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From the 
Executive Director

In the past few newsletters, I’ve let you know 
about some of the exciting new IMA initiatives, 
namely publishing and program accreditation. Now, 
I’m happy to report that we have 2 books in progress 
and one program has completed the accreditation 
process. You can read more about IMA publishing 
and IMA program accreditation on the new IMA site 
at http://mentoringassociation.org.

Publishing Update
The IMA is a publisher for IMA members who 

create resources and books on mentoring. We have 
2 books by members under review now. Although I 
can’t yet reveal the names of the books or authors, 
because we’re undergoing the review and contracting 
process, I can tell you that you will likely see at least 
one of them in the next few months. Once they are 
published, they will be available through the IMA 
website, Amazon.com, and most major retailers. We 
will be sure to let you know whenever a new book is 
available.

In the meantime, we’re still in process of creating 
a book of Barry Sweeny’s articles. It’s turning into 
a larger task than expected due to the quantity—
and quality—of material, but it will be a valuable 
resource for all mentoring program directors. 

Overall, publishing with the IMA is great not 
only for IMA members but also for the mentoring 
community at large.

Accreditation Update
I’m pleased to announce that the Center for 

Professional Excellence Mentoring Program 
of Elmhurst College has been awarded Gold 

accreditation status by the IMA board of directors. 
The program received a full 100 of 100 points in the 
program review, which comprised an evidence review 
and interviews of leadership, mentor, and protégé 
representatives. This program is truly a role model 
for other mentoring programs. Congratulations to 
all who lead and are involved in this exceptional 
program!

Quick Note about the 
International Conference

In case you haven’t yet heard, the IMA 
international conference will be held March 12–14 
in Phoenix, Arizona, USA. The conference theme is 
Learn, Share, & Grow. 

We have secured Lois Zachary as our keynote 
speaker, which is not to be missed! As more information 
becomes available, we will keep you informed. You 
may also want to visit the constantly-updating 
conference pages on the IMA website at http://
mentoringassociation.org/ima-2014-conference/.

We are currently accepting presentation proposals. 
If you have something to share with the mentoring 
community, consider submitting a proposal to present.

And One Final Note about Our 
Two Web Sites

Many of you are familiar with the IMA website at 
http://mentoring-association.org (with hyphen), but I 
encourage you to check out the new site at
http://mentoringassociation.org (without hyphen). 

We’re transitioning away from the old site to create 
an entirely new look, feel, and user experience with 
the new site. On the new site, you can get information 
about all our initiatives.

Additionally, we’re re-organizing all the resources 
and articles for easier, more intuitive access. Some 
articles are already available under the LEARN tab. 
Everyone can read the first few paragraphs, but you 
will need to log-in to the site to access the full articles. 
Members can use their user information from the old 
site. (Email Celia at celia@mentoringassociation.org 
if you have difficulty logging in.)

As always, feel free to email me if you have 
questions about the IMA or our initiatives. Thank 
you for all you do!
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Mentoring Away 
the Glass Ceiling in 
Academia
Excerpted from Finding Our Voice: Are we reacting or 
adapting to the globalization of the Glass Ceiling. 
For the full paper go to 
http://guides.aug.edu/ws_symposium2011.

Dr. Brenda Marina is an 
Associate Professor for 

Educational Leadership and 
the Director for the Higher 

Education Administration 
programs in the College 
of Education at Georgia 

Southern University. Her 
research interests include: 

Leadership though Mentor-
ing, Women in Leadership, 
Multicultural Competence 

in Higher Education, and 
Global Education Issues. Dr. 

Marina holds professional 
affiliations at the state, 

national, and interna-
tional levels and serves as 

a speaker and presenter 
for issues related to her 

research.

About the Author

Brenda Marina, Ph.D.

Although women have made 
significant gains in many sectors 
of the labor market in recent 
decades, many suggest that the 
“glass ceiling” effect is alive and 
well in the academia. Higher 
education institutions are viewed 
as a microcosm of society, reflecting 
the larger world in which we live 
(Burke, Cropper, & Harrison, 
2000; Zamani, 2003). Institutions 
that promote equal access to 
education have failed to diversify 
their own senior administrative 
structures to reflect the changing 
face of a global society by 
creating a more diverse workforce 
representative of the entire student 
body population (Crawford & 
Smith, 2005).  A 2009 U.S. News 
and World Report noted that over 
a 20 year period, persons of color 
have a lesser chance of obtaining 
the upper echelon in any field 
of choice as compared to their 

equivalent white counterparts. 
There is little debate that the 

number of women administrators 
has increased over the past 
twenty years; however, African 
American women have not made 
a steady advancements in higher 
education. There is a gross 
underrepresentation of women 
of color, particularly African 
American women, holding senior 
administrative positions in 
higher education (Crawford and 
Smith, 2005; Patitu and Hinton, 
2003). Consequently, it has 
been documented that African 
American women experience 
organizational barriers related to 
both gender and race (Williams, 
1989, p. 100; Mabokela and Green, 
2001; Crocco and Waite, 2007).  
Additionally, African American 
women are more underrepresented 
in leadership positions than any 
other group, especially in positions 

Associate Professor
Georgia Southern University

Statesboro, GA, USA
bmarina@mentoringassociation.org
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that lead to university presidential appointments 
(Crawford and Smith, 2005).

For the most part, predominantly White higher 
education institutions have not been very successful 
in recruiting and retaining African American faculty, 
women or men (Patitu and Hinton, 2003).  The 
number of African American women on campuses 
is extremely instrumental for the success and 
retention of black women; students, faculty, and 
staff. The success of black students who attend 
predominantly white universities is greatly influenced 
by the mere visibility of African American faculty 
and administrators, and relationships with faculty 
and administrators encourage African American 
students’ retention (Hughes and Howard-Hamilton, 
2003).  When African American and other faculty 
of color are seen on campus by students of color, 
they also believe that they can succeed and hold 
such professional positions.  Educational attainment 
has been progressive for African American female 
students, while the lack of African American women 
faculty and administrators still conveys a saddening 
message for academe’s inability to hire, retain, and 
advance leaders of diverse backgrounds.
 
The Impact of Mentoring

In academia, mentors have served as advocates, 
provided positive reinforcement, given constructive 
criticism, assisted with understanding the unwritten 
rules of an institution, and helped with negotiating 
the confidence levels needed to be successful 
(Nichols and Tanksley, 2004).  Mentoring has been 
identified as a major factor for upward mobility in 
employment, success in education, and personal 
development (Crawford and Smith, 2005). The 
benefits of mentoring has also been linked to job 
satisfaction, increased pay, and career advancement 
as well as positive psychosocial benefits (Patton, 
2009).  Overwhelming, the effects of mentoring has 
been positively correlated with successful outcomes in 
higher education advancement for African American 
women (Marina and Robinson, 2011).  Forming 
mentoring relationships has been noted as one of the 
most critical factors in helping African American 
women achieve their career goals in higher education 
administration (Nichols and Tanksley, 2004). 
Consequently, research has revealed that African 

Americans are less likely to experience support or 
helpful mentoring relationships than their White 
counterparts with senior colleagues (Mabokela and 
Green, 2001; Patton, 2009).

Concluding Thoughts
Higher education institutions that recognize the 

importance of formal and informal mentoring can 
give support to the recruitment and retention of 
faculty, staff and students of color (Holloman, 2010).  
While there is limited research on obstacles that 
African American women face in acquiring leadership 
roles, such as the “glass ceiling and gender and race 
discrimination”, fewer studies have investigated the 
institutional contributors which produce barriers 
to advancement (Jackson and Harris, 2007).  It 
is imperative that administrators and educators 
in academia take into account how both race and 
gender can perpetuate inequities and consider how 
mentoring can chip away at the glass ceiling.
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University of New Mexico Mentoring Conference

In partnership with the IMA, you are invited to the 2013 UNM Mentoring 
Conference: Impact and Effectiveness of Developmental Relationships

of Women in Educational Leadership, 5(2), 119-137.

Marina, B. L. H. & Robinson, K. (2011). Find-
ing our Voice: Are we reacting or adapting to the 
globalization of the Glass Ceiling. Symposium: 
Finding Our (Grass) Roots: Activism, Theory, and 
the Future of Feminism, Women & Genders Stud-
ies Program, Augusta State http://guides.aug.edu/
ws_symposium2011

Mabokela, R. O., & Green, A. L. (2001). Sisters of 
the academy: Emergent Black women scholars in 
higher education. Sterling, Virginia: Stylus Publish-
ing, LLC.

Nichols, J. C., & Tanksley, C. B. (2004). Revelations 
of African-American Women with terminal degrees: 

Overcoming obstacles to success. The Negro Educa-
tional Review, 55(4), 175-185.

Patitu, C.L., & Hinton, K.G. (2003). The experiences 
of African American Women faculty and administra-
tors in higher education: Has anything changed? New 
Directions for Student Services, (104), 79-93.

Patton, L. D. (2009). My sister’s keeper: A qualita-
tive examination of mentoring experiences among Af-
rican American women in graduate and professional 
schools. The Journal of Higher Education, 80(5), 
510-537.

Williams, A. (1989). Research on Black Women col-
lege administrators: Descriptive and interview data. 
Sex Roles, 21(1/2), 99-112.

Date and Place
Tuesday, October 29 - Friday, November 1, 
2013 
Student Union Building, UNM Main Campus, 
Albuquerque, NM, USA

We seek to facilitate discourse on the 
impact and effectiveness of developmental 
relationships among a broad constituency, 
which includes divisions of higher education, 
academic researchers, educators, community 
leaders, administrators, non-profit partners, 
government agencies, and other professionals. 
For the 2013 conference we anticipate a rich 
mix of conversation, networking opportunities, 
hands-on workshops, and engagement 
with professionals from a diverse variety of 
disciplines.

Keynote Speakers
Dr. Lillian T. Eby, University of Georgia, 

Professor of Psychology
Dr. Tammy D. Allen, University of South Florida, 
Professor of Psychology
Dr. David Clutterbuck, European Mentoring 
and Coaching Council, Co-founder
Dr. Beverly J. Irby, Mentoring and Tutoring 
Journal, Editor

To adjourn the 2013 Mentoring Conference, 
participants are encouraged to attend a 
special keynote speaker panel session. This 
panel session is interactive and audience-
driven, and features Dr. Eby, Dr. Allen, Dr. 
Clutterbuck, and Dr. Irby. This panel will allow 
for active dialogue on mentoring and provide 
a one-of-a-kind opportunity to speak with our 
featured speakers on importing issues within 
the field of developmental relationships.

For more information, please visit 
http://mentor.unm.edu/conference/.
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Why Mentoring Fails- 
The Motivation Test

Australia’s most published 
author on mentoring, 

Ann Rolfe has thirty years 
experience in learning 
and development. For 
the last sixteen years, 
she has specialised in 
helping organisations 

and individuals enjoy the 
benefits of mentoring. 
Widely respected as a 

consultant and presenter, 
her training programs 

and resources are used 
internationally to develop 

and support mentoring.
Ann is a member of the 
IMA board of directors.

About the Author
Ann Rolfe

www.mentoring-works.com 
support@mentoring-works.com

How is it that people enthusiastically embark on mentoring 
and then it falls over? Why does their initial excitement turn to 
fear? And what is it that causes the mentoring flame to fizzle 
out?

Tuckman’s theory of group development may hold the answers. 
A mentoring partnership is a team, group mentoring and 
mentoring circles even more so. So Tuckman’s Stages of Group 
Development is a useful lens through which to view what goes 
on in mentoring relationships. Here’s a précis from a mentoring 
perspective.

Forming–people aim for acceptance, so they avoid conflict, 
raising serious issues or discussing feelings. They want to get 
comfortable so they focus on logistics – when and where they’ll 
meet, the scope of the mentoring task and how to approach it. 
They gather information and impressions of each other. 

This is an important foundation but it may feel like not a 
lot is achieved. However, because there is a rosy glow around 
the start of something new – as long as participants have 
volunteered to mentor and be mentored, and the program gives 
them encouragement and support – motivation is high and people 
sail through this stage.

Storming–this sound ominous but Tuckman believed that 
no group would achieve high performance unless they worked 
through it. Essentially, it is a less comfortable stage of examining 
the real purpose of the team, confronting different needs and 
ideas. There may be some conflict and unless participants have 
the skills to resolve it, the relationship will not progress. 

This is the point of departure for many mentoring relationships. 
Unless people have learned the value of conflict and the creativity 
it can unleash, if they don’t have the maturity and experience to 
use it constructively, motivation plummets and they can’t ride 
out the storm. 

Norming–the calm after the storm is the result of agreeing 
to a goal and a mutual plan. This means accepting other points 
of view, agreeing to ways of working together as a team, taking 
responsibility and committing to the goal and plan.

Performing–once they’ve figured out how to function 
well together with focus on their purpose, teamwork gathers 
momentum. Visible progress is highly motivating and very 
satisfying.
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The graph to the right plots 
motivation levels at each stage.

The Test 
Does your mentoring program 

assist:
Forming–by bringing people 

together, developing their skills and 
equipping them to succeed?

Storming–by providing structure, 
support and follow-up to help them 
through the tough early days?

Norming–by checking in to make 
sure they have established agreements, 
ground rules and schedules?

Performing–by monitoring and 
feeding back group progress and 
providing ways to celebrate success? Tuckman’s Stages of Group Developement

This qualitative, phenomenological study describes and 
analyzes the lived experiences of twenty-five journalism 
students and recent graduates who worked on university 
publications and as interns for professional employers. The 
participants were all members of College Media Advisers 
and Associated Collegiate Press. They attended private 
and public universities across the country and were all 
members of the millennial generation or those born from 
approximately 1977-2000.

Three main categories of journalism instruction were 
identified from the interview transcripts and literature. 
These categories were journalism and social media, 
experiential learning, and external networking. Themes 
emerged from the categories; they were relentless change, 
tainted journalism, faking it, working as a team, and 
understanding how things work. The stories that supported 
these themes offered fresh perspectives and insights on 
teaching journalism to millennial students. 

The results indicated that the participants learned by 
experiencing a team dynamic while working on a university 
publication or as an intern. Covering tough or sad stories, 
negotiating for space with fellow section editors and 
coming to the realization that journalistic work and meeting 
deadlines cannot be faked provided effective learning 
experiences, according to the participants. Although these 

practices are familiar to journalism educators, learning to 
produce effective journalistic work that can be distributed 
in a convergent media market is a new development. 

It was interesting to note that millennial students valued 
personal communication through mentoring relationships 
to support the learning activities. Mentoring relationships, 
which took place in person and were also maintained 
through social media relationships, enhanced these 
experiences.

Based on the results of this study, journalism teachers 
should consider revising instructional practices by 
integrating metacognitive writing assignments, establishing 
a culture of mentoring and by creating experiential learning 
activities that prepare students for the workplace.

Mary Ann Pearson, Ed.D. 

Associate Professor - Program Director 

CBU Online and Professional Studies 

Dr. Mary Ann Pearson integrates research done 

on the millennial generation for her doctoral 

dissertation and practical experience to provide 

tips for establishing and maintaining effective 

mentoring relationships and effectively using 

social media to enhance the relationships.

Study of Journalism Students’ Perception of Their Education: Abstract
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Where Next with Research 
in Mentoring?

It would be easy to conclude, from the vast numbers 
of research papers and studies on mentoring, that the 
field is pretty well covered. In practice, that’s far from 
the truth. It’s noticeable, for example, that there are 
far more quantitative studies than qualitative. (The 
opposite is the case for the parallel field of coaching.) 
There is hardly any that combines quantitative 
and qualitative methods. Moreover, mentoring isn’t 
a single, readily classifiable phenomenon or set of 
activities. When Kathy Kram did her first, small 
sample study 30 years ago, she looked at a specific 
aspect of mentoring (informal, unsupported) in a 
specific culture (the USA). But the kaleidoscope of 
mentoring is constantly changing. Across the world, 
the word mentoring has many meanings, most if not 
all valid within their context. 

A truism often forgotten by academics is that the 
intent of research is not just about their achieving 
tenure; it is about establishing knowledge that will 
have practical application. For a long time, the 
reputation of academic research was not helped by 
the divergence between the conclusions of academic 
papers and practitioner experience in the field, with 
regard to the relative merits of formal versus informal 
mentoring. This divergence was at least partially 
the result of failings in the structure and definition 
of much of the research, by both academics and 
practitioners – in particular, simplistic assumptions 
about what success looks like, and for whom, how 
many frogs a mentee seeking an informal mentoring 
relationship has to kiss before they find a prince, and 
what are the differences between formal and informal 
arrangements.

Several years ago, I proposed five tests for 
mentoring research, based on the analyses I had had 
to make in my own studies. The descriptions below 
are taken from my article in the International Journal 
of Mentoring and Coaching (2003).

1. Definition
Is it clear what kind of relationship is being 

measured? Some research mixes participants in 

structured programmes with those in informal 
relationships and some even with relationships, where 
one party does not realise they are part of a mentoring 
duo. Some papers mix in-line relationships with 
off-line (leaving aside the argument as to whether 
it is possible to be a mentor in a boss-subordinate 
relationship). 

There are, of course, dozens of definitions of 
mentoring, yet many studies fail to be precise about 
which definition they are following. Many, mainly 
US-originated definitions, emphasises sponsorship 
and hands-on help by the mentor; others, mostly 
European and Australian in origin, see such 
behaviours as unacceptable within the mentor role. 
Unless it is clear, which model is being followed in 
a particular piece of research, it is often impossible 
to draw conclusions with confidence, or to make 
comparisons with other studies. Meta-studies and 
literature reviews may compound the problem, because 
they tend to begin from the (false) assumption that 
everyone is measuring the same phenomenon.

The issue is made even more complex by the 
recognition by some researchers in the area that 
multiple, simultaneous mentoring relationships are 
also a common factor. Clearly, the dynamics of one 
relationship within a web of others may be different 
from those of a single, intensive mentoring dyad.

To increase the validity of research in mentoring, it 
is necessary in my view to provide a precise definition 
of exactly what kind of relationship is being measured 
and to ensure that all the samples lie within that 
definition. Some research has attempted to get round 
this problem by asking people about broad helping 
relationships, but then the data is too general to 
apply meaningfully to specific types of mentoring 
relationship. Recognising that mentoring is a class 
of phenomena and that each phenomenon needs to 
be investigated in its own right, would be a major 
step forward in research quality in this field. (An 
interesting analogy is in the field of medical research, 
specifically into the origins of autism. Almost no 
progress towards an understanding of this condition 



Connect Magazine

the magazine of the International Mentoring Association

8

had been made until recently, when researchers began 
to recognise it as a number of related and interacting 
sub-conditions.)

2. Context 
A wide variety of contextual actors can affect the 

relationship and the scheme. At a minimum, these 
will impact upon the intent (their own or that of 
third parties, such as the organisation) mentor and 
mentee bring to the relationship.

Other contextual variables include the level of 
training participants receive, the way in which they 
are matched (with or without an element of choice) and 
whether the relationship is supported as it develops 
(for example, by additional sources of learning and/
or advice). Other contextual factors might include 
differences in race, age or gender.

Trying to account for all the contextual variables 
that might apply, especially when a research sample 
is drawn from many organisations or schemes would 
be very difficult to do without vast sample sizes. 
This suggests the need for relatively narrow selection 
criteria – for example, senior managers, in company-
sponsored mentoring relationships of at least six 
months duration with a paid external, professional 
mentor; or young males 12- 15 from deprived 
backgrounds at risk, paired with male role models 
between 10 and 20 years older. The more variables 
subsequently introduced (eg gender variation), 
the larger the sample size will need to be to draw 
conclusions with confidence.

3. Process 
[Process] provides another set of variables. It is 

clear, for example, that e-mentoring differs in some 
fundamental aspects from traditional face-to-face 
mentoring. Simple process factors, such as frequency 
of meeting, can have a major impact on outcomes. 
At the very least, studies need to allow for or try 
to eliminate such variables. Studies attempting to 
link personality to success of mentoring relationships, 
for example, would be better grounded if they also 
investigated the degree, to which personality factors 
resulted in specific behaviours, perceived as helpful or 
unhelpful to the maintenance of the relationship and 
to the achievement of its goals. (This classification into 
maintenance and achievement oriented behaviours 
appears to be very relevant across the whole area of 
mentoring relationship dynamics.)

4. Outcomes 
Much of the research literature uses Kram’s 

functions of a mentor (or the subsequent recasting of 
the functions by Noe, 1988) as measures of outcomes. 
Yet the functions are a mixture of behaviours, enablers 
and outcomes and so for the most part unsuitable for 
this use. Moreover, outcomes are almost never related 
back to goals/ intent. The reality is that different 
types of mentoring relationship have different 
expectations of outcomes; and even different dyads 
within the same scheme. Failure to recognise these 
means that the purpose of the relationship is ignored 
– which suggests the research fails the fifth test, that 
of relevance.

It is also remarkable how few studies attempt to 
measure outcomes for both parties. Yet mentoring 
is an interaction between two partners, with the 
outcomes highly dependent on the motivation of both.

5. Relevance 
The so-what test is a standard element in guidance 

on research design, but it seems often to be honoured 
mostly in the breach. My own experience has been 
that I struggled to get co-operation from companies 
until I was able to articulate very clearly the practical 
value both of the expected research outcomes and 
of participating in the research process itself. Even 
then, maintaining commitment for a longitudinal 
study has proven very difficult. I recommend anyone 
designing future studies to convene at any early stage 
of research design a panel of practitioners – those, 
who the research is intended to inform and benefit – 
to help shape and ground the project.

The years later these tests still seem highly 
relevant. Many of the articles I am asked to review 
for various journals fail on at least one. Perhaps the 
most recurrent problem is that people tend to see 
their particular perspective on mentoring as the only 
one or the “right” one. 

If I were to try to define an “ideal” research paper in 
this field, it would have the following characteristics:

• Arising out of a specific need to know, from 
the field (e.g. what works bets in terms of 
approaches to matching, in what contexts?)

• Clarity about the type, style and context of the 
relationships or programme being measured

• A combination of quantitative and qualitative 
research methods, so that each can enrich and 
inform the others
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• A deep questioning of previous research – just 
how valid is it?

• A deep questioning of instruments – do 
they measure what they purport to? Have 
they been adequately tested on the specific 
phenomenon being measured in this research? 
Are there contextual variables that might 
influence the validity of these instruments in 
this application?

• Based in a truly international perspective and 
literature base (not just US or European)

In short, I’m arguing for rigour and innovation 
at the conceptual level, as well as in methodology. 
One way to achieve this is to encourage research 
partnerships – academics and programme managers 
within organisations working together to define 
and implement studies that meet a wider range of 
informational needs. At the very least, every academic 
researcher needs a practitioner mentor!

Researchers, who take this approach, can make a 
major contribution to some of the burning and under-
researched issues on the mentoring agenda. These 
include:

• The dynamics of multi-cultural, multi-country 
mentoring programmes – for example, how do 
you balance consistency with local adaptation?

• Managing endings in mentoring – it’s now 
a decade since David Megginson and I did 
a broad-brush examination of this and our 
results have never been retested

• The rising phenomenon of professional 
supervision for mentors

• Meta-models of mentoring. Sponsorship and 
developmental mentoring, or transactional 
and relational mentoring are separate but 
overlapping constructs. In many cultures, they 
are used in different combinations. 

• Mentee competencies. (For example, how can 
we help people with few social skills and poor 
communication skills be more effective in their 
roles as mentees?)

• Training of mentoring programme managers – 
what lessons can be learned from experience?

These topics are just the tip of the iceberg. I believe 
that we are now entering a new era of mentoring 
research, which is inclusive of and values diversity 
in approach and concept and where the predominant 
aim is to bring about positive change in workplaces 
and society. I am highly excited, for example, to be 

involved in what appears to be the first programmes of 
ethical mentoring – where mentors become the moral 
guardians and support in areas of ethical complexity. 
I can already see the beginnings of a research design!
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If the change process is accepted freely and fully 
in a mentoring relationship, it can determine the rate 
and success of the mentees’ growth and development.

Understanding change theory is critical to a 
successful mentoring process. it applies to not only 
mentors, who must have a core understanding of 
personal change in adults, but also to the mentees, 
who must embrace change professionally and 
personally. Mentees will then be able to apply the 
characteristics of change to develop a strong positive 
culture in their organization.

So what is Theory of Change? In our context 
of developing a culture of mentoring, it refers to a 
pathway of steps to advance short or long term goals, 
for example, to expand a mentees’ thinking or to 
move an organization to improve through a complex 
web of activities.

The NAESP Mentor Program coaches reflect on 
change in their Professional Learning Community as 
well as on the personal commitment that mentors 
must have to understand this theory as it applies 
to organizational development. They agree that great 
leaders find the best way to encourage discussion, 
reflection, and a deeper level of thinking begins 
with a simple common message. One approach for 
introducing the concept of change is through the 
use of a short video called Change is Good...You Go 
First which can accessed through www.beliefnet.com 
website. The NAESP coaches identified discussion 
points for embracing change individually and 
organizationally through the mentoring process.

The website states, “Inspiring your team to 
embrace change is what Change is Good…You Go 
First is all about. Authors, Mac Anderson and Tom 
Feltenstein, explain that either we manage change or 
it manages us. However, in the long run, sameness is 
the fast track to mediocrity. And mediocre companies 
won’t survive. Change is Good…You Go First offers 
leaders ways to inspire change at their organizations”.

Characteristics of Successful Imple-
mentation of the Change Process 

1. Establish a common understanding of change 
between the mentor and mentee.. Begin with an 
open and free exchange about personal perceptions of 
‘change’. What beliefs must someone embrace to be 
open to change? What does it mean to each member 
of a team? Is there a common language that everyone 
can use? Coach Tina Acker from Portland, Oregon 
plans on achieving a common language by using 
the video, Change is Good, to generate ideas and a 
common vision for her staff. Ms. Acker believes that 
it is important to develop a clear understanding of the 
concept of change. She states, “I am looking forward 
to exploring change with my staff. We are currently 
facing a few changes that will not be easy. We must 
come together as a team to implement change.” All 
organizations go through periods of small continuous 
changes and then periods of extreme change that 
require a common language and strong personal 
beliefs.

2. Gain a collective commitment. Coach Stephanie 
Daugherty from Indiana states that learning together 
and engaging in a common goal are important to 
effectively implement change in an organization. The 
leader must have ‘buy-in’ from all stakeholders to 
create a culture of shared leadership. The quality of 
being dedicated to a cause, in this case, change, can 
make the difference between success and mediocrity 
in instituting improvements. Sticking to the vision 
and staying connected are the keys as shared by 
Coach Myra Bugbee from Florida.

3. Wisdom comes from listening, not speaking. 
When engaging staff in the change process, a leader 
must articulate by their body language, eye contact, 

Developing a Culture of 
Change through Mentoring
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and other listening skills their commitment to the 
process. Listen and silent have the same letters as 
New York Coach Rachelle Salerno reminds us. 
Encouraging informal leadership, keeping focused, 
developing an open culture to accept all opinions, 
and staying positive can be achieved with listening 
and responding with an inspirational attitude. The 
video shares that the more ideas you get, the better 
the selected course of action will be. NAESP Board 
of Director and Coach Melissa Patschke describes 
the climate as inclusive and open minded with a 
mentee continuously developing their observational 
skills. Practicing scenarios with a mentee that require 
intentional listening and interpretation of interactions 
amongst and between team members help to build 
leadership.

4. Build a deep relationship around the moral purpose. 
A mentor serves their mentee well at one level by 
encouraging them to create a circle of professional 
friends and colleagues to build a ‘circle of support’. 
Another level is to clearly identify a moral purpose 
to which each mentee and each organization member 
commits themselves. What does the our organization 
stand for? Is there a connectedness that is felt by 
each conversation and action supporting the common 
vision? Is there follow-through to goal setting and 
decision-making that clearly represents the purpose 
of why each person comes to work each day? 
Professional relationships that are built on common 
ground are long lasting and become institutionalized 
in developing a positive culture.

5. Model the change as a leader. As an organizational 
leader a mentee demonstrates the characteristics that 
contribute to the change process. A mentor can help 
the mentee model reflection and feedback, share ideas 
that work well, and encourage collaboration that 
develops a mentality of change in the organization’s 
culture. Do not forget to celebrate accomplishments! 
Coach Kathleen Sciarappa from New Hampshire 
states, “A leader must champion all the gifts the 
staff brings. There are hundreds, if not thousands, 
of approaches and the leader honors all because the 
organization grows as ALL ideas are explored.”

Mentors, who are immersed in their own learning, 
work together to ensure they stay current on the 

theory and practice of mentoring, and have a grounded 
knowledge of adult learning will successfully develop 
mentees, who understand and embrace change for a 
culture for continuous improvement.

Based on a video and book called Change is 
Good...You Go First.

Carol Riley, 
Director, National 
Association of 
Elementary School 
Principals Mentor 
Program, IMA 
Board of Directors
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the IMA

The International Mentoring Association 
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proposals from IMA members. We 
welcome any and all submissions with the 

potential to promote and enhance the 
field of mentoring. 

All IMA publications are available for sale 
through this website, at IMA-sponsored 
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major book distribution channels. Ebooks 
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iBooks. Publications will be promoted 
through Amazon, this website, varous 

online platforms, and our newsletter 
and other publications and products. 

Authors receive royalty payments that 
are more generous than major publishing 

companies, and authors retain all 
copyrights.
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For Your Calendar...
IMA’s 2014 International Conference

Learn, Share, & Grow
March 12–14, 2014
Gilbert, Arizona, USA

The International Conference is 
the place for 
• mentoring program leaders
• mentoring consultants

• mentors
to learn from expert practitioners, 
researchers, and leaders in 
the mentoring field. Join with 
approximately 500 mentoring 
colleagues for 3 fun and valuable 
days of learning and sharing.

• New approaches to mentoring 
and leading

• Step-by-step advice on 
building, sustaining, and 
expanding mentoring programs

• Interactive sessions that help 

you challenge the status quo
• Connections, networking, and 

sharing with your colleagues

Keynote Speaker: Lois Zachary 
(Do I need to say more?)

• March 12, Pre-conference 
workshops

• March 13–14, Main conference, 
with over 50 quality sessions

Need something to do while 
you are at the conference? We 
have arranged “flight-seeing” 
air adventures for conference 
attendees. Come early, stay late, 

and have fun. And...
If you have something to share, 
let us know. We are currently 
accepting presentation proposals 
through October 31.

Registration opens October 15. 
Visit the ever-growing IMA 2014 
Conference web site for more 
information.

The most popular

What you can expect from the conference:

Conference Timeline Overview: 
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Barry Sweeny was a leader not only in 
the IMA as a former emeritus board 
member but also in the mentoring field 
worldwide. Mr. Sweeny’s specialty was 
the development of teacher mentoring 
and induction programs and practices 
that result in high quality instruction 
and increased student learning. Barry 
trained thousands of mentors and 
administrators, and helped develop or 
improve hundreds of programs in school 
districts, professional associations and 
collaboratives, universities, regional 

agencies, community and governmental 
agencies, and businesses. His “High 
Impact” model of induction and 
mentoring is used all over the world for 
accomplishing the goals of supporting 
and guiding new teachers into the 
profession and for creating programs 
that help districts accomplish their 
strategic initiatives. Barry was a founder 
of the ASCD Mentoring Leadership and 
Resource Network and was a Director 
Emeritus of the International Mentoring 
Association. 

Using Questioning 
In Mentoring 
Relationships

Using High Impact 
Mentor Questions

The Purpose of Asking 
“High Impact Questions” of 
Protégés

High Impact questions are 
ones that bring big insights to the 
person answering the questions 
and that accelerate learning. 
They always involve a response 
that demonstrates higher level, 
critical thinking, such as revealed 
by the verbs, compare, contrast, 
analyze, differentiate, or even 
evaluate or synthesize.

Mentors KNOW they have 
asked a “high impact question” 
when there is a pause and then 
the protégé answers, “I’m going 
to have to THINK about that a 
bit before I can answer it.”

Creating the TIME to 
THINK

In fact, purposely creating a 
newer slower, pause-filled form of 

dialogue is a specific mentoring 
strategy that is designed to 
create the opportunity to think. 
I call this strategy, “Slow 
down the conversation”. It’s a 
necessary strategy because of our 
rushed, sometimes thoughtless 
conversations in which we seem 
uncomfortable with silence. We 
allow the words to flow straight 
from our subconscious mind 
right out our mouths.

• Sometimes that is a helpful 
process because it reveals 
our deeper thoughts and 
motivations–a learning 
opportunity.

• Sometimes it’s helpful to 
talk that way because the 
act of talking helps us 
become clearer about what 
we mean.

• But sometimes it’s NOT 
helpful because we say 
things we are sorry for before 
we really can consciously 
consider if they are wise or 
truthful or what we intend 
to say.

Slowing down the conversation 
allows time for the conscious 

THIS ARTICLE 
COMPRISES TWO 

ARTICLES BY BARRY 
SWEENY, RETRIEVED 
FROM THE IMA WEB 
SITE. IMA MEMBERS 

CAN LOG IN TO 
THE “OLD” WEBSITE 

TO READ THESE, 
AND MANY MORE, 

VALUABLE ARTICLES. 

WITHIN THE NEXT 
TWO MONTHS, 

YOU WILL ALSO BE 
ABLE TO READ ALL 
IMA ARTICLES ON 
THE NEW WEB SITE, 

ORGANIZED BY 
TOPIC AND THEME.

Barry Sweeny

EDITOR’S NOTE: 
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mind to weigh “what we might say options” and 
decide the best way to ask a question, answer a 
question, or address a tricky issue. When what we 
say is important (when is it not?) and might be 
misunderstood, or might be counter-productive to 
what we want to accomplish, it’s time to take a 
pause and think before we speak.

Slowing down the conversation might LOOK a 
little strange, however. We don’t want our protégé 
to think we have gone to sleep with our eyes open, 
or that we are ignoring a question just asked. To 
create the context for such pauses, mentors just 
need to explain something like the following:

“If ever you ask me something or state something 
that makes me think before responding, you’ll notice 
I actually stop to take the time to think before I 
respond. So don’t feel uncomfortable if there are 
pauses in what I say. And, by the way, you should 
feel free to take the time to carefully think about 
your responses to any questions that I might ask of 
you as well.”

The THREE AGENDAS in Effective 
Mentor’s Questions

When a protégé seeks assistance from a mentor 
or describes a concern or problem to the mentor, 
there is a sequence of questions that effective 
mentors typically use in responding. Knowing and 
then using this pattern of questioning can help 
YOU to become an even more effective mentor.

Basically the three agendas are:
1. Questions that the mentor asks the protégé, 

but which are for the mentor’s own information. 
example: “What have you done so far to address 
this problem?”

Once the mentor has enough information to 
decide for him/herself what has happened, what 
the true problem may be, and what might be done 
about it, it’s time to see if the mentor can help 
the protégé analyze for these and other things and 
discover what to do themselves. That requires a 
different set of questions.

2. Questions that are asked by the mentor of 
the protégé to get the protégé to analyze the situation. 
example: “Do you think that you might be causing 
a part of the problem?”
example: “What do you think are your alternatives?”

It may take a number of such open-ended 
questions, but the goal is to get the protégé to a 
point where some planning can occur that will lead 
to action to resolve the problem. That will require 
a different set of mentor questions.

3. Questions the mentor asks of the protégé to 
guide the protégé’s decision making and planning. 
example: “What result do you want to seek?”
example: “Which of your alternatives 
is most likely to lead to that result?” 
When this series of questions is done, all that may 
remain is for the mentor to offer to support the 
protégé in some way as the plan is implemented.

Personal Pronoun Power in Mentor 
Questions

A BRIEF DISCOVERY ACTIVITY
Below are a description of the three kinds of 

“High Impact” questions that mentors often ask in 
problem solving conversations with their protégés. 
They are each followed by a series of examples.

STEP #1
Please read the descriptions and the examples 

looking for a pattern in the examples.
FOR THE MENTOR – Questions that the 

mentor asks the protégé, but that are for the 
mentor’s own information:

Examples:
• What do you think is the problem?
• What do you think is the cause of this 

problem?
• How long has this been true for you?
• What have you done so far to address this 

problem?
• How has any of those solutions worked for 

you?
FOR THE PROTÉGÉ – Questions that are 

asked by the mentor of the protégé to get the 
protégé to analyze the situation:

Examples:
• Do you think that you might be causing a 

part of the problem?
• What have you learned about your approach?
• What’s the best thing that can happen for 

you?
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• What’s the worst that can happen to you?
• What do you think are your alternatives?

FOR A PLAN – Questions the mentor asks of 
the protégé to guide the protégé’s decision making 
and planning

Examples:
• What result do you want to achieve that 

would be the “best case scenario”?
• What could you do that could lead to the 

best case?
• What problems or obstacles might occur 

that would prevent achieving the best result?
• What can you do that might avoid problems 

or obstacles?
• Are there any other alternative routes you 

could take to that same best case result?
• Which of your alternatives is most likely to 

lead to that result?
• How will you start the process?
• What will you do if the first plan does not 

work as well as you expect?
• How will you know it’s time to switch to the 

second plan?
• What resources do you have that can help?
• Are those all the resources that you need?
• How can I help you succeed?

STEP #2
Now look back through all the examples again, 

looking for the personal pronouns that were used. 
Examples of personal pronouns are: me, my, I, we, 
you, us, our, etc. Again, look for a pattern.

STEP #3
What do you notice about the personal pronouns 

used in ALL these examples except the very last 
one? Is there a pattern?

Yep! These questions all use the personal 
pronoun you or your.

Although it seems so subtle, there is a powerful 
effect in using the pronoun you this way. Here’s 
what it accomplishes:

• The you assumes the protégé can figure out 
the problem and what would be the best 
solution (with the mentor’s questions as a 
guide).

• The “you” keeps the ownership of the 

problem and the responsibility for that 
decision making and solution finding with 
the protégé.

• It allows the mentor to ask the kind of 
open-ended questions that the mentor 
knows a more experienced person would 
ask themselves. Done a number times with 
different problems, the protégé will begin 
to anticipate the questions to be addressed. 
This shows that the protégé is starting to 
internalize those questions and learn to 
think that way as well, which is the goal.

Is This Assumption True?
If the assumption stated in the first bullet item 

above is true, this strategy is very empowering and 
can serve to help the protégé learn to think like a 
more experienced person. If it is true, the success 
of the protégé’s plan will give the protégé an 
increasing sense of self-efficacy and self-confidence 
as well. However, often this assumption will not be 
what the mentor believes.

What If the Assumption Is NOT True? 
What Can the Mentor Do?

However, if the mentor is concerned that the 
protégé lacks sufficient experience to know some 
of the answers and can NOT analyze and solve the 
problem alone, what should the mentor do that is 
most helpful?

The answer is that the mentor should change 
the personal pronouns in the questions from you, 
which excludes the mentor from participating in 
answering the questions, to more inclusive pronouns 
like we, our, and us. Switching to inclusive personal 
pronouns has the effect of including the mentor 
in the ownership of the problem, and it keeps 
the mentor in the thinking, and decision making 
process.

The net result of including the mentor in the 
process is that it allows the mentor to let the 
protégé do as much as possible, but…

It also allows the mentor to reflect and wonder 
about things out loud and, thereby to model expert 
thinking and choice making, all of which would be 
invisible to the protégé unless the mentor is part of 
the process, “unpacking his or her own thinking.
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Notice below the effect on all the same questions 
of this subtle but powerful pronoun change.

FOR THE MENTOR – Questions that the 
mentor asks the protégé, but that are for the 
mentors own information:

Examples:
• What do you think is our problem?
• What do you think is the cause of our 

problem?
• How long has this been true for us?
• What have we done so far to address this 

problem?
• How has any of those solutions worked for 

us?
FOR THE PROTÉGÉ – Questions that are 

asked by the mentor of the protégé to get the 
protégé to analyze the situation:

Examples:
• Do you think that we might be causing a 

part of the problem?
• What have you learned about our approach?
• What’s the best thing that can happen for 

us?
• What’s the worst that can happen to us?
• What do you think are our alternatives?

FOR A PLAN – Questions the mentor asks of 
the protégé to guide the protégé’s decision making 
and planning

Examples:
• What result might we try to achieve that 

would be the “best case scenario”?
• What could we do that could lead to the 

best case?
• What problems or obstacles might we 

encounter that would prevent us from 
achieving the best result?

• What can we do that might avoid problems 
or obstacles?

• Are there any other alternative routes we 
could take to that same best case result?

• Which of our alternatives is most likely to 
lead us to that result?

• How will we start the process?
• What will we do if the first plan does not 

work as well as we expect?
• How will we know it’s time to switch to the 

second plan?
• What resources do we have that can help?
• Are those all the resources that we need?
• How can we help each other succeed?

Finally, the mentor can change the pronouns 
anytime that it becomes clear the basic assumption 
is not true. Even in the middle of speaking a 
sentence, the mentor can switch from using you 
to we.

Mentoring Program Accreditation

The International Mentoring Association (IMA) provides accreditation of mentoring programs to 
recognize programs that meet rigorous mentoring program standards based on years of research 
and practice in the field of mentoring. All accredited programs are well designed, meet participant 
developmental and growth needs, and achieve the program’s purposes.  

Accreditation provides many benefits:
• Provides program leadership with an external review of their program design and 

implementation—in support of their continuous improvement efforts;
• Rewards program managment and participants for their commitment to personal and 

professional growth;
• Improves the credentials of program participants;
• Provides organizations with a competitive edge for attracting new and high quality candidates 

and applicants; and
• Helps programs gain or maintain funding by confirming their value.



What is the International 
Mentoring Association?
The IMA is a worldwide leader in mentoring. The IMA is an association of mentoring professionals, practitioners, and 
leaders. The IMA believes that every person’s fullest potential is realized through a mentoring relationship, and the IMA 
provides the leadership, services, and opportunities to make this vision a reality. The IMA provides a host of leadership 
services to the mentoring community, in general, and to IMA members, in specific. 

Current Leadership Services to the 

Mentoring Field
Membership
The IMA provides various levels of membership, from student and individual memberships to corporate and 
organizational memberships. Not only does membership provide discount rates on international conferences but also 
provides access to all content and articles on the IMA website. Members can participate in the services described 
below.

Mentoring Program Accreditation
The International Mentoring Association (IMA) provides accreditation of mentoring programs to recognize programs 
that meet our rigorous mentoring program standards. Accreditation provides program leadership with an external 
review of their program design and implementation, rewards program management and participants for their 
commitment to personal and professional growth, and improves the credentials of program participants. The IMA 
board of directors also offers specific advantages to accredited programs, including international recognition and the 
use of IMA accreditation logos. 

Affiliation with the IMA
IMA affiliates are independent organizations that have been authorized to provide services on behalf of the IMA. We 
recognize that, given our international scope, local organizations may be better positioned in some cases to respond to 
various program needs. Although affiliation is available at this time, the board of directors is continuing to refine the 
process for affiliation.

Publication
The International Mentoring Association accepts manuscripts and manuscript proposals from IMA members. We 
welcome any and all submissions with the potential to promote and enhance the field of mentoring. Authors receive 
royalty payments that are more generous than major publishing companies, and authors retain all copyrights. 
Publications are sold through a wide variety of channels, on- and off-line.

International Conference
Join us for annual our international conferences where we bring together experts, leaders, and practitioners in 
mentoring. Next conference: March 12 – 14, 2014.
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