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Introduction

M entoring to enhance profes-
sional preparation is not a
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INVESTIGATING THE IMPOR-
TANCE OF MENTORING IN
THREE LEBANESE HIGHER
EDUCATION INSTITUTIONS

Abstract

Mentoring is a means to support professional growth and
development, which in turn empowers faculty members as
individuals, and thus benefits the educational institution.
The purpose of this study is to emphasize the importance
of mentoring, as perceived by faculty members.

Ninety faculty members, full time and part time, at three
universities in Beirut, were chosen for this research. This
study elucidated the importance of mentoring as per-
ceived by faculty members. The issue of training, gender,
culture, advantages and disadvantages of mentoring was
investigated.

(1987: 1) defined mentoring as ‘“‘the
establishment of a personal relation-
ship for the purpose of professional

new idea. It can be traced back to
ancient Greece and Homer’s Odyssey,
where Mentor was the teacher en-
trusted by Odysseus to tutor his son,
Telemachus (Lattimore, 1967). This
provides an image of the wise and
patient counselor serving to shape
and guide the lives of younger collea-
gues. This image is described in many
recent definitions of mentoring (Ka-
pur, 1997; Bush, 1995). Ashburn ef al.
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instruction and guidance”. Philips-
Jones (1982: 21) referred to mentors
as “‘influential people who signifi-
cantly help you reach your major life
goals”.

Mentoring as a form of training
can be defined as a relationship be-
tween an experienced and a less ex-
perienced person in which the mentor
provides guidance, support, and feed-
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back to the mentee (learner) (Haney,
1997). In the simplest terms mentoring
is a relationship and a power-free
partnership in which a less knowledge-
able individual is nurtured, trained,
and “shown the ropes” by a more
knowledgeable person, both desiring
mutual growth (Allen, Poteet, & Rus-
sell, 2000). Mentorship is part of the
nurturing needed by adults at different
carcer and life stages (Daresh and
Playko, 1992).

This paper addresses the impor-
tance of mentoring in Higher Educa-
tion and presents the viewpoints in
this regard of faculty members in three
universities located in Lebanon. The
main issues tackled herein are gender
and culture as to their relationship
with mentoring; importance of train-
ing in mentoring; qualities of good
mentors; and the worth of mentoring
for new faculties. The researcher as
well aimed to discuss problems faced
by mentors and shed some light on the
disadvantages of mentoring.

Mentoring in Higher Education

“Experience forges wisdom and
wisdom leads to effective living. In this
issue of Direction we offer tribute to
people who have walked the road ahead
of us and offered guidance and encour-
agement for our development.” ( Ron
Penner, 2001)

Mentoring is useful, especially for
new faculty members, in understand-
ing and learning about the organiza-
tional culture (Luna and Cullen, 1995;
Bierema, 1996). It is a particularly
labor-intensive and intimate form of
professional induction where much of
the work is carried out on a one-to-one
basis. Hence, mentoring is a means to
support professional growth and de-
velopment, which in turn empowers
faculty members as individuals, and
thus benefits the educational institu-
tion (Bush and Middlewood, 1997;
Luna and Cullen, 1995).

“Most professors typically have
little formal preparation for their ca-
reers in academe and thus learn their
craft by doing. Often those who seek
support during this process look to
experienced colleagues to mentor
them” (Dubetz & Turley, 2005). Wise,
mature mentors have always been
around to help new teachers learn their
craft in ways that were not usually
covered in teacher training programs
(Gehrke and Kay, 1984). Mentors
initiate new faculty members into the
customs and expectations of academic
life, share knowledge about the insti-
tution, and help them establish an
identity within the academic commu-
nity (Dubetz & Turley, 2005). How-
ever, during the early 1990’s, the
potential value of mentoring as a
feature of professional development
for educational personnel was more
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thoroughly appreciated (Krupp, 1984
as cited in Daresh and Playko, 1992).
Today, focus is placed, with consider-
able regularity and visibility in educa-
tional institutions, on the development
of formal, structured, contrived, and
institutionally supported mentoring
programs. Mentorship has become
the central focus of many proposals
to improve induction for beginning
educators for the potential value de-
rived from mentoring programs.
Mainly, teachers are becoming more
effective, gaining self-confidence,
learning technical aspects of their jobs,
understanding better the expectations
of administrators, developing creativ-
ity, and working effectively with others
(Daresh and Playko, 1992).

In teaching institutions, mentor-
ing programs pair novice teachers
with outstanding experienced tea-
chers who can explain school policies
and practices, share methods and
materials, and help solve problems
(Anon, 1995). By utilizing the knowl-
edge of ’old-hands’, the novice can
perhaps learn and be guided in
quicker and easier fashion than if left
to them. Preliminary and concurrent
training or consultancy is essential if
head-teachers and teachers are to be
adequately prepared for, and sup-
ported in, the tasks of development
planning or any related approach to
the management of change and

school improvement (Hargreaves
and Hopkins, 1994).

At most schools in the UK, it is
highly encouraged that mentoring
programs be promoted as a way to
bring experienced head-teachers
(principals) together with less experi-
enced colleagues. In the UK, relation-
ship between classroom teachers and
head-teacher is maintained, and the
head-teacher is viewed as a member of
the instructional team and not as an
outside administrator (O’Neill, 1994).
However, in the USA there is a ten-
dency to look at the role of the
principal as a person allied with for-
mal administrative responsibility
quite distinct from the roles and ex-
pectations of teachers. Despite some
of the differences among the tradi-
tional practices of educational man-
agement in the USA and the UK,
there is a common appreciation of
the value of mentoring schemes that
may be available for individuals in the
earliest stages of their careers (O’ Neill,
1994).

Characteristics of Effective
Mentors

Daresh and Playko (1990) have
found some of the most important
characteristics for effective mentors.
Good mentors should be in the first
place good educators and good moti-
vators. They should be sensible to the
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individual needs and stated goals of
those being mentored. Mentors have
to be caring and giving people who are
truly committed to the enhancement
of the professional lives of beginners.
Effective mentors are able to ask right
questions to those with whom they
work and not just provide right an-
swers. Most importantly, to be effec-
tive, mentors should try to express the
desire to see people go beyond their
present levels of performance, even if
it might mean that they will be able to
perform better than the mentors
themselves. Mainly, mentors must ac-
cept other ways of performance and
avoid the temptation of telling candi-
dates that the right way to do some-
thing is ’the way I used to do it’.
According to Montgomery (1991),
even when individuals want to serve
as mentors and possess all the desir-
able characteristics of effective men-
tors, they still need additional training
to carry out this crucial role. Training
includes activities related to the iden-
tification of alternative leadership
styles, interpersonal communication
skills, and effective instructional lea-
dership practices. One area identified
as important in training is the area of
interpersonal skills, which appears to
be the quality that counts most in
mentoring (Brooks, 1996). Although
some mentors may be naturally
equipped with the skills of mentoring,
such stock of natural talent cannot be

relied on to achieve effective mentor-
ing. Therefore, there is a need for
training, which can build skills,
knowledge, and qualities, which are
additional to those, needed for effec-
tive educators but which may enhance
educator effectiveness (Sampson and
Yeomans, 1994).

Given the importance of relation-
ships in learning, none of the mentor’s
roles can be effective if the mentor
lacks the ability to form appropriate
helpful relationships. Help in the edu-
cator’s role in mentoring has a very
different meaning from the normal
social sense of the word. This type of
help, as in helping someone to learn,
has been variously described. Wil-
liams and Burden (1997) call it 'med-
iating’, Tomlinson (1995) refers to it as
"influencing’. Freeman’s (1990) term
‘intervention’ describes what mentors
do, since it highlights the idea that
everything a mentor says, does, or
even arguably is, will make a differ-
ence to a mentee’s development. In the
educator’s role, helpful behavior
might include, encouraging explicit
talk about the mentee’s beliefs, and
providing selected data either from
observation, theory or the mentor’s
own experience. This is designed to
challenge and provide the mentee with
a more complete conceptualization of
the particular teaching focus in ques-
tion (Malderez and Bodoczky, 1999).
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The success of mentoring depends
on the strength of the interpersonal
relationships and the informality of
the process. Mentoring, both formal
and informal, can be very powerful in
encouraging a climate of equal oppor-
tunities and in the mentor’s profes-
sional development (Coleman, 1997).
According to Kerka (1997), mentor-
ing supports much of what is currently
known about how individuals learn,
including the socially constructed nat-
ure of learning and the importance of
experiential, situated learning experi-
ences. Learning is most effective when
situated in a context where new
knowledge and skills will be used and
individuals construct meaning for
themselves within the context of inter-
action with others. Functioning as
experts, mentors provide authentic,
experiential learning opportunities as
well as an intense interpersonal rela-
tionship through which social learn-
ing takes place (Kerka, 1998).

“By not mentoring, we are wasting
talent” (Wright and Wright, 1987:
207). Faculty mentoring focuses on
developing and empowering faculty
members and benefiting the educa-
tional institution that leads to com-
mitment within the university. In such
an institution, university wide climate
for mentoring must be established
with faculty members’ assistance and
input. They must be involved in the
design and implementation of strate-

gies and plans for mentoring. There-
fore, mentoring becomes a general
rule that is central to the operation
of a higher institution since it is an
activity, which will be of benefit to all
(Wilkin, 1992). Faculty members
should strive to develop their capacity
to learn from and support the learning
of others. Mentors may also guide the
professional development of new fa-
culties by promoting reflection and
fostering the norms of collaboration
and shared inquiry (Feiman-Nemser
and Parker, 1992). Mentoring also
provides a unique source of persona-
lized information that is specific for
the task at hand. It may have taken the
mentor two years to come to terms
with a difficult task but he or she can
pass on this information and the trai-
nee can learn in a shorter period of
time and hence improve their profes-
sional growth.

Importance of Training in Men-
torving

The discussion about effective
mentors brings us to a question of
what helps create and maintain effec-
tive mentors. Again, a mentor’s role is
multifaceted: teacher, counselor, role
model, guide, and friend. A mentor
ought to model professionalism, offer
a balance of challenge and support,
and help the mentee develop or rede-
fine his/her professional identity (Cas-
to et al., 2005).
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Nevertheless such features are not
easy to build and sustain. Echoing his
experience in teaching and mentoring,
Professor Lundy Braun (2004) argued
that to integrate different perspectives
into his teaching required time, plan-
ning, and an interest in listening to and
learning from other faculty. And
through these interdisciplinary experi-
ences he was, again, being mentored
and at the same time mentoring others
in a way that could not have happened
had he remained confined to the ways
of thinking and knowing of one dis-
cipline. Although this learning process
could have been an “invisible activity”
that is inherent in the very intention of
teaching, not all mentors serve the
mission effectively since it is not hav-
ing the knowledge that matters but the
know-how of transmitting such
knowledge. Thus some sort of training
for mentors is deemed vital for build-
ing up what really constitutes an effec-
tive mentor. Fields to be tackled could
be developing the mentors’ commu-
nication skills and interactivity since
the most crucial element of a success-
ful mentoring is the mentoring rela-
tionship itself.

Within the training process, ad-
ministrators supporting the mentor-
ing program should constantly
emphasize the mutual benefits of men-
toring especially the benefits for the
mentors themselves. Such benefits
may not be sensed by all mentors

who would only feel the mere load of
teaching other faculty with the knowl-
edge and experience they have got;
thus their reluctance in developing an
effective mentoring relationship.

“Mentoring is what all of us who
take the job of teaching seriously do
without even thinking about it... I think
is a critical question for us...how do we
sustain and cultivate an environment
that encourages open and critical in-
quiry and that nourishes the laborious
and largely invisible mentoring and
learning activities - of undergraduates,
graduate students, and our faculty col-
leagues - so crucial to excellence in
teaching, in the face of strong and, at
times seemingly unstoppable, pressures
to commercialize universities nation-
ally and internationally?”’ (Braun,
2004)

Gender and Mentoring

As organizational diversity in-
creases, the question of whether men-
toring is a vehicle for assimilation and
exclusion arises. The personal rela-
tionship at heart of mentoring can be
problematic when mentor and mentee
are of different genders (Kerka, 1998).
Ensher and Murphy (1997) found that
perceived and actual similarity af-
fected the amount of instrumental
and psychological support mentors
provided as well as the protégé’s level
of satisfaction. Although there are
variances within geographic regions,
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ethnicities, and occurring changes,
there is still a reinforced general domi-
nant culture regarding gender (Birge
et al., 1995).

As aforementioned, the emphasis
of mentoring relationships is to build
significant connections between men-
tor and mentee. Therefore, it is im-
portant to shed some light on how
men and women communicate differ-
ently when setting up the structure of
mentoring programs. Verbal commu-
nication is identified most often, and
differences in this areca were recog-
nized (Birge, et al., 1995). For exam-
ple, women tend to organize their talk
co-operatively, whilst men tend to
organize their talk competitively
(Coates, 1986). Men and women both
interrupt but they do it in different
ways. Men interrupt most often in an
attempt to steer the conversation to-
ward their own point, whilst women
interrupt with nods and noises of
affirmation most often in an attempt
to support and give encouragement to
the speaker (Tannen, 1990). There-
fore, when cross-gender relationships
are anticipated, gender specific styles
of communication should be intro-
duced in orientation and training so
that the mentor and the mentee have a
high potential to fully benefit from the
relationship (Birge et al., 1995).

Literature has always focused on
the women mentees feelings of isola-

tion or fears of failure that may be
engendered especially in a male-domi-
nated field. It is essential for women to
have someone to listen to their ideas
and give them objective, critical feed-
back without the influence of gender
bias. Thus women-to-women mentor-
ing has been advised to help counter
such possible fears (Greene, 2002).
Woman-to-woman mentorship may
be geared more toward social support
and networking and focus less on the
aspect of power differentials within
the mentoring relationship than
man-to-woman mentorship (Casto et
al, 2005).

According to Cawyer et al. (2002)
new female faculty members and
graduate students as well may be
entering a historically male-domi-
nated field wherein women have been
underrepresented, and it may be diffi-
cult to find female faculty role models.
Mentoring can combat feelings of
isolation by providing insight into
the professional culture of the new
field. There are social norms, unwrit-
ten rules, and the history and lore of
your department to learn. Within
academia, female graduate students
need the perspectives, advice, gui-
dance, support, and networking assis-
tance that can be provided by more
experienced women.

Mentoring in both formal and
informal settings can be very powerful
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in encouraging a climate of equal
opportunities. In professional devel-
opment, especially of women, it pro-
vides individuals with someone who
can give feedback, an opportunity for
discussion and critical feedback (Bush
and Middlewood, 1997).

Culture and Mentoring

Nations and organizations evolve
through the efforts of people having
widely diverse customs, beliefs, and
native languages. Multi- culturalism is
that attitude in an organization, which
provides an environment free of dis-
crimination, and barriers in which all
individuals who represent great diver-
sity have the opportunity to develop,
participate, and contribute fairly and
equitably.

Nevertheless, difficulties may arise
when there is diversity within an orga-
nization since most of us have limited
information about other people’s
worldviews. Frustration often occurs
when two people with different world-
views interact; frequently neither feels
valued or understood. This is what
might occur between the mentor and
the mentee if they belong to different
cultures, thus each one of them may
perceive things his way that may result
in conflicts and a tensed environment
instead of a cooperative one. In the
mentoring context, it has been widely
evident that minorities and women
(gender issue) often receive little sup-

port from senior faculty in settings
where informal structures dominate
the socialization process (Dubetz &
Turley, 2005).

Mentors need to recognize how
cross-cultural communication and dif-
ferences in and power dynamics be-
tween races may influence the
mentoring relationship (Casto, Cald-
well, & Salazar, 2005). The authors
argue that in successful cross-cultural
mentoring, mentees of minorities must
gain from their mentors a sense of
genuine concern for their personal
welfare as well as for their professional
development. Furthermore, demon-
strating cultural sensitivity and will-
ingness to learn about the mentees’
ethnic heritage and appreciation of an
individual mentee’s differences within
his or her culture are crucial. Mentees
of minorities may experience feelings of
isolation especially if they believe they
must give up or deny aspects of their
cultural identity when entering acade-
mia (Williams & Schwiebert, 2000).
Ellis (2001) perceives that mentors
can take steps to ease this isolation by
looking outside their departments to
the state or national level, introducing
their mentees of minorities to culturally
diverse mentees, who are successful in
the field, in these wider settings.

The fact of being exposed to var-
ious cultural differences enhances the

tendency of accepting these differ-
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ences whether in perspectives, modes
of behaviors, or opinions. Either party
will be involved in a wider realm of
knowledge as referred to the Johary
window concept where both can see
clearly the “big picture”. It also en-
courages man not to follow blindly by
weighing all sorts of odds and evalu-
ating those differences without being a
victim of certain preconceptions or
biases. In the mentors and mentees
case mentors can play around those
differences to convert them into op-
portunities or mentees can benefit
from.

Disadvantages of Mentoring
and Problems Faced by Men-
tors

Before presenting the current
study and results, the author see it
necessary to come across some of the
drawbacks of mentoring on the heels
of what the interviewees perceived and
raised in this regard and the problems
they expected to face if engaged in a
mentoring program. In spite of the
several benefits of mentoring for/to
the mentee, the mentor and the orga-
nization as well, there are some draw-
backs stemming mainly from the fact
that mentoring programs are very
demanding in both the time and effort
needed over and beyond the mentor’s
job requirements.

According to Ron Penner (2001),
the most common hindrances to men-
toring identified by faculty are heavy
teaching loads, large classes, student
contact load, committee work, pub-
lication, service, high performance
expectations by the institution, and
family responsibilities. Beyond these,
the next most often identified factors
could be the absence of an intentional
faculty orientation and development
program at most colleges and low
value placed on mentoring. Thus, of
the greatest hurdles to the actualiza-
tion of mentoring is lack of time.

In his way to find out what are the
most important conditions for effec-
tive and imaginative teaching and
mentoring, Professor Lundy Braun
(2004) made a key point that the
institution at every level must see
teaching as a scholarly activity, not
as a mere “‘service’’. Faculty members
debate endlessly whether teaching/
mentoring is “valued” at universities,
especially in the tenure and promotion
process. He added but satisfactorily
that learning to teach and mentor did
not happen by chance. It took hard
work, careful if not compulsive plan-
ning; consumed an enormous amount
of time for years, and was often
frustrating, especially at exam time.
These ought to be of the faculty’s
primary scheduled duties and re-
warded tasks as well; or else mentor-
ing will be a mere load.
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Ron Penner (2001) comes across the
case where mentoring is generally not
included in faculty role expectations,
considered in load computations, or
tracked in faculty or promotion re-
views. Faculty are too busy with other
priorities and, without the reinforce-
ment offered through means such as
load computations and inclusion in
reviews, they will gravitate toward
those duties for which they are com-
pensated and reviewed. If mentoring is
to increase in schools, administrations
and boards will need to incorporateitin
formal expectations, allocate resources
in such a way that faculty loads allow
time for mentoring. Further special
funding must be secured.

Therefore the main obstacle for ef-
fective mentoring is the difficulty in its
implementation. In this regard, many
practitioners and professors have given
seminars and published papers provid-
ing key steps and advices for implement-
ing successful mentoring programs and
avoiding the evident problems faced by
mentors and leading to ineffective men-
toring. The main point is that mentoring
must be part of a more comprehensive
faculty development program. Orienta-
tion to the mentoring process is pro-
vided and a monitoring system is in
place to determine progress and satis-
faction in every respect to both the
mentor and the mentee. And what is
important is that some recognition is
provided to mentors be it financial or

load; hence the mentor’s sense of com-
mitment to the mentoring process.

Sampling and Methodology

The sample chosen for this study
comprised full time and part time
faculty members at three universities
located in Beirut. 90 faculty members,
50 males (33 full-timers & 17 part-
timers) and 40 females (26 full-timers
& 14 part-timers), were interviewed
during the academic year 2005 using
purposive sampling in order that
every division of each school at the
universities participated. This allowed
the researcher to select the sample to
serve the specific purpose of the study,
and to handpick the cases to be in-
cluded on the basis of her judgment of
their typicality. The researcher found
no significance between the sampled
universities for they all lacked a for-
mal mentoring program.

The classification of the respondents
by rank is presented in Table I Below.

Table I
Classification of the Respondents
by Rank
POSITION FULL PART
TIME TIME
Professor 6 1
Associate Professor 8 3
Assistant Professor 22 7
Lecturer 4 0
Instructor 19 20
Total 59 31
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Semi - structured interviews were
the main technique to gather data,
since they are more adaptable than
questionnaires and allow the inter-
viewer to follow up participants’
ideas. As first attempt to run this
study, the researcher decided to con-
duct a questionnaire-type survey and
distributed 200 questionnaires. How-
ever and following a dreadfully low
response rate of 14% (28 out of 200),
the researcher chose to use semi-struc-
tured interviews. At that stage this
method was expected to provide rich
material and would further clarify
how faculty members perceived men-
toring. Although there was a risk of
bias in this method, it was decreased
through awareness and self-control as
Cohen and Manion (1994) recom-
mended.

The semi structured interview ap-
proach involved an interview schedule
that was administered in a face-to-face
setting where the purpose of the re-
search was explained and participants
were given the opportunity to ask
questions. The interviews started with
broad questions about what partici-
pants thought about mentoring, and
as the interview progressed, the ques-
tions became more structured and
specific.

The length of each interview was
restricted to 30 minutes on average.
Participants were encouraged to an-

swer all questions in the survey hon-
estly and were assured of complete
anonymity. The respondents were in-
vited to amend or modify the tran-
script of their interview where they
deemed it necessary. The agreement of
interviewees was obtained to include
quotation from the transcripts in the
form and context in which it had been
represented to them.

10 academic staff members under-
took the piloting of the study. Piloting
the interview helped in improving the
validity and reliability of the study. In
order to check for reliability the inter-
view was administered twice. While,
validity was checked by asking those
who read the interview whether or not
the questions asked were likely to
serve the purpose of allowing a proper
measurement of what was to be found.

Results

Mentoring

The researcher was interested in
investigating whether there are any
formal mentoring programs at the
universities researched, and in asses-
sing how faculty members perceive the
importance of mentoring in higher
educational institutions. All the re-
spondents confirmed that no mentor-
ing programs are implemented at their
universities.
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One of the interviewed part-time
instructors (teaching at two universi-
ties) emphasized:

“Mentoring helps people from dif-
ferent backgrounds to adapt to the
environment through creating a
friendly atmosphere. It helps creating
a more serious and professional work-
place. However no mentoring programs
are adopted at both institutions where I
teach, new faculty are not given enough
attention and orientation to fit in the
new environment.”’

One of the interviewed instructors
when discussing the importance of
mentoring commented,

“Mentoring should focus on devel-
opment and empowerment of faculty
members and not only on helping new
faculty members.”

Importance of Training in Men-
toring

Most of the interviewed faculty (83
out of 90) agreed that training is
essential for effective mentoring since
many ignore its real advantages and
uses. They agreed that training would
provide mentors with the knowledge,
skills needed as to be sensible and
caring to the new faculty members’
needs.

One Associate Professor empha-
sized that training will increase the
qualities of the mentors to communi-

cate effectively with their novice fa-
culty members, so that they will be
able to offer expert feedback to them.

Most of the faculty members also
agreed that training teaches the men-
tor how to interact with the mentee
since it is not enough to have the
knowledge, it is important to know
how to transmit it, since the mentee
should be specialized and have social
skills.

Qualities of a Good Mentor

The overall discussion with the
faculty members about the qualities
of a good mentor brought about al-
most all what literature has documen-
ted about effective mentors mainly
and ultimately being good educators
and motivators per se with all what it
demands to be really a good teacher in
the first place. The researcher has
chosen the following comments to
reflect on the interviewees’ percep-
tions in this respect.

When asked about the qualities of
a good mentor, one full-time professor
said:

“The mentor should have good com-
munication skills, leadership skills,
good background, patience, knowledge,
and the ability to make the mentee
interested in the subject matter.”
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Another instructor added:

“A good mentor is someone who
operates without using power, who has
good communication skills, and most of
all respects the thoughts and personal-
ity of the mentee. In addition, he |she
should be dedicated and perseverant to

IR

follow up on the mentee.

One part-timer assistant professor
added:

“The mentor must be a good
teacher on whom the majority ap-
proves. The experience or training is
not as important as the ability to teach
and understand others”.

Gender and Mentoring

The researcher was interested to
know the views of male and female
faculty members regarding gender
and mentoring. As afore-mentioned,
the sample comprised of 50 males and
40 females. On average 78% (70 out of
90, Table II) reported preference re-
garding the gender of the mentor.
80% of the females agreed that gender
influences mentoring as far as our
society is man-oriented while 20%
argued that gender should not affect
mentoring stressing the importance of
equal opportunities of man and wo-
man in academia.

From the male perspective, 76% of
the males stressed the issue of differ-
ences in communications between
male and female; and if not dealt with

professionally would then negatively
affect any mentoring program as long
as the mentoring relationships are not
set on clear and formal communica-
tion ways-- hence their preference to
the same gender of the mentor.

On the aggregate, the researcher
sensed a feeling of consent among
interviewees that gender dramatically
affects the mentoring relationships
especially in a gender-oriented society.
This concurs with contemporary re-
searches, which tackle the issue of
gender in mentoring. During their
mentoring experiences Dubetz & Tur-
ley (2005) found that mentees pre-
ferred and tended to choose mentors
of the same gender and even race. As
aforementioned in the literature, wo-
men and minorities often receive little
support from senior faculty in settings
where informal structures dominate
the socialization process.

The following quotations were
selected to elaborate on the intervie-
wees’ viewpoints regarding the gen-
der issue.

A female instructor, when asked
about her preference regarding the
gender of the mentor, commented:

“As long as the relationship in
mentoring programs is formal, I think
that gender would not be problematic.
But we cannot deny that sometimes the
informality of the relationship is essen-
tial for its success, thus leading to
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effective mentoring programs. If this is
the case, I prefer a female mentor who is
well qualified” .

Another female faculty member
commented:

“Our society is man oriented so
difference in gender may cause pro-
blems between the mentor and the
mentee since in general men do not
accept guidance and orientation from
women even if she is more educated,
knowledgeable, and experienced.”

A male instructor raised an inter-
esting viewpoint regarding the differ-
ence in communication between male
and female. His comment was:

“Men tend to steer the conversation
in a way to force their points, while
women most often try to be in a position
to help and give encouragement some-
times by showing their agreement to the
raised views during a conversation.
Therefore, specific styles of communi-
cation should be of main concern in
mentoring programs so that such differ-
ences would not dramatically affect the
effectiveness of the mentoring relation-
ships”

One female faculty drew the atten-
tion to a critical point by stating:

“Our society is gender oriented; the
difference in gender between mentor
and mentee could lead to negative
results because if the mentor is a male

>

he may try to abuse the female mentee.’

Most of the discussed gender is-
sues with the interviewees have been
widely documented in literature. Cas-
to et al. (2005) set some challenges
for male mentors of female mentees
to overcome, such as persistent or
un-addressed sexist attitudes toward
women in the department, gender
politics, and power relations. They
argued that socialized roles may in-
terfere in cross-gender mentoring by
creating a double bind for female
mentees because they find themselves
in traditionally subservient positions
as both a student and a woman. Ac-
cording to Johnson & Huwe (2002),
cross-gender mentorship may lead
some mentors to worry that others
may perceive them as having ulterior
unethical motives in the relationship,
and thus they may be reluctant to en-
gage in mentoring relationships.

Culture and Mentoring

As previously discussed in the review
of literature and as per the interviewees’
comments on this issue, culture differ-
ences play a definitive role in the effec-
tiveness or failure of a mentoring
relationship. Well-developed cross-cul-
tural communications skills of the men-
tors will lead to a successful cross-
cultural mentoring whereby the mentees
are secured with a sense of authentic
concern for their personal well being as
well as for their professional develop-
ment. However, when the educational
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institutions in question are sensed to
lack such cultural sensitivity within the
mentoring programs, cross-cultural
mentoring could be ineffective to some
extent and mentees of the minority sect
or those speaking a different language
feel reluctant to effectively participate in
the mentoring programs-- thus their
feeling of isolation being more stressed.

83% (75 out of 90) of the intervie-
wees preferred same language of the
mentor and mentee. In this regard, one
of the interviewed full-time instructors
said that since mentoring plays a major
role in inspiring people, both mentor
and mentee should speak the same lan-
guage, (not literally). The ability to
inspire someone does not only require
conventionality in certain norms and
standards, but rather demands a set of
unique impact full qualifications that
are to mobilize someone eventually.
Hence engaging in a process like men-
toring provides one common sound
ground that should be able to add value
to one’s own commonsense if the back-
ground is one and the opposite also
holds true. This has been the opinion
of most interviewees probably due to the
common cultural structure in their uni-
versities. To illustrate 86% (77 out of 90)
stressed that the mentor and mentee be
from the same culture.

However, few of the instructors
supported the cross-cultural mentor-
ing (14%) on the argument that in

academia at least there should be a
well understanding and meld of all
cultures as long as the world is becom-
ing closer and closer in the very
aspects of life. So it is our challenge
to overcome such cultural and power
differences and instead fortify cultural
sensitivity and readiness to learn more
about each other’s ethnic heritage and
appreciate the differences within cul-
tures. This would indispensably lead
to successful cross-cultural mentoring
relationships that will add value to
academia when diverse individuals
bring about in the most effective col-
laborative way challenging creativity.

One full-time instructor added
that culture differences affect the effi-
ciency of a mentoring program since
we as Lebanese are influenced by
religion and family values in quite
different ways than other cultures.
The Lebanese culture and society
awards titles to certain professionals.
Educators have power and prestige
and are highly respected, meaning
that the higher the position of the
mentee the more he/she is ready to
learn since he/she considers it a pres-
tigious experience.

Problems Faced by the Mentor

This issue was not of major discus-
sion among the interviewees whereby
only few were interested to comment.
Three interviewees agreed that the
problem which could be faced by the
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mentor include gaining the mentee’s
confidence. Other problems could also
take place if the mentee is not inter-
ested, not serious, emotionally and
psychologically unstable or lacks the
cooperation needed.

One full time professor said:

“Mentoring could be a source of
problems if there are personality differ-
ences, the trainee would not accept
ideas from the mentor concerning cer-
tain methods or treatment of people. In
addition communication with the men-
tee could be the major problem but once
both of them reach an agreement,
things should run smoothly”’.

One part timer added:

“The mentor could face problems if
the mentee is not willing to learn and
cooperate with him or if he/she doesn’t
have the required capabilities or if they
differ in their personalities and beliefs” .

Importance of Mentoring for
New Faculty Members

When asked about its importance
of mentoring for new faculty mem-
bers, 90% of the interviewee (81 out of
90) agreed that mentoring is highly
essential in higher education because
new faculty members do not know the
culture of the institution, so mentor-
ing saves time and effort for the new
faculty. They argued that mentors
vastly influence the work of novice
faculty, as stated by Dubetz & Turley

(2005) that in socializing the new
faculty, mentors not only provide ex-
pertise but also transfer values that
continue to serve as a frame of refer-
ence once the day-to-day mentoring
relationships has dissolved. Mentor-
ing provides career advisement and
instruction, support, understanding,
and overall assistance to propel new
faculty to the next level of develop-
ment (Casto et al., 2005).

While discussing the advantages of
mentoring, one full time professor
commented:

“Mentoring offers new faculty sev-
eral advantages, building a new genera-
tion, building up experience, opening
the spectrum for new perspectives and
specialization”.

Most of the interviewed faculty
members (79 out of 90) agreed that
mentoring creates closer interrelation
and better coordination among team
members. It helps new faculty fit in,
creates acommunity and family atmo-
sphere, reduces the feeling of worry
among new comers, helps new em-
ployees, and to a certain extent pro-
vides new horizons to the mentee.

One full time professor said:

“I would recommend mentoring if
the mentor were highly skilled and
professional. He/she should have good
interpersonal skills to understand and
cooperate with the mentee”
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An assistant professor added:

“I personally recommend mentor-
ing since it opens chances to those
interested in subjects not offered in the
curriculum to be learned from experi-
enced people. It provides guidance for
professional development. And if men-
toring is well implemented, it affects the
work environment, creates good co-
ordination, results in exchange of ideas
and techniques, and stimulates a posi-

’

tive environment for orientation.
An instructor had a view that:

“Serving as a mentor will bring
newly hired faculty members together
with old faculty members (mentors).
This type of arrangement would provide
faculty members with the opportunity
to collaborate and learn from each
others research findings”’.

Another instructor remarked:

“The relationship between mentor
and mentee should be based on objec-
tivity, openness, knowledge, confi-
dence, and trust or else it will fail”.

Disadvantages of Mentoring

Despite the numerous benefits
arising from mentoring programs, ac-
cruing to both the protégé and the
mentor, there are still certain disad-
vantages since mentoring is quite de-
manding in terms of the emotional
support the mentor has to give to the
trainees.

78% of the interviewed faculty
members (70 out of 90) agreed that
mentoring could expose the mentor to
time pressure since he has to be avail-
able for the benefit of the mentee. In
addition interviewees agreed that it is
sometimes difficult to develop trust.

When asked about the disadvan-
tages of mentoring a full time Profes-
sor stated:

“Mentoring could be time consum-
ing for full time faculty members who
have to teach a minimum of 12 credits
per semester equivalent to 4 courses on
average. In addition, we cannot ignore
the fact that it is really hard to tell
someone that he’s wrong since this

>

would create conflict and antagonism.’
An instructor added:

“Mentoring could be a source of
problems if the mentor is not highly
qualified, if he’s subjective in his judg-
ment, if he doesn’t have fixed standards
and if he lacks the adequate tools for

mentoring”’.

An instructor attributed the dis-
advantages of mentoring to the po-
tential problems arising between
mentor and protégé. He mentioned:

“Mentoring relationships unfortu-
nately do not always succeed as ex-
pected. For example, the new educator

may expect too much from the mentor
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and may be demanding detailed an-
swers and solutions to all his questions

and problems”’.

One of the interviewed professors
commented:

“Adaptability could also be a pro-
blem. Faculty might look at mentoring
from a very negative and critical per-
spective because they may feel threa-
tened and it could cause plenty of ill
feelings if old and new faculties are not
sufficiently open-minded. Thus mentor-
ing could cause potential misunder-
standing and feelings of competition
between faculty members instead of
cooperation and teamwork”.

An assistant professor commented
that:

“ Some professors might misinter-
pret his/her position and use it differ-
ently as a power tool and may abuse the

mentee to perform unnecessary tasks.
Furthermore, some new members
would not find it necessary and some
mentors may be bossy”’.

One of the full-time professors was
against applying mentoring since it
limits the source of learning of the
mentee to the mentor only. Group
learning and interaction helps more
the new faculty members.

Another full-time instructor added
that:

“Mentoring either increases the
risk of creating followers or copies the
old stuff, or creates conflicts of interests
between old and new faculty members’’.

The frequencies of the responses in
the two categories (Yes/No) to each
question are shown in table II.

Table 11
Frequencies of Responses

90 Faculty members

Question Yes No
1. Any Mentoring programs implemented at you university? 0% 100%
2. Is training essential for effective mentoring? 92% 8%
3. Any preference regarding the gender of the mentor? 78% 22%
4. Should the mentor and mentee speak the same language? 83% 17%
5. Should the mentor and mentee be from the same culture? 86% 14%
6. Is gaining the mentee’s confidence to be considered a problem facing the mentor? 3% 97%
7. Is mentoring important for new faculty members? 90% 10%
8. Do you believe that mentoring creates closer interrelation among team members? 88% 12%
9. Do you believe that mentoring will expose the mentor to time pressure? 78% 22%
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Discussion

Although there are no formal men-
toring programs at the universities
researched, results of the semi-struc-
tured interviews showed that faculty
members emphasized the importance
of mentoring in higher educational
institutions. Results also showed that
mentoring empowers faculty mem-
bers as individuals, and thus ulti-
mately benefits the educational
institution. This concurs with the find-
ings of several authors such as Shea
(1992) and Bolam et al. (1995) on the
qualifications of mentors. Moreover,
most of the interviewed participants
believed that mentoring relationships
would help faculty members work
effectively with others. This also con-
curs with the findings of O’Neill
(1994).

The mentor/protégé relationship
was of concern to the researcher. The
participants emphasized the impor-
tance of such relationship in providing
a climate of equal opportunities for all
faculty members to collaborate effec-
tively and learn from each other’s
studies and researches. This concurs
with the findings of Coleman (1997).

To make mentoring programs more
successful, it was suggested by the inter-
viewees that training should be provided
for mentors. They agreed that there is a
need for training to build skills and
knowledge, which will further enhance

the mentor’s effectiveness. This concurs
with the argument of several authors
such as Montgomery (1991), Brooks
(1996), and Sampson and Yeomans
(1994). Montgomery (1991) argued that
even when individuals want to serve as
mentors and possess all the desirable
characteristics of effective mentors, they
still need additional training to carry out
this crucial role. Sampson and Yeomans
(1994) in the same token argue that
although some mentors may be naturally
equipped with the skills of mentoring,
such stock of natural talent cannot be
relied on to achieve effective mentoring.

To avoid the failure of mentoring
programs, the participants empha-
sized some of the characteristics of
effective mentors. They strongly
stressed communication and leader-
ship skills, patience and knowledge.
This concurs with Brooks (1996), who
identified one area as important in
training, interpersonal skills, which
appears to be the quality that counts
most in mentoring. The participants
also mentioned the tolerance, respect
and dedication demonstrated by the
mentor towards the mentee.

The researcher also raised the issue
of gender and mentoring during the
interviews, for according to Kerka
(1998), when organizational diversity
increases, the question arises whether
mentoring becomes a vehicle for as-
similation or exclusion. The personal
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relationship at the heart of mentoring
can be problematic when mentor and
mentee are of different genders. Ac-
cordingly, a female faculty member
stated that the Lebanese culture is
gender sensitive and male oriented
thus preferring a female mentor to
avoid conflict. Moreover, a male fa-
culty emphasized that male and fe-
male faculty tend to have different
communication skills, which would
dramatically affect the communica-
tion process. Birge et al. (1995), sug-
gested the introduction in orientation
and training programs so that the
mentor and the mentee have a high
degree of potential to fully benefit
from the relationship.

In addition, cultural differences
are to be highly considered while
recruiting faculty members from di-
verse ethnic backgrounds to check
whether those backgrounds or cul-
tures prove to be individually or col-
lectively oriented. Both parties should
share the same motto concerning men-
toring under a learning organization’s
roof. It’s literally unrealistic or simply
impossible to implement mentoring
while disregarding both mentor’s and
mentee’s cultures.

Hence, mentors should be granted
the privilege of nourishing, polishing,
and updating their portfolio of knowl-
edge and skills since the practical
implications of applying mentoring

in a country like Lebanon revolving
around a multiplicity of various cul-
tures namely: Arab, Armenian, Amer-
ican, and European suggests an
overview on those cultures.

Results of the interviews showed
that faculty members were aware of
certain problems that would arise
from mentoring programs in educa-
tional institutions. This reverberates
Daresh and Playko’s (1992b) concern
about protégés’ independence: ““‘men-
toring can be potentially harmful to
growth if and when protégés develop
too great a reliance on mentors, who
are expected to provide all possible
questions” (p. 112). Accordingly, one
of the faculty members’ responses was
that sometimes mentors tend to be
reluctant in letting the trainees be-
come independent, a situation that
may be detrimental for the new faculty
and the institution as a whole.

Conclusion

This study elucidated the impor-
tance of mentoring as perceived by
faculty members. Although sampled
universities have no formal mentoring
programs, mentoring was still per-
ceived as essential for professional
development and growth. The partici-
pants also emphasized having effective
mentors who would be continuously
trained if the mentoring programs were
to be more successfully implemented to
serve their developmental purpose.
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The issue of gender as well as culture in
mentoring was investigated as well to
see whether the relationship between
mentors and mentees could be proble-
matic when both parties are of a differ-
ent gender. Distinct views were held in
this regard. Besides, it was found that
the faculty members were aware of
certain disadvantages of mentoring
such as being quite demanding in terms
of the emotional support that mentors
have to provide for the mentees who
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