
 

112 | P a g e  

Assessing the outcomes of mentoring through employees’ 

prospective  

Poonam Sharma
1
, Asha Rani 

2
 

1,2
Research scholar, PG department of commerce, university of Jammu, India 

 

ABSTRACT  

There are different beneficiaries in mentoring relationships i.e., the mentor, the protégé, and the organisation. 

All these entities stand to gain from mentoring relationships. Therefore the aim of the present study is to assess 

the outcomes of mentoring through employees prospective. Present study focuses on two outcome variables viz. 

career development and personal learning of the employees. 435 bank employees have been contacted for data 

collection. Reliability and validity has been proved with the help of confirmatory-factor analysis. Structural 

equation modeling has been used for hypotheses testing.  Result revealed that employees’ career development is 

enhanced by proper mentoring support. Further personal learning act as an important mechanism, which is 

influence by mentoring. Although the study significantly contributing the mentoring literature but the data 

collected is self report in nature and study is limited to banking sector only. 

Keyword: Mentoring, Personal Learning, career development, Structural Equation Modeling, 

Confirmatory-Factor Analysis. 

 

I. INTRODUCTION  

There are different beneficiaries in mentoring relationships i.e., the mentor, the protégé, and the organisation. 

All these entities stand to gain from mentoring relationships. Organisations benefits by improving employee 

retention, gaining organisational commitment, job satisfaction (Weng et al., 2010; Chew & Wong, 2008; Payne 

& Huffman, 2005; Raabe & Beehr, 2003), reduced turnover (Payne & Huffman, 2005) enhanced job 

commitment, job efficiency and job performance (Akarak & Ussahawanitchakit, 2008; Emmerik, 2008). 

Likewise, mentors benefit through encouraged in role job performance, personal learning, social status, team 

cohesiveness (Lui et al., 2009; Dawely et al., 2010), emotional exhortation and turnover intention (Wang et al., 

2014). Ragins  & Cotton (1999) considered promotion rate and compensation as career outcomes for the 

mentors. Further Ghosh & Reio, (2013) found that career functions are more associated with career success of 

the mentor, psychosocial functions with organisational commitment and role modelling with job performance. 

As mentoring relationships are seen as helping relationships, it is easy to assume that the protégé would be the 

greatest beneficiary. Young & Perrewe    (2000) indicated the mentoring and protégés’ perceptions of 

expectations regarding the exchange of role behaviour positively influence important outcomes relevant to the 

mentoring i.e. relationship, effectiveness and trust. Mentoring also gives positive results for protoges in the form 

of increased employees satisfaction, perceived career satisfaction (Murphy & Ensher, 2001) ethno-cultural  

empathy ,  competence,  relatedness,  autonomy (Marshall et al., 2015), reduced turnover intention (Park et al., 

2016), repatriate adjustment (Wu et al., 2014) behavioural, attitudinal, health-related, relational, motivational, 
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and career outcomes (Eby et al., 2008). Further Munson & McMillen (2009) study revealed that presence of 

mentor and duration of relationship is associated with less depression symptoms, less stress and more 

satisfaction with life among the youth. More mentoring support was related with protégé career clarity over the 

duration (Wanberg et al., 2006). Therefore the present paper aim is to assess the outcomes of mentoring through 

employees prospective and the same has been presented diagrammatically in figure 1.  

 

 

 

   

 

 

 

 

 

 

Figure1. Theoretical framework 

 

II. HYPOTHESES DEVELOPMENT  

Ragins & Scandura (1999) found that mentoring benefit employees through increased prospects of career 

development. Positive outcomes which have been linked to mentoring include a protégé career attachment 

(Banhiuk et al., 1990; Hunt &Michael., 1983; Kram, 1983; Neo, 1988; Turan & Dougherty, 1994), early career 

success (Whitely et al., 1991) career satisfaction and the numbers of promotions received (Whitely & Coestsier, 

1993). Henning & Jardim (1977) reached a similar conclusion for women executives. Roche (1979) reported 

that mentoring was related to higher salaries and total compensation of two-thirds of the most prominent US 

business executives. More recent studies of mentoring have continued to find that mentoring makes a significant 

contribution to career enhancement and professional development (Conway, 1995; Dreher & Ash, 1990; Dreher 

& Cox, 1996; Scandura & Viator, 1994; Scandura, 1992). The experience, knowledge, and resulting coaching 

by the mentor can be a significant aide in the career development of the protégé. A major focus of the mentoring 

literature is the benefits of career development for the protégé. It has also been found that those with mentors are 

faster to receive promotions than those without (Dresher & Ash, 1990). Based on the above discussion the 

following hypothesis has been framed:- 

Hypothesis 1: Mentoring enhances career development of the employees.                                                                                                                                                                                                   

In order to create a more formalised mentoring process, a learning culture needs to be developed (Marshall et 

al., 2015). Mentoring relationship is the vehicle through which individuals can enhance personal learning 

(Kram, 1996). Mentoring is important for the employee in coping during a major reorganisation in which 

learning demands get increased (Kram & Hall, 1996; Pan et al., 2011). In addition to coping with change, a 

mentor provides an opportunity for a protege to receive feedback about ideas, perceptions, and performance 

(Hudson et al., 2013). Mentors also serve specific functions, such as providing vocational support, psychosocial 
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support, and role modeling (Kram, 1985). These functions establish a protege's sense of competence, identity, 

and effectiveness in his or her role in an organisation. Hence, having a mentor is likely to contribute to greater 

personal learning for mentees. 

 Hypothesis2: Mentoring enhances personal learning 

 

III. METHODOLOGY  

Measure  

Mentoring: Scandura & Ragins (1993) 15 items scale has been used to measure mentoring.                        

Career development:  8 items self generated by reviewing Rao & Parak (2007) book.                                             

Personal learning: it has been self-generated (8 items) covering two dimensions i.e. relational 

job learning and personal skill development (Lankau & Scandura, 2002 and Liu et al., 2009).  

Pilot survey  

A pilot survey has been conducted in which approximately hundred bank employees  from Jammu city were 

contacted on the basis of convenient sampling. The data collected from pilot survey has been analysed by using 

EFA as some of the scales are self generated. The detail result of EFA are given below 

Mentoring: Mentoring consisted of fifteen items. After applying factor analysis four items got deleted and  all 

the other items fulfilled the threshold criteria  of anti image value,  communality extracted and factor loading    ( 

above 0.5) and these eleven items converged under three factors namely psychosocial functions (four items),  

career functions (five items), and role modeling. These factors accounted for approximately 70 percent of total 

variations (i.e. psychosocial function account for 27.84% of variance, career function account for 25.32 % of 

variance and role modeling account for 17.09% of variance). The KMO value (0.751) and BTS (chi-

square=564.544, df=55, sig=0.000) gave the required adequacy for applicability of EFA (table). Psychosocial 

function has emerged as most important factor (VE= 27.84%). 

Career development: This scale contained eight items that has been reduced to five after applying factor 

analysis. These five items converged under two factor namely work related development and future 

development. The KMO value is .621 and the extracted communalities for all the items are greater than 0.5. 

This scale has explained 70 percent of total variation out of which first factor has explained 38 percent of 

variation and second factor has explained 32 percent of variation. The Eigen value is greater than one for both 

factors. 

Personal learning: the application of EFA using varimax rotation on personal learning helped in the 

identification of two factor viz. Relational job learning (four items) and personal Skill development (three 

items). The KMO value is measured as 0.861 and BTS assessed as chi-square= 399.423, df= 21 and sig= 0.000, 

which support the aptness of data for pursuing factor analysis. The total variance extracted and Eigen value of 

relational job learning is 41.227%, 2.886 and the variance explained by skill development account for 33.579% 

and Eigen value is 2.351. 

 

IV. RESULTS 

Confirmatory Factor Analysis  



 

115 | P a g e  

CFA has been conducted to validate different constructs on the basis of factor that emerged during EFA. 

Construct-wise explanation is as under 

Mentoring: The second order factor model of mentoring has been framed. Application of CFA resulted into 

deletion of two items due to low SRW value i.e. CF2 and PF1 (Figure 2). After deletion the model yielded a 

good fit (χ
2
/ df= 3.515, CFI=0.941, GFI=0.952, AGFI= 0.914, NFI=0.921, RMR=.068 and RMSEA= 0.80). 

Further Cronbach’s alpha value for all the sub-constructs are within the accepted limit (career function= 0.782, 

psychological function= 0.792 and role modeling= 0.781). Composite reliability got established (0.987). 

Convergent validity also got established as AVE and factor loadings are above 0.5 (Table 2).  Discriminant 

validity got established as the squared root of average variance extracted is higher than the correlation between 

and other scales used in this study (Table 1).  

                        

Figure 2. Measurement Model of Mentoring 

Key: CF= career function, PF=psychosocial function, RM=role modeling, M=mentoring, e1-e13= error terms 

of manifest variables, cf1 to cf4= manifest variables of career functions, pf2 to pf5= manifest variables of 

psychosocial functions, rm1, rm 2= manifest variables of role modeling 

Career Development: It is predicted by five items, which are grouped under two factors namely, work related 

development and future development. The validity predicting measures revealed satisfactory values viz, 

significant standardised regression estimates (Figure 3). This model indicated satisfactory goodness of fit as all 

the cutoff values of indices qualify the magic value of .90. The chi-square/df statistic come out to be less than 5 

and RMSEA is also nearing zero (0.33). The Cronbach’s alpha value for work related development is 0.780 and 

for future development is 0.750. The Composite reliability is 0.978. The discriminant validity also got 

established (Table 1). All the standardized estimates are greater than 0.5 and AVE is also greater than 0.5, which 

proved convergent validity (Table 2). 
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Figure 3:  Measurement Model of Career Development 

key: cd1-cd8= Manifest Variable of Career Development, WRD= work related development, FRD= 

future development, e1-57= Error Term of Manifest Variable 

Personal learning: EFA resulted into seven items under two factor namely, relational job learning and personal 

skill development (Figure 4). After applying CFA one of the items got deleted due to low SRW value (pl2). 

After deletion the model yield perfect model fit indices (χ
2
/ df= 2.95, CFI=0.968, GFI= 0.980, AGFI= 0.947, 

NFI=0.957, TLI= 0.941, RMR= 0.018 and RMSEA = 0.070). One of the items (pl5) namely “frequently asking 

for feedback about ideas, perception and performance” is reflecting personal learning the most (0.74). Validity 

and reliability has been checked through cronbach alpha, composite reliability, discriminant validity and 

convergent validity. Cronbach’s alpha value for personal skill development is 0.779 and for relational job 

learning is 0.748. Composite reliability of this model is 0.966. Convergent validity is also established as AVE 

and SRW value are above 0.5. Squared root of average variance extracted is higher than the correlation of 

different scale used in this study, which proves discriminant validity (Table 1) 

                             

Figure 4 Measurement Model of Personal Learning 

Key. PSD=personal skill development, RJL= relational job learning, PL= personal learning, 

pl1 and pl3= manifest variables of PSD, pl4 to pl7= manifest variables of RJL, e1-e8= error 

terms of manifest variables 
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Table 1: Discriminant Validity and Correlation Analysis  

 Mentoring Career development Personal learning 

Mentoring 0.97   

Career development  .424** 

 

0.94  

Personal learning .220** 

 

.434** 0.90 

Note. Values on the diagonal axis represent the square root of average variance extracted. Values below the diagonal 

axis are correlation **p< 0.01 

 

Table 2: Reliability and Validity Analysis   

 

Constructs 

Mean  

 

Standard 

deviation 

Standardized 

Regression 

Weight  

Average 

Variance 

Extracted 

Composite 

Reliability 

Cronbach’s 

alpha  

Mentoring  3.88 .786  0.95 0.98  

Career function 3.63 .834 0.53   0.782 

Psychosocial function 3.96 .773 0.91   0.792 

Role modeling  4.05 .752 0.67   0.781 

Career development 3.95 .724  0.90 0.97  

Work related development 3.82 .790 0.59   0.780 

Future related development 4.08 .658 0.80   0.750 

Personal learning  4.22 .555  0.82 0.96  

Relational Job learning  4.12 .605 0.85   0.779 

Skill development 4.32 .505 0.88   0.748 

 

Mentoring →career development  

The relationship between mentoring and career development has been assessed through SEM. The model fit 

indices (χ
2
/df=3.194, RMSEA=0.075, RMR=0.060, GFI= 0.922, AGFI= 0.885, NFI=0.879, IFI=0.914, 

TLI=0.888, CFI=0.913) depicted the model to be fit. The SRW (standard regression weights) value came out to 

be 0.633 (p<.001), which revealed that mentoring significantly and positively affects career development of the 

employees (Figure 5). 
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Figure 5: Impact of Mentoring On Career Development  

Mentoring →personal learning  

The structural path revealed positive impact of mentoring on personal learning (SRW=0.24, P<0.05, Figure 6). 

The model fit indices show appropriateness of the model (χ
2
/df=2.774, RMSEA=0.067, RMR=0.052, GFI= 

0.927, AGFI=0.897, NFI=0.867, IFI=0.910, TLI=0.888, CFI=0.909).  

 

 

Figure 6: Impact of Mentoring on Personal Learning 

 

V. DISCUSSION  

Present paper aim is to evaluate the impact of mentoring on career development and personal learning. During 

the mentoring process, mentors often assigns challenging and learning tasks to mentees in order to improve the 
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mentees' knowledge and skills, provide career guidance, support the advancement of job position, help in 

resolving task-related problems, and further promote their overall growth. This leads to career development and 

position advancement 

Further mentoring positively enhances personal learning. In the present study most of the mentees enhance 

personal learning through various development and relational activities. Further relational learning helps mentee 

to learn from group activities, frequent feedbacks about   ideas, perceptions, and performance about work.  Bank 

employees learn from interaction with colleagues.  Personal skill development helps   mentee to develop skill 

through the tasks that enable him/her to learn new skills. He/she is able to develop new ideas about his/her job 

performance. Thus personal learning develops a network among employees to collect resources, which is 

enhanced through mentoring support. 

 

VI. LIMITATION AND FUTURE RESEARCH 

All the precautionary efforts were made to ensure the objectivity, reliability, and validity of the study, yet 

certain limitations were discovered. These limitations are discussed as under: The study is confined to banking 

sector only. Same can be done for other outer outcomes of mentoring viz.,   job performance, organizational 

commitment, relationship quality and self efficacy. Only employees were contacted for data collection. In future 

data can be collected from multiple respondents i.e. mentors and mentees.  
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