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Mentoring is a term generally used to describe a relationship between a less experienced 
individual, called a mentee or protégé, and a more experienced individual known as a mentor. 
Traditionally, mentoring is viewed as a dyadic, face-to-face, long-term relationship between a 
supervisory adult and a novice student that fosters the mentee’s professional, academic, or 
personal development (Donaldson, Ensher, & Grant-Vallone, 2000). It is important to 
acknowledge that the term “mentor” is borrowed from the male guide, Mentor, in Greek 
mythology, and this historical context has informed traditional manifestations of mentoring.  
 

The traditional model is but one configuration of mentoring within a wide range of 
possible models that vary in their structure and function. As for structure, mentoring can involve 
a one-on-one relationship or a network of multiple mentors (Bird & Didion, 1992). A network 
may vary in timing of access to multiple mentors and in its content. In terms of timing, multiple 
mentors may be enlisted concurrently (Burlew, 1991; Packard, 2003a) or sequentially (Baugh & 
Scandura, 1999; Nolinske, 1995). In terms of content, the network can contain peers, “step-
ahead” peers, or supervisors (Ensher, Thomas, & Murphy, 2001). For example, mentoring may 
involve a peer group, such as when women scientists convene to talk about the science 
community (Davis, 2001). A network can also refer to “cascade mentoring,” a popular group 
form in science education circles, where a professor may supervise graduate students or 
advanced undergraduates in research, who in turn, supervise lower division undergraduates (e.g., 
Davis, Ginorio, Hollenshead, Lazarus, & Rayman, 1996). Furthermore, mentoring relationships 
can be informal or formally assigned, long-term or short-term in nature, and convened 
electronically or face-to-face (Kasprisin, Boyle Single, Single, & Muller, 2003; Packard, 2003b). 

 
As for function, two categories are usually used to describe mentor roles: psychosocial 

and career-related. Psychosocial mentoring involves mentor roles such as counselor or friend, 
and career-related mentoring involves mentor roles such as coach or sponsor (Noe, 1988; Ragins 
and McFarlin, 1990). Some prefer to view role modeling as a third category, rather than as 
embedded within psychosocial mentoring (Donaldson et al., 2000; Scandura & Williams, 2001). 
Mentoring is not considered an all-or-nothing enterprise; a mentor may fulfill only one role or 
take on many roles (Kram, 1985; Ragins, Cotton, & Miller, 2000). An effective mentor may 
differ from the mentee in terms of gender, field of study, ethnic background, socioeconomic 
status, or disability status (Blake-Beard, 1999), although students may prefer a mentor who is a 
close match along many demographic variables (Frierson, Hargrove, & Lewis, 1994). In the case 
of science mentoring, from high school through post-doctoral studies, additional mentoring roles 
may need to be examined, including the provision of research training and academic support. 
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Each structure of mentoring may be better suited to support particular mentoring 
functions or desired outcomes. For example, the structure of peer mentoring may advance 
psychosocial functions, while supervisory mentoring may advance career functions (Ensher et 
al., 2001). Also, a structure that utilizes multiple mentors may more likely yield a broader set of 
mentoring functions and strengthen training than a one-mentor structure (Baugh & Scandura, 
1999; Burlew, 1991; Nolinske, 1995; Packard, 2003a). Overall, alternatives to the traditional 
model may be crucial to support under-represented groups, whether in or out of science fields 
(Dreher & Dougherty, 1997; Packard, 2003b). An awareness of the complex mentoring typology, 
including the various structures and roles associated with mentoring, should assist with 
innovative and effective research planning. 
 
 
References 
Baugh, S. G., & Scandura, T. A. (1999). The effect of multiple mentors on protégé attitudes 

toward the work setting. Journal of Social Behavior and Personality, 14(4), 503-521. 
Bird, S. J., & Didion, C. J. (1992). Retaining women science students: A mentoring project of the 

association for women in science. Initiatives, 55, 3-12. 
Blake-Beard, S. D. (1999). The costs of living as an outsider within: An analysis of the 

mentoring relationships and career success of Black and White women in the corporate 
sector. Journal of Career Development, 26, 21-36.  

Burlew, L. D. (1991). Multiple mentor model: A conceptual framework. Journal of Career 
Development, 17(3), 213-221. 

Davis, C. S., Ginorio, A. B., Hollenshead, C. S., Lazarus, B. B., & Rayman, P. M. (1996). The 
Equity Equation: Fostering the Advancement of Women in the Sciences, Mathematics, 
and Engineering. San Francisco: Jossey-Bass. 

Davis, K. S. (2001). "Peripheral and subversive": Women making connections and challenging 
the boundaries of the science community. Science Education, 85, 368-409. 

Donaldson, S. I., Ensher, E. A., & Grant-Vallone, E. J. (2000). Longitudinal examination of 
mentoring relationships on organizational commitment and citizenship behavior. Journal 
of Career Development, 26, 233-249. 

Dreher, G. F., & Dougherty, T. W. (1997). Substitutes for career mentoring: Promoting equal 
opportunity through career management and assessment systems. Journal of Vocational 
Behavior, 51, 110-124. 

Ensher, E. A., Thomas, C., & Murphy, S. E. (2001). Comparison of traditional, step-ahead, and 
peer mentoring on protégés' support, satisfaction, and perceptions of career success: A 
social exchange perspective. Journal of Business and Psychology, 15, 419-438.  

Frierson, H. T., Hargrove, B. K., Lewis, N. R. (1994). Black summer research students’ 
perceptions related to research mentors’ race and gender. Journal of College Student 
Development, 35, 475-480. 

Kasprisin, C. A., Boyle Single, P., Single, R. M., & Muller, C. B. (2003). Building a better 
bridge: Testing e-training to improve e-mentoring programs for diversity in higher 
education. Mentoring & Tutoring, 11 (1), 67-78. 

Kram, K. E. (1985). Mentoring at work. Maryland: University Press of America. 
Noe, R. A. (1988). Women and mentoring: A review and research agenda. Academy of 

Management Review, 13(1), 65-78. 



 

 3 

Nolinske, T. (1995). Multiple mentoring relationships facilitate learning during fieldwork. The 
American Journal of Occupational Therapy, 49(1), 39-43. 

Packard, B. W. (2003a). Student training promotes mentoring awareness and action. Career 
Development Quarterly, 51, 335-345. 

Packard, B. W. (2003b). Web-based mentoring: Challenging traditional models to increase 
women’s access. Mentoring & Tutoring, 11 (1), 53-65. 

Ragins, B. R. & McFarlin, D. B. (1990). Perceptions of mentor roles in cross-gender mentoring 
relationships. Journal of Vocational Behavior, 37, 321-339. 

Ragins, B. R., Cotton, J. L., & Miller, J. S. (2000). Marginal mentoring: The effects of type of 
mentor, quality of relationship, and program design on work and career attitudes. 
Academy of Management Journal, 43(6), 1177-1194. 

Scandura, T. A., & Williams, E. A. (2001). An investigation of the moderating effects of gender 
on the relationships between mentorship initiation and protégé perceptions of mentoring 
functions. Journal of Vocational Behavior, 59, 342-363. 

 


