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Mentoring Relationships Through the Lens of Race and Gender

Mentors are guides. They lead us alo
the journey of our lives. We trust the
because they have been there before. T
embody our hopes, cast light on the w
ahead, interpret arcane signs, warn us
lurking dangers and point out unex
pected delights along the waipaloz,
1987)

As Daloz'd description implies, mentoring
holds a special place in the pantheon
developmental relationships used by e
ployees in organizations. A mentor h
been defined as a senior person emoti
ally invested in the development of a ju
ior person. She offers both career gu
ance and socioemotional support to h
protégé? The benefits of mentoring

mmentor had been significant to their s
hegss’

Y
0fto women, because despite a numbe

ceiling, an invisible barrier to advancem
based on gender biasesThese biase
are readily evident when you congider t

minto the upper levels of business, gove
hsment, academia, and the professions.

brthough women \make up 50% of manag
n-rial and/specialized professional pasitio

econcerting dearth of wamen in top leade
ship roles Mentoring has been| sug

which have been widely touted in both gested as one effective tool to addre s§

N-this dearth.

r(‘)(Anecdotal accounts and empirical r

g?]gs’.gg Tﬁfgﬁ?ﬁgﬁelfﬁfﬁgﬂﬁ ‘i'\rl]o Search suggest thatmentoring is a pow
J ' ful mechanism/in aiding women in the

? devr;tgtr;n%rvevlrz]a:r?r;rx]psa?ég ?(I)etz:]r(IJ);:t r:"ourney to the executive suiteContrary
9 P 0 expectations, the research shows t

Alhough theas relatonshins are not it OTen aré 2 likely to have a metor
9 P men. Women are also as likely as men

out their challengés when mentormg IS/ 2ct as mentors.
enacted between colleagues in the m
ner described by Daloz, there is not a mr
potent and critical relationship available
to guide a protégé’s career developmept

the popular and scholarly. literatures i
clude: greater career satisfaction, prom

nd female protégés also experience si
lar outcomes from mentoring relationshig

The Importance of Mentoring for Women:
A Guide Through the Minefield

Mentoring relationships have been s
gested as particularly crucial to the cargeBut there are critical gender differences
development and advancement of womenmen’s and women’xperienceof

A recent book from Sheila Wellington and mentoring. While access to mentoring f
Catalyst, a not-for-profit research orgarli-women and men may be comparab
zation focusing on issues of women'’s ad-women often have to work harder to €
vancement in corporations, suggests thatablish relationships that cross lines

ity, job satisfaction, and promotions r

by gendef?

entoring may be particularly importart

" advances, women are still hitting the gl sé

ofelative progress, or lack thereof, of wom nonIy gained \with admission to the “old

3 Ragins’ review of the
nmentoring literature suggests that male

In terms of career outcomes, career moI

sulting from mentoring are not moderat¢d

hgsenior women executives indicated thak gosition at the top of organizations. The
-male mentors may serve a different py
pose for female protégés than they do f

their male charges; théy act in several rol
oﬁﬂat help women navigate the minefiel
ey face in moving up the\corporate hie

tarchy.ll Mentors provide legitimacy to

their female [protégés, challenge gende

ebased stereotypes, offer reflected pow

and share| information that/is general
n-
Qé_tions is critical for women/in a way that i
NS

“protéges; the message that their mentor
" relationships send is, “My female protég
is\okay. We can let her in.” This explici

=

recognition of men’s and women’s differ
ential experiences of mentoring sugges

r gender mentoring relationships and th
they may demand more from both the me
nabrs and the protégés.

ai\lot surprisingly, the picture becomes mo

—

| tionships through the lens bbéthgender
|, @nd race. When we look more closely
Sthe research on gender and mentoring
"'_number of questions about which groy
_of women is being given entrée arise.
fact, samples for much of the research

h

on the research conducted in the past t

the mentoring experiences of women
Drcolor!? Do women of color gain similar

access to mentoring is “the single mdstgender, hierarchy and, for women of col

bfbenefits and challenges are raised by ¢
rtivating mentoring relationships at th

important reason why men tend to rigerace. Women are also more likely to be incrossroads of race and gender? Why dg
higher than womert” In arecent survey volved in a cross-gender relationship;we have more information about the exp

of 1,251 executive women, four out of fi

most mentors are still men by virtue of their

\poys’ network.” Each one of these func

not hecessatrily so for men. | The mentg

d4n|U.S./organizations, there is still a dig N B fching fofgiieir female

p-that the power dynamics and relationshi
erbuilding are more complicated in cross

complex when we look at mentoring rela-

mentoring are predominantly white. Based

indecades, we know virtually nothing about

epenefits to those reported by white women
SHn their mentoring relationships? What
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riences of women of color; where are thg
voices in the mentoring literature?

Where are the Voices of Women of|
Color?

In fact, the voices of women of color ha
been absent from the mentoring literatd
for several reasons. In 1990, Cox a
Nkoma® wrote about the relative absen
of published research on race a
ethnicity. They posited that for a numb
of reasons, research on race is not p
lished to the same extent as other imp

have seen a promising increase in the nt
ber of articles published that focus on ra
and ethnicity, scholars doing research
this arena still face questions about t
legitimacy and validity of their work.

Second, there is an assumption that
experiences of all women are explained
looking at white womeftt. This tendency
has been labeled the “prefix error'—th
which does not carry a prefix is assum
to be universal. Thus although mentori
has been clearly linked to the advang
ment of women in general (white womse
inferred), its role in the career developme
of women of color has not been clear
defined. This pattern of-assumptions
not new. The early empiricalresearch
mentoring was done using predominan
male samples. In the early 1980s, the
was a realization that the mentoring exg
riences of men may not fully explain th

experiences of women. Just as the researchoted more’slowly. WWomen of color wele

pirity for the dearth of research on women
color's mentoring experiences. It is on
through consciously and proactivel
working to overcome the barriers that I’

eof color and their mentoring experience

:ﬁ\llentoring Experiences of Women of
| eCoIor: What We Know

brpirical efforts to examine the mentorin
Ikexperiences of women of color in the m

mexploring the career experiences of wom
ceacross the continuum of ethnicity. Cat

agement, surveying 1,735 women of col

discussed that we will give voice to womegn

ndAs noted above, there have been few em

bragement literature. In the past five yeafs
tant organizational topics. While the 1990sthere has been an emergence of resear

inyst conducted a three-year, multi-phage
hestudy of women of color in corporate man-

fmentor is more salient to women of colg
than it is to their white counterparts.

While there are a number of similaritie
across the mentoring experiences
women of color, there are also some diffe
ences; the mentoring experiences
women of color are not monolithic. The

Catalyst study presents a number of inte

esting contrasts among the three grou
of women of color respondents. For e
‘ample, Asian-American women were sig
nificantly less likely than either African-
American or Hispanic women to repot

at they received advice on career stra
_gies from their mentors. African-Ameri
can women were more likelyto report
relationship characterized by mutual re

rspect and trust with, mentors of color.

Results-from studies on the experienc

=

omparative study focuses on the life apdf women of color have\yielded other dif

pirom 30 companies Bell's and Nkomo'’s
bf&mreer experiences of successful black anferences, highlighting tensions and rai

C

itwhite women in the corporate Sectd
[ _based on life history interviews/ of 12
" women and an in=depth |survey of 82
?{Catalyst and Bellland Nkomo, a picture
mthe mentoring experiences of women

"AYvomenz Based on findings from botl rank? Results from the Catalyst study i

r,ing new questions. For example, how d
D\ the experiences-of women of color var
5along the dimension of|organizationad

bfdicate that mentoring was more prevale
pffor senior-level women| of color tharn

women at lower levels. Generational di
ferences may be yet another dimensi
- ; . o

Shat yields important distinctions amon
LV

‘women of color. Bell and Nkomo note
1 that fewof the African-American womer
. 'managers in their study had mentors. Th
study participants were pioneers, membe

roéf the first significant wave of women tg

ycolor is/beginning to emerge.

iSA number of commonalities regarding ¢
brveer advancement emanated from the't
lystudies. Results from both studies-ing
ereate that in comparison to white\wome
ewomen of color are underrepresented
e senior management positions andare p

that focused solely on men and the
mentoring relationships was insufficie
to fully illustrate women’s mentoring ex

iralso less satisfied with their career progr s§ hter managerial positions in the work

t than white women. These results are p rf[—)rllggz' tr:E\)i?brzsegigtorgggriﬁﬂigggﬁc
allel to findings from my research. In P

periences, itlis also not enough to studystudy of the mentoring experiences of 1 5
white women and suggest that their exgeprofessional black and white women,] |

riences are luniversally descriptive
women of color.

A third reason for the lack of informatio

on the mentoring experiences of women

of color is the challenge of recruiting su

ficient numbers of study participants fo

participate in research efforts. Of2.9m
lion women holding managerial and a

ministrative jobs in the private sector (the

population traditionally studied in th
management literature), only 14 percent
women of colot® Standard methods

sampling have not yielded data sets t a&h

include women of color in sufficient num|
bers to speak to their experience. Eac
these three reasons bears some culp

ecent arrivals to the corporate arena? |In
my study of black and white alumnae from
ffound that black women reported low r\?veovn(:rear! tfep'gftre'\él Ba'A"S ?rr]%%rk?rgi,cz?gto
levels of satisfaction with their careefs 1 rep ; .
than white womet# Women of color agre mentoring as t.hel'r. white 'counterpafﬁs.
that a critical resource for their success u'k?lgtztlil\?\;c?rr?é?] ?r']gr?]'f'(;?gé dfﬁéiﬂgiz :?1 E{?Z
~career advancement is having an influ NBall and Nkomo stﬁd 'the women in m
tial mentor or sponsor. Research from Cata- d y- d had | yk
| lyst found that 44% of women of color study were younger an ad less wor
“rated access to a mentor among the 0§xperlence. How are these contrary re-
- R . ined?
four success criteria in comparison to 37% ults e;xplamed_. Are they the_result ’)f
of white womeri® Yet, one of the mos changing orgamzatlonal dynamlcs or can
gtriking findings from the Catalyst stud they be attributed to something gmque
"% that 47% of women of color report a}bo_ut the sample§ that were used? T.h PSe
at lack of access to a mentor was a rI_lndlngs reveal fruitful areas for further in:
rier to their advancement, in contrast oauiry, more rese_arch on the effects of
9% of white women. This particular con)- varlf_;ltlon m_orgamzatlonal rank and gen-
' rational differences among women of

ip_arison suggests that lack of access t

b

color is needed.
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The areas of convergence and divergenc® lump together groups across ethniciti
found in the small but growing body df The experiences of each group are roo
research at the intersection of race gnéh their own particular socio-historical jout
gender suggests that there are a numbearey to the 2% century; this unique per
of areas where further exploration apdspective affects their lives in organizatio
deeper analysis can lead to an enhanpedday and should be taken into consider

understanding of the collective andation | tervention; recent statistics suggest th
. 9 . ’ one-third of the nation’s major corpora
unique mentoring experiences of wome

of color. 'nEproring other literatures and theoreti- ' tions are implementing formal mentor'in

cal frameworks. Because the women ip programs® Many companies are usin
management literature has focused primaformal mentoring programs as a way {
rily on white women'’s experiences, rg- reach out to those who may have less i
erseearchers will need to reach across tolaleess t(_) mentoring relationships. But, &
Oljiernatlve literatures and theoretical frame-emerging body of research on formal ve

issus informal mentoring indicates tha

works. Holvino suggests that there
alue to looking at other theoretical framg-these initiatives should be developed wi
vesome caution. In my review of the forma

g orks as they “influence the questions {
ask, the questions that remain hidden gndhentoring research, }-note several inte

DN

pssupport and advance their direct-report
fethcluding women of color.

%]

" Being judicious users of formal
mentoring programs. Formal mentoring

NS A .
| "programs are a popular organizational i

The Promise of Praxis: Suggestions td
Researchers and Practitioners

The research and ideas presented h
suggest that there is work to be done
two fronts, both research and practice
offer suggestions to researchers seek|
to explore and understand the effects
the interaction of race and gender

mentoring relationships. | also have su
gestions for practitioners, who are on t
front line working with white women anc
women of color and strategizing abo
how to use this information to affeq
change in organizations.

Researchers should consider

Being open to using different methodolo-
gies The intersection of race and gend
is a relatively new area of inquiry infth
management literature. Kram (1988) d

cusses the need to utilize a flexible d4ta"

collection method when studying a nov,
topic?* As-such, researchers should
open to using a variety of methodologic
approaches, including in-depth qualitati

interviews as well as/large-scale quantifa

tive surveys.| Of course, these decisig
about methodology |are accompanied
tradeoffs; large-scale quantitative studi
offer some measure of generalizabili
while in-depth qualitative studies may pr
vide rich descriptive\accounts. We 'wi

need inquiry from both perspectives fo
build our knowledge onthe effects of rage

and gender on mentoring relationshipg

Being purposeful about obtaining diverse
samples With careful consideration an
proactive strategizing, researchers ¢
find ways to reach out to diverse popul

the outcomes and methods sougdft.
9She explores the possible contribution
ne S
four feminist frameworks to the develop-
ment of organizational interventions. th
address the intersection of race and g
der. Another example can be found in t
work of Helen Mullee®-In her exploration
of American_Indian women manager,
Muller draws on the literature of anthrg
er|oologists and American Indian women.
my own research, T draw on the writing
_black feminists and from theoretical fram
orks grounded in the fields of psycho
ogy and sociolog¥ | Only by reaching
cross disciplines and frameworks will w
algain access to theories and empirical s
cPortto build a foundation from which w
can explicate women of color’s mentorir]
ngxperiences.
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pbyPractitioners should consider
;ﬁDroviding support to women of color em-
’ ployees Results from the recent resear
on women of color in corporate manag
ment suggest that their managers may p
a particularly crucial role in their develop

ment and advancement. Because wo

©

| e

agers should be equipped to both me
 and manage their women of color empl

A-ity of mentors of women of color will b

tions such that the resulting samples

inclusive. These efforts will not nece$- greater probability of having to devel
sarily be convenient or cost effective; re-mentoring relationships that cross b
searchers may have to partner with aspagender and race lines. All of the resea
ciations or other groups dedicated to sefven cross-race and cross-gender mentoffi
ing the diverse constituents that th¢ysuggests that these relationships are ¢
would like to include in their research ef- lenging to develop and maintain. Catalys
Once researchers get diverseauggests that managers should be trairje

forts.

samples, every effort should be made moévaluated, and rewarded on their ability[to

revhite men. Thus, women of color fac

C

ofconsider as| they participate in formg
htsearch on formal\mentoring suggest th

Nethe same benefits as protégés engage

nwomen turn|towards ineffective, forma
bf mentors rather than developing relatio

aln
C

e
P,

g

“r_]tion systems reflect the importance ¢
e

" of color have less access to mentors, m i

@rees. Survey data indicates that the majo

a

n
a

ild
Al

nal and external-challenges women shot

mentoring program%¥. Results from re-
at
N

d in
S
1y
if
I
L

rparticipants in formal initiatives do not gai

informal mentoring relationships. Ragin
,and Cotton warn that organizations ma3
not be aiding their female employees

ships with informal mentors.

Examining organizational practices and
systems/Is the organization mentoringr
friendly? There are a number of questio
that organizational leaders should ask
assess the readiness of their environm
to support a culture of mentoring. Ar
there opportunities for communication an
interaction across organizational levels
Is the development of employees a va
ued function? Do the reward and evalu

entoring and developmental support f
| employees? Supportive and effectiy
'wterpersonal interactions do not develg
n avacuum; women of color have a great
hance of developing mentoring relatior
“ships in an environment that is suppor
Jve of mentoring.

Conclusion

Mentoring relationships provide a critica
source of support for the professional d
velopment of women. Until very recently
r}:\ common and unspoken assumption w
Held that if we learned about the mentori
Je'xperiences and outcomes for whit
&/omen, we would be able to speak to tf
Xperiences of all women. But the nasce
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body of research by scholars examinifg5. Wellington, S. & Catalyst. (2001Be Your
the mentoring experiences of women pfOwn Mentor: Strategies from Top Women
color clearly debunks this assumption. Wethe Secrets of Succesdlew York: Random
need to be far more proactive and thoughtHouse.

ful about how mentoring relationshipp ¢ Catalyst. (1996).Women in Corporate

may be differentially accessed based p eadership: Progress and Prospectsiew
the intersection of race and gender. Weyork: catalyst.

must contemplate how our research pafa- . .

. - 7. Morrison, A., White, R., Velsor, E., and th
digms and frameworks should be adjus dCenter for Creative Leadership. (19%eak-
to accommodgte hypotheses a_md sam .Ielrs19 the Glass Ceiling: Can Women Reach t
that are inclusive of the mentoring expefi- : ' .

Top of Americas Largest Corporation&ead-

ences of women along the spectrum of eth- ) .

L . . | 'ing, MA: Addison-Wesley.
nic diversity. The challenges of mentoring, )
particularly across lines of race and gep-8- Merrill-Sands, D. & Kolb, D.M. (2001).

der, are not insignificant. But the promige\Women as leaders: The Paradox of success.

of mentoring, that women of all ethnicities CGO Insights, No. 9Boston, MA: CGO,
are Supported |n reach|ng the”‘ fu”est p _Simmons Graduate School of Management
tential, is a goal for which it is worthy tg 9. O, Neill, R.M., Horton, S. & Crosby, F. J
strive. (1999). Gender issues in developmental rg

P d by Stacy Blake-Beard, Postdoct . .
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