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MODERN RI SE OF ADULT LEARNI NG AND MENTORI NG
Julius Caesar once said, For lack of training, they
| acked knowl edge; for |ack of know edge, they | acked
confidence; and for |ack of confidence, they | acked
victory.' This may sumup the notivation of many adult
| earners. The pace of change in society continues to
accel erate. Restructuring, downsizing, right-sizing,
corporate nergers, and buyouts are resulting in a job market
whi ch is becomi ng increasingly conpetitive. New ways of
acquiring and processing information are energing. Mre and
nore adults are feeling ill-equipped to face the new
chal | enges they are encountering in such a fluid
environment. In a word, they are seeking grow h.
G owm h occurs when
we nove through progressive transformations as our
worl d grows nore conpl ex..Each new hori zon demands t hat
we form new, overarching ways to nake sense of the
diversity and conflict we see with increasing clarity
around us. For each, we need to learn to think in
whol e new ways. ?
In other words, growth comes froma shift of

perspective. As a result, Deloz says, “A good education

ought to help people to becone both nore receptive to and

! Jess G bson, Coachi ng Chanpi ons: The Privil ege of
Mentoring, (Green Forest, AR New Leaf Press, 1994), 150.

ZLaurent A. Dal oz, Effective Teaching and Mentoring:
Real i zi ng the Transformati onal Power of Adult Learning
Experiences, (San Francisco: Jossey-Bass Publishers, 1986):
137.
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nore di scrimnating about the world. He al so says,

“Significant |learning entails devel opnent. Devel opnent

means successi vely asking broader and deeper questions of

the rel ati onship between oneself and the world.”*

This relational view of the world has inplications for
educat i onal nethods.

Education is sonething we neither ‘give nor ‘do’ to
our students. Rather it is a way we stand in relation
to them The nature of that relationship is best
grasped through the netaphor of a journey in which the
t eacher serves as a guide [enphasis author’s].?

“I'f the journey is a good one, they will learn.to see in a
new way [enphasis author’s].”®

Adult learners are frequently people whose nental maps
are not proving useful for dealing with the actual terrain
they are encountering. Their notivation m ght be described
as being a pragmatic concern with application.” There is a
termwhich relates to this phenonenon, situated cognition.
This sinply nmeans that some contexts require |earning which
occurs within the given situation, or anchored instruction.
A good illustration of this theory in application is the
traditional practice of apprenticeships for nany occupations

or residency or internship requirenents in many nodern

3 Dal 0z, 236.
4 Dal oz, 236.
> Dal 0z, xv.

® Dal 0z, 33.

" G bson, 157.



professions.® This trend of thought is having profound
i nfluence upon adult |earning approaches. It is out of the
resulting ferment that nentorship as an intentional practice
IS experiencing a trenmendous increase in popularity.

A corollary to anchored instruction is the prem se that
“We |learn as nmuch or nore fromthe way we are taught as from

the content itself.”®

Pursuing this train of thought sone
educators have identified aspects of nmentoring which lead to
its success as an instructional nmethod and seek to enpl oy
themin other nodes of teaching as well. Sone of these
strengths of nentorship as a tool in adult learning are the
availability of
time, affirmation, mutual respect, open dial ogue, open
guestions that invite dial ogue, engagenent in
significant work, role clarification, responsibility,
and i medi ate response to questions and issues that are
rai sed. *°
It is with these nethods that “The nentor |eads his student
to a higher plateau of learning.by instilling within the

mentoree a discipline to increase know edge.” !

8 Arthur L. WIlson, “The Promise of Situated
Cognition,” in An Update on Adult Learning Theory, ed.
Sharan B. Merriam (San Francisco: Jossey-Bass Publishers,
1993): 77-78.

° Dal 0z, 144.

10 Jane Vella, Learning to Listen, Learning to Teach:
The Power of Dialogue in Educating Adults, (San Franci sco:
Jossey- Bass Publishers, 1994): 68.

' G bson, 33.




DEFI NI TI ONS OF MENTORI NG

There are a nunmber of definitions of nentoring.
According to Cranton, the difference between a teacher who
takes the expert role and a nentor is nost significantly in
the area of relationship with the | earner.

The effective nodel or nmentor displays a |ove for the

subj ect area, expresses contagi ous enthusiasm 1is

avai l abl e for personal interaction with |earners, is
open and aut hentic, and devel ops good rapport with

| earners. *?

Caffarella, states that “learning via individual nobdes
is a key way through which adults learn,” and she then
identifies nentoring as one such node. She defines
ment ori ng as

an intense, caring relationship in which sonmeone with

experience works with a | ess experienced person to

pronote both professional and personal growh. Mentors
nodel expected behavi or and val ues and provi de support
and a sounding board for the protégé.*®

Seaman and Fel |l enz, note that the distinctive nature of
such education lies in the fact “that instruction centers on
the teacher as a nodel.” They note that

| earni ng depends primarily on cl ose observation of the

t eacher-nodel, interaction and conmmuni cation with that
nodel , and opportunities to practice the newy

2 patricia Cranton, Understanding and Pronoting
Transformative Learning: A Quide for Educators of Adults,
(San Franci sco: Jossey-Bass Publishers, 1994): 127.

13 Rosemary S. Caffarella, Planning Prograns for Adult
Learners: A Practical Guide for Educators, Trainers, and
Staff Devel opers, (San Franci sco: Jossey-Bass Publishers,
1994): 152.




devel oped skills under the supervision of the nodel or
mast er . *

A common thenme in nentoring literature is the proactive
role of the learner in a nentoring relationship. Glbraith
and Zel enak note that a nentor “shares the dream or vision
of the learner and assists in its pronotion.” A |earner
must be a risk-taker, one who “seeks independence, desires
to see things in new ways, and accepts challenges that wll
| ead to..devel opnent and growth.”* O as G bson sinply
states it: “The mentor assists the |earner in change.”?®

The two primary ideas which are conmon to nost
definitions, however, are the aspect of relationship and the
concept of nodeling. Relationships require tinme. Bieh
notes that while teachers cannot establish nentoring
relationships with all their students, they can with sonme. "
G bson, also recognizing tine limtations, states that the
discipline of nentoring is to spend “nore tine with fewer
people to create a lasting inpact.”*® As Dal oz notes,

however, “If learning is about growth and growth requires

Y Don F. Seaman and Robert A. Fellenz, Effective
Strategies for Teaching Adults, (Counbus: Merrill Publishing
Cbnpaqy, 1989): 32.

' Mchael W Galbraith and Bonnie S. Zel enak, “Adult
Learni ng Met hods and Techniques,” in Facilitating Adult
Learning: A Transactional Process, ed. Mchael W Gl braith,
(Mal abar, FL: Krieger Publishing Conpany, 1991): 127.

' G bson, 32.

7 Bobb Biehl, Mentoring: Confidence in Finding a
Ment or and Becomi ng One, (Nashville: Broadman and Hol man
Publ i shers, 1996): 140.

8 G bson, 88.




trust, then teaching is about engendering trust.Teaching is
thus preemnently an act of care.”'®

Mentoring rel ationshi ps cannot be and shoul d not be
static, but rather developnental. Mentors’ work “is to
enpower their students by helping to draw out and give form
to what their students already know. ”?° Thus, mentorship is
really a formof assisted self-teaching, at least inits

| at er stages. ?*

Seaman and Fel | enz enphasi ze the inportance
of treating adults as partners rather than observers, thus
encour agi ng them
to bring their previous experience and know edge to the
situation and become actively involved in solving
problens. Treating interns as partners |eads to the
formati on of independent coll aborators; treating them
as observers leads to the devel opnment of dependent
foll owers who need to keep calling.for guidance.??
Formal steps in the nentoring relationship can be quite
sinplistic: “I doit, you watch; then W do it together;
then You do it, | watch; then You do it alone.”?® Steps can
al so include rel ational aspects. Candy cites a six stage
nodel for a nentoring relationship. It consists of entry,

mut ual trust building, risk taking, teaching of skills,

9 pal 0z, 237.

20 Laurent A Dal oz, “Mentorship,” in Adult Learning
Met hods: A Guide for Effective Instruction, ed. Mchael W
Gal braith, (Ml abar, FL: Robert E. Krieger Publishing
Conpany, 1990), 206.

2 Philip C. Candy, Self-Direction for Lifelong
Learni ng: A Conprehensive @ide to Theory and Practice, (San
Franci sco: Jossey-Bass Publishers, 1991): 184.

22 Seaman and Fel | enz, 33.

23 G bson, 12.




prof essi onal standards, and dissolution.? Whatever node
one uses to define the stages of the relationship, “Self-
di sclosure fromthe nmentor seens to play a crucial part in
the full evolution of a nentorship from hierarchy toward

symetry. ”?

ASPECTS OF MENTORI NG SUPPORT, CHALLENGE, AND VI SI ON
Dal oz provides a wdely cited three-part nodel of
support, challenge, and vision for successful nentoring
whi ch he derives largely fromthe literary Virgil. “Virgi

begi ns by engendering trust, issuing a challenge, providing

encour agenent, and offering a vision for the journey

n 26

[ enphasi s aut hor’ s]. Dal oz notes that “Throughout the

journey, he alternately supports and chall enges his
prot égé. "’

Growt h necessitates novenent. Support provides safety
for nmovenent. Challenge provides notivation for novenent.

Vi si on provides gui dance for novenent. 28

Seen anot her way,
the gromh dialectic is enabled by this triad. Support
hel ps confirm identify, and establish the thesis.

Chal | enge hel ps identify and propose the antithesis. Vision

enabl es synthesis.?

24 Candy, 185.

5 Dal 0z, 176.

26 pal 0z, 30.

2T pal 0z, 30.

2 Daloz in Galbraith, 209.
2% Dal 0z, 212-213.



Supporting cones largely through listening, providing
structure (which decreases over tine), and giving a safe and
open environnent with positive expectations. It also
i ncl udes advocating and explaining for the learner.® A
feeling of continuity can al so encourage a |l earner to take
risks. “By their nere existence as experienced travel ers,
mentors provide continuity. Beyond that, by offering a
map..a teacher can oftentines nake that sense of continuity
still nmore concrete for her student.”?

“The first business of a guide is to listen to the

dreans of the pilgrim”3%

Li stening is al so perhaps the
best way to provide support as well as the nost inportant
tool in building the relationship. An awareness of where
the learner is and where he or she wants to go are essenti al
both for the mentor and for the |earner.

Chal | engi ng occurs through setting tasks, questioning
assunptions or approaches, setting standards, encouraging
hypot heti cal thinking, providing feedback, *® and

constructing hypot heses. 3

When a nentor challenges then it
creates cognitive di ssonance which the student has a desire

to eliminate.®® This is intended to |ead to grow h.

%0 @l braith and Zel enak, 128.
31 Dal 0z, 193.
32 pal 0z, 21.
3% @l braith and Zel enak, 129.
34 Dal 0z, 227.
% pal 0z, 223.



Vision is essentially the ability to see the world in
new ways. “It is the purpose of a nentoring relationship to
unveil new perspectives and new ways of thinking and acting.
Ment oring shoul d assist |earners in becomng critical
t hi nkers. " 3¢

Vision is provided firstly through nodeling.3 Vision
al so increases through the provision of cognitive maps with
whi ch the |earners can understand their journey, * through
suggesting new | anguage or netaphors, 3 and through
reflecting back their own position fromdifferent vantage
poi nts. “°

Mentors need to devel op a conprehensive approach to
topi cs which includes a broad overview, the context and
relationships to other topics, assunptions and their
alternatives, history, experts, cultural variances, and
ot her points of view. They should present controversi al
positions and perspectives, encourage discussion and debat e,
and apply the topic to the tasks facing the |earner.*

Anal ysis and reflection shoul d be encouraged.** In this

%6 @l braith and Zel enak, 127.
8" @l braith and Zel enak, 129.
%8 Dal 0z, 232.

% Dal 0z, 233.

4 pal 0z, 234.

4l Dal 0z, 123-124.

42 Dal 0z, 224.



process the learner will often nove fromeither/or choice
patterns to dealing with polarities.?

“Vision.is the field on which the dialectical gane
between the old self and the new can be played; it is the
context that hosts both support and challenge in the service
of transformation”* Vision allows this dialectical
approach which al ways seeks synthesis.* Synthesis is not
conprom se, but rather a way of thinking in which “the only
route out is through an understandi ng of the opposing

position. "4

EXAMPLE OF AND SETTI NGS FOR MENTORI NG

A good illustration of the power of relationship in
ment oring as an educati onal approach can be seen in WIIliam
Tennent’s Log College. WIIliam Tennent was a patent failure
as a pastor, a preacher, and in terns of economc
prosperity, yet he left a magjor inprint on the nation
t hrough the twenty nen he nentored in his Log Coll ege, who
in turn founded sixty-three institutions of higher
education, including Princeton.*” Tennent’s ai m of

devel opi ng wel | -rounded pastors was conpl enented by his

*3 Dal 0z, 141.

“¢ Dal oz, 230.

* Dal 0z, 141.

% Dal 0z, 142.

“ Gary E. Schnittjer, “The Ingredients of Effective
Mentoring: The Log Col |l ege as a Mddel for Mentorship,”
Christian Education Journal 15 (Fall 1994): 86.

10



live-

in nentoring approach.*® H's students essentially

becane part of the Tennent famly. This enabled himto have

a conprehensive influence on their ways of thinking and

approaches to |ife.*

Such nmentoring relationships are not restricted to

educational settings. Managenent can provide an ideal

setting for such an approach.

Mentoring will take on new neaning...As the manager
makes hinself available to the Xer and pronotes the
freedomto ask questions and to |learn, the Xer wll
continue to develop a stronger sense of identity and
confi dence. *°

Interestingly simlar advice is given in regard to

dealing with Baby Booners and CGeneration Xers in terns of

managenent. In regard to Booners El der advises,

Xers

Lead by exanple, inspiring and equi pping. It is WHO
you are that wins and influences this generation, not
your titles, achievenents, or position. Devel op

| eaders who can work as facilitators and coaches,
rather than as order givers. Mtivate by keeping a
sense of involvenent and sense of partnership high.>!

Simlarly, Bantz says that when dealing with Generation
inamnistry setting,
the goals should be to equip themw th the tools they

need for mnistry; to enable themto nmake deci sions and
i npl enment ideas; and to enpower themw th the authority

*® Schnittjer, 91.
* Schnittjer, 94.
%0 Jeffrey R Bantz, Generation X: Inplications for

M ssi on Organi zati ons of Soci ol ogical Distinctives of

Christians Born Between 1961 and 1975, (Mam: Latin Amrerica

M ssion, 1995): 98.

® Annette Elder, “Booners, Busters, and the Chall enge

of the Unreached Peoples,” International Journal of Frontier
M ssions 8 (April 1991): 55.

11



to acconplish those responsibilities. Here we find a
key aspect of nmentoring. It would be beneficial for
managers to view young workers as being in an
apprentice rol e-hel ping themto develop as future

| eaders. °?

SUMMARY

Mentoring is an effective tool for adult |earning. One
reason is that it is evident to the |learner that what is
being studied is practical because nmentoring often takes
pl ace in a context which poses a challenge or opportunity
for the learner. This notivates the |earner.

Mentoring can al so help the | earner beconme a self
teacher by providing new patterns of thinking which lead to
a paradi gm of continuous |earning and devel opnent. This
enabl es constant growh on the part of the |earner, even
after the nentorship is conpleted.

Mentoring is essentially a relational instructional
met hod which relies heavily on nodeling. The nentor seeks
to provide a safe and supportive environnment which will free
the learner to take risks. Challenges are then chosen with
the intention of providing appropriate risks for the |earner
to take. Finally, vision, in terms of patterns of thinking,
are nodel ed by the nentor in order to guide the |learner into
appropriate problemsolving and rel ati onal paradi gns.

Mentoring is a flexible approach in that it can be

carried out in a wide range of contexts, but it is tinme

52 Bantz, 96.

12



intensive and so has severe limts in ternms of the nunber of
peopl e which can be assisted by a given nentor. The effects
are potentially powerful and |ong-I|asting, however. Thus,
ment oring holds particular prom se for |eadership

devel opnent .

13
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