, within the context of tedas that are internal and external to the

mentoring relationship, for instance the relatiopsbetween the mentor and the protégé’s
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line manager, which may allow an investigation igtoup structures, are geared towards
sustained development. The relation that is intexmgéhe mentoring relationship consists of
mentor-protégé dyadic relationships, which enaldertext generation to gain relevant work,
career, or professional development (Bozeman & &ge?007, & Mass, Brunke, Thorne, &

Parslow, 2006). The relations that are extern#héomentoring relationship need to be taken
into account. The relationship between the prot@ge his/her peer(s) as well as with the
Human Resource Department should not be takenrémted. Additionally, the relationship

between the Top Management and the mentoring dyadatso reveal dynamics that affect

the mentoring relationship.

To investigate the dynamic relations in mentorithg, field of Group Dynamics will serve as
a basis. Core relationship dynamics exist, namagrigroup conflict, intra-group conflict,
cooperation and trust and these are key areaddtioreto the mentoring relationships in
guestion (Chua, Ingram & Morris, 2008; Richard, &im Bhuian & Taylor, 2008;
Velickovic, 2002).

From the above literature review, the following lpem emanated/Vhat is the experience

of mentoring relationsin this case study?

The following research questions can be formulabesed on the above-mentioned

description of the research problem:

* What understanding of mentoring relationships cagdined from this literary study?

* Which core questions pertaining to mentoring reftahips and mentoring success can
be developed from the literary study?

* What are the purpose and approach of the mentprimgramme of a specific company
in the case study?

* What dynamics of the mentoring relationships anahtoreng success can be obtained
through interviews?

* What can be gained from a dissemination of the eogpiresults?

* What recommendations can be developed for a megtprogramme?



RESEARCH OBJECTIVES

General objective
The purpose of this study is to investigate theeegmce of mentoring relations in a case

study. The general objective will be reached thiotigee publishable articles.

Specific objectives

* To gain an understanding of mentoring relationsbiypseans of a literature study.

* To develop core questions that are at the coreeasftoning relationships and mentoring
success from the literary study.

* To obtain, through interviews, the purpose and @qgn of the mentoring programme of
a specific company.

» To obtain, through interviews, the dynamics of tientoring relationships and mentoring
success.

* To disseminate empirically the results.

* To disseminate recommendations towards a mentpriomgramme.

RESEARCH METHOD

The research pertaining to the specific objectigessists of a literature review (Section

1.4.1) and the empirical qualitative case studgi(iBe 1.4.2).

Literaturereview

The literature review was based on the researclhefrelevant literature, to gain an
understanding of mentoring relationships. Whereliegiple, the relevant tables or figures
were incorporated. Primary and secondary sourcas were consulted include various
publications such as textbooks, journals, newspap@res and previous studies related to
this research topic. The databases that were usedNexus, SA journals, LexisNexis,

Ferdikat, Emerald, ProQuest and Google Scholar.

Empirical study
The qualitative empirical study consists of theeesh design, participants, measuring

battery, statistical analysis and ethical consitlena (Section 1.4.2.1-1.4.2.5).



Resear ch design

The empirical study of this research is designed asse study consisting of qualitative
interviews. In order to achieve the aims of thelgfuan empirical study was conducted in the
form of structured one-on-one interviews. Témapirical studyof this research was utilised

interviews with the relationships internal and ené& to the mentoring relationships, which
were recorded digitally with the participants’ péssion, to allow the researcher to follow the
participants’ lead, by asking clarifying questioasd to facilitate the expression of the
participants’ perceptions (Streubert & Carpenté&d99). The data captured on the digital
audio was transcribed verbatim for content analysisthe researcher and archived in
duplicate for verification. The rationale behincetprimary use of qualitative exploratory

research in this study is that the results are segn as preliminary (Flick, 2009).

Participants

The participants of this case study have been saihnglected out of a specific pulp and
paper mill in South Africa. During the research saple size has been limited by saturation

of thequalitativeinterviews.

Measuring battery

The questions of thqualitative interviewwere based on the findings from the literature
study. The validity of the qualitative interviewshbeen assured by reviews of the interview
guestions by experts. For reliability purposes, thgearcher made use of Okun’s (2002)
communication techniques in order to conduct thaciired one-on-one interviews. An

example of one of the stipulations under Okun’sO@0communication techniques was the

use of clarifying questions.

Statistical analysis

In the qualitative analysis, a thematic contentymiswas done on the interviews transcribed
by the researcher. The responses from the queditdtita were analysed by identifying the
relevant utility items, as well as physically cangtthe number of occasions that the item

emerges, in order to gauge its importance.

Ethical considerations

The research was undertaken in the form of boiteeature review and an empirical study.

For the empirical study, the participants and #sult were handled in accordance with the



guidelines of the North-West University’s Ethics dmittee. It was ensured that the
participants participate freely and that the pgréints were informed that information gained
was confidentially used for research analysis ardigation only. The literature review used
relevant literature limited to the latest reseamkgept when reference is made to historical

precedents and relevant older case studies.

PROPOSED DIVISION OF CHAPTERS

The reference style of the American Psychologicasatiation was used throughout this
dissertation, with the exception of Chapter 2. Gaaf@ was done according to the reference
style of theAfrican Journal of ManagemenChapter 2 to 4 were reviewed by a reviewer
from an international journal and resulting comnaentvere worked in. The bibliography in

Chapter 5 includes the references used in Chapter 1

Chapter 1: A case study of the dynamics in mentoring relatps
(Introduction, problem statement and research nigtho

Chapter 2: The functional relationship between mentoring trefeships, employee
development and organisational success
(Research article)

Chapter 3: The dynamics in mentoring relations: Regulationr@gtionships, cooperation
and conflict.
(Research article)

Chapter 4: Trust and healthy relationships in mentoring
(Research article)

Chapter 5. Review, conclusion and recommendations



Chapter 2: The functional relationship between mentring relationships,

employee development and organisational success

(Research Article 1)

ABSTRACT:

KEYWORDS:

ABBREVIATIONS:

The dynamic relationship, such as mentoring refstiips, has lead to
achievements and success in organisations. Withencurrent financial

constraints and skills shortages the successesmvgthall groups, such as
mentoring relationships, warrant investigation.sTbase study investigated
the success of mentoring relationships in the @mrd paper industry of
South Africa. The purposes of the mentoring progn@&nmentor-protégé
characteristics and mentoring coordinator charettes emerged from the
perceptions of the participants. The success ofrtbetoring programme of
this case study is experienced as correlating éoctimaracteristic of the

mentors and protégés in the mentoring relationship.

World of work; Employee relations; Group dynamicd)yads;
Relationships; Engineer; Employment developmentali@ative research;
Mentor characteristics; Protégé characteristics

Engineering Council of South Africa (ECSA); KlyrddePeat Marwick
Goerdeler (KPMG)



INTRODUCTION

The synergistic relationships that are found inugoof people have lead to achievements more
than just above the norm, such as the first petwpleach the summit of mount Everest, Edmund
Hillary and Tenzing Norgay; the first non-stop watlantic flight by Captain John Alcock and

Lieutenant Arthur Whitten Brown, and the Internetush engine, Google, that was founded by
Larry Page and Sergey Brin. Note that these exampleoutstanding achievements that were

highlighted are called dyads, that is, groups iimgj of two members (Forsyth, 2009).

In the world of work that is facing a global redess the effective functioning of small groups,

such as dyads, is vital to just about all sectbth@organisation (Elwyn et al. 2001; KPMG, 2009).
Small groups in organisations should be considémneterms of the employment relationship.

Employee relations, consisting of human resourcasagement and industrial relations, cover
everything that impacts on the employment relatigns(Nel et al. 2005). The mentoring

relationship is a form of employee development talé under employee relations.

The personal relationship in mentoring dyad caneham impact on the development of high
achievers (DeLong et al. 2007, January). Mentosrtgerefore used to develop talent. In a study of
global organisations it was found that having alsdeleloped system to identify, develop and
effectively manage talent within an organisatioms ha distinct advantage over organisations
without such a system (McDonnell et al. in pred#ntoring relationships is such a system, as the
dynamic relationship of mentoring dyads can be ohthe means by which high achievers and

people in general can be helped (Stone, 2007).

The original focus of the mentoring relationshipswhat of the mentor-protégé dyad, from which
the peer and group mentoring conceptualisationsemaway (Bozionelos, 2004; Dansky, 1996;
Eby, 1997; Kram, 1985). A dyad is a group consgsbhonly two members, which is connected by
and within a social relationship (Forsyth, 2009)m&ntor-protégé dyad is therefore a mentoring
relationship consisting of only two members, nantely mentor and the protégé. Bozeman et al.
(2007) move back to the dyadic nature of the mamjarelationship in numbering the participants
in mentoring to transmit work-related knowledgedyads (including sets of dyads). The dyadic
nature of the mentoring relationship limits theiniébn of mentoring to dyads or sets of dyads
(Bozeman et al. 2007). The last two decades hawadad a surge of interest and research into the

topic of mentoring and workplace mentoring, whishairelatively new focus of study (Allen et al.



2008). The dynamic relationship that guides, suggpand influences the developing person is
known as mentoring (Haynes et al. 2008). The pmudoeffect that influential people can have on
our lives, as in the far-reaching effect of ment@man lead to thesuccessof the organisations,
businesses, churches, children, communities andauntry (Steinmann, 2006). The definition for
mentoring used in this study is based on the defmiadopted by the European Mentoring and
Coaching Council, where mentoring is “off line hélp one person to another in making significant
transitions in knowledge, work or thinking” (Clutbeick, 2001, p.3). Note that coaching
relationships go hand in hand with mentoring relahips, because mentoring includes coaching,
guardianship, facilitating, counselling and netwogkof the person being mentored, in other words
the protégé (Klasen et al. 2002; Rhodes et al. 20@&ntoring is a process of transferring specific
knowledge from the mentor to the protégé (Hendri¥03, cited in Janse van Rensburg et al.
2005). Bozeman et al. (2007, p. 731) define mem¢oin the following way:
Mentoring [is] a process for the informal transrnossof knowledge, social capital, and
psychosocial support perceived by the recipientedesvant to work, career, or professional
development; mentoring entails informal communaatiusually face-to-face and during a
sustained period of time, between a person who ecgived to have greater relevant
knowledge, wisdom, or experience (the mentor) apdraon who is perceived to have less (the
protégeé).
This definition, which will serve as one of the dinetical bases for this research, limits mentotong
dyads (or sets of dyads) and rejects some curreainmgs of the term mentoring, such as the
current meaning of group mentoring (Bozeman e2@0.7). “Mentoring is an inclusive, confidential
relationship between two people who have mutuabgreal growth and corporate success as
common ground” (Brown, 1990, cited in Hattingh ét 2005, p. 41). Derived from these
definitions, mentoring is an offline relationshigetlveen two people for the transmission of
knowledge, social capital, and psychosocial suppmetceived by the recipient as relevant to
professional development between a person whorteiped to have greater relevant knowledge,

wisdom, or experience (the mentor) and a personig/perceived to have less (the protégé).

From the above literature review, the following pase emanates: To gain the experience of

mentoring relationship success in a case study.

The aim of the study
Small groups, such as mentoring relationships, amarinvestigation within the current financial

constraints and skills shortages. According to Sebtl. (2008), the current financial constraints
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and skills shortageshallengethe viability of using one-on-one mentoring modtsempower

subordinates, and provide the group mentoring teana more viable option to support new
graduate nurses. On the other hand, recent megttiveory challenges the viability of the use of
group mentoring, but permits the use of sets of tovery dyads and labels group mentoring

relationships under socialisation (Bozeman et@0.72.

A major concern currently within South Africa isethavailability of employment (Central

Intelligence Agency, 2010; KPMG, 2009). This isleefed in the current unemployment rate in
South Africa, which is at twenty-three percent (Cahintelligence Agency, 2010). Low levels of
human development are constraining economic gr@etantial in sub-Saharan African countries,
such as South Africa (Ranis et al. 2000). Focusd@ts slevelopment is most beneficial towards
human development (Kingdon et al. 2007). Mentormgdationships are a form of human
development and therefore taking on the employnoirailenge. Being proactive in taking on
unemployment by means of human development iniBati such as mentoring relationship

programmes, is of importance for economic growtBauth Africa.

In the workplace, small groups, such as the memgorelationships, relate to certain desires or
needs of employees. It is desired, and even expeoye much of the workforce today for

organisations to provide opportunities to fulfirear and psychological or developmental needs, as
well as role-modelling needs (Aryee et al. 1996earK, 1985; Scandura et al. 1993; Wang et al.
2009). A more complete understanding of mentoriglgtions may make satisfying these needs

easier.

The mentoring relation can be facilitated by thee uf a mentoring programme within an
organisation. Literature sources describe contextwhich mentoring schemes (or programmes)
exist, including many situations where knowledgesdem or experience needs to be passed from
people with more of the required attribute to peopho need to acquire more of this for any reason
(Colley, 2003; Klochan, 2002; Klasen et al. 200R)e purposeand approach of this mentoring
programme are diverse within organisations usingtoreng programmes. The implementation of
mentoring programmes is one of the ways to prorapntpowering work environments, for instance
for promotion of subordinates, enriched performazceé diversity awareness (Table(Cyranwell-
Ward et al. 2004; Hattingh et al. 2005; Hegstadle2005; Nedd et al. 2006). The mentoring
relationships should not be investigated out of ¢betext of the purpose and the approach of a

mentoring programme.
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TABLE 1
COMPONENTS OF A MENTORING PROGRAM*

Support Structure Support Culture Empowerment

Open physical environment. Top management support. Loyalty.

Mentor training. Team emphasis. Increased retention.

Cross-functional work teams. Open communication. tisiartion.

Mentor and protégé team bondinc Employee collaboration. Networking. Protégés access to

weekend. resources.

Mentor and protégé matching Promotion/ advancement

system. opportunities of protégé.

Layered or flattened hierarchy. Socialisation into organisational
culture.

Organisational learning.
Improved morale.

Diversity awareness.

Enriched performance.
Professional development desire.

*Derived from three recent authors (Cranwell-Watrdlg 2004; Hattingh, et al., 2005; Hegstad & Wiag, 2005).

This case study on mentoring relationships alsddbuon one of the core subjects in group
dynamics, which is the study of leadership (Forsg009). In a groundbreaking study of five years,
1,435 companies on the Fortune 500 (between 19651885) were analysed (Collins, 2001).

According to Collins (2001), level 5 leadershipth®e style of leadership that guided 11 of these
companies from mediocrity to greatness, with stoekket returns averaging at least 6.9 times the
general stock market for 15 years. One of the reagbat the author chose to take 15 years of
spiralling success after a breakthrough, as a authfeir study, was that 15 years exceed most

executive terms and can be seen as significardieastdevelopment.

The potential value addition of the study

Recent research on mentoring relationships in thkkplace revealed the problem area namely that
only 11.1 percent (n = 178) of the research on orerg was done qualitatively or combined
according to research on the state of mentoringareb done by Allen et al. (2008). There is
therefore a need for more qualitative investigatidno mentoring relationships, which is catered for

by this research.
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Research objectives
The following research objectives are formulatedeoaon the above-mentioned description of the
research problem:

* To obtain the purpose and approach of the ment@iogramme of a specific company.

» To obtain through literary study interviews the dgmcs of mentoring success.

RESEARCH DESIGN

Research approach
The research, pertaining to the specific objecticessists of diterature reviewand theempirical

studythat is qualitative research.

Research strategy

The literature review is based on the researcthefrélevant literature, for gaining understanding
into mentoring relations. Where applicable thevate tables or figures were incorporated. Primary
and secondary sources that were consulted incladeus publications such as textbooks, journals,
newspaper articles and previous studies relatatlisoresearch topic. The databases that will be
used are Nexus, SA journals, LexisNexis, Ferdikaterald, ProQuest and Google Scholar.

This empirical study is designed as a case studgisting of qualitative interviews. In order to

achieve the aims of this study, a case study wiltdnducted in the form of one-on-one interviews.
The rationale in the primary use of the qualitatbree-on-one interview is that the study is of an
exploratory nature (Flick, 2009). The interview gtiens were reviewed and critiqued by experts in

related fields of study. The questions were acoglgirevised.

Research method
Research setting

All the interviews were held behind closed doorse Tnterviews were held on the premises of the

specific mill within offices and a conference room.

Entrée and establishing researcher roles

For the purposes of this study, the researcher adbrklosely with an intermediator. An
intermediator gave permission for the interviewsd arranged the interviews and interview

locations.

13



The participants (n=10) were limited to mentorpt@gés and relevant participants in this case
study within the pulp and paper industry. Only eoyplkes of a specific pulp and paper mill are
included who are/have been in a mentoring relatigner have strong relevance to the mentoring
programme at this mill. The geographic locatiornhaf participants is in the South African province

of Mpumalanga. The mentors of all the mentoringgare limited to middle or top management.

TABLE 2
DEMOGRAPHIC CHARACTERISTICS OF THE PARTICIPANTS
Mentoring Pairs Not in Mentoring Pair
Mentor Protégé Mentoring Custodian

ltem Category Frequency (%) (%) (%)
Mentoring Pair 5 50 5 50 1 10
Gender Male 5 50 4 40 1 10

Female - - 1 10 - -
Ethnicity White 5 50 4 40 1 10

Black - - 1 10 - i
Occupation Engineers 4 40 4 40 - -

Engineering Manager 1 10 - - - -

Lean Manufacturing 1 10 ) ) - }

Manager

Maintenance Manager 1 10 1 10 ; .

Manager Electrical 1 10 ) ) - )

Engineering

Mechanical Engineer in ; 2 20 ; .

training

Senior Technician ) ) 1 10 - -

Risk Management 1 10 1 10 ; -

Risk Manager 1 10 ) ) - -

Risk Superintendent : B 1 10 : -

Human Resource - i - - 1 10

Management

= = - 1 10

Training Superintendent
Engineering

*The Maintenance Manager is both a mentor and #géo

14



Sampling

The sample size of the research is limited by #taration of thequalitative interviews as seen in
Table 2. For the purpose of qualitatively measutimg success of the mentoring programme, five
mentoring dyads/pairs and the custodian of mergarirthe specific mill were interviewed, as seen
in Table 2. The results therefore convey the pdioep of the mentors, protégés and a mentoring
custodian. The mentoring custodian promotes thetonieg programme as a subtask in his job

description.

This case study of the success of mentoring relaticonsists of a limited population.

Demographically, the highest frequency of partinigais male and ethnically white, as seen in
Table 2. Seventy present of the study’s participdali under the job category of engineering, as
seen in Table 2. The one female in the study is anie two participants that fall in the job

category risk management, as seen in Table 2. ddtdHat all the participating engineers are male
is not surprising, because the field of engineerimgmale dominated (Faulkner, 2007). The
perceptions of participants in the mentoring relahips of this study are therefore validly

dominated by the perceptions of males.

Data collection methods

The case study will be conducted in the form oficttired one-on-one interviews. For this case

study, the interviews are recorded digitally witle fparticipants’ permission.

Data recordings

According to Silverman (1993), qualitative reseasttould most preferably be carried out by
observations, text analyses, interviews, recordiagsl transcriptions. This case study will utilise
interviews with the mentoring pairs and mentoringtodian at the mill, which will be recorded

digitally with the participants’ permission. Thecoeded interviews were safely stored on the digital
recorder to prevent a compromise of the qualityhef data. Additionally, the data was stored in
duplicate in locations only accessible to the redesr. The data captured on the digital audio will
be transcribed verbatimfor content analysis by the researcher and ardhiweduplicate for

verification.
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Data analyses

In this qualitative analysis, a thematic contenalgsis has been done by the researcher on the
transcribed interviews. The responses from theitgtige data have been analysed by identifying

the relevant utility items. Major themes have begtacted from the utility items.

Strategies employed to ensure data quality and repiting

For reliability purposes, the researcher made @igekan’s (2002) communication techniques in
order to conduct the structured one-on-one intervien example of one of the stipulations under
Okun’s (2002) communication techniques is the dsgasifying questions. This method allows the
researcher to follow the participants’ lead, askidlgrifying questions, and facilitating the
expression on the participants’ perceptions (Stdutt al. 1999). The field notes were made in the
form of journal entries. The field notes deliversmlrelevant information to qualitatively add to the
validity and reliability of the research findingEhe validity of the findings has been ensured by

comparing the findings of this study to literature.

Reporting
The reporting style that is used for this quaMatstudy is that of the American Psychological
Association. The major themes and closely relateemes will be reported in the findings,

discussion and tables.

DISCUSSION OF FINDINGS
Dynamic relationships in dyads can produce a synefggreat achievements. The success of the
mentoring relationship is the bottom line of thentoging programme in the organisation. The

purpose of this case study organisation is to gaperiences of success in mentoring relationships.

TABLE 3

Perceptions on the Success of Mentoring Program.

Mentoring Pairs Not in Mentoring Pair
Mentor Protégé Mentoring Custodian
Item Category Frequency (%) (%) (%)
Mentoring Program 5 50 5 50 1 10
Outcome*
Successful 5 50 5 50 - -
Failure - - - - 1 10

*The Maintenance Manager is both a mentor and &géo
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The outcomes of mentoring relationships or mengprprogrammes can be successful or
unsuccessful. The mentoring programme is perceagduccessful by both the mentor and the
protégé in the mentoring pairs (Table 3). Thereng interview participant who perceives the
mentoring programme as a failure, which is from pleespective of coordination of the mentoring
programme. This one perception of mentoring prognanfailure can be seen as an unexpected

result that is discussed in Theme 4 below.

The four major themes that emerged form the peimepif the mentors, protégés and mentoring
custodian that are discussed in the following. filnéings were divided in four main areas that will
be:

THEME 1 : Purpose of the mentoring programme
THEME 2 : Characteristics of a mentor
THEME 3 : Characteristics of a protégé

THEME 4 : Characteristics of a mentoring programmecoordinator

The various themes will be discussed in the follayyi

Theme 1: Purpose of the mentoring programme (Tabld)

The perception of mentoring relationship success gained within the context of the original
reason; purpose or approach of the organisationthlermentoring programme. The reasoning,
purpose or approach of the organisation for thetomgry programme is gained to clarify the
rationale behind the mentoring programme (Conw&®@81 Klasen et al. 2002; Hattingh et al.
2005). This is the first and strongest theme wieicterged from the responses, was the participants’
perception of the purpose of the mentor programfitbencase study organisation. The purpose or
approach of the mentoring programme is mainly far successful outcomes of the mentoring
relationships in the organisation. The purposeth®imentoring programme, that emerged from the
results, included the mentoring programme shouldcteely include specific people into the
mentoring relationships, the mentoring programmeukh provide both for formal and informal
mentoring relationships and that the mentoring @ogne should be geared towards sustained

development (Table 4).

It emerged in the perception of the participang taining of successful mentoring relationships in

the mentoring programme should be approached legtses inclusion into the mentoring
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programme (Table 4). Identification of potentialppbtégés is perceived to be one of the purposes
of the mentoring programme in this case studys fiarceived that the identification of mentors on
specific levels of the organisation are neededke & protégé through the transformation process.
In literature, the main reason for this is thatr¢heften are only a small proportion of mentors to
protégés (Finkelstein et al. 2010). The importasfcgelecting specific mentors and protégeés is
especially emphasised in formal mentoring prograewiéhin workplace mentoring, youth
mentoring and university mentoring programmes (@Bt al. 2010). The importance of the
selection ofmentorsandprotégéscan additionally be emphasised through the folhgwhemes,
namely mentoring characteristics and ideal progegéess characteristics (Hu et al. ). These two
themes were also strongly reported by participagseen in Table 5 and Table 6. A more in-depth
discussion on the selection of specific peopldahermentoring relationship will be expanded upon
in Themes 2 and 3.

TABLE 4
PURPOSE OF THE MENTORING PROGRAM (THEME 1)
Sub-theme Associated keywords
Selective inclusion
Protégés Potential development; Identificationextain protégés for mentors; We

select the best of the best protégés; Developnfadéntified
individuals; Different levels of success dependingndividual
differences; Identification by twenty employeeghe business and
attempt to place protégés with mentors, which ithefrequired quality.

Mentors People on specific levels of the organisation idiedt to take a person
through the transformation process; The impachefrhentoring
program depends on who is targeted;

Formal and informal mentoring

relationships

Formal Qualifying employees for engineering fields; 2 Yeampulsory
mentoring period for compliance with Technicons ahmiversities
requirements; Qualifying for three engineeringd&lTo gain the
government competency certificate; Accommodatiamees for
development into competent engineers; For the fomeatoring
program the mentoring relation ship may be a bitdd; Encourage
mentoring relationships after the compulsory mengpperiod

Informal Providing mentoring for employees who dies to do studying. The
informal mentoring program can be better advertmecommunicated,
because there is employees who don’t know aboungroring
program; Employees not utilising the informal meirtg program prefer
to do things by themselves.

Sustained development

Promotion Filling an identified role; Filling neweas in the organisation that need
focus and support; The top management always ls@edain aspects
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such what would be the best for the plant e.chetharacteristics and
technical ability of the protégé; Closing gaps.

Requirements During initial employment some of the protégés dbhmave an idea
what they will do when they arrive here and isfodlyy prepared for this
organisation; Gaining achievement; Improving dkillels of individuals;
Achieve previously set standards; Improving prohitgt To achieve a
successful plant by preparation of new employe&s; Mentoring
program ensures that the mentor aim for which hetsvio ask the
protégé; Mentoring can be used as a formal actiam for people who
are wasting time.

Maximising Maximizing potential to set a new stardan the junior workforce
through replacing habits; Exponential growth in takationship was
perceived; As the mentoring pair cooperate more gommunication
skills improve, which increases your creativen&ss;reaching the
company status of being known as a "people orgioiza The
mentoring program is about being in line and coapen and thereby
brain power, which will ensure this program wilMeglonger term
success, because there is so much more supportofifgnis there for
reaching things that are more specific and foctised measured goals.
Mentoring takes on obstacles and bottle necksrfasie strains things
forwards.

Knowledge Transfer of knowledge of the profession; Preventirgloss of
information; Knowledge transfer which is difficuti equip for;
Socialising protégés into organisational structientors have the
special responsibility to train people that we nbigimploy; If a protégé
is mentored he can therein also learn the prodaseotoring.

One of the purposes of the mentoring relationsimpgke case study is that it caters for both a
formal and annformal mentoring programme that is provided for the erygés, as seen in Table
4. The purpose of the formal mentoring programnferignabling the compliance to the statutes of
the Engineering Council of South Africa (2009). faduated engineering student, who wants to
register as an engineer at the Engineering Cooh&8buth Africa (ECSA), is required to be
reported on, by a minimum of two ECSA refereeshisfher training and experience period. The
ECSA referees include the protégés’ mentor(s), idiaie supervisor and employer. The formal
mentoring programme complies with the ECSA by enguthat a mentor is provided to the
recruited engineering student. The formal mentopragramme additionally ensures that recruited
engineering students are accommodated in complptojgcts as well as in other areas of
development under mentorship. According to Finleahset al. (2010, p. 345), the formal mentoring
programme can be defined in the following way:
A formal mentoring program occurs when an orgaipabfficially supports and sanctions
mentoring relationships. In these programs, orgdiuas play a role in facilitating mentoring
relationships by providing some level of structugeidelines, policies, and assistance for
starting, maintaining, and ending mentor-protédgtianships.
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The formal segment of this case study’s mentoringg@amme provides structure, guidelines,
policies, and assistance for starting, maintainiaggd ending mentoring relationships. For the
employees who are not part of the formal mentopragramme, who decide to study, the inclusion
into an informal mentoring relationship is availblThe success of the informal mentoring
relationship, for which this case study caters,etels on the willingness of the protégés to be
helped. This is supported by literature by emplwagighe importance of having mutually beneficial
relationships in informal mentoring programmes €All 2004a; Dougherty et al. 2010). A social

exchange relationship is therefore of importancanmnformal mentoring programme.

The purposes of the mentoring relationships in rtemtoring programme, which emerged from the
results of this case study in terms of sustainactldpment, areselectivepromotion into specific
gaps, producing employees that achieve orrgojnirementsmaximisingthe junior workforce and
preventing a leak in organisatiortalowledge(Table 4). It emerged, from the perceptions of the
participants that one purpose of the mentoringicaiahips is for the promotion into specific gaps.
Mentoring can be expected to have a positive effacpromotion (Allen et al. 2006; Cohen et al.
2007; Hattingh et al. 2005). This positive effd@ttmentoring can have on promotion indicates that
having promotion to fill specific employment gaps & purpose for the mentoring programme is

reasonable.

The mentoring relationships of this case studystrengly perceived as producing employees that
achieve on job requirements, which can be seenuataised development. Achieving job
requirements can be included in the evaluation mkeatoring programme, such as in the protégé’s
readiness for higher level responsibilities (Craibweard et al. 2004). The purpose of maximising
the junior workforce emerged from the results o$ ttudy. Mentoring programmes contribute to
the organisation by means of the faster inductibprotégées (Freedman, 2008). The mentoring
relationship additionally proactively prevents tlmganisational knowledge or information gets
lost. Mentoring relationships are there to enshag there is knowledge capital protection, which is
of real benefit to the organisation (Hattingh et28l05).

The purpose of this mentoring programme is theeefomprovide successful development for

selected protégeés in a formal and informal mentpratationship.
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Theme 2: Characteristics of a mentor (Table 5)

According to Dougherty et al. (2007), the charasties of mentors havaot been investigated
much in literature. For a successful mentoring @ogne, mentoring relationship mentors are
perceived to have certain characteristics. Theataristics of a mentor emerged as a major theme
from the results of this case study on successértaring relationships. The importance of actual
and ideal characteristics of mentors for mentonatationships emerged strongly in terms of

mentoring success in the experience of the paaintgp(Table 5).

TABLE 5
CHARACTERISTICS OF A MENTOR (THEME 2)
Sub-theme Associated keywords
Actual mentor characteristics
Induction New employees are being brought intodifgmnisational culture; Ensure

thorough training of protégés; The mentor is netehto teach the
technical things; but to give direction in his areExpect the protégé to
apply what they have learned.

Feedback A boldness to say to protégés that what he is dogegls to be done
better; Preventing problems by feedback and thesalbing moneyThe
mentor monitors the progress of the protégé thrahgtyear; My
perception is that | can go to my mentor and hégixe his honest
opinion; Mentoring is a very powerful tool of coctang thought
processes; Being helped; The protégé will follows ¢éixample of the
mentor in having an open relationship; Activelyigiyfeedback on
projects.

Goals Actual ensuring of the application of skilled competencies being
trained for; By application producing a higher dtyabf thought;
Choosing the project of the protégé; Sending tqtiéégé projects that
looks interesting; Setting practical goals for gnetégé; A written
agreement that is made on the end goals of thgomthip; The mentor
have to approve the subjects that the protégé waustsidy before the
protégé can receive money; The outcome of the geoiéll reflect on
the mentor.

Knowledgeable My mentor is very knowledgeable; Mentoring trainiligected me in the
right direction when | was young; We (senior emgley that are
mentors) have knowledge; A successful mentor Garsfer knowledge
what he have built up; We (protégés) all to trptogress forward
because my boss knows the business well.

Experienced | have been mentoring for many yeadshane successfully mentored a
reasonable number of mentees.
Approachable My mentor is very approachable; Helps where possidearned a great

deal together my protégé; The mentoring relatiqgmshil go forward if
you feel comfortable that you can go to your memiioh anything and
he will help you; Be Available.

Networking Sending protégé to people who are stiomgrtain characteristics;
Referring protégé to specific people with specdkdls; Mentor ensures
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that there is an overt positive image of the prétiggvards the line
manager and upper management.

Ideal characteristics of a mentor

Induction Giving new employees guidance; For vesyng guys to be with
seniors; Getting practical help to go in the righlection; A person that
can explain technical things well can be seenmertor.

Feedback When the mentor sees a shortcoming it should etéto; Give
attention to problem areas; Personal/Individuapsupof protégés; A
mentor should give feedback; The mentor facilitataning of the
protégé; Feedback needs to be given to the pratégéat is expected
of him; Healthy communication from both partieseeded; The mentor
and protégé should have open communication.

Trained The mentoring training needs to be applied; Thetarareeds to make
the mentoring program content a way of life; Thentoe facilitate
learning wider than the technical.

Experienced mentor A mentor that has important experience; The mestiould be able to do
his work. Imparting the experience.
Relationship The right time or circumstances neaed® searched out to convey

information; The integrity of the mentor and tranghould be in a way
that both do their parts; There should be a progationship and
understanding between the mentor and trainee; Hreéanneeds to
learn how to communicate with the protégé; Protégéplaced with
mentors that are not their line manager were plesstbgive and take in
the relationship that needs to be used in wisdoemtiting pairs need to
take accountability for their relationship; Mentoised to be able to
work with people, not just have a lot of techniahllity; | think mentors
need good personalities for relating with the pyé& The life stage the
mentor is in; Generational theories is applicablementoring, because
the type of mentorship that we did ten years afferdifrom what we do
now; The expectations of this current generatidfedi; Do some
research from his side for the relationship; A meng relationship can
not be success if it is not open, because al theldement aspects
should be touched on, including emotional and $@sipects.

Goals Help that the protégé passes their course or dgl@peeding up the
training and development process through motivatioime protégé;
Development of protégé for sustained success sitiegprogression
can go forward six years from now.

Support Morale support of protégé; Emotional suppbprotégé.

The actual characteristics of a mentor that emerge@ theme experienced by participants of this
study, are experienced as being performed withi@a thentoring relationships. The actual
characteristics than can be reported are the goédah new employees in theduction period,
feedback on growth areas, guidance in the settingractical goals having aknowledgeable
mentor, having aexperiencednentor, having aapproachablementor anchetworkingof protégé
with specific people (Table 5). Participants ofstliase study perceive there to be a need for
guidance of new employees into the organisation#ilie through the mentoring relationships.

Faster induction of employees is one of many oggitnal benefits of mentoring that is conveyed
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by the mentor (Chapman, 2008; Freedman, 2008). Atenenust be able to give constructive
feedback provided on the growth areas of the péotéghe mentoring relationship (Ludwig et al.
2008). It is experienced by participants in thisecatudy that mentors are giving feedback on
growth areas within the mentoring relationship (€ab). It emerged that mentors collaborate with
protégés in the setting of practical goals, whinbuges the application of skills and competencies.
The experience of having a knowledgeable mentbigkly valued in mentoring relationships and
this characteristic of mentors is experienced ia gtudy. In literature the experience of having a
knowledgeable mentor is highly valued in mentonelgtionships and this characteristic of mentors
is experienced in this study (Jackson et al. 2088). knowledge transfer to be supported in an
organisation, interperson#iust can be used in the mentoring relationship (Prestcal. 2007).
Having an experienced mentor, as expected, is ifteathe protégé, and should be seen as a
favourable characteristic that is experienced by participants of this study (Jonson, 2008).
Successful mentors have the characteristic of bejmgroachable, which is perceived by the
participants in this study (Omary, 2008). Mentoen cadd to the mentoring relationship by
providing networking for protégés, ensuring thaitpgés get referred to specific people (Rabation
et al. 2004, Sambunjak et al. 2010).

Characteristics that are ideal for a mentor to hageording to the participants of this study, thee
characteristics of giving guidance in timeluction period, givingfeedbackon the protégé’s growth
areas, having application @fining in mentorship, having an understandnegationshipbetween

the mentor and protégé, havingexperienceproviding guidance in the setting of practigakls

and providing sociasupport(Table 5). The guidance of new employees is peeckas an actual
and ideal characteristic of a mentor, which is aganisational benefit of the mentoring
relationship. The guidance of new employees spepdile induction of new employees (Chapman,
2008; Freedman, 2008). The feedback given on greawdhs of the protégé is also perceived as an
actual and ideal characteristic of mentors, whikcbutd be provided by mentors (Ludwig et al.
2008).

The importance of the mentor providing feedback lagicig approachable stood out the most under
the reasons for mentoring programme success. Jatedefeedback can be gained through
mentoring dyads (Liu et al. 2009). It is perceimdthe participants that the mentors should ideally
integrate and apply the skills that are learned itte mentoring training. Training is used to
increase the communication skills, and other releskills, of mentors for having an effective

mentoring relationship (Anderson, 2009; Bally, 20®fund et al. 2006). It is perceived that
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mentors should ideally be able to have or form @per relationship and understanding with the
protégé. This characteristic came out stronglyis Ifavourable to have an experienced mentor,
which is perceived as an actual and ideal chaiatiteof mentors in this case study (Jonson, 2008).
Mentoring is, per definition, used for the impagtiof experience and knowledge (Bozeman et al.
2007). It emerged that it is ideal for mentors adlaborate with protégés in the setting of pradtica
goals, which ensures the application of skills aathpetencies. Social support, such as moral and
emotional support, is perceived to be a charati@tisat a mentor should have. Mentoring research
could benefit from research into social supportlase in psychological research (McManus et al.
1997; Scandura et al. 2010).

Theme 3: Protégé success (Table 6)

According to the results that emerged from the ggaions of the participants of this study, the

protégés have achieved success and ideally shaukldertain characteristics (Table 6). One of the
criteria that should be measured in a highly susfoésnentoring programme is individual protégé

and mentor development (Cranwell-ward et al. 200# individual protégé is perceived to have

success in his mentoring relationships.

TABLE 6
PROTEGE SUCCESS (THEME 3)
Sub-theme Associated keywords
Actual protégé success
Senior Senior people in the organisation have beévered,;
Succeed Overall there are more successes than failureseSwaiégés do fail.
Goals Protégés that have been officially succeasfathieving their goals with

their mentor; | have reached 80% of my set goaistégé have gained
accreditation; Protégé is in the final stages afigg his degree;

Commitment Compliance to what my mentor propose; Compliangerécedure. The
mentoring relationship is successful if the protégldy on mentors
experience and knowledge.

Ideal protégé success
characteristics

Goals The individual reaching his goals at the end ofgttegram; That he
keeps to his list; Getting employed in the orgativsaautomatically.
Commitment Success depends on the motivation ghihiggé to want to help him to

improve; The protégé needs to be willing to develdpe protégé should
not refuse to improve over time; A protégé needsoseand non-senior
mentors; Mentoring pairs need to take accountgliit their
relationship; The protégé does intend to leaveetmpany immediately.
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The success of protégés that has been experieycie Iparticipants of this study understates the
mentoring relationship’s reaching of its bottomeliof success in the mentoring programme. The
actual protégé success is perceived in termzrahotionof senior people through the mentoring
programme, more protégésicceedinghan failing, protégés successfully reaching tgeals and

the commitmentof protégés (Table 6). The testimony that senieopte are delivered by the
mentoring programme is an indication of mentoringcess. This is supported by research findings
that found that the experience of mentoring istegldo contributing to promotion rates (Allen et al
2006). The perception of the participants that nprmégés succeed than fail is in agreement with
the contribution of mentoring towards promotionesafAllen et al. 2006). One of the perceptions
that emerged from the participants is the protégigscessfully reaching their goals in their
mentoring relationship. Mentors are there to hepprotégé reach personal and professional goals
(Phillips-Jones, 1982; Scott et al. 2007). The gdalmproved job application, for instance, has
been found to be one of the outcomes of mentoratgtionships (Hallam et al. 2006). Actual
protégé commitment was reported in this study anghasised the choice of compliance towards
the mentor. Mentoring and coaching can itself iaseecommitment of new employees and current
employees (Piansoongnern et al. 2008; Pyane efQ05). The general perception of the
organisation in this case study is that protégéespaedominantly successful through the mentoring

relationships (Wanberg et al. 2003).

The ideal protégé success characteristics thatgenaer experienced by the participants of this study
are the ideal of the protégés successfully reacthiaggoalsin the mentoring relationship and the
ideal of the protégéommitmen{Table 6). Both of these two sub-themes that weteaeted were
also experienced as actually preformed charadtarist protégé success. The ideal of the protégés
successfully reaching their goals is relevant, beeaheir mentors are there to help protégés reach
their personal and professional goals in the memaelationship (Phillips-Jones, 1982; Scott et al
2007). The protégé is expected to be committedjteeal-upon goals or objectives in the mentoring
relationship (Rodenhauser et al. 2000). As supgddsteliterature, the ideal of the protégés having
an attitude of commitment is emphasised as a péotdwaracteristic for informal mentoring
relationships (Aryee et al. 1996b; Wanberg et @03). According to Welch et al. (2009), protégé
characteristics of being motivated in the findifgaomentor is of importance in informal mentor

relationships.
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Theme 4: Ideal characteristics of the mentor progrenme coordinator (Table 7)
These ideal characteristics of a mentoring programsoordinator that emerged are perceptions of
mentoring programme failure. The failure that ipaeed is a lack in capacity of follow-up of the

mentoring relationships.

It emerged out of the experience of the mentorugtadian that the need for following up on the
mentoring relationships should be met by meansaithly or quarterlyfollow-ups It is perceived
that follow-up cannot currently be properly prowdi®r by the mentoring custodian (Table 7). It
should be the role of human resource developmeRD(Ho0 follow up mentoring relationships
through periodic meetings (McDonald et al. 2005he Timportance of the follow-up of the
mentoring relationship should not be neglectedtardefore recruiting a mentoring coordinator for
the mentoring programme is recommended (Carro042Morzinski et al. 1994).

TABLE 7
IDEAL CHARACTERISTICS OF THE MENTOR PROGRAM COORDINRTOR (THEME 4)
Sub-theme Associated keywords

Following up mentoring

relationships

Follow-ups A mentoring agreement needs to be falbwp monthly or quarterly; It
should be good if there is documentation of theati the mentoring
meetings which is held.

Capacity At this stage it is impossible to give provisionaibthe mentoring pairs;
Responsibility of the mentoring can not be on oeespn. It should
come from the side of the mentoring pair in the@uir circumstances.

Recommendations, Limitations and Future research

This research on a mentoring relationship has dhlewing recommendations, limitations and
themes for future research. The implementation emardination of mentoring programmes is
recommended by this study, because of the sustaleeelopment of new employees that it can
successfully produce. From this study it can be@menended that the characteristics of mentors
should be taken into account within the coordimatdd mentoring relationships. Ensuring regular
follow-ups of mentoring relationships can be recanded in coordinating mentoring
relationships. The primary limitation in this casidy is the relatively small population of this
gualitative study (n=20). This study is focusedamorganisation that experiences its mentoring
programme as successful. This study is therefonitdd in not representing the perceptions of

mentoring pairs in unsuccessful mentoring prograsniavestigation on the perceptions of
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mentoring relationships in unsuccessful mentoringggammes can be done in a more in-depth
manner in future research. Mentoring research cbeliefit from research into social support as
done in psychological research (McManus et al. 18aAndura et al. 2010). There is a need for
research in informal mentor programs in generathénfuture the need for the role of the mentoring
programme coordinator should be assessed. The mgowmount of research on the topic of
mentoring is mainly done as quantitative reseancthraore in-depth qualitative research may bring

a more rounded understanding of mentoring relahiss(Allen et al. 2008).

CONCLUSION
This case study supports the findings of the matdysis of Allen et al. (2004b) that mentoring

relationships have a reliable, but small, effectsemeral career outcomes. A most notable result is
of the senior employees who have been deliverealtjir the mentoring programme of this case
study (Table 6). The success of the mentoring jrogne of this case study is experienced as
correlating to the characteristic of the mentorsl gmotégés in the mentoring relationship.

Mentoring success and characteristics of the memiiod protégés should be investigated within the
context of the purpose of the mentoring programmeéhé organisation being researched. This is
because the purpose and approach of mentoringgmoges are diverse within organisations. The
purpose of the mentoring programme is what makpsessible to gauge success of this mentoring
programme in terms of the organisation’s desireid@ues of the mentoring programme. One of

the purposes of the mentoring programme, as irgticiat Table 4, is the development of identified

protégés. The results indicate that protégés areessfully developed in the organisation, but also
that certain characteristics of protégés shouldaken into consideration as causality towards the

success of the protégés (Table 6).

A second purpose of the mentoring programme, agdtetl in Table 4, is utilising identified
mentors for the mentoring relationships. The resuticate that mentor characteristics should be
considered as causality towards the success ofminators, as seen in Table 5. This finding
indicates the need for further research into ment@racteristics (Dougherty et al. 2007). The
importance of the mentor givinigedbackand being approachable stood out under the redsons
mentoring programme success. For knowledge transfbe promoted, interpersornalist can be
used in the mentoring relationship (Preece et @072 Proper follow-up, by a mentoring
coordinator, of the mentor-protégé relationshipsusdh not be neglected if sustained development is

desired (Carroll, 2004; Morzinski et al. 1994). wéfere, proper follow-ups of the mentoring
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relationships arerecommended A third purpose of the mentoring programme istaned
development, which emphasises the bottom line chtwdan be seen as mentoring relationship
programme success, namely: the promotion of newlmmes into specific gaps, producing
employees who achieve job requirements and ensknowledge and experience that have been
built up in the organisations over the years amaimed. The mentoring relationship can be
successful or dysfunctional (Feldman, 1999; Wankeé¢a. 2003).
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Chapter 3: The dynamics of mentoring relationshipsRegulation,

cooperation and conflict
(Research Article 2)

ABSTRACT: The dynamic relations such as mentoring relatipsshhave
remarkably impacted the known world. This case \tngestigated
the dynamics of mentoring relations in the Southio&h pulp and
paper industry. Interviews of a convenient samjhaitéd by the
saturation of mentoring pairs and a mentoring aliatowere gained.
It was found that the potential of role conflictels to be handled
within mentoring relationships. An alignment or enstanding
between the mentor and protégé is perceived torerikat conflict is
functional. As a contribution, this research quaitely gained the
perspectives of the inter- and intra-relationships mentoring

relationships.

KEYWORDS: Mentoring pairs, Employee relations, Mentoring ati@nships,

Cooperation, Conflict, Mentoring programme.

INTRODUCTION

Dynamic relationships have remarkably impactedkii@vn world, as in the relationships of
Alexander the Great who conquered nations and wae vought up to be a king, under
Aristotle his tutor; the kingmaker Gadla Henry Mghayiswa raising up his son Nelson
Mandela, winner of the Nobel Peace Prize, the gessiof the United States of America,
Harry Truman, who played a key role in World Wariho was mentored into politics in a
dynamic mentoring relationship with Mike Pendergddandela, 1994; McCullough, 2003;
Pomery, Burstein, Donlan & Roberts, 1999). Thedatiomships prepared individuals for
great achievements within the synergistic smallugranteractions between these protégés

and their mentors.

In the world of work, which is facing a global resen, the effective functioning of small
groups such as mentoring relationships is vitajust about all economic sectors of the
organisation (Elwyn, Greenhalgh & Macfarlane, 20Mlynveld, Peat, Marwick &

Goerdeler, 2009). Small groups in organisationsukhdoe considered in terms of the
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employment relationshigemployee Relationsonsisting of Human Resource Management
and Industrial Relations, cover everything thataets on the employment relationship (Nel,
Swanepoel, Kirsten, Erasmus & Tsabadi, 2005). Tlataring relationship is a form of
employee development that falls under employe¢ioels

The personal relationship in mentoring relationshipn have an impact on the development
of high achievers (DeLong, Gabarro & Lees, 2007¢nhring is therefore used to develop
talent. In a study of global organisations, it ia@snd that having a well-developed system to
identify, develop and effectively manage talent himt an organisation has a distinct
advantage over organisations without such a sygtdeDonnell, Lamare, Gunnigle, &
Lavelle, 2010). Mentoring relationships is suchystsm as the dynamic relationship can be
one of the means by which high achievers can hebglStone, 2007).

The original focus of the mentoring relationshipswihat of the mentor-protégé dyad, from
which the peer and group mentoring conceptualisatimove away (Bozionelos, 2004;
Dansky, 1996; Eby, 1997; Kram, 1985). A dyad is@ug consisting of only two members,
who are connected by and within a social relatigngRorsyth, 2009). A mentor-protégé
dyad is therefore a mentoring relationship congjstdof only two members, namely the
mentor and the protégé. Bozeman and Feeney (200ve tvack to theyadic nature of the
mentoring relationship in numbering the particigamt mentoring to transmit work-related
knowledge as dyads (including sets of dyads). Thadid nature of the mentoring
relationship limits the definition of mentoring dyads or sets of dyads (Bozeman, & Feeney,
2007).

The last two decades have provided a surge ofestteand research into the topic of
mentoring and workplace mentoring, which is a redédy new focus of study (Allen, Eby,
O’Brien, & Lentz, 2008). The dynamic relationshiyat guides, supports, and influences the
developing person is known as mentoring (Haynesamgl & Boss, 2008). The profound
effect that influential people can have on ourdivas in the far-reaching effect of mentors,
can lead to theucces®f organisations, businesses, churches, child@mmunities and our
country (Steinmann, 2006). The definition for meimg used in this study is based on the
definition adopted by the European Mentoring anddcbing Council, where mentoring is
“off line help by one person to another in makimgngicant transitions in knowledge, work

or thinking” (Clutterbuck, 2001, p. 3). It is imgant to note that the coaching relationships
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go hand in hand with mentoring relationships, astoréng includes coaching, guardianship,
facilitating, counselling and networking of the p&n being mentored, in other words the
protégeé (Klasen & Clutterbuck, 2002; Rhodes & Bekej 2002). Mentoring is a process of
transferring specific knowledge from the mentortte protégé (Hendrikse, 2003, cited in
Janse van Rensburg & Roodt, 2005). Bozeman ancelfd@007, p. 731) define mentoring
in the following way:
Mentoring [is] a process for the informal transrnassof knowledge, social capital, and
psychosocial support perceived by the recipientra@gevant to work, career, or
professional development; mentoring entails infdre@mmunication, usually face-to-
face and during a sustained period of time, betwegerson who is perceived to have
greater relevant knowledge, wisdom, or experienice (nentor) and a person who is
perceived to have less (the protégé).
This definition, which will serve as one of the dhetical bases for this research, limits
mentoring to dyads (or sets of dyads) and rejeotsescurrent meanings of the term
mentoring, such as the current meaning of grouptoneiy (Bozeman & Feeney, 2007).
“Mentoring is an inclusive, confidential relationglbetween two people who have mutual
personal growth and corporate success as commamndjr¢Brown, 1990, cited in Hattingh,
Coetzee & Schreuder, 2005, p. 4Derived from these definitions, mentoring is anirodf
relationship between two people for the transmissad knowledge, social capital, and
psychosocial support perceived by the recipientredsvant to professional development
between a person who is perceived to have greaddvant knowledge, wisdom, or

experience (the mentor) and a person who is pezdeiv have less (the protégeé).

The mentoring relationship functions within the t@a of internal and external relations
The relation that is internal to the mentoring tielaship consists of a mentor-protégé dyadic
relationship, which enables the next generatiogaio relevant work, career or professional
development (Bozeman & Feeney, 2007, & Mass, Bruikerne & Parslow, 2006). The
mentor-protégé relationship functions within thentext of external relations to the
mentoring relationship, for instance the relatiopdietween the mentor and the line manager
of the protégé. Management support, which is a aynaf external relations, has been found
in research to set the tone for mentoring behawdthin organisations (Eby, Lockwood &
Butts, 2006). In this study, the external relatist@ashe mentoring relationship are mainly

limited to line management, top management and huesource management.
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As in group dynamics there is inter-group and hgiraup dynamics in mentoring dyads
(Forsyth, 2009; Wang, Noe, Wang & Greenberger, 20@Sthis study, the intra- and inter-
group relations have been gained by interviews ftbenperception of mentoring dyads and
custodians. The intra-group relations are the icglahipsin the mentoring pairs and the
inter-group relations are the relatiohstweenthe mentoring pair and other relationships,
which include top management, human resource mamageand line managers. Alexander
the Great, for example, learned how to lead intnad inter-grouprelations through the
example and empowerment of his father, King PhllliiCarney & Ogden, 2010; Pomeey
al., 1999). Philip was an example to Alexander irdieg from the front line for building a
trust relationship with the soldiers (Pometyal, 1999). Phillip Il managed conflict and trust
in groups by exploiting the low level needs, sushsacurity of the nation, as well as their
high level needs, such as conquest (Porata}, 1999).

The reality of conflict is unavoidable in any rébetship, including employer-employee
relations and dynamics within groups, which incluaentor-protégé dyads (Brahnam,
Margavio, Hignite, Barrier & Chin, 2005; Carr, 2Q@anesh & Danesh, 2002; Kelly, 2004).
Mentors who supervise their protégés can, for maexperience role conflict in their role
as supervisor (Carnwell, Baker, Bellis & Murray,0ZQ Taherian & Shekarchian, 2008).
Similarly, communication and trust can be made nuifecult if the mentor is also the

protégé’s line manager (Cove, McAdam & McGonigd0?2). Conflict in an organisation

should not only be seen as disruptive, but conftiah also be functional (DeDreu &
Weingart, 2003). Mentoring has, for instance, bieemd to have mostly positive benefits in
reducing work-family conflict and family-work comdt in a survey of 502 employees in
mentor relationships (Nielson, Carlson & LankauQ20 Trust has been found to be directly

related to functional conflict (Hulin, 1990).

According to Shaw (2000), sustaining co-operatiod deepening trusting relationships are
indispensable to mentoring relationships. HoweXehould be noted that not all interactions
that have successful co-operation in the relatipngtvolve trust (Cook, Hardin & Levi,
2005). Employers want to secure co-operation witioups, such as the mentor-protége
dyad, because cooperation can increase productwiest, Griffin & Gardner, 2007; Tyler &
DeCremer, 2006). Highly co-operative people areeesgily found in human resource
practices involving mentoring, according to Grattgd007). The measurement and

investigation of co-operation are therefore reléwlamentoring relationships.
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To investigate the dynamic relations in mentorithg, field of Group Dynamics will serve as
a basis. A case study is investigated in this lariic terms of dynamic relations. The core
relationship dynamics, namely inter-group confliotra-group conflict and cooperation, are
key areas in relation to the mentoring relationship question (Chua, Ingram & Morris,
2008; Velickovic, 2002).

From the above literature review, the following pase emanates: To gain the experience of

mentoring relations in a case study.

The aim of the study

Small groups such as mentoring relationships warmavestigation within the current
financial constraints and skills shortages. Acaagdio Scott and Smith (2008), the current
financial constraints and skills shortagebkallenge the viability of using one-on-one
mentoring models to empower subordinates, and tiiegegroup mentoring team a more
viable option to support new graduate nurses. @nother hand, recent mentoring theory
challenges the viability of the use of group meinpr but permits the use of sets of
mentoring dyads and labels group mentoring relatigpgs under socialisation (Bozeman &
Feeney, 2007).

A major concern currently within South Africa isettavailability of employment (Central
Intelligence Agency, 2010; KPMG, 2009). This ideefed in the current unemployment rate
in South Africa, which is at twenty-three perce@eftral Intelligence Agency, 2010). Low
levels of human development are constraining ecanarowth potential in sub-Saharan
African countries such as South Africa (Ranis, $téwk Ramirez, 2000). Focused skills
development is most beneficial towards human deweént (Kingdon & Knight, 2007).
Mentoring relationships are a form of human dewelept and therefore take on the
employment challenge. Being proactive in takingumemployment by human development
initiatives such as mentoring relationship prograsans of importance for economic growth
in South Africa.

In the workplace, small groups such as the mergaeationship relate to certain desires or
needs of employees. It is desired, and even exgditemuch of the workforce today for

organisations to provide opportunities to fulfilreer and psychological or developmental
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needs, as well as role modelling needs (Aryee, Gh&hew, 1996; Kram, 1985; Scandura
& Ragins, 1993; Wang, Noe, Wang & Greenberger, 2089more complete understanding

of mentoring relations may make satisfying thesssesasier.

The mentoring relation can be facilitated by the v§ a mentoring programme within an
organisation. Literature sources describe contdrtswhich mentoring schemes (or
programmes) exist, including many situations wherawledge, wisdom or experience needs
to be passed from people with more of the requatédbute to people who need to acquire
more of this for any reason (Colley, 2003; Kloch2002; Klasen & Clutterbuck, 2002). The
purposeand approach of this mentoring programme are sévevithin organisations using
mentoring programmes. The implementation of mengppgrogrammes is one of the ways to
promote empowering work environments, for instafaethe promotion of subordinates,
enriched performance and diversity awareness -Tab& 1(Cranwell-Ward, Bossons &
Grover, 2004; Hattinghet al, 2005; Hegstad & Wentling, 2005; Nedd, Nash, Galindo
Ciocon & Belgrave, 2006). The mentoring relatiopshshould not be investigated outside
the context of the purpose and the approach ofraanag programme.

TABLE 1

COMPONENTS OF A MENTORING PROGRAMME*
Support Structure Support Culture Empowerment
Open physical environment. Top management support. Loyalty.
Mentor training. Team emphasis. Increased retention.
Cross-functional work teams. Open communication. tisiation.
Mentor and protégé team bondinc Employee collaboration. Networking. Protégés access to
weekend. resources.
Mentor and protégé matching Promotion/ advancement
system. opportunities of protégé.
Layered or flattened hierarchy. Socialisation into organisational

culture.

Organisational learning.
Improved morale.

Diversity awareness.

Enriched performance.
Professional development desire.

*Derived from three recent authors (Cranwell-Watdl., 2004; Hattinghet al., 2005; Hegstad & Wentling, 2005)

The potential value addition of the study
Recent research on mentoring relationships in tbhekplace revealed the problem area,

namely that only 11.1 percent (n = 178) of the aes®e on mentoring was done qualitatively
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or combined according to research on the stateesftoning research done by Allen, Eby,
O’Brien and Lentz (2008). There is therefore a niednore qualitative investigation into

mentoring relationships, which is catered for big tesearch.

Research objectives
The following research objectives are formulateddoaon the above-mentioned description
of the research problem:
* To obtain, through a literature study, the dynanoiceentoring relations, in terms of
cooperation and conflict.
* To obtain through interviews the dynamics of thentagng relations, in terms of
cooperation and conflict.
* To empirically disseminate the findings obtainedha interviews on the dynamics of

mentoring relations, in terms of cooperation anaflac.

RESEARCH DESIGN

Research approach
The research, pertaining to the specific objectiwemsists of diterature reviewand an
empirical study, whicls a qualitative investigation into this case gtud

Research strategy

The literature review is based on the research hef rielevant literature, to gain an

understanding of mentoring relations. Where applaathe relevant tables or figures were
incorporated. Primary and secondary sources that eansulted include various publications
such as textbooks, journals, newspaper articlespagnious studies related to this research
topic. The databases that will be used are NexAigo&nals, LexisNexis, Ferdikat, Emerald,

ProQuest and Google Scholar.

This study is designed as a case study consistiqgaditative interviews. In order to achieve
the aims of the study, a case study will be corethad the form of one-on-one interviews.
The rationale in the primary use of the qualitatwe-on-one interview is that the study is of
an exploratory nature (Flick, 2009). The interviguestions were reviewed and critiqued by

experts in related fields of study. The questioeseraccordingly revised.
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Research method
Research setting

All the interviews were held behind closed doorse Tnterviews were held on the premises

of the specific mill within offices and a conferenmom.

Entrée and establishing researcher roles

For the purposes of this study, the researcheredockosely with an inter-mediator. An inter-
mediator gave permission for the interviews andcaraged the interviews and interview

locations.

The participants (n=10) were limited to mentortegés and relevant participants in this
case study within the pulp and paper industry. Gamhployees of a specific pulp and paper
mill are included who are/have been in a mentoreigtionship or have strong relevance to
the mentoring programme at this mill. The geograpbcation of the participants is in the
South African province of Mpumalanga. The mentdrallothe mentoring pairs are limited to

middle or top management.

Sampling

The sample size of the research is limited by #taration of thequalitative interviews as
seen in Table 2. For the purpose of measuring tqtigkly the success of the mentoring
programme, five mentoring dyads/pairs and the clistoof mentoring in the specific mill
were interviewed, as seen in Table 2. The reshisefore convey the perceptions of the
mentors, protégés and a mentoring custodian. Thatameg custodian promotes the

mentoring programme as a subtask in his job desgmmip

This case study of the dynamics of mentoring reteticonsists of a limited population.

Demographically, the highest frequency of partinigas male and ethnically white, as seen
in Table 2. Seventy present of the study partidipafall under the job category of

engineering, as seen in Table 2. The one femaleeistudy is one of the two participants in
the job category of Risk Management, as seen ineTabThe fact that all the participating

engineers are male is not surprising, becausei¢hd éf engineering is male dominated

(Faulkner, 2007). The perceptions of participantthe mentoring relationships of this study
are therefore validly dominated by the perceptioinsales.
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TABLE 2
DEMOGRAPHIC CHARACTERISTICS OF THE PARTICIPANTS

Mentoring Pairs Not in Mentoring Pair

Mentor Protégé Mentoring Custodian

Item Category Frequency (%) (%) (%)
Mentoring Pair 5 50 5 50 1 10
Gender Male 5 50 4 40 1 10

Female - - 1 10 o -
Ethnicity White 5 50 4 40 1 10

Black - - ! 10 i i
Occupation Engineers 4 40 40 - R

Engineering Manager 1 10 - - =

Lean Manufacturing 1 10 - ) -

Manager

Maintenance Manager 1 10 10 ; -

Manager Electrical 1 10 - ) -

Engineering

Mechanical Engineer in ) ; 20 ; -

training

Senior Technician ) B 10 } -

Risk Management 1 10 10 - -

Risk Manager 1 10 - - -

- - 10 - -

Risk Superintendent
Human Resource
Management

Training Superintendent
Engineering

*The Maintenance Manager is both a mentor and #géo

Data collection methods

The case study was conducted in the form of stradtone-on-one interviews. For this case

study, the interviews are recorded digitally witle fparticipants’ permission.

Data recordings

According to Silverman (1993), qualitative reseasblbuld most preferably be carried out by
observations, text analyses, interviews, recordisgsd transcriptions. This case study will
utilise interviews with the mentoring pairs and nogimg custodian at the mill, which will be

recorded digitally with the participants’ permigsioThe recorded interviews were safely
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stored on the digital recorder to prevent comprenoisthe quality of the data. Additionally,
the data was stored in duplicate in locations aadgessible to the researcher. The data
captured on the digital audio waanscribed verbatinfor content analysis by the researcher

and archived in duplicate for verification.

Data analyses

In this qualitative analysis, a thematic conteralgsis has been done by the researcher on the
transcribed interviews. The responses from the itgtise data have been analysed by
identifying the relevant utility items. Major themdave been extracted out of the utility

items.

Strategies employed to ensure data quality and repiting

For reliability purposes, the researcher made @§¥an’s (2002) communication techniques
in order to conduct the structured one-on-one wdars. An example of one of the
stipulations under Okun’s (2002) communication teghes is the use of clarifying
guestions. This method allows the researcher tloviothe participants’ lead, by asking
clarifying questions, and by facilitating the exgg®mns on the participants’ perceptions
(Streubert & Carpenter, 1999). For the purposerimiging into consideration the non-verbal
aspect of the interviews, or what is of note, fielstes were made. The field notes were
made in the form of journal entries. The field otelivered no relevant information to

gualitatively add to the research findings.

Reporting
The reporting style that is used for this quaMatistudy is that of the American
Psychological Association. The major themes andetjerelated themes will be reported in

the discussion and tables.

FINDINGS AND DISCUSSION

Dynamic relationships in small groups can produsyreergy of great achievements. Small
groups such as mentoring relationships should eaebwestigated without taking the bottom-
line success of the mentoring programme into camnaitbn. The accomplishments of groups
can be great achievements or can cause great Aaiter & Gundersen, 2008). According to
Adler and Gundersen (2008, p. 131), from the omgdinnal perspective, “groups can be
highly effective or totally ineffective”. The mering programme is perceived as successful
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by both the mentor and the protégé in the mentgoaigs (as seen in Table 3). There is one

interview participant who perceives the mentoringgpamme as a failure,

TABLE 3

Perceptions on the Success of Mentoring Programme

Mentoring Pairs Not in Mentoring Pair
Mentor Protégé Mentoring Custodian
ltem Category Frequency (%) (%) (%)
Mentoring Programme 5 50 5 50 1 10
Outcome*
Successful 5 50 5 50 - -
Failure = - - - 1 10
*The Maintenance Manager is both a mentor and tégéo
TABLE 4
IDEAL CHARACTERISTICS OF THE MENTOR PROGRAMME COORDINATOR
Sub-theme Associated keywords

Following up mentoring

relationships

Follow-ups A mentoring agreement needs to be fatbwp monthly or quarterly. It
should be good if there is documentation from HR @@ mentoring
meetings that are held.

Capacity At this stage it is impossible to give provisionaibthe mentoring pairs.
Responsibility of the mentoring cannot be on ons@e It should come
from the side of the mentoring pair in the curreintumstances.

which is from the perspective of coordination ok tmentoring programme. This one
perception of mentoring programme failure can nses an unexpected result. The failure
that is reported is a lack in capacity of follow-apthe mentoring relationships (as seen in
Table 4). The findings of this case study are tloeeethe perceptions of a mentoring
programme that is predominately perceived as aessfal mentoring programmdhe

findings were divided into three main areas, namely

THEME 1: Regulation of the relations
THEME 2: Cooperation
THEME 3: Conflict
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The various themes will be discussed in the follaypsection.

Theme 1: Regulation of the relations (Table 5)
The regulation of relations includes the regulat@nrelations, handling conflict, having

aligned relations, and ensuring a successful plablé 5).

The sub-theme, regulation of relations, emergedaatheme that is experienced by
participants of this study. The sub-theme of retyteof relations is perceived in terms of the
preventing ofrole conflict the regulation of relations with thine managerand the
regulation of relations with théop manager(Table 5). To prevent role conflict, it is
perceived by the participants of this study thahsparency in terms of roles and an open
relationship are needed. The protégé is perceigedeading to understand his/her role as
learner and how his/her individual terms of emplenirelate to the objectives of the line
managers. Role conflict is one of the first obgathat new professionals face and should be
regulated pro-actively (Tull, Hilt & Saunders, 2009he mentor is perceived to ensure a
healthy relationship and cooperation with the lm@nageland top management. The mentor
regulates or helps build the relationship betweka protégé and the line manager
(Clutterbuck, 2004). Likewise, in the findings, tmeentor is expected to regulate the
relationship between the protégé and top manageMétitin the regulation of the relations,

the handling of conflict needs to be applied.

The handling of conflict in the mentoring relatibiss emerged, in the interviews with the
study participants, as one of the sub-themes ofilaign of relations. The conflict is
perceived to be handled by thediationof mentors, not bgrbitration by the mentors, when
weighed up againdime, by interdepartmentairansfer of protégé, and by maintaining a
trustworthymentoring programme (Table 5). It emerged fromfih@ings of this case study
that if there is conflict between the protégé and manager or human resource manager, the
mentor will mediate. According to Blair, Mayer, kand Files (2008), facilitator mentors
resolve conflict by using conciliation, mediationdaarbitration. It is perceived that the
mentor will not arbitrate between the protégé drelline manager. The workplace mentors
are perceived in this case study to do mediatiahnbt arbitration in conflict. Managing the
focus of protégés means pulling his weight andeihepreventing dysfunctional conflict

emerged from the results. It is perceived that wtien protégé is in conflict in terms of
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compliance with a specific procedure or a probleith the person, a human resource contact
person is available. The participants perceive that necessary to weigh up time against

management of conflict.

TABLE 5
REGULATION OF RELATIONS (THEME 1)
Sub-theme Associated keywords
Requlation of relations
Preventing role conflict Ensuring that the protégéderstands how the individual terms of

employment relate to the objectives of the line aggns that should be
applied to business. There is transparency in tevfnoles. An open
relationship can prevent role conflict. There wasconflict in my past
mentoring relationships, because of accepting thétle protégé) is a
learner.

Line manager Mentor ensures that there is a healthy relationdleifveen mentoring
pair and line management. The cooperation with life manager is
maintained by the mentor. The mentor now and agsis the perception
of protégés pertaining to the relations with hi®lmanager.

Top management The mentors sometimes understanglitttaion and take it to higher
levels and explains it. Mentor ensures that ther healthy relationship
between mentoring pair and upper management.

Handling conflict

Mediating If there is conflict between the protégé and the imanager the mentor
will consolidate and mediate between them. Whenretiedisagreement
or a misunderstanding between the protégé and itiee nhanger the
mentor will give answers or assistance to the ffiv@ager. If HR does
not understand, the mentor is brought in to restiteeproblem in full. If
the mentoring pair and the line manager have adrfiey may sort it
out between themselves. Just a person's expersarnté&nowledge can
be used to help or give direct instruction to at@gé. The mentors
manage or handle conflict effectively.

Arbitrating The mentor will not arbitrate betwedne tprotégé and the line manager.

Focus Informing the protégé that he is not pulling hisigi® in preventing
dysfunctional conflict. Informing the protégé timee is not doing what he
is supposed to do and telling the protégé to cham¢erms of the focus
of the business. There may be resistance agasbmsibility, which is
normally bridged. Mentoring can be used as a forawion plan for
people who are wasting time.

Procedure When there is conflict in terms of wiliress to comply with a specific
procedure or rule, it will be managed. When theara iproblem with a
person, we have an HR contact person, but itilm@ wasting process.

Time Deciding if time needs to be allocated for discossiith the protégé to
ensure that there is no conflict should be weighpdagainst other
responsibilities. Talking through conflict can takeay time that could
have been better spent elsewhere.

Transfer If something is perceived in a mentorimgationship that can bring
separation the protégé will be moved to anotheadeyent.
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Trustworthy If there is legal, ethical and organisational sbeciarm conflicts the
mentor will have to react and rectify the problefg. if a women is
improperly dressed or there is something impropeuaa person.

Aligned

Cooperation Cooperation because of being aligned in goals. Thentoring
programme is about being in line and cooperatiod #rereby brain
power — this will ensure this programme will haeader-term success,
because there is so much more support.

Wavelength The protégé’s interests in terms of mewjing are aligned. Under
engineers there is only one point of view: If sommag works correctly it
is correct. When the protégé really disagrees sks tp check her facts.

Ensuring a successful plant

Production Working together towards what the bussneeeds. Is the dynamic
manufacturing process in place every day? This tpldras
multidisciplinary teams for reaching its productiojectives.

Budget For a successful running of the plant the budgktdked at in terms of a
successful plant. The commercial financial viapiihd HR logistics are
considered.

Mentoring The top management always looks at aedsapects such as what would

be the best for the plant, e.g. at the characigsiand technical ability of
the protégé. Mentoring is in the organisation’siast for the protégés.
The organisation pays for studies of the protégés pass their studies.
Mentoring is a part of the truth of running a sug=sfal business. There is
an interaction and co-operation between mentonmgraanufacturing.

High-performance organization ~ Currently, the strategic goal of having a high-parfance organisation
is the organisation's most prominent weakness. tbpemanagement
looks at what would be better technology for thefe, in order to have
a successful plant. In reaching a high-performaamganisation and
optimising operational efficiency (which run toget)) the production
budget needs to be taken into consideration.

Mentors need to weigh up the time of handling donilvith the protégeé, because conflict
takes 24-60% of management’s time, according teettudies (Fiore, 2004). It emerged that
if something is perceived in a mentoring relatiapsthat can bring separation, the protégé
will be moved to another department. Interdepartalettansfer may be used if there is
dysfunctional conflict within the mentoring pair.ailtaining that the mentoring programme
is trustworthy in terms of legal, ethical and ornigational social norms is perceived. Ensuring
a trustworthy mentoring programme for mentoringtiehships is most beneficial (Pololi &
Knight, 2005).

The sub-theme of being aligned in the mentoringgEamme emerged as a theme of the
regulation of relations. It is perceived that afiggnt plays a role in the regulation of
mentoring relations in terms @boperationand being on the samweavelengthas seen in

Table 5. It is perceived by the participants theg mmentoring programme is about being in
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line and cooperation. One of the essential funstimot characteristics, of mentors is that of
cooperation (Smith, Howard & Harrington, 2009egulating thinking on the same

wavelength or realigning in disagreement is donechgcking facts. According to Bally

(2007), the organisational goals and mentoringiceiahip should be aligned. Compatibility

or alignment in the mentoring relationship, being the same wavelength, is essential
(Jackson, Palepu, Szalacha, Caswell, Carr & Ira032.

The handling of conflict with or within mentoringlationships should be done in the
constraints of ensuring a successful plant (Tabje T™e bottom line of mentoring
relationships is that it contributes towards a ssstul organisation by taking into account the
production of the plant, ensuring a viable budgdtlising mentoring and strategically
working towards a high-performance organisatione plrceptions of ensuring a successful
plant includes the management pfoduction and objectives, ensuring thieudget is
financially viable, utilisingmentoring and working strategically towardshayh-performance
organisation Working together in multidisciplinary teams in imtaining the production and
objectives of the plant needs to be done for thedls@f the businesBunctional conflict in
terms of budget constraints as in commercial firngability and human resource logistics
is considered in handling conflid¥lentoring is in the organisation’s interest andt dirthe
truth of running a successful businelssthis case study, mentoring falls under the sgiat
goal of the organisation of reaching a high-perfamoce organisation, which is done in

consideration of the production budget.

Theme 2: Cooperation (Table 6)

The major theme of cooperation that emerged froenrésults of this case study include:
cooperation, the cooperation within the mentoriaationship, and the lack of cooperation
(Table 6).

The sub-theme of cooperation in mentoring relati@nperceived in terms of: havingle
clarity, having shared knowledge having cooperation because @bmmitment, and
communicationas well as having cooperation with theman resource managethe line
manager theline manager because of communicatiand thetop managemen(Table 6).
The protégé has cooperation because of knowingdrisble, such as ranking in the team.
Role clarity is needed for cooperation, because cohflict is one of the first obstacles that
new professionals face and should be regulatecgtioely (Tull, Hilt & Saunders, 2009t

49



is perceived that cooperation requires that knogdad shared. According to Tsai (2002), the
social process that is involved in knowledge sttpgan create trust and develop cooperation
by means of the process of social interaction. &anteraction is needed in the mentoring
relationship process of sharing knowledge, formingst and cooperationCooperation
ensures commitment. In a quantitative study dondllen, Eby and Lentz (2006), protégés
significantly reported mentor commitment as conftiftg to mentor programme

effectivenessThe cooperation is based on healthy communication.

Communication is not only a part of cooperation the mentoring relationship, but
communication is also per definition a part of noeimg (Bozeman & Feeney, 2007he
participants of this case study clearly indicateat their human resource manager is not only
in cooperation with the mentoring relationshipg tuman resource manager is also driving
the mentoring programmet is perceived that there is partnership in coapeg. The
perception is that for cooperation to succeed,thgeand open communication is needed. The
participants of this case study perceive that the manager is in cooperation with the
mentoring relationships, because of healthy comoation. The participants of this case
study perceive that the top management is in cadipar with the mentoring relationships,
because the idea of having a mentoring programnmesofrom the top management.
Management support, which is a dynamic of exterelations, has been found in research to
set the tone for mentoring behaviour within orgatians (Eby, Lockwood & Butts, 2006).

The sub-team of cooperation within the mentorinkgtr@nship is perceived in terms of:
cooperation in thementoring pair cooperation because aigreement the mentor and
alignment (Table 6). Trust in the relationship is perceived as causiillingness to
cooperatelt is perceived that there is cooperation in thentoeng relationship, because of

an agreement between the mentor and the protége.

TABLE 6
COOPERATION (THEME 2)
Sub-theme Associated keywords
Cooperation
Role clarity The protégé has a ranking in the teahich functions in dynamic steps.
Not everybody understands their role because gbiibeegé’s focus.
Shared knowledge Cooperation requires that knowledge is shared.
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Commitment

Communication

Human Resource Management

Line manager

Line manager because of
communication

Top management

Ensure individual protégé commitmenbaing part of the team at the
mill. The increase of the protégé’s cooperation aadicate that the
necessary support and guidance are provided.

The cooperation is based on healthy communicatihen there is
cooperation there is communication. When thereoigaoperation there
is no communication.

HR is the driving foroe the mentoring programme. Personal
appraisals for a personal development are giveougir to HR. There
are only certain systems that have to come in plddee HR
representative and | handle the protégé together am. | get along
with the HR of this department. HR is open in tewhguestions, which
they answer from their side. HR is open to helppiwégé with research
problems. The HR training manager basically perfothe mentoring.
They are looking at development programmes anchtaite is being
given to integration with the HR. Since the currétR manager has
worked with me on the mentoring programme, thereehbeen more
harmony and enthusiasm about the programme. Whethetoor is open
to mentoring in the organisation may depend on ishHa control of the
organisation. HR needs to ensure that the mentpriocess adds value.
The cooperation is in the work that | delegatentpirotégé — the protégé
does the work in my stead. There is partnershigowperating. That the
organisation only pays the studies that are pad§bdeén the mentor sees
that there is something that needs to be convey#uktline manager, he
will convey it and provide feedback to the proté@ée cooperation is
not just a blind compliance, opinions are also giv®nce the line
managers know about the mentoring relationship ey prepared to
help.

Open communication between mentoring pair and the imanager.
Healthy communication from both parties is needdt protégé | work
with is a very good communicator and he is a gasidrier. Cooperation,
communication and creativeness go together. Otherrhanagers will
experience the cooperation and communication ofrtértoring pair and
it will drive activities and innovation. The line anager manages the
protégé’s technical projects, his focus, and thtedf things he works on.
There is cooperation in things such as filling e tright forms. The
cooperation comes form the top. Because mentororges from top
management, the cooperation must be forced andlmad be therein.
Documents are sometimes called in to make decisions management
does not always take us into consideration or hhgroaspects in
consideration. Cooperation is in compliance with thiteria that are set.
According to me, top management, like all managemides to see
people better themselves. There is no overt expehsecompany only
benefits. Cooperation is of importance because Ipeajo not
immediately understand the purpose of the mentopirogramme. The
HR training manager remarkably caries us to topagement level.

Within the mentoring

relationship
Mentoring pair

Agreement.

The protégé takes the relationship seriously. Kedgkable mentor.
Trust in the relationship causes willingness to psoate. The line
manager and the mentor manage the protégé togetttbe two-year
period.

The more we advance the more our comemitrgrows. Cooperation
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Mentor

Aligned

because of agreement. Cooperation by complyingeiisag a month-
end project to my mentor every month. To gain ftbmrelationship, the
protégé needs to cooperate. Agreeing to reguladgtnMy boss is my
mentor.

The outcome of the protégé will reflect on the mentCooperation
because of my mentor's seriousness in terms of nientoring

programme. Cooperation of the protégé in writingissertation and the
mentor’'s cooperation in reading it and providingdback. Cooperation
of knowledge and insight gained over the years. Udlutespect. The
mentor takes the broader picture of the protégéhen business into
consideration.

Relevant discussions. Discussion in linethwithe goals of the
relationship. Cooperation because the protégénedliup for the right
mentor. Protégé’s interest in the field. Becausa history of working

with the specific protégé. It is of importance fime mentor that his
words are not in vain.

Lack of cooperation

With Line managers

Human Resource manager

With top management in the past

Lack of cooperation or agreenwtit one group/line manager. There
were a lot of problems for and against cooperatmmiween the
mentoring pair and the line manager. In generakettis no cooperation
between the mentoring pair and the line manager.

The previous HR manager was not in cooperation with mentoring
programme as | would have liked.

When we startedalled it partners, then the essence of mentoring o
couching was not experienced by most. This causenh tto not really
become involved. The mentoring programme should bet used
jokingly or lightly. If the interest and involvemeare only cosmetic, you
will not benefit from it properly.

According to Sosik, Godshalk and Yammarino (20@H¢, level of agreement between the

mentor and protégé may determine the quality lewtiin the mentoring relationshigt is

perceived that there is cooperation in the mengoralationship, because of the mentor’'s

seriousness in terms of the mentoring programme. édsential function, not characteristic,

of mentors is that of cooperation (Smith, HowardH&rrington, 2005)There is a perception

of cooperation because the protégé is lined up thighight mentor and the discussions in the

mentoring relationship are in line with the goalgtee relationship. Mentoring effectiveness

is a function of alignment according to the effeetiess concept for the “Goodness of Fit”

mentoring model (Bozeman & Feeney, 2008).

The perception under the participants of a lackadperation in mentoring relations came

out in terms of the lack of cooperation betweenrt@ntoring pair and thiine managey the

previous human resource manageand theprevious top managemerfTable 6). It is

important to note that the lack in cooperation legd human resource manager and the top
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management is a lack of cooperation in the pjdstre are participants who perceive a lack in
cooperation or agreement with the group/line man@eoperation between the mentoring
relationships and the line manager may not be v¥damentoring succesg.he previous
human resource manager was not in sufficient catiperwith the mentoring programmie.
the past, mentoring or couching was called partraerd the essence thereof was not
experienced by most, including top management. iltexest and involvement were only

cosmetic in terms of the mentoring relationship.

Theme 3: Conflict (Table 7)

The major theme of conflict in mentoring relatidhat emerges from the results of this case
study, include functional conflict, potential cdnf| actual conflict, and no conflict perceived
(Table 7).

The sub-theme of conflict, namely functional cariflis clearly perceived by the participants
of this case study on mentoring relations (TableTHe perception of functional conflict
include: havingpositive criticism havingintegrativenegotiation of issues at hand, having an
understandingin terms of functional conflict, and functional ndbict because of differing
standards Positive criticism that is delivered is not domih intention of being evil in the
functional conflict. The relationship between fuontl conflict and positive criticism is not
clear from literature. Positive criticism in itsef expected to be provided by die mentor
(Schultze, 2009)Healthy conflict is where both persons in the paant the best for each
other and therefore a perception of the integratiegotiation of issues at hand. Integrative
(or principled) negotiation, approaching negotiatio a win-win orientation, is therefore
perceived in the mentoring relationships of thisecatudy (Schermerhorn, 200Functional
conflict does not necessarily disappear, but maeegtance and understanding emerge.
Conflict that is managed, such as being open ireldging an understanding with your

protégeé, may lead to a healthy mentoring relatignsh

TABLE 7
CONFLICT (THEME 3)
Sub-theme Associated keywords
Eunctional conflict
Positive criticism Positive criticism that is dedined. But there is no evil intended conflict. There

not enough open communication with the right pertsotalk to, but there is a time
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and a place to talk with the right line manager.

Distributive Budget versus quality or longevity. Top managenseas the amount of expenses
(finances) and choice of technology, which can Ipe conflict, which is
understandable, because you do not want moneyst@@out and you cannot just
go without equipment. Misunderstandings in termsvbét is important (resources
or human resources) or differing schools of thoughthen the relationship is
crumbling, it will break down. Playing resourcesasxgt each other in the
mentoring pair.

Integrative Healthy conflict is where both persdnsthe pair want the best for each other.
Practice and theory always have something that doeagree.

Understanding Functional conflict does not necessarily disappdart more acceptance and
understanding emerge. Conflict is people who doahways agree with each other.

Standards Conflict develops if there are no endsgind goals) or no standards. Differing

values, in terms of work standards.

Potential conflict

Belittle Protégés tend to go through things that feel below them, because there is no
sense of reward.

Potential role conflict Distinguishing the line manager from mentor. If theentor is also the line
manager, you have to ensure that the protégé imanipulating the relationship.

Actual conflict

Out-group Seeing mentoring pairs as an out-group. Referonglltthe protégés as "them" in
feedback.

Unwillingness to teach A mentor or line manager who is unwilling to teaeifl cause the protégé to learn

protégé slower and the exacting quality to not be learn€dnditional willingness to
mentor.

False assumptions My mentor assumed that | have factory experienaeklof applicable feedback.

Previous line managers Some managers might haeeiped that that which the mentoring pair were busy
with, was neither relevant nor of value. Confligttlveen the previous protégé and
the line manager. Unhealthy relationship betweerlitte manager and the mentor.

Previous mentoring pair Conflict with a different mentoring pair in the pasDid not appoint protégé. Too
strict. A protégé who is uninterested and follows dwn head. The protégé wanted
to only use the organisation as a stepping stone.

No conflict

Mentoring pair No conflict is perceived currently. No conflicttine past.

No conflict between No conflict between the mentoring pair and the lm@nager. No conflict between
mentoring pair and other the mentoring pair and the top manager. No confletiveen the mentoring pair
relations. and the human resource management.

Other relations No conflict that | know of between line managerd &p management

Conflict develops if there are no ends (no endg)aad no standards set out in the mentoring
relationship. Functional conflict involves gettiagprotégé on a professional standard from
his/her current standards of work performance, Wwhitay be on a sub-standard level.
Mentoring relationships are increasingly seen aseans of increasing professionalism
(Hamilton & Brabbit, 2007).
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Potential conflict is perceived by the participaintserms of beindpelittled andpotential role
conflict in the mentoring relationship (Table 7here is a perception of potential conflict
because the protégés tend to go through things#mafeel below them, because there is no
sense of reward. In the building of a healthy mentp relationship, being belittled can
potentially cause dysfunctional conflict or courpeoductiveness (Stowers & Barker, 2010).
The perception of trusting that the mentor will betittle the protégé is perceived in this case
study. When the mentor is also the protégé’s line mandtpere is the potential of role
conflict in the mentoring relationship, becauseés inot appropriate for the mentor to be the
direct line manager of the protégé (Vicker, MorgaNoore, 2010). It is perceived that if the
mentor is also the line manager, the mentor ensghedshe protégé is not manipulating the

relationship.

The actual conflict in the mentoring relations tigperceived, includesut-groupconflict,
unwillingness to teach protégéalse assumptionsconflict with previous line manager
conflict within a previous mentoring pain the past (Table 7)here is the perception of
seeing the mentoring relationships as an out-gréapinstance where all the protégés are
referred to as "them" in feedback. Typifying thentoging relationships as an out-group,
may cause negative bias or dysfunctional conficey & Adams, 1970; Gallant, Boone &
Heap, 2007, Tajfel & Turner, 1979%.mentor or line manager who is unwilling to teaei
cause the protégé slower learning and the exaqtiatity not to be learned. Unwillingness of
a mentor towards a protégés can make the mentmlagonship emotionally draining and
ineffective (Webb & Shakespeare, 2007). A mentagsdoot necessarily have to teach, but
there is experience, wisdom or knowledge that shbelconveyed by die mentor directly or
indirectly in the mentoring relationship (Bozemank&eney, 2007)One of the mentors in
this case study had the false assumption that fdotege has had factory experience. An
example of a false assumption that can be dysftumaltiis when a protégé can be wrongly
perceived as having apathy and looking unresponsegause of not wanting to disturb a
busy mentor (Borges & Smith, 2004%0me manager might have perceived what the
mentoring pair were busy with was not relevantaforalue. Similarly, a lack of cooperation
between top management and human resource mamafjfreamentoring relationships have

been perceived in the past.
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The strong perception of no conflict is perceivedluding no conflict in thementoring
relationshipcurrently and in the past, as wellras conflict perceived between mentoring pair
and other relations(Table 7).There is a strong perception of no conflict peredivn the
mentoring pair currently and in the past. The greatajority of the mentoring relationships
of this case study perceived no conflict. The mgjaf the exceptions to not having conflict
are emphasised as being functional conflict andosirmo dysfunctional conflict was
reported.Similarly, the greater majority of perceptions efations between the mentoring
pairs and other relations in this case study aremftconflict, as well as the majority of

exceptions to not having conflict emphasise fumaiaonflict.

Limitations and suggestions for future research

A limitation of this case study is the relativelynall population of this qualitative study
(n=20). Investigation on the perceptions of theugrdynamics of the mentoring relationship

can be done in more depth and quantitatively irfuhee.

CONCLUSION

The bottom line of mentoring relationships is thlaey contribute towards a successful
organisation. Being proactive in taking on unempient by human development initiatives
such as mentoring relationship programmes is obmance for economic growth in South
Africa. The mentoring programme is perceived asessful by both the mentor and the
protégé in the mentoring pairs (Table 3). Thre¢hef major themes that emerged from this
case study are: the regulation of relations, caper, and conflict. The major themes
emerged in terms of both inter- and intra-groupasgits of the mentoring relations.

Mentoring relationships have inter-group dynamiesaeen the mentor and the protégé. The
need for regulating potential inter-role confli@ perceived throughout the three major
themes. It is perceived in this case study thattamercan potentially have role conflict when
they are both the mentor and line manager of tbeégé (Carnwelkt al, 2007; Taheria, &
Shekarchian, 2008). Role clarity is needed for esation, because role conflict is one of the
first obstacles that new professionals face andildhioe regulated pro-actively (Tudt al.,
2009). Having alignment between the mentoring i@lahip and other relations is an inter-
group dynamic that emerges throughout the threeormifiemes. The alignment in the

mentoring relationships is perceived in terms bé& mentor and protégé being on the same
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wave length for the regulation of the mentoringtieinship; alignment between the mentor
and protégé as a reason for having cooperationefBan & Feeney, 2008); and having
functional rather than dysfunctional conflict besawf an understanding between the mentor

and protége.

The majority of inter-group conflict that is pereed in this case study is functional conflict.
The functional conflict, in the mentoring relatibmss, is perceived as functional because of
positive criticism, integrative negotiation in theentoring pair, and friction in raising
protégés to a professional standard. Communicatwhshared knowledge are perceived in
this case study as a reason for cooperation. FaEsamptions, which include a lack of
communication and an unwillingness to teach theégé are a form of conflict that is
perceived to an extent in the mentoring relatigpshintra-group cooperation is perceived

between the mentoring relationships and line-mansagecause of healthy communication.

Mentoring relationships have intra-group dynamiesseen the mentoring pairs and other
relations such as the line manger, human resoueseger and top management. A lack of
cooperation has been perceived between the megfoain and both the top management and
human resource management in the past. Typifyiegntentoring relationships as an out-
group, which is perceived in this case study, mayse negative bias or dysfunctional
conflict (Frey & Adams, 1970; Gallant, Boone & He&®07, Tajfel & Turner, 1979). The

mentor may facilitate the handling of intra-groupnftict by using mediation in the

mentoring relationship (Blaet al, 2008).

Ensuring cooperation and that conflict is functigriar inter- and intra-group dynamics of
the mentoring relations, are perceived as beingortapt in mentoring relationships.
Dynamic relations such as found within the menwriglationship have remarkably impacted

the known world.
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Chapter 4: Trust and healthy relationship in mentaing.
(Research Article 3)

ABSTRACT: Dynamic relations such as mentoring relationshig#ehaffected the world
as we know it. This case study investigated theadyos of mentoring
relations in the pulp and paper industry of SoufhicA. Interviews of a
convenient sample limited by the saturation of rmeng pairs and a
mentoring custodian were gained. Alignment is peegk as causality
towards trust, basic trust and a healthy relatignsin mentoring
relationships. As a contribution, this research litatavely gained the
perspectives of the inter- and intra-relationslupsientoring relationships.
KEYWORDS: Mentoring pairs, Employee relations, Mentoring ateinships, Trust,

Mentoring programme.

INTRODUCTION

Dynamic relationships have affected the world askmew it as in the relationships of
Alexander the Great, who conquered nations and wé&® brought up to be a king under
Aristotle, his tutor; the kingmaker Gadla Henry Mjghnyiswa raising his son Nelson
Mandela, winner of the Nobel Peace Prize; the desdiof the United States of America,
Harry Truman, who played a key role in World Wardihd who was mentored into politics in
a dynamic mentoring relationship with Mike PendstdMandela, 1994, McCullough, 2003,
Pomery, Burstein, Donlan & Roberts, 1999). Thedatiomships prepared individuals for
great achievements within the synergistic smallugrmteractions between these protégés

and their mentors.

In the world of work, which is facing a global resen, the effective functioning of small
groups such as mentoring relationships is vitgusi about all sectors of the organisation
(Elwyn, Greenhalgh & Macfarlane, 2001; Klynveld,aBeMarwick & Goerdeler, 2009).

Small groups in organisations should be considerédrms of the employment relationship.
Employee Relationgonsisting of Human Resources Management andsinduRelations,

cover everything that impacts on the employmenati@hship (Nel, Swanepoel, Kirsten,
Erasmus & Tsabadi, 2005). The mentoring relatignghia form of employee development

that falls under employee relations.
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The personal relationship in mentoring relationshipn have an impact on the development
of high achievers (DeLong, Gabarro & Lees, 200huday). Mentoring is therefore used to
develop talent. In a study of global organisationgas found that having a well-developed
system to identify, develop and effectively mantent within an organisation has a distinct
advantage over organisations without such a sygtdeDonnell, Lamare, Gunnigle &
Lavelle, 2010). Mentoring relationships are sudystem, as the dynamic relationship can be

one of the means by which high achievers and yaweahelped (Stone, 2007).

The original focus of the mentoring relationshipswihat of the mentor-protégé dyad, from
which the peer and group mentoring conceptualisatimove away (Bozionelos, 2004;
Dansky, 1996; Eby, 1997; Kram, 1985). A dyad ig@ug consisting of only two members,
who are connected by and within a social relatigngRorsyth, 2009). A mentor-protégé
dyad is therefore a mentoring relationship congjstdof only two members, namely the
mentor and the protégé. Bozeman and Feeney (200ve tmack to thelyadic nature of the
mentoring relationship in numbering the particigamt mentoring to transmit work-related
knowledge as dyads (including sets of dyads). Thadid nature of the mentoring
relationship limits the definition of mentoring tlyads or sets of dyads (Bozeman & Feeney,
2007).

The last two decades have provided a surge ofestteaind research into the topic of
mentoring and workplace mentoring, which is a redédy new focus of study (Allen, Eby,
O’Brien & Lentz, 2008). The dynamic relationshipatlguides, supports, and influences the
developing person is known as mentoring (Haynessmgl & Boss, 2008). The profound
effect that influential people can have on ourdivas in the far-reaching effect of mentors,
can lead to theucces®f organisations, businesses, churches, child@mmunities and our
country (Steinmann, 2006). The definition for meimtg used in this study is based on the
definition adopted by the European Mentoring anddcbing Council, where mentoring is
“off line help by one person to another in makimgngicant transitions in knowledge, work
or thinking” (Clutterbuck, 2001, p. 3). Note thataching relationships go hand in hand with
mentoring relationships, because mentoring includesching, guardianship, facilitating,
counselling and networking of the person being et in other words the protégé (Klasen
& Clutterbuck, 2002; Rhodes & Beneicke, 2002). Meimy is a process of transferring

specific knowledge from the mentor to the protégléndrikse, 2003, cited in Janse van
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Rensburg & Roodt, 2005). Bozeman and Feeney (200731) define mentoring in the
following way:
Mentoring [is] a process for the informal transrnassof knowledge, social capital, and
psychosocial support perceived by the recipientr@evant to work, career, or
professional development; mentoring entails infdre@mmunication, usually face-to-
face and during a sustained period of time, betwegerson who is perceived to have
greater relevant knowledge, wisdom, or experienice (nentor) and a person who is
perceived to have less (the protégé).
This definition, which will serve as one of the dhetical bases for this research, limits
mentoring to dyads (or sets of dyads) and rejeotsescurrent meanings of the term
mentoring, such as the current meaning of grouptonexy (Bozeman & Feeney, 2007).
“Mentoring is an inclusive, confidential relationghbetween two people who have mutual
personal growth and corporate success as commamndjr¢Brown, 1990, cited in Hattingh,
Coetzee & Schreuder, 2005, p. 4Derived from these definitions, mentoring is anirodf
relationship between two people for the transmissad knowledge, social capital, and
psychosocial support perceived by the recipientredsvant to professional development
between a person who is perceived to have greaddvant knowledge, wisdom, or

experience (the mentor) and a person who is pezdeiv have less (the protégeé).

The mentoring relationship functions within the t@a of internal and external relations
The relation that is internal to the mentoring tielaship consists of the mentor-protégée
dyadic relationship, which enables the next germrato gain relevant work, career, or
professional development (Bozeman & Feeney, 200@s9ViBrunke, Thorne & Parslow,
2006). The mentor-protégé relationship functionthiwithe context of external relations to
the mentoring relationship, for instance the relahip between the mentor and the line
manager of the protégé. Management support, wkiehdynamic of external relations, has
been found in research to set the tone for mergdsghaviour within organisations (Eby,
Lockwood & Butts, 2006). In this study, the extdrredations to the mentoring relationship

are mainly limited to line management, top managerard human resource management.

As in Group Dynamics there are inter-group andaugroup dynamics in mentoring dyads
(Forsyth, 2009; Wang, Noe, Wang & Greenberger, 200Sthis study, the intra- and inter-
group relations have been gained by interviews ftbenperception of mentoring dyads and

custodians. The intra-group relations are the icglahipsin the mentoring pairs and the
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inter-group relations are the relationstweenthe mentoring pair and other relationships,
which are top management, human resource managemerine managers. Alexander the
Great, for example, learned how to lead intra- iater-grouprelationsthrough the example
and empowerment of his father, King Phillip Il (@ay & Ogden, 2010; Pomery et al.,
1999). Philip was an example to Alexander in legdiom the front line to build a trust
relationship with the soldiers (Pomeey al, 1999). Phillip Il managed conflict and trust in
groups by exploiting the low level needs such asstturity of the nation and their high level
needs such as conquest (Pomaral, 1999). Trust has been found to be directly eglab
functional conflict (Hulin, 1990).

Research found that trust in the mentor (or superyipositively impacted the mentoring
relationship (Richard, Ismail, Bhuian & Taylor, press). According to Tschannen-Moran
and Hoy (2000), trust is related to productive camioation and going beyond minimum
job requirements. Therefore, trust facilitates picitve job relationships. There is basic trust
or a disposition to trust falls under the topictafst, which gained increasing interest in
organisational theory and research over the pastieecades (Kramer, 2006; Mayer, Davis &
Schoorman, 2006). For clarity purposes, basic twst be defined. Basic trust or
dispositional trust, according to McKnight, Kacnaard Choudhury (2004), is “a propensity
or tendency to believe in the positive attributé®otbers in general” (p. 2). The term basic
trust came forth from the field of Developmentaly@wlogy (Erikson,Childhood and
Societyl950, as cited by Govier, 1997). According to E(@808, p. 40-41):
Trust and basic trust are two different thingsl Walk by you and accidentally step on
your foot with my size 15 shoes and say, “Oh, lorssrry, please forgive me.” You may
still trust me as a person. But the next time lknebse by, you will make sure you
withdraw your foot so it doesn’t get tramped upo8o you withdraw a part of yourself-
the part that was injured before because a meadguyeur basic trust has been lost...
When we discuss basic trust, we are not talkingualioe ability to believe or trust
another person, but the capacity to hold your heaen to another person, especially if
you believe his or her motives or intentions aresgnable. Basic trust is the ability to
risk being real and vulnerable, to keep your hepden even when it hurts rather than
close off your spirit [self].
Basic trust therefore is the ability to risk bewagl and vulnerable, to keep your heart open,

especially if you believe the motives of your felloworker, manager or mentor are
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guestionable (Frost, 2008). The perception of anapentoring relationship can therefore be

asked to empirically verify if there is basic trista mentoring relationship.

To investigate the dynamic relations in mentorithg, field of Group Dynamics will serve as
a basis. In this article, a case study is investjan terms of dynamic relations. The core
relationship dynamic, namely trust and basic trigsthe key area in relation to the mentoring

relationship in question (Song, 2006).

From the above literature review the following pasp emanates: To gain the experience of

mentoring relations in a case study.

The aim of the study

Small groups such as mentoring relationships warmavestigation within the current
financial constraints and skills shortages. Acaagdio Scott and Smith (2008), the current
financial constraints and skills shortageballenge the viability of using one-on-one
mentoring models to empower subordinates, and tiigegroup mentoring team as a more
viable option to support new graduate nurses. @nother hand, recent mentoring theory
challenges the viability of the use of group meinpr but permits the use of sets of
mentoring dyads and labels group mentoring relatigpgs under socialisation (Bozeman &
Feeney, 2007).

A major concern currently within South Africa isetlavailability of employment (KPMG,

2009). This is reflected in the current unemploytirate in South Africa, which is at twenty-
four percent (CIA, 2009). Low levels of human deypghent are constraining economic
growth potential in sub-Saharan African countriashsas South Africa (Ranis, Stewart &
Ramirez, 2000). Focused skills development is rheskficial towards human development
(Kingdon & Knight, 2007). Mentoring relationshipseaa form of human development and
therefore take on the employment challenge. Beimggiive in taking on unemployment
through human development initiatives such as nmgrgorelationship programmes is of

importance for economic growth in South Africa.

In the workplace, small groups such as the mergaeationship relate to certain desires or
needs of employees. It is desired, and even expdntanuch of the workforce today, for

organisations to provide opportunities to fulfilrear and psychological or developmental
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needs, as well as role modelling needs (Aryee, Gh&hew, 1996; Kram, 1985; Scandura
& Ragins, 1993; Wang, Noe, Wang & Greenberger, 2089more complete understanding
of mentoring relations may make satisfying thesssesasier.

TABLE 1
COMPONENTS OF A MENTORING PROGRAM*

Support Structure Support Culture Empowerment

Open physical environment. Top management support. Loyalty.

Mentor training. Team emphasis. Increased retention.

Cross-functional work teams. Open communication. tisiation.

Mentor and protégé team bonding Employee collaboration. Networking. Protégé’s access to

weekend. resources.

Mentor and protégé matching Promotion/ advancement

system. opportunities of protégé.

Layered or flattened hierarchy. Socialisation into organisational
culture.

Organisational learning.
Improved morale.

Diversity awareness.

Enriched performance.
Professional development desire.

*Derived from three resent authors (Cranwell-Wat@l., 2004; Hattinghet al., 2005; Hegstad & Wentling, 2005)

The mentoring relation can be facilitated throulge tise of a mentoring programme within
an organisation. Literature sources describe ctsmtéx which mentoring schemes (or
programmes) exist, including many situations wherawledge, wisdom or experience needs
to be passed from people with more of the requatiibute to people who need to acquire
more of this for any reason (Colley, 2003; Kloch2002; Klasen & Clutterbuck, 2002). The
purposeand approach of this mentoring programme are siév&rithin organisations using

mentoring programmes. The implementation of mengppgrogrammes is one of the ways to
promote empowering work environments, for instafaethe promotion of subordinates,

enriched performance and diversity awareness (sdx#eTl)(Cranwell-Ward, Bossons &

Grover, 2004; Hattinghet al, 2005; Hegstad & Wentling, 2005; Nedd, Nash, Galindo
Ciocon & Belgrave, 2006). The mentoring relatiopshshould not be investigated outside
the context of the purpose and the approach ofraarieg programme. The purposes of this
mentoring programme include that the mentoring @ogne should selectively include

specific people into the mentoring relationshigse Mmentoring programme should provide
for both formal and informal mentoring relations$iiand the mentoring programme should

be geared towards sustained development (Visaddeu§er, in press).
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The potential value-add of the study

Recent research on mentoring relationships in tbekplace revealed the problem area,
namely that only 11.1 percent (n = 178) of the aed® on mentoring was done qualitatively
or combined according to research on the stateeasftoning research done by Allen, Eby,
O’Brien and Lentz (2008). There is therefore a niedmore qualitative investigation into

mentoring relationships, which is catered for big tesearch.

Research objectives
The following research objectives are formulateddoaon the above-mentioned description
of the research problem:
* To obtain through a literature survey the dynaroiceentoring relations, in terms of
trust and basic trust;
* To obtain through interviews the dynamics of thentogng relations, in terms of
trust and basic trust; and

» To disseminate empirical the results.

RESEARCH DESIGN
Research approach
The research, pertaining to the specific objectiwemsists of diterature reviewand an

empirical studyof this case study.

Research strategy

The literature review is based on the researchhefrelevant literature, in order to gain
understanding of mentoring relations. Where applaathe relevant tables or figures were
incorporated. Primary and secondary sources thate wednsulted, include various

publications such as textbooks, journals, newspaperes and previous studies related to
this research topic. The databases that will bel @se Nexus, SA journals, LexisNexis,

Ferdikat, Emerald, ProQuest and Google Scholar.

This empirical study is designed as a case studgisting of qualitative interviews. In order

to achieve the aims of the study, a case studyheiltonducted in the form of one-on-one

interviews. The rationale in the primary use of ¢ualitative one-on-one interview is that the
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study is of an exploratory nature (Flick, 2009).eTihterview questions were reviewed and

critiqued by experts in related fields of studyeTduestions were accordingly revised.

Research method

Research setting

All the interviews were held behind closed doorse Tnterviews were held on the premises

of the specific mill within offices and a conferenmom.

TABLE 2
DEMOGRAPHIC CHARACTERISTICS OF THE PARTICIPANTS

Mentoring Pairs

Not in Mentoring Pair

Mentor Protégé Mentoring Custodian

Item Category Frequency (%) (%) (%)
Mentoring Pair 5 50 5 50 1 10
Gender Male 5 50 4 40 1 10

Female - - 1 10 = -
Ethnicity White 5 50 4 40 1 10

Black _ - 1 10 i i
Occupation Engineers 40 4 40 - -

Engineering Manager 1 10 - - - =

Lean Manufacturing 1 10 ) - ) -

Manager

Maintenance Manager 1 10 1 10 ; -

Manager Electrical 1 10 ) - - -

Engineering

Mechanical Engineer in ) ; 2 20 ; -

training

Senior Technician ) B 1 10 } -

Risk Management 1 10 1 10 - -

Risk Manager 1 10 ) - - -

Risk Superintendent . ) 1 10 - -

Human Resource ) - ) - 1 10

Management

= = = 1 10

Training Superintendent
Engineering

*The Maintenance Manager is both a mentor and &géo
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Entrée and establishing researcher roles

For the purposes of this study, the researcher edoidtosely with an intermediator. An
intermediator gave permission for the interviewddoconducted and arranged the interviews

and interview locations.

The participants (n=10) were limited to mentorytegés and relevant participants in this
case study within the pulp and paper industry. Gamhployees of a specific pulp and paper
mill are included who are/have been in a mentoraigtionship or have strong relevance to
the mentoring programme at this mill. The geogragbcation of the participant is in the
South African province of Mpumalanga. The mentdraliothe mentoring pairs are limited to

middle or top management.

Sampling

The sample size of the research is limited by #ueiration of thequalitative interviews
(Table 2). For the purpose of measuring qualititivihe success of the mentoring
programme, five mentoring dyads/pairs and the clistoof mentoring in the specific mill
were interviewed (Table 2). The results therefopevey the perceptions of the mentors,
protégés and a mentoring custodian. The mentorumjodian promotes the mentoring

programme as a subtask in his job description.

This case study of the dynamics of mentoring refeticonsists of a limited population.
Demographically, the highest frequency of partinigais male and ethnically white (Table
2). Seventy present of the study participantsufatler the job category of engineering (Table
2). The one female in the study is one of the twdi@pants in the job category of Risk
Management (Table 2). The fact that all the paréithg engineers are male is not surprising,
because the field of engineering is male domindkeulkner, 2007). The perceptions of
participants in the mentoring relationships of tsigdy are therefore validly dominated by

the perceptions of males.
Data collection methods

The case study will be conducted in the form aficttired one-on-one interviews. For this

case study, the interviews are recorded digitalth the participants’ permission.
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Data recordings

According to Silverman (1993), qualitative reseasblbuld most preferably be carried out by
observations, text analyses, interviews, recordiags transcriptions. This case study will
utilise interviews with the mentoring pairs and nogimg custodian at the mill, which will be
recorded digitally with the participants’ permissioThe recorded interviews were safely
stored on the digital recorder to prevent comprenoisthe quality of the data. Additionally,
the data was stored in duplicate in locations aadgessible to the researcher. The data
captured on the digital audio waanscribed verbatinfor content analysis by the researcher

and archived in duplicate for verification.

Data analyses

In this qualitative analysis, a thematic contenalgsis was done by the researcher on the
transcribed interviews. The responses from the itqtise data have been analysed by

identifying the relevant utility items. Major thesibave been extracted from the utility items.

Strategies employed to ensure data quality and repiting

For reliability purposes the researcher made usgkoh’s (2002) communication techniques
in order to conduct the structured one-on-one wgers. An example of one of the
stipulations under Okun’s (2002) communication teghes is the use of clarifying
qguestions. This method allows the researcher tloviothe participant’s lead, for asking
clarifying questions, and for facilitating the egpsion on the participants’ perceptions
(Streubert & Carpenter, 1999). For the purposeriifg into consideration the non-verbal
aspect of the interviews, or what is of note, fielotes were made. The field notes were
made in the form of journal entries. The field rot#elivered no relevant information to

gualitatively add to the research findings.

Reporting
The reporting style that is used in this qualitatstudy is that of the American Psychological
Association. The major themes and closely relatedhes will be reported in the discussion

and tables.
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DISCUSSION AND FINDINGS
Dynamic relationships in small groups can produsyraergy of great achievements. Small
groups such as mentoring relationships should eabhvestigated without taking the bottom-

line success of the mentoring programme into camattbn. The accomplishments of groups

TABLE 3

Perceptions on the Success of Mentoring Programme

Mentoring Pairs Not in Mentoring Pair
Mentor Protégé Mentoring Custodian
ltem Category Frequency (%) (%) (%)
Mentoring Programme 5 50 5 50 1 10
Outcome*
Successful 5 50 5 50 - -
Failure = = = = 1 10
*The Maintenance Manager is both a mentor and #géo
TABLE 4
IDEAL CHARACTERISTICS OF MENTOR PROGRAMME COORDINATOR
Sub-theme Associated keywords

Following up mentoring

relationships

Follow-ups A mentoring agreement needs to be falbwp monthly or quarterly; It
will be good if there is documentation from the R the mentoring
meetings that are held.

Capacity At this stage it is impossible to make provisiondt the mentoring
pairs; Responsibility of the mentoring cannot beoar person. It should
come from the side of the mentoring pair in the@unir circumstances.

can be great achievements or can cause great Aaiter & Gundersen, 2008). According to
Adler and Gundersen (2008), from the organisatigreakpective, “groups can be highly
effective or totally ineffective” (p. 131). The ntening programme is perceived as successful
by both the mentor and the protégé in the mentquaigs (as seen in Table 3). There is one
interview participant who perceives the mentoringgpamme as a failure, which is from the
perspective of coordination of the mentoring progmege. This one perception of mentoring
programme failure can be seen as an unexpecteltl fEse failure that is reported is a lack in
capacity of follow-up of the mentoring relationshif@as seen in Table 4). The findings of this

74



case study are therefore the perceptions of a megtprogramme that is perceived as a

successful mentoring programme. The findings weneled into four main areas, which are:

THEME 1: Healthy relations

THEME 2: Ideal of a healthy relationship
THEME 3: Trust

THEME 4: Basic trust

The various themes will be discussed in the follayyi

Theme 1: Healthy relations (Table 5)

The perception of healthy relations that emergeanfithe results of this case study on
mentoring relations include: the ideal healthytielaship (Theme 2, as seem in Table 6); and
actual healthy relations, as seen in Tabl&he ideal healthy relationship is emanated under
Theme 2 (Table 6).

TABLE 5
HEALTHY RELATIONS (THEME 1)
Sub-theme Associated keywords
Ideal Healthy Relationship and
Understanding between the
mentor and protégé
Table 6
Actual Healthy relations
Aligned Listening skills. Aligned in listening, goals andderstanding. Maturity
in relationship. Loyalty develops by a leap of tieart.
Mentoring pair Very good relationship. Very loyal relationship. A&onfidential
relationship.
Other Most of the seniors have also gone thought merggpimcess. A good

relationship between the mentoring pair and othethe organisation.
Additional help for experience or practice for sagl if you ask
someone outside or inside of the department fop.h&bking into
account differing perceptions between departmdrden’t think others
know of this mentoring relationship, unless youthetm know. Relations
are more trustworthy.

Line manager Open communication between mentoring pair anditreerhanager. An
actual good relationship between the mentoring aad line manager.
The mentor and line manager are colleagues and bats&tanding
relations. Service cannot be delivered by die g®t# there is not a
healthy relationship. The relationship betweenrtigntoring relationship
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and the line manager is surprisingly in place, beeahe line manager
has also been in a mentoring relationship.

Top management The top management is impressed twéh the whole mentoring
programme has achieved. A good relationship betwbenmentoring
pair and top management. The idea of mentoring sofmem top
management. If the top management does not supip@rimentoring
programme, it would not be there. Cannot really ommt on this,
because the top management is not here. The loibrdfct that | have
had with top management has been proper, formapesféssional. The
top management makes sure that the protégés digediticorrectly
through the line managers. There is open commuaicatith the top
management.

Human resource manager Human resource manager (HR) is the spreader of anegtin the
organisation. The HR representative in the departrisechimself seen as
a mentor. Whatever seems to be the issue, the HBwssh
professionalism. Not always understanding in teohsvhat technical
things need to be done. There is an energeticionsdtip between the
mentoring pair and the HR. The HR is very good akimg sure that
things work out and is organised. There is openmsanication.

The findings of actual healthy relations that aeecpived by the participants include: being
aligned in listening, goals and understanding; as well haslthy relations within the
mentoring pair with others in the organisation, with théne manager with the top
managementand with thehuman resource managéfable 5).The healthy relationships are
perceived to be aligned in terms of listening, gaald understanding (Bozeman & Feeney,
2008; Clutterbuck, 2004; Godshalk & Sosik, 2008)very healthy and loyal relationship
within the mentoring pair is experienced. The indiinal differences of mentors or protégés
that contribute to a quality mentoring relationslai@ little known (Dougherty, Turban &
Haggard, 2007). According to Ramaswami and Drel#007), having high-quality
relationships should produce cognitive, affectinel dehavioural responses, as suggested by
Kram (1985).A good relationship is perceived between the mamgopair and others in the
organisation. A healthy quality of mentoring rebas within the mentoring pair and with
other in the organisation is perceived within ttése studyAn actual good relationship is
perceived between the mentoring pair and line mamddne top management of this case
study is impressed with what the whole mentoringgpamme has reachedhere is
perceived to be a very healthy relationship betwten mentoring pair and the human

resource manager.
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Theme 2: Ideal of a healthy relationship (Table 6)

The ideal of a healthy relationship emerged aslatlseme of healthy relations and as a
causality towards a successful mentoring prograniine.ideal healthy relationship includes:
the ideal of a healthy relationship between thetoreand protégé; and the ideal of proper

understanding between the mentor and protégé (Bable

TABLE 6
IDEAL OF AHEALTHY RELATIONSHIP (THEME 2)

Sub-theme Associated keywords

Ideal of a healthy relationship

between the mentor and protégé

Healthy mentoring relationship There should be @pepr relationship between the mentor and protégé.
Mentoring pairs need to take accountability forittrelationship. The
integrity of the mentor and trainee should be iway that both do their
parts. Protégés are placed with mentors who ar¢heat line managers
where possible. A mentoring relationship cannotitsiccess if it is not
open, because all the development aspects shouldodsEhed on,
including emotional and social aspects. The mendeisrer a service
towards the protégés.

Maturity A great deal depends on whether the persons arenfgra partnership in
maturity. Mentoring relationships can go bad, sually if you handle it
professionally, it is good. Be engaged in inte@ctior connecting in a
professional why.

People skills Mentors need to be able to work wg#ople, not just have a lot of
technical ability. | think mentors need good pesdities for relating
with the protégés.

Resources Making resources available to protégés.

Reciprocal relationship A give and take in the tielaship that needs to be used in wisdom.
Conduct some research from his side for the relalip. Actively
engaged with the protégé. Taking their opportusitiés protégés
seriously.

Ideal of proper understanding

between the mentor and protégé

Generation The life stage the mentor is in. Geiwrat theories are applicable to
mentoring, because the type of mentorship that ideteh years ago
differs from what we do now. The expectations & tturrent generation
differ. Age group may play a role in healthy redaships.

Communication The mentor needs to learn how to communicate vighprotégé. There
should be a proper understanding between the mentbitrainee. The
right time or circumstances need to be searched toutconvey
information. If the cap fits within the mentoringlationship, which it
will, it will be successful. Understanding is nogeoup acting down on
another, but acting their part.
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The sub-theme of the ideal of a healthy relatign&l@tween the mentor and protégé emerged
in the results (Table 6). The ideal healthy relaldp that emerged in terms of the mentoring
pair of this case study includes the ideal of hg\ahealthy mentoring relationshipnaturity

in the mentoring relationship, the ideal of the rayppiate people skills having resources
available, and having reciprocal relationshiplt is perceived that there should be a proper
relationship between the mentor and protégé. Falttherelationships the protégés can for
instance perceive that they need a mentor who bamneswith them relevant resources
(Straus, Chatur & Taylor, 2009}.is perceived that a great deal depends on thmeifg of a
partnership in maturity. According to Galbraith (), mentors needs to be mature in how
they approach the mentoring relationshipemerged from this case study that mentors need
to be able to work with people, not just have agdeal of technical ability. People skills can
be beneficial for all relationships and mentorsitgglf can improve the people skills of the
mentor (Blank, Frazzini & Marshall, 2008; Ehrich @ansford, 2008).The participants
perceive the importance of making resources auailab the protégéAccording to the
perceptions of the participants, there is a give take in the relationship that needs to be
used with wisdom. A mentoring relationship showddefinition be a reciprocal relationship
(Keyseret al.,, 2008).

The ideal of having understanding between the mmeainol protégé is perceived by the
participants in terms ofgenerational differences, and of having a proper level of
communicatiorand understanding in the mentoring relationshgh(@ 6).lt is perceived that
generational theories are applicable to mentotiegause the type of mentorship that we did
ten years ago differs from what we do now. Accagdio Bickel and Brown (2005), taking
generational differences into consideration is wisef development such as in mentoring
relationships.t is perceived that mentors should ideally be dbldave or form a proper
relationship and understanding between the memibpaotégé. Good verbal and non-verbal
communication is needed for proper understanding mentoring relationship and may be

hindered by impairments, for instance hearing (¥¢gkle & Gueldner, 2011).

Theme 3: Trust (Table 7)

According to Dineen and Noe (2003), it is beliewbat a critical factor for mentoring
relations is to gain norms, obligation, identifioat and trust. Working on the basis of social
norms, such as trust in the workplace, brings fditidends of social norms, such as loyalty,

which market norms cannot really produce (Ariel§1@). The major theme of trust in terms

78



of the mentoring relationship that emerged fromréwults of this case study includes: ideal

trust and actual trust (Table 7).

The ideal trust sub-theme of trust includes thealidd# mutualintegrity, having mutual

agreementhavinggrowth in trust entrustingthe protégé with responsibilities, maintaining a

trustworthy mentoring programme, and the ideal of hawdmissionfrom the protégé

towards the mentor in the mentoring relationshiph(€ 7).It is perceived that integrity

should come from both the mentor and the protéggrder for trust to be in the mentoring

relationship.
TABLE 7
TRUST (THEME 3)
Sub-theme Associated keywords
Ideal trust
Integrity The integrity of the mentor and trainé®sld be such that both do their parts.
Agreement For trust there should be an agreement. For thesetshould be an agreement

Growing trust

Entrusting

Trust worthy

Submission

from the start. Know and understand the other perso
Confessing your open relationship and making swgestare no surprises.
Trust grows and some postpone. Tgsivs slowly as you explore and learn to
understand the other person.
The mentor should give the protégé a chance.

If there is legal, ethical and orgatisnal social norm conflicts the mentor will
have to react and rectify the problem. E.g. if an&o is improperly dressed or
there is something improper about a person.

During initial employment, the protégé benefitshé sees the mentor as an
alpha figure. When the protégé relies on mentogmeeaence and knowledge.

Actual trust

Reliance

Entrusting
Teachability

Mutual trust

Confidentiality

Respected

When the protégé relies on mentor's experience kanmviedge. The protégé

trusts that his mentor will give him proper guidarend advice. Trusting that

when | go to my mentor | will get his honest opmidVentors are there for

having full trust.

Fully trusting protégés with respongileis, as soon as they are sufficiently
taught.

The mentor trusts that the protégé will give a gmantated effort to improve

herself.

A mutual trust exists.

Trusting that my mentor is going to keep thingsagein the two of us balanced.
Having a realisation of keeping things confidentidlrust because of
confidentiality. Do not have to hide anything. Téds an open relationship
when you can trust your mentor with personal things

Trusting that the mentor will not belitde protégé.

79



Aligned expectations Formal conversation confirming that which is avdliéa and what will be
discussed in the mentoring relationship. For amapentoring relationship the
two parties need to know what to expect from tlaetst

Growing trust Treat people you do not know witteptity, to provide space for trust to grow.

Top management Top management trusts that we will train protég@ésafone-year period without
knowing if the protégés will show any income. The thanagement trusts that
there are people (mentors) who will give the prégthe needed knowledge
and experience.

A mentor should be expected to have the charatiteoisintegrity, which in turn forms a part
of maintaining a trustworthy mentoring programmec@adrdet al, 2008).The perception is
that in order for trust to exist, there should beagreement. A mentoring relationship should
be based on a mutual understanding or agreememéd&ethe mentor and protégé in order to
increase partnership (Harkavy, 2004, as cited indddn, Hudson & Mayne, 2010;
McCormack, 2007)According to the participants, trust grows slowky you explore and
learn to understand the other person. The growttnust through increased contact in the
mentoring relationship was noted by Murphy and Engh997, cited in Osula & Irvin, 2009)
as one of five phases of the mentoring processitiflaience cultural valuesThe mentor
should give the protégé a chancAccording to Tonidandel, Avery and Phillips (2006),
ensuring that the protégé develops job-specificpmtance, the protégé should be entrusted
with challenging responsibilitie#\ trustworthy mentoring programme should be mairedi
The protégés in the mentoring relationship have iteal trust in mentors in relaying
experience and knowledge. The ideal of having sabiom from the protégé towards the
mentor is needed in order to have basic trust {(FEQO8). From a psychoanalytical point of
view, submission may be described as a universabhuneed (Ghent, 1990).

Actual trust includes theeliance of the protégé on the mentor, thetrustingof the protégé
with responsibility, trusting theeachabilityof the protégé, havingutual trust maintaining
confidentialityin the mentoring relationship, havingspectand not belittling, havingligned
expectations having growth in trust and having trust frontop managementowards the
mentors, as seen in Tablel7emerges from the results of this case study phattegés rely
on trust in the mentor’s proper guidance, advigpeeence and knowledge in the mentoring
relationship. According to Ozgen and Baron (20%&ving a reliance on mentors has the
benefit of more rapid career advancemdiite perception that entrusting the protégé with
responsibilities, as soon as they are sufficietathght, emerged. Entrusting the protégé with

responsibility is both perceived as ideal and ddiwst, which is good for the development
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of job-specific competence (Tonidandel, Avery & IRbs, 2006).1t is perceived that the
mentor trusts that the protégé will give a goakptated effort to improve him- or herself.
Teachability in the mentoring relationship, onetloé dimensions of social capital, is of
importance in preserving organisational knowledgegut & Zander, 1996; Nahapiet &
Ghoshal, 1998; Thomas & Lankau, 200B)emerged that a mutual trust exists between the
mentor and protégeé. Actually having mutual trusteseficial for the mentoring relationship,
because the lack of mutual trust can cause straith® mentoring relationship (Ludwig &
Stein, 2008)The protégé trusts that his mentor will keep thibgknced between the two of
them. The findings of Bhatti and Viney (2010), tmaderpinning value of confidentiality in
mentoring relationships, are in agreement with fmaling of confidentiality that is

experienced in the mentoring relationships in shigly.

It is perceived that the mentors are trusted nobdtfittle the protégé. For the mentoring
relationship to function properly, aspects suchpesviding constructive criticism, mutual
trust and respect are needed (Lee, Anzai & LangR96).It is perceived that for an open
mentoring relationship the two parties need to knehat to expect from the start. The
protégé’s expectations, attributes and strengtbsildhbe aligned with the intended change
that the mentor is working towards (Reiss, 200I#gat people you do not know with
integrity, therein giving space for trust to gra@rowth in trust is both perceived as ideal and
actual experienced trust. The growth in trust cortte®ugh increased contact in the
mentoring relationship, as noted by Murphy and Engfi997, as cited in Osula & Irvin,
2009).The top management trusts that there are peopletdnsg that will give the protéges
the needed knowledge and experience. In this dadg,2he mentoring programme has the
trust and support from top management, for whichtext mentoring is best suited (Eby,
Butts, Durley & Ragins, 2010).

Theme 4: Basic trust (Table 8)
The major theme of basic trust in terms of mentprielationships that emerges from the
perceptions of the participants of this case stumblude: basic trust; the ideal open

relationship; and the actual open relationshisess in Table 8.

Basic trust is the ability to risk being real andnerable, to keep your heart open, especially

if you believe the motives of your fellow workeramager or mentor are questionable (Frost,
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2008). According to Dougherty, Turban and HaggddlQ), “mentors and protéges are
expected to initiate and remain in relation whea ¢ixpected benefits from the relationship
are equal to or exceed the costs of the relatipiqip. 145). A mentor can therefore be
expected to ensure that there is basic trust imtaetoring relationship, because enduring
guestionable motives and enduring relationship scastat exceed a relationship are
equivalent. Basic trust or dispositional trust esqeived by the participants of this study, as

seen in Table 8. There is generally a good permejati the mentoring relationships.

TABLE 8
BASIC TRUST (THEME 4)
Sub-theme Associated keywords
Basic trust
Dispositional trust People will give five or six toof ten for how they see relationships or

how we feel about them.

Ideal open relationship

Open relationship A mentoring relationship cannot be success if itds open, because all
the development aspects should be touched ondingemotional and
social aspects.

Personality An open relationship may depend onguexigty.

Actual open relationship

Emulate The protégé will follow the example of the mentarhaving an open
relationship. Working regularly with the protégés.
Aligned expectations For an open mentoring relatigm the two parties need to know what to

expect from the start. An open relationship enstines you can make
sure what your function is.
Available Mentor should be available 24/7. Open door politgip where possible.

Open communication Open in saying that there ipmdlem or open in speaking my mind.
An open relationship because | do not have to hidgthing. Do not
have to hide anything. Being able to ask thing$ yba are not supposed
to be asking. Openness in asking if there is alprobwith what | am
doing or do you have an opinion of my work. An opetationship
brings people together. Open communication workgerOrelationships
through open communication. Meetings that you haweere things are
directly spoken about.

Open emotionally Being open emotionally toward each other. An opaationship comes
from feeling more at ease than stiff. Ensuring thattégé has support,
including emaotional support.

Teachable/ Transferred knowledge  Willingness to rbentored. Willingness to improve self. An open
relationship because of the realisation of the nedok mentored. What
is transferred (learned) by the protégé dependtheropenness of the
relationship. A relationship cannot go on if th@tggé is not teachable.
If you are closed in a relationship you will not digle to learn from your
mistakes.
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Forming open relationship Open relationships form when people communicateenmr various
levels, not just on work. When you can trust yowmior with personal
things. Openness develops from growing focus. Mgtand honesty in
relationship. When we have the mentors, we will sged more space
and respect to mentor.

The ideal of an open relationship is perceived gy participants of this case study and
includes: key role obpen relationshipg the mentoring pair and that open relationshipy
depend orpersonality as seen in Table 8. A mentoring relationship oailme a success if it
is not open, because all the developmental asphotdd be touched on, including emotional
and social aspects. The ideal of having an opettioekhip is the ideal of having basic trust
in a mentoring relationship, because basic trusthés ability to keep your heart open,
especially when motives are questionable (Frodd82®n open relationship in mentoring
relationships may depend on personalities. The onesmid protégé have a dysfunctional
relationship match if their values, work styles /amdoersonality are mismatched (Burk &
Eby, 2010).

Actual open relationship are perceived in the memgorelationships of this case study,
which includes:emulating mentor, aligned expectationsthe availability of the mentor,
having open communicatignbeing open emotionally being teachable and forming open
relationship as seen in Table &he perception is that the protége will follow #seample of
the mentor in having an open relationship. A préteto is emulating his/her mentor is in an
open relationship towards his/her mentor. In somses, protégés who are emulating their
mentors can be mistaken for having apathy in theioaship (Borges & Smith, 2004l is
perceived that for an open mentoring relationship two parties need to know what to
expect from the start. In an open mentoring retestinp, the protégé’s expectations, attributes
and strengths should be aligned with the intendeshge that the mentor is working towards
(Reiss, 2007)The mentor should have an open door policy andldhmiavailable 24/7. It is
the duty of a mentor, according to Morisset (2008),stay available in a mentoring
relationship, therein keeping the relationship opgaving an open relationship by open
communication is perceived. For communication tapen and productive, a level of trust
needs to be developed and a barrier such as aifewf isolation” between the mentor and
protégé needs to be overcome (Bradbury & KobalR0Q82 Stanulis, 1995; Stanulis &
Russell, 2000; Wildman, Magliaro, Niles & Niles, 9. Having an open relationship is

perceived, because of being emotionally open tosvaach other. In history, the famous
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mentoring relationships have the legacy of powegfabtional interactions (Merriam, 1983,
cited in Colly, 2010).lt is perceived that what knowledge is transferoedearned by the
protégé depends on the openness of the relationglepchability in the mentoring
relationship — one of the dimensions of social w@pt is of importance in preserving
organisational knowledge (Kogut & Zander, 1996; &laibt & Ghoshal, 1998; Thomas &
Lankau, 2003)It emerged from this study that an open relatigndlorms when people
communicate more on various levels, not just orkwBorming an open relationship, among
other factors, indicates that you are competepta@tiding career information and/or advice,

which is central to the mentoring relationship (@k&rs, Mahanna, Thornett & Field, 2006).

Limitations and suggestions for future research

A limitation of this case study is the relativelynall population of this qualitative study
(n=10). Investigation of the perceptions of theugralynamics of the mentoring relationship

can be done in more depth and quantitatively irfuhee.

CONCLUSION

The bottom line of mentoring relationships is thlaey contribute towards a successful
organisation. Being proactive in taking on unempient by human development initiatives
such as mentoring relationship programmes is obmance for economic growth in South
Africa. The mentoring programme is perceived ascessful by both the mentor and the
protégé in the mentoring pairs (as seen in Tabhl&®&)r of the major themes emerge in this

case study, namely healthy relations; the ideal ln¢althy relationship; trust; and basic trust.

The majority of results of the four major themes arainly reported as inter-group dynamics
within the mentoring relationships. The perceptafncausality between alignment in the

mentoring relationship and all four major themedosnd in this case study. In terms of
healthy relations, alignment is perceived as alignimn listening, goals and understanding
(Bozeman & Feeney, 2008; Clutterbuck, 2004; Godsl&alSosik, 2003). The ideal of

alignment in understanding in the mentoring refahip is perceived in terms of

understanding of generational deference and urahelisty because of communication
(Wykle & Gueldner, 2011). Open communication isgegéred as causality towards an open
relationship or basic trust. Alignment of expeaias is perceived as causality towards trust
and basic trust (Reiss, 2007). Teachability — aedision of social capital — in the mentoring

relationship is perceived for both major themesnely trust and basic trust (Kogut &
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Zander, 1996; Nahapiet & Ghoshal, 1998; Thomas &kba, 2003). Growth in trust,
entrusting the protégé with responsibility, agreetmé@ncluding confidentiality) in the
mentoring pair and submission (or reliance) of ghetégé towards the mentor are perceived
as actual and ideal inter-group dynamics of trnghe mentoring relationship (Frost, 2008;
Tonidandelet al, 2006). Healthy relations are perceived, as &a-group dynamic, between
the mentoring pairs and line managers, human resauanagement and top management.
Top management is additionally perceived as hathegintra-group dynamic of trust with
the mentoring relationships. Dynamic relations sashound with and within the mentoring

relationship have impacted the world as we know it.
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Chapter 5: Review, conclusion and recommendations

INTRODUCTION

The synergistic relationships that are found inugsoof people have led to achievements
more than just above the norm, such as the firgplpeto reach the summit of mount Everest,
Edmund Hillary and Tenzing Norgay; the first noogstransatlantic flight by Captain John
Alcock and Lieutenant Arthur Whitten Brown, and th&ernet search engine, Google, which
was founded by Larry Page and Sergey Brin. Noté¢ thase examples of outstanding
achievements that were highlighted are caltlydds, that is, groups consisting of two
members (Forsyth, 2009).

In the world of work that is facing a global redess the effective functioning of small
groups, such as dyads, is vital to just about ettas of the organisation, such as found
within this case study in the pulp-and-paper indugChapter 2; Elwyn, Greenhalgh &
Macfarlane, 2001; KPMG, 2009). Small groups witbrganisations have been considered in
terms of the employment relationship, within thesearch, in terms of conflict, cooperation
and trust (Chapter 3-4). The major themes withiis ttlesearch fall under the study of
employee relations, consisting of human resource management and tmaluselations,
covering everything that impacts on the employmesiationship (Chapter 2-4; Nel,
Swanepoel, Kirsten, Erasmus & Tsabadi, 2005). Adiogr to the findings, in Theme 1 of
Chapter 2, thenentoring relationship is a form of sustained employee development, which

falls under employee relations.

What has been gained from this research is theriexge of mentoring relationships within a

case study. This case study on the experience otameg relations has been reached in
terms of the research questions. The researchigunestave been proposed within Chapter 1
and answered within Chapter 2-5. The research igussare listed below as well as being

individually discussed within the discussion sattd this chapter.

LITERATURE: What understanding on mentoring relations can teegaby a
literary study?

CORE: Which core questions to mentoring relationships ieethtoring
success can be developed from the literary study?
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PURPOSE: What is the purpose and approach of the mentoniogramme

of a specific company in the case study?

SUCCESS: What dynamics of the mentoring relations and memgor
success can be obtained through interviews?

DISSEMINATE: What can be gained through a dissemination of thpirgcal
results?

RECOMMENDATIONS: What recommendations can be gained for a mentoring

programme?

DISCUSSION

The synergistic relationships that are found witghoups of people, such as mentoring
relationships have lead to achievements. The relsequestions, into the dynamics of
mentoring relationships, were answered in the fofithree articles as presented, within

Chapter 2-5. The research questions were reacttbe following way:

Literature

Understanding into mentoring relations was gaimedhe literary study, within Chapter 2.
The original focus of the mentoring relationshipswhat of the mentor-protégé dyad (Kram,
1985). A dyad is a group consisting of only two nbens, which is connected by and within
a social relationship (Forsyth, 2009). A mentortpge dyad is therefore a mentoring
relationship consisting of only two members, nantaly mentor and the protégé. Bozeman
and Feeney (2007) defines the mentoring relatignghi numbering the participants in
mentoring to transmit work-related knowledge asddy#including sets of dyads). The
dynamic relationship that guides, supports andigrftes the developing person is known as
mentoring (Chapter 2, Theme 2; Haynes, Adams & B2@88). Derived from the definitions
found in the literature study, within Chapter 2 fl@man & Feeney, 2007; Brown, 1990, cited
in Hattingh, Coetzee & Schreuder, 2005; ClutterpuR01) mentoring is an offline
relationship between two people for the transmissid knowledge, social capital, and
psychosocial support perceived by the recipientedsvant to professional development
between a person who is perceived to have grealevant knowledge, wisdom, or
experience (the mentor) and a person who is paerddivhave less (the protégé).
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Core

Thecore questions to mentoring relationships and mentosingress was disseminated in the
literary studies of Chapter 2- 4. Not ignoring ceomstructs ensures that a study is credible
(Trochim & Connelly, 2006). The core questions,dusethe interview within this case study
and was disseminated in the literary studies, @summarised in the following constructs:
the purpose and approach of the mentoring progravhea specific company; mentoring
success and; the dynamics of mentoring relatiohge. dynamics of mentoring relations is
disseminated, in the literary studies of Chaptdr, 8 terms of: conflict, cooperation, trust

and basic trust.

The research questions under the headingmirggose, success anddissemination have been

reached in the form of qualitative research. Inewg of a convenient sample limited by the
saturation of mentoring pairs and a mentoring aiatowere gained. A qualitative content
analysis was applied to the interviews for infegrimeaningful explanations to the research

guestions.

Purpose

The purpose and approach of this case study’s mentoring progra is that of: the selective
inclusion of mentors and protégés into mentoridgti@ships; providing a formal mentoring
programme for enabling qualification in the engmeg field and providing a informal
mentoring programme for employees who decide tohéurtheir studies and; having a
mentoring programme for ensuring sustained devedoprwithin the organisation, as seen
within Theme 1 of Chapter 2. The personal relatigmsvithin mentoring dyad can have an
impact on the development of high achievers, bexéus perceived as maximizing potential
in the junior workforce within this case study (fie 1 of Chapter 2, DelLong, Gabarro &
Lees, 2007). Mentoring is therefore used for snsthidevelopment of talent (Chapter 2,
Theme 1). In a study of global organisations it iasnd that having a well-developed
system to identify, develop and effectively mandgkent within an organisation, has a
distinct advantage over organisations without sadystem (McDonnell, Lamare, Gunnigle
& Lavelle, in press). Mentoring relationships atels a system. Mentoring relationships are
dynamic relationships of mentoring dyads that aegved as one of the means by which
high achievers, junior workforce and you can b@&el(Chapter 2, Theme 1; Stone, 2007).
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Success

The perceptions of mentoringuccess within the mentoring programme ware obtained
through the interviews of this case study in mantprelations. The mentoring programme is
perceived as successful by both the mentor angrbiggé within the mentoring pairs as
disseminated in Chapter 2. The findings of thisecstsidy are therefore the perceptions of a
mentoring programme that is perceived as a suadassitoring programme. In, Theme 2-3
of, Chapter 2 the dissemination of the major themdsacted from the interviews revealed
that: there is a need for managing follow-up @& thentoring relationships and; the success
of the mentoring programme of this case study ipegence as correlating to the

characteristic of the mentors and protégés in thetaning relationship.

Dissemination

The dynamics of mentoring relations was obtaine€lvapter 2-4 in these seven extracted
major themes: the regulation of relations; coopenatconflict; healthy relations; the ideal of
a healthy relationship; trust and; basic trust.Tlheme 1 of, Chapter 3 thissemination of

the major themes extracted from the interviews akag that: the potential of role conflict
needs to be handled within the mentoring relatignsimd; an alignment or understanding
between the mentor and protégé are perceived toeetisat conflict is functional. In Chapter
4, Theme 1 and Theme 3-4, thdessemination of the major themes extracted from the
interviews revealed that: alignment is perceiveadtassality towards trust, basic trust and a

healthy relationship in mentoring relationships.

The research question of producirggommendations towards a mentoring programme is

answered in following.

Recommendations, Limitations and Future Research

Recent research on mentoring relationships in thekplace revealed the following problem
area: Only 11.1 percent (n = 178) of the researels wWone qualitatively or combined
according to research on the state of mentoringareb done by Allen, Eby, O'Brien and
Lentz (2008). There is therefore a need for moraligive investigation into mentoring

relationships, which is catered for by this reskarc

Recommendations towards a mentoring programmeatigatlisseminated from Chapter 2-4

are: that mentoring relationships are contributitoyvards a successful organisation,
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coordinating mentoring relationships by taking noenéind protégécharacteristics into
account, ensuring mentoring relationsHglow-ups, knowing that mentors camediate
conflict and, entrusting protégés.
» Successful: The bottom line of mentoring relationships isttihaontributes towards a
successful organisation.

e Characterigtics. The characteristics of protégés and especiallptons need to be

taken into account within the coordination of meimtg relationships.

* Foallow-ups: Mentoring relationships need to have reguboW-ups.

* Mediate: Managerially it should be noted that it is peveei that the mentor can
facilitate the handling of conflict by acting asn@diator, but should not arbitrate.

» Entrusting: Managerially it can be noted that trust in thentoeng relationship is
perceived when the protégé are entrusted with ressipidity.

A limitation of this case study is the relativelynall population of this qualitative study
(n=20). The lack of understanding in literaturettué relationship between positive criticism
and functional conflict can be suggested as an afefture research from Chapter 3.
Investigation on the perceptions of the group dyicarof the mentoring relationship can be

done in more depth and quantitatively in the future

CONCLUSION

Understanding of mentoring relationship has beemega in this research in defining
mentoring relationships in tHderature study of Chapter 2. Theore questions to mentoring
relationships and mentoring success was dissendimatde literary studies, within Chapter
2- 4. Thepurposes of the mentoring programme in this case study Haeen disseminated,
within Theme 1 of Chapter 2. The mentoring relaglups in this case study is found to be
successful and; thaiccess of the mentoring programme of this case studyxjgegence as
correlating to the characteristic of the mentord anotégés in the mentoring relationship
(Chapter 2). The dynamics of mentoring relations digseminated within Chapter 3-4 in
these seven extracted major themes: the regulaticglations; cooperation; conflict; healthy
relations; the ideal of a healthy relationshipstrand; basic trust. The recommendations to
future study are reached in this chapter (Chaptdigcussion). In conclusion the research
guestions, on the dynamics of mentoring relatiareass proposed in Chapter 1, have been

reached in Chapter 2-4.
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