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ABSTRACT 

As demographically diverse public organizations tend to produce policy outcomes that 
reflect the interests of all represented groups, including disadvantaged communities, how 
underrepresented ethnic groups in public leadership positions such as Hispanic males 
ascend to senior-level positions is significant. As the Hispanic population grows 
exponentially in the United States, one should see a commensurate growth in Hispanic 
executive leadership to accommodate the needs of its consumers and constituents in 
public and private enterprises. However, among chief executives of all U.S. organizations 
in the public and private sectors, 29.3% are women, 4.3% are African American, 5.4% 
are Asian, and 7.4% are Hispanic (U.S. Bureau of Labor Statistics, 2013). Hispanics have 
seemingly remained underrepresented in these and other leadership roles relative to their 
numbers in the U.S. population.  

This qualitative study examined the impact of mentoring as a vehicle for career ascension 
through my interpretation of the lived experiences of Hispanic male leaders in LA 
County, a predominantly Hispanic-populated region comprising 48.6% or 4.9 million 
Hispanics of approximately a 9.8 million population. This study aimed to facilitate 
human resource organizations in creating organizational strategies to aid in creating 
diverse workforces. The attribution and role modeling theories undergird this study to 
enable an understanding of the mentoring phenomenon related to producing motivation 
for career ascension.  

Following Moustakas’s (1994) transcendental phenomenological method, I conducted 11 
open-ended qualitative interviews with various Hispanic male senior-level leaders from 
LA County and extracted the essence of their statements for analysis in contextual 
settings associated with this ethnic group to gauge impact. This analysis manifested 
significant themes that were categorized into four nonmutually exclusive primary 
mentoring dimensions: career support, negative experiences, psycho-social support, and 
role modeling. From this conceptual framework, I found that most experiences in these 
mentoring dimensions produced enhanced motivation stemming from enriched self-
efficacy leading to positive work performance and career-related outcomes. This study’s 
findings identified the following ideas of interest: individuals are adaptative in low-
mentor or adverse settings, cross-gender mentoring is beneficial, family support is 
instrumental to academic and career advancement in Hispanics, and professional 
networks can be vital in amassing social capital from mentoring relationships.  

Keywords: mentoring, attribution, role modeling, self-efficacy, social capital, barriers, 
representative bureaucracy, transcendental phenomenology, diverse workforce  
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CHAPTER 1: INTRODUCTION 

Background 

Public executive leadership provides strategic and operational leadership to the 

organization that affects the communities it serves. Executive teams provide the 

organizational and cultural structure for the organization. They set goals, develop 

strategies, and ensure they are executed effectively. They also encourage strategic 

thinking, innovation, and action with various stakeholders. Leaders’ behavior impacts 

their teams’ structure, working process, and effectiveness (C. S. Burke et al., 2006; 

Carson et al., 2007; Hoch, 2013). Leaders can unlock an organization’s potential through 

its members. As demographically diverse public sector workforces tend to produce policy 

outcomes that reflect the interests of all groups represented, including historically 

disadvantaged communities (Bradbury & Kellough, 2008), how Hispanics ascend to 

executive-level positions in heavily Hispanic-populated regions is significant.  

Underrepresentation of Hispanic Leadership 

As the Hispanic population grows exponentially in the United States, one should 

see a commensurate growth in Hispanic executive leadership to accommodate its needs 

as consumers and constituents in public and private enterprises. Los Angeles County, 

California, alone contains 4.9 million Hispanics, 48.6%, or 9% of the nation’s Hispanic 

population, or about half of the county’s population (U.S. Bureau of Labor Statistics, 

2019). Driven by the rapid growth in the number of Hispanics and Asians in this country, 

the overall number of ethnic minorities will exceed 50% of the total U.S. population in 

the next 30 to 40 years (Humes et al., 2011). Among chief executives of all U.S. 

organizations in the public and private sectors, 29.3% are women, 4.3% are African 
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American, 5.4% are Asian, and 7.4% are Hispanic (U.S. Bureau of Labor Statistics, 

2013). Notwithstanding, these groups have remained underrepresented in these and other 

leadership roles relative to their numbers in the U.S. population. These groups occupy 

considerably more of these leadership roles than any earlier historical period 

(Zweigenhaft & Domhoff, 2006). Despite this growing diversity among leaders, the 

present underrepresentation of women and racial and ethnic minorities in leadership roles 

demands elucidation (Eagly & Chin, 2010). Structural inequalities, such as lack of 

mentoring, poor English skills, or discrimination prevent minorities from reaching the top 

levels of leadership, and many people with high leadership potential abandon promising 

careers (Mundra et al., 2003; D. A. Thomas, 2001).  

Mentoring and Hispanic Men 

Because mentored male leaders had significantly higher scores on various 

variables in one study, including leadership capacity (Early, 2016), exploring mentoring 

and its impact on ascension into executive leaders of an underrepresented population 

becomes significant. This study, however, focused on the perspective of Hispanic men 

and their perceptions of mentoring and its impact on their ascension to executive 

leadership. This group was selected because recent data suggest that Hispanic men are 

not advancing into higher education at the same levels as Hispanic females or other 

ethnic minority groups (Saenz & Ponjuan, 2009). As a result, the advanced degree 

attainment gap for Hispanic men is widening, and this decline in human capital is one of 

the major factors preventing them from ascending into senior leadership (Kay & Gorman, 

2012; Saenz & Ponjuan, 2009). In addition, other findings have revealed that Hispanic 

women are more likely to be employed in managerial or professional occupations than 
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Hispanic men (Mundra et al., 2003; U.S. Bureau of Labor Statistics, 2012). As described 

by Hispanic men, mentoring may provide the impetus for a solution-seeking discussion 

on Hispanic men’s lack of ascension into executive leadership. 

According to Singh (2007), ethnic minorities struggle to reach the executive 

leader levels because they lack role models to teach them the skills needed for career 

progression. Maume (2012) proposed that minorities lack connections to individuals with 

authority and decision-making power in organizations. Mundra et al. (2003) revealed that 

only 27% of Hispanic males had formal mentors in their present organizations. Carver 

and Livers (2002) demonstrated that mentoring is extremely important for minorities. 

However, they claimed that people choose to mentor those who look like them, making it 

difficult for ethnic minorities to find mentors with any influence in the organization. The 

evidence is clear that mentoring can profoundly impact a minority’s success and 

progression toward executive leadership.   

Professional and social relationships such as the mentor–protégé relationship are 

valuable tools in advancing careers. According to Parker (2008), nearly half of all job 

seekers obtain their jobs through “word of mouth” (p. 56 ) and by whom they know. 

Fought and Misawa (2019) stated that almost every participant in their study of the path 

to leadership of library administrators had experienced a beneficial mentoring 

relationship sometime in their career. These relationships were established in social 

groups and sometimes were due to networking. Mabrouk (2009) stated that networking 

has opened countless doors to knowledge, resources (equipment and personnel), 

opportunity (publication and presentation), advancement (leadership and recognition), 

mentoring, making further contacts, and volunteer service. Niehaus and O’Meara (2015) 
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echoed these remarks by finding that perceived network capital overall is a significant 

and positive predictor of career advancement and that programs that connect early career 

scholars with peers and mentors in their fields should be prioritized. This dimension 

suggests that mentoring and a solid social and professional network may aid Hispanic 

men in ascending into executive leadership. Exploring their lived experiences may reveal 

truths related to their success and expound how mentors and networks alone or in 

tandem, including other devices, influence career advancement for this demographic.  

Statement of the Research Problem 

The population and the workforce in the United States are becoming more 

ethnically diverse. However, the demographic workforce shift has been limited to entry-

level jobs while middle- and senior-level or executive leadership positions have reflected 

a lack of racial and ethnic minorities (Martin, 1991). This increase in racial and ethnic 

minorities in leadership positions across the United States has been occurring slowly as 

members of minority groups are starting to occupy more elite power positions in political, 

corporate, and military professions (Eagly & Chin, 2010). However, little has been 

written in this dimension about the successes and challenges of Hispanic men ascending 

to executive leadership because of one or several successful mentor–protégé 

relationships. The number of studies on women in leadership is substantial, and the 

research on the leadership perspectives of ethnic minorities is minimal and often focuses 

on African American men (Chin, 2013; Okozi et al., 2009).  

To address this gap in research, this study examined and explored the lived 

experiences of successful Hispanic men to gain their insight and provide a reference point 

for other Hispanic male leaders who desire to also ascend into executive leadership 
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positions in the U.S. public service. By understanding their perspectives, aspiring leaders 

may reasonably prepare for overcoming some of the identified barriers, particularly in 

tandem with mentors. In addition, this research could guide current mentors on what 

behaviors are conducive to the mentor–protégé relationship, thereby perpetuating the use 

of mentoring to combat the underrepresentation of Hispanics in public service.  

Purpose Statement 

This qualitative study explored Hispanic male perceptions of mentoring and its 

impact on their ascension to executive leadership. The research design consisted of open-

ended interviews with Hispanic male leaders who were purposefully selected from a 

vetting process from the LA County Hispanic Manager’s Association member data sets. 

This process identified who among the group’s members identify as male and Hispanic, 

their education levels, and whether they hold executive or senior-level positions. They 

were also asked to explain whether a mentoring relationship accessed through external or 

internal networks impacted their career advancement by sharing their lived experience. It 

focused on their perception of their mentoring experiences and how that positively shifted 

their career trajectory through a range of devices, including motivation, confidence, 

valuable knowledge, and a change in mindset where applicable. Furthermore, new 

dimensions related to mentoring were expected to manifest organically, providing a 

means to explore the topic further as described in Moustakas’s (1994) transcendental 

phenomenology and analysis procedures.   

This study explored the Hispanic male perceptions of mentoring and its impact on 

their ascension to executive leadership. This topic is essential for two reasons:  
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• As U.S. businesses expand globally, they will need diverse leaders who can 

understand and relate to various cultures.  

• With the increasing purchasing power of Hispanics, businesses will need Hispanic 

leaders to create effective strategies to capture this emerging market.  

Research Questions 

 The following research questions guided this qualitative study:  

1. What are Hispanic male perceptions of mentoring regarding their ascension to 

executive leadership? 

2. What impact did mentoring have on their ascension into senior-level leadership? 

Significance of the Problem 

Within the next 30 to 40 years, ethnic minorities will become the majority-

minority population group in the United States with Hispanics leading the growth 

(Humes et al., 2011). The changing composition of the U.S. population needs to coincide 

with an increase of minorities at the top leadership levels to accurately reflect the ethnic 

makeup of the shifting U.S. workforce because ethnic minority leaders can communicate 

more effectively with members of their own cultures (Jelinek, 2011). This study will help 

current and aspiring Hispanic male leaders identify specific skills, abilities, and 

qualifications they must develop and challenges or obstacles they may encounter along 

their paths to executive leadership. 

Theoretical Framework 

The attribution theory and motivational theory of role modeling framed this study 

on the impact of mentoring through the lived experiences of Hispanic male leaders 

through their ascension into executive leadership. 
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This study aimed to explore the motivation derived from mentor–protégé 

relationships that encourage positive protégé behavioral changes, ultimately leading to 

changes notably associated with ascension into executive leadership. Attribution theory is 

based on the research of Weiner (1986), Kelley (1967), and the seminal work of Heider 

(1958) in his book The Psychology of Interpersonal Relations. Heider first introduced the 

concept of perceived locus of causality to define the perception of one’s environment. In 

this dimension, the continuum of causality is attributed to external or internal factors. For 

example, an experience may be perceived as being caused by factors outside the person’s 

control (external) or perceived as the person’s own doing (internal). Psychologists use 

these attributions to understand better an individual’s motivation and competence 

(Turban et al., 2007). 

This study also revealed the outcomes of mentoring relationships to demonstrate 

that protégé attribution of executive-level mentor behavior and actions, situationally or 

dispositionally, contribute to their success respectively, thereby motivating them to 

behave and act similarly also to attain executive-level positions aligning the motion with 

the outcome observed in the motivation theory of role modeling.  

Role models are often suggested to motivate individuals to set and achieve 

ambitious goals, especially for members of stigmatized groups in achievement settings. 

This concept is especially true for members of underrepresented and stigmatized groups 

in educational and occupational settings. In these contexts, role models are often regarded 

as a cure-all for inequality by the general public, policy makers, and the academic 

literature (Morgenroth et al., 2015). In this dimension, the utility of role models has been 

examined across a wide range of contexts, including how role models might impart core 
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values for doctors (e.g., Paice et al., 2002), address the underrepresentation of women in 

science (e.g., Stout et al., 2011), and increase political activism in young people (D. E. 

Campbell & Wolbrecht, 2006). This framework enabled the methodical approach to the 

phenomenon of mentorship impact. 

Definitions 

This study explored the perspective of Hispanic men and the perceived impact 

mentoring and professional relationships had on their career advancement by examining 

their lived experiences to contribute to what may help identify solutions against the 

underrepresentation of Hispanic executive leadership in public organizations. They may 

come in the form of enrichment or the creation of mentoring programs in LA County. For 

example, training can enhance mentor competence and improve relationship quality and 

subsequent program outcomes (Crisp et al., 2017). Solansky (2010) suggested that 

mentoring program managers should seek individuals who are excellent at what they do 

and have characteristics of influential mentors, including excellent communication skills 

and an emotional commitment to protégés. The theories of representative bureaucracy 

and social capital gird this topic by framing how social capital, in theory, is a resource for 

creating a true representative bureaucracy, by extension. Identifying the terms used 

organizes how this study was interpreted and used practically.  

Barriers. According to Eagly and Chin (2010), barriers can include external 

actions imposed on an individual by others, such as discrimination, stereotyping, and 

limited access to opportunities. Other external barriers include structural disadvantages 

resulting from racial biases built into organizations, institutions, governments, or social 

networks. As stated previously, structural inequalities, such as lack of mentoring, poor 
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English skills, or discrimination that prevents minorities from reaching the top levels of 

leadership and many people with high leadership potential abandon promising careers 

(Mundra et al., 2003; D. A. Thomas, 2001). Some of these are considered what Kay and 

Gorman (2012) referred to as internal barriers, which arise from an individual’s 

upbringing or decision-making process. 

Executive or Senior-Level Leadership. Executive or senior-level leadership is 

defined as that set of activities directed toward the development and management of the 

organization as a whole, including all of its subcomponents, to reflect long-range policies 

and purposes that have emerged from the senior leader’s interactions within and 

interpretations of the organization’s external environment (Zaccaro, 1996). 

Formal Mentoring Program. Formal programs developed to create mentoring 

relationships with the organization’s assistance, establishing guidelines that outline how 

the relationships are formed and the roles and responsibilities for those involved 

(R. J. Burke & McKeen, 1989).  

Hispanic. The U.S government defines Hispanics and Latinos synonymously as 

people of “Cuban, Mexican, Puerto Rican, South or Central American, or other Spanish 

culture or origin regardless of race for census purposes” (Humes et al., 2011, p. 2). Beam 

(2009), however, contended that the term Hispanic is an English word that originally 

referred to people from Spain and later extended to include the populations in South and 

Central America who speak Spanish. For clarity, this study used Hispanic and Latinos 

interchangeably.  

Lived Experience/Journey. Heidegger’s (1927/2011) philosophical analysis 

focused on the human being’s existence in the world as an individual and within his or 
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her social context. From this standpoint, both world and being are viewed as inseparable. 

Therefore, meaning from this perspective represents the coconstituted ideal of being with 

others in the world, in shared humanness, and in shared interactions (Heidegger, 

1927/2011). Lived experience and journey used in this study refer to the life experiences 

as perceived by the participants in a shared view of the world.  

Representative Bureaucracy Theory (RBT). A demographically diverse public 

sector workforce will lead to policy outcomes reflecting the interests of all groups, 

including historically disadvantaged communities (Bradbury & Kellough, 2008). 

Social Capital. The social relations and resource advantages of both individuals 

and communities (Ibarra et al., 2005). 

Transcendental Phenomenological Approach. Moerrer-Urdahl and Creswell 

(2004) provided a systematic approach to analyzing data about lived experiences. It 

erases the Cartesian dualism between objectivity and subjectivity by allowing researchers 

to develop an objective “essence” by combining the subjective experiences of many 

individuals. It does this by exploring the how and what of a phenomenon shared by the 

participants.  

Organization of the Study 

 This qualitative study explored Hispanic male perceptions of mentoring and its 

impact on their ascension to executive leadership. It employed the transcendental 

phenomenological approach, a systematic approach to analyzing data about lived 

experiences. The data were collected via open-ended interviews with Hispanic male 

leaders who were purposefully selected from a vetting process from the LA County 

Hispanic Manager’s Association member data sets. This process identified who among 
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the group’s members identify as male and are Hispanic, their education levels, and 

whether they hold executive or senior-level positions. They were also asked to explain 

whether a mentoring relationship accessed through external or internal networks 

impacted their career advancement by sharing their lived experience. This study 

attempted to achieve saturation requirements by collecting no less than 50 participants. 

 These interviews were preapproved by the Institutional Review Board (IRB). The 

IRB process is needed to safeguard study participants’ privacy, confidentiality, rights, 

and privileges and protect them from possible physical or psychological harm. This study 

analyzed the data as set by Moustakas (1994) using the following methodology sequence: 

• creating an Epoche,  

• creating a transcendental-phenomenological reduction catalog, and  

• using imaginative variation to grasp the structural essences of lived experiences. 

The study outlines limitations, discusses the findings in the literature’s framework, and 

provides recommendations for further study.   
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CHAPTER 2: REVIEW OF THE LITERATURE 

Diversity Matters 

 Chanland and Murphy (2018) suggested that boardroom diversity can positively 

impact profitability and job satisfaction within companies by bridging the divide between 

company executives and lower level employees. The labor force and executive 

representation gap is wider among Hispanics than any other group. As of 2021, Hispanics 

are the largest minority group in the United States at 18.5% (U.S. Census Bureau, 2021). 

Statistics have shown that Hispanics comprise only 17% of the labor force (U.S. Bureau 

of Labor Statistics, 2019). However, they occupy only 5.3% of executive positions in the 

United States, 3.8% of which are men (Tomaskovic-Devey & Hoyt, n.d.).   

Hispanic representation is roughly equal to Black and somewhat lower than Asian 

American executives. Relative to their participation in the state’s labor market, White 

men are overrepresented in executive jobs in every state. According to Singh (2007), 

ethnic minorities struggle to reach the executive leader levels because they lack role 

models to teach them the skills needed for career advancement. Structural inequalities, 

such as Hispanic lack of mentoring, poor English skills, or discrimination (Mundra et al., 

2003; D. A. Thomas, 2001) and the universally known positive impact of mentoring were 

the aim of this study because they provide the appropriate contextual environment to 

explore how lived experiences of mentored Hispanics aid in combatting the lack of 

Hispanic representation in executive leadership.  

 With recent reports showing stagnation in the overall number of Hispanic 

executives nationwide, cities and companies must consider what more can be done to 

bring more Hispanics into senior level or executive roles (Garateix & Henry, 2019). 
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Cities could reinforce Hispanic business participation and entrepreneurship by helping 

build business incubator programs, supporting Hispanic business development groups, 

and promoting educational opportunities at area universities (Tomaskovic-Devey & Hoyt, 

n.d.). The findings of this study could provide much needed clarity on how formal or 

informal mentoring facets can be fused into such programs and efforts.  

Hispanic Men  

Recent data have suggested that Hispanic men are not advancing into higher 

education at the same levels as Hispanic females or other ethnic minority groups (Saenz 

& Ponjuan, 2009). As a result, the advanced degree attainment gap for Hispanic men is 

widening, and this decline in human capital is one of the major factors preventing them 

from ascending into senior leadership (Kay & Gorman, 2012; Saenz & Ponjuan, 2009). In 

addition, other findings have revealed that Hispanic women are more likely to be 

employed in managerial or professional occupations than Hispanic men (Mundra et al., 

2003; U.S. Bureau of Labor Statistics, 2012). Mundra et al. (2003) revealed that only 

27% of Hispanic males had formal mentors in their present organizations. This study 

explored Hispanic men’s attributions of their mentoring experiences to better understand 

the degree of impact incurred and how that may have aided their ascension into executive 

leadership and to discuss how this is significant in the contextual setting provided 

previously—that Hispanics are an underrepresented group in executive leadership roles. 

According to Singh (2007), ethnic minorities struggle to reach the executive 

leader levels because they lack role models to teach them the skills needed for career 

progression. Maume (2012) proposed that minorities lack connections to individuals who 

hold authority and decision-making power in organizations. Role modeling focuses on 
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the ability of protégés to learn from a mentor’s present and past actions and from the 

mentor’s accomplishments and areas for growth (Crisp & Cruz, 2009). Role models serve 

as guides and model effective leadership (Komives et al., 2005) and may encourage 

protégés to become involved in leadership activities by providing examples of what 

leadership looks like and how ideas may be translated into real-life situations (Priest & 

Donley, 2014).  

According to Carver and Livers (2002), ethnic minorities often choose to mentor 

those individuals who look like them, making it difficult for ethnic minorities to find 

mentors with any influence in the organization. A lack of male mentors begets a lack of 

ascending male leaders, assuming mentoring alone is as impactful as speculated in past 

and current literature. Given this concept and the lack of representation in executive 

roles, the issue becomes a self-perpetuating structural problem.  

Barriers to Representation in Managerial and Professional Occupations 

Although Hispanics comprised more than 8% of the labor force in the 1990s, a 

survey of senior-level male managers in Fortune 1,000 industrial and Fortune 500 service 

industries exposed that only 0.4% were Hispanic (Mundra et al., 2003). This compares to 

almost 97% of White senior-level managers (Federal Glass Ceiling Commission, 1995). 

When all occupational categories are measured, the percentage of Hispanic managers and 

administrators increases considerably to 5.2% (Chapa &Wacker, 2000). This increase is 

explained by how Hispanic managers are better represented in the private sector’s 

construction, retail trade, communications, and transportation (Federal Glass Ceiling 

Commission, 1995). Nevertheless, despite significant gains made in specific sectors, 

Hispanics and other minorities continue to be underrepresented at the managerial level in 
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business and many professional sectors of the economy, especially in companies that 

account for the most significant proportion of the nation’s gross domestic product. Why 

are Hispanics still underrepresented in professional and managerial occupations? 

Literature often provides three broad explanations for this phenomenon: human capital, 

economic and spatial barriers, and the role of mentoring.  

Human Capital Barriers  

Human capital characteristics such as education, language proficiency, work 

experience, and training are critical factors in determining career success (Mundra et al., 

2003). This study explored these contextual variables closely to examine how impactful 

mentoring served this ethnic group. One study reported that in 1997, 54.7% of Hispanics 

had completed high school, compared to 83% of non-Hispanic Whites who had 

completed high school (Siles & Pérez, 2000). Hispanics also exhibit the nation’s highest 

high school dropout rates. In 1995, 30% of young Hispanics did not finish high school, 

compared to only 8% of Whites and 13% of African Americans. In addition, only 9.5% 

of Hispanics 25 years and older were college graduates, compared to 24% of non-

Hispanic Whites. The Federal Glass Ceiling Commission (1995) reported that 60% of 

Fortune 1,000 executives hold graduate degrees. In contrast, only 2% of Hispanics have a 

similar level of education (Federal Glass Ceiling Commission, 1995).  

Language is critical in predicting career success in business. In 1996, three 

quarters of Hispanics reported that they spoke English “very well” or “well” (Mundra et 

al., 2003, p. 518). Thus, one fourth of Hispanics do not have a level of English 

proficiency that permits them to gain access to higher paying jobs (Mundra et al., 2003). 

The persistence of this problem is related to the continuing influx of Latino immigration 
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since the 1990s. Latino immigrant English language skills are the poorest among all 

immigrant groups (Smith & Edmonston, 1997). Hispanics report less experience and 

training than their non-Hispanic White counterparts (Mundra et al., 2003). A significant 

barrier to career advancement exists because Hispanics do not reflect comparable levels 

of work experience as their White and African American counterparts (Siles & Pérez, 

2000). In exploring the impact of mentoring for this group, one should consider the 

additional force required to transcend these challenges when applicable and the 

significant mentoring nuances that propel and motivate the participants to succeed. If 

found reliable, these data might one day be operationalized into specificities within an 

organization’s mentoring or networking programs designed to counter these and other 

known barriers to increasing diversity within that population, particularly in senior-level 

managerial administrations. 

The act of public organizations striving to achieve a reasonable and desirable 

degree of diversity in the workplace matters because it yields studies exploring 

phenomena that are universally contended to aid in advancing the careers of 

underrepresented populations. Hispanics exhibit deficiencies in the following three 

crucial elements of human capital: education, English language acquisition, and 

experience on the job (Mundra et al., 2003). The fact that Hispanics participate at higher 

rates in the workforce than any other racial/ethnic category highlights the troubling nature 

of these deficiencies. Hispanic males have the highest rate (78.2%) of labor force 

participation nationwide (Federal Glass Ceiling Commission, 1995). Given the difficulty 

of gathering data on private sector recruitment and hiring practices, it is not surprising 

that there is a lack of systematic, nationwide studies of the effects of human capital 
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characteristics on job advancement in business generally. This study explored the impact 

of mentoring amid influencing factors, including human and social capital characteristics 

such as education, language deficiencies, and bona fide work experience, particularly in 

the case of Hispanics and their ascension into senior-level managerial positions in the 

public sector.  

Driving many of the demographic and human capital trends among Hispanics is 

the nature of Hispanic immigration over the past decade. The 1990s witnessed an 

enormous increase in the number of Hispanic immigrants who lacked education and the 

skills necessary for managerial or professional status (Contreras, 2002). California 

experienced the bulk of immigration. Nearly half a million Hispanic immigrants became 

citizens from 1991 to 1998; an additional 1,144,000 new Hispanic immigrants were 

legally admitted to the state during this same period (Mundra et al., 2003). The influx of 

less skilled and less educated immigrants is likely to support notions maintaining that 

first- and second-generation Hispanics are likely to have less access to social capital and 

experience the resulting challenges with ascending into managerial positions. This study 

observed a range of mentoring impacts because the need to transcend known barriers 

varies from individual to individual. Notwithstanding, even Hispanics with abundant 

social capital are not free from challenges preventing fair representation in managerial-

level positions in all sectors.   

Economic and Spatial Barriers 

According to Mundra et al. (2003), another line of reasoning posits that 

underrepresentation results from economic and structural features beyond the control of 

Hispanics. Economic change in the United States is maintained to have had the effect of 
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concentrating Hispanics in low-paying, low-skilled jobs that tend to perpetuate and 

disseminate poverty across generations. For example, Morales (2000) reported that the 

sectoral shift away from middle-income manufacturing jobs toward low-paying service 

sector and high-paying technology jobs has had a particularly detrimental effect on 

poorly educated Hispanics, with the highest rate of employment growth occurring in 

lower paying, low-skilled jobs. This paradigm means that Hispanics with little to no 

social capital are challenged to keep up with the pace of technology and its effect on the 

job market.  

Another argument posits that the spatial distribution of minorities within cities 

affects job availability and access to the critical resources necessary to improve minority 

economic standing (Mundra et al., 2003). One study examined the census data on 

workers and employer survey data in the cities of Boston, Detroit, Los Angeles, and 

Atlanta (Stoll et al., 2000). The authors found a “spatial concentration of disadvantage” 

produced by the relative lack of low-skilled jobs in city centers where Hispanics and 

other minorities tend to concentrate. Rapid job growth in the service sector has reduced 

the impact of some losses of industrial employment. However, these jobs tend to pay 

relatively low wages with few, if any, benefits. This problem often means that even 

though individuals residing in poverty neighborhoods can secure work, the jobs they 

obtain do not provide adequate income or sufficient benefits to lift them or their families 

out of poverty. Thus, a growing number of working poor reside in poverty neighborhoods 

(Bernstein et al., 2000). This phenomenon produces perpetual poverty and presents 

another barrier for Hispanics to ascend to senior-level positions because social capital is 

difficult to obtain in these conditions. The lack of social mobility associated with poverty 
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can inhibit one’s ability to meet mentors who inspire or influence Hispanics to obtain 

social capital as a means to achieving perceived success.   

These discoveries are significant because they again illustrate the need for 

conventional and unconventional mechanisms for obtaining social capital through 

instruments such as mentoring to address the need for fair representation of Hispanics in 

senior-level positions in the workplace. Given the recency of Hispanic immigration in 

California, as discussed previously, it is probably best to approach this societal by-

product from a stance focusing on catalytic and career-advancing instruments such as the 

impact of mentoring to aid Hispanics into senior-level positions rather than on changing a 

perpetual societal ill. Nevertheless, this effect only applies to protégés who find 

themselves in these conditions. Hispanics from higher socioeconomic statuses may 

experience or perceive mentoring differently than others or not in any significant way at 

all. This study objectively analyzed all participants’ lived experiences to sort through the 

nuances associated with the impact of mentoring to support or negate universally 

contended beliefs on the phenomenon.  

Educational Barriers for Hispanics  

Understanding ethnic and generational differences in educational attainment, that 

is, progression through the educational system, is significant because it is closely tied to 

socioeconomic mobility for individuals and across generations (Lutz, 2007). High school 

graduates earn more and are more likely to be employed than those who have not 

completed secondary education (Llagas & Snyder, 2003). Furthermore, Latinos have a 

relatively high dropout rate compared to other groups. The National Center for Education 

Statistics indicates that in 2000, the dropout rate for 18- to 24-year-olds identified as 
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Hispanic was 28% while the rate for non-Hispanic Blacks was 13% and for non-Hispanic 

Whites was 7% (Llagas & Snyder, 2003). This dimension was significant to this study 

because it aided in providing the contextual background required to reasonably gauge the 

impact of mentoring on Hispanic men.  

Ethnicity  

The impact of ethnicity, generation, family structure, and socioeconomic status on 

Hispanic high school graduation rates is essential to understanding the plight and 

motivation required for them to transcend beyond the expected social achievements from 

statistical findings concerning the link between high school education completion and 

social mobility when applicable. Family socioeconomic status has by far the most 

significant impact on high school completion. Poverty presents a persistent and daunting 

problem in high school noncompletion rates in the United States and is a primary 

contributor to Latino high school students’ noncompletion (Lutz, 2007). 

Recognizing the substantial ethnic differences within the Latino population 

concerning educational outcomes is vital. What is lost in research that lumps all the 

Latino population concerning educational outcomes is the relatively low educational 

achievement and attainments of Mexicans and the considerably higher educational 

achievements and attainments of Cubans (Lutz, 2007). In addition, considerably less 

quantitative research has focused on a group collectively referred to as “Other Hispanic” 

or “New Latinos,” including South and Central Americans and Dominicans. This issue 

exists because educational surveys often lack sufficient numbers of these students to 

include them in the analysis. New Latinos are more likely to be foreign born than 
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Mexicans or Cubans in the United States (Lewis Mumford Center for Comparative Urban 

and Regional Research, 2001).  

Because Hispanics encompass a wide variety of people of different migration and 

ethnic histories, there is a broad range of educational background characteristics spanning 

mean levels of education that are lower than Mexicans to levels that are higher than 

Cubans (Lewis Mumford Center for Comparative Urban and Regional Research, 2001). 

These cultural nuances illustrate the variability of opportunity for professional and 

academic success with respect to educational achievement as a vehicle for ascending to 

senior, executive-level positions. In this dimension, the impact of mentoring might be 

diminished if cultural forces already produce circumstances conducive to upward social 

mobility. Conversely, this bearing could generate characteristics that inhibit upward 

professional, academic, and social mobility. This study’s findings revealed such 

peculiarities organically by exploring this group’s lived experiences. The absence or 

presence of cultural barriers might reveal that the impact of mentoring is more or less 

significant under these conditions. Nevertheless, there is a link between Latino cultures 

and educational differences. These distinctions provide a means to discuss the impact of 

mentoring as it relates to transcending barriers when applicable. 

Generational Differences  

There are significant differences in educational outcomes across generations 

within ethnic groups (Lutz, 2007). According to the U.S. Census Bureau (2021), 

immigrant children are defined as those who have at least one foreign-born parent and 

were born in a foreign country. However, academic literature commonly refers to first 

generation as a person born in the United States to immigrant parents or a naturalized 
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American citizen. This study employed the latter definition for clarity. Among 

immigrants, Hirschman (2001) found that length of residence in the United States is 

associated with greater school enrollment. Assimilation theory anticipates that over 

generations, descendants of immigrants will have greater opportunities in U.S. 

institutions (such as the educational system) as they adapt to the cultural and social norms 

of the society (Gordon, 1964). Gordon’s (1964) study has suggested that the opportunity 

for greater educational outcomes and the professional successes linked to them are more 

likely as immigrants’ time in the United States elapses. Assuming this is true, a second-

generation Hispanic individual is more likely to ascend to senior-level positions through 

the culturally originated educational propensities described here than a first-generation 

Hispanic individual. 

However, given the previous dimensional distinctions among Latinos, this might 

not be the case. Cultural forces may inhibit or enhance academic motivation more or less 

than generational distinctions. Nevertheless, the dimensions discussed so far appear to 

function as nonmutually exclusive. The overlap illustrates the complexity and variability 

of educational barriers for Latinos. Furthermore, other research has indicated that 

immigrants are not necessarily at an academic disadvantage relative to those born in the 

United States. Gibson and Bejínez (2002) found in their field research on perseverance 

among Mexican students in a California high school that despite their high risk for school 

failure, some migrant students persevere in school in significantly higher numbers than 

their nonmigrant Mexican counterparts. Others have found that some U.S.-born students 

perform poorly compared to their immigrant peers (Portes & Zhou, 1993), a phenomenon 

often called second-generation decline (Zhou & Bankston, 1998). The literature discussed 
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is relevant to this study because it provides a means for additional objectivity during the 

analysis of its findings. More important, these evidenced barriers permit a more 

comprehensive observation of the impact of mentoring. For example, the impact may be 

more significant if barriers are present and vice versa.  

Family Structure  

Family structure has also been found to be influential on educational outcomes. 

For example, children of single parents have been found to have poorer educational 

outcomes than children of two parents (Astone & McLanahan, 1991). Astone and 

McLanahan (1994) also found that children in single-parent homes experience high levels 

of residential mobility, which is related to early dropout. In addition, the number of 

siblings in the household may also play a role in dropout propensity, particularly when 

more siblings means stretching limited financial resources to accommodate the needs of 

all children in a family (Downey, 1995). However, some maintain that the inverse 

relationship between the number of siblings and educational performance is artifactual 

and a function or by-product of socioeconomic status (Ernst & Angst, 1983). This 

dimension is commonly referred to as the resource dilution model. Beginning with the 

assumption that parental resources are finite, the model posits that as the number of 

children in the family increases, the proportion of parental resources accrued by any one 

child decreases (Blake, 1999). The subsequential condition it creates for the family’s 

children may inhibit educational achievement. Why is this relevant to this study? The 

recurring theme of the lower socioeconomic status of Hispanic individuals as a barrier to 

favorable professional achievements is present in all three dimensions discussed. As this 

study explores the impact of mentoring, a contextual setting such as this may serve to 
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contrast one absent of these factors. It might also lend itself to a better understanding of 

the thought process involved in attributing success or failure as a vehicle for motivation. 

Notwithstanding, this might work contrariwise to these dimensions and work to expose 

theory weaknesses and limitations.  

Representative Bureaucracy 

The theory of representative bureaucracy’s primary focus is “how the 

demographic characteristics of bureaucrats affect the distribution of outputs to clients 

who share these demographic characteristics” (Wilkins & Keiser, 2006, p. 87). According 

to Bradbury and Kellough (2008), a representative bureaucracy is best described as a 

demographically diverse public sector workforce that leads to policy outcomes that 

reflect the interests of all groups represented, including historically disadvantaged 

communities. In this dimension, diversity is favorable in higher tier public management 

groups because it is likely to propel efforts representing the communities that 

governments serve more effectively. It illustrates a reason to explore means of increasing 

diversity in senior-level positions, including the impact of mentoring as a vehicle in 

transcending significant barriers to senior-level positions in public and private 

organizations.  

This theory identifies two forms of representation: passive and active (Pitkin, 

1967). Passive representation occurs when the individuals within an organization share 

the same demographic characteristics (race, gender, etc.) as their clients. Active 

representation occurs when bureaucrats who have discretion use it to advocate for the 

interests of a particular group to diminish or eradicate the discrimination that has 

disproportionately affected this group (Hindera, 1993; Mosher, 1982). Passive 
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representation leads to active representation when two conditions are met. First and 

foremost, the policy must be one in which the bureaucrats have substantial discretion. 

Second, it must be a policy area relevant to the demographic trait in question (Meier, 

1993; Wilkins & Keiser, 2006). This concept is relevant to this study because it yields 

two assertions:  

1. Diversity in higher tier workplaces (passive) and a desire to prompt positive 

change (active) create a more representative bureaucracy. 

2. The two are not mutually exclusive and probably work best when they are in 

tandem. Nevertheless, nondiverse bureaucrats are still capable of representation 

but only to the extent personal and gathered knowledge of the population permits.  

Particular challenges prevent or impede a diverse workforce from delivering 

policies representing disproportionally disadvantaged groups. Although the impact of 

mentoring may increase representation because it, in some instances, increases diversity 

in the workplace, it does not necessarily constitute a guarantee that it will improve the 

way that government serves specific demographic groups. Although this study focuses on 

the impact of mentoring, it may manifest some insight as to why Hispanic men are 

characteristically or circumstantially challenged from their life experiences to represent 

predominantly Hispanic communities. Nevertheless, literature in this area is deficient and 

benefits from all insight because diversity problems stem from varying issues.  

One challenge is the retention and turnover rates of bureaucrats, especially 

Hispanics, and their impact on public responsiveness and policy outcomes. High turnover 

among bureaucrats can exacerbate “the difficulties involved in building competence, 

mutual trust, and long-term commitment” (O’Toole & Meier, 2003, p. 137). The longer 
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bureaucrats are employed in an organization, the more efficiently and effectively they can 

deliver services because specialized skills and routines are developed (Morton, 2015).  

This assertion evidences a further exacerbation of representation challenges when 

compounded with the issue of the availability of mentors who, according to Carver and 

Livers (2002), demonstrate that people, including minorities, choose to mentor those who 

look like them, making it difficult for ethnic minorities to find mentors with any 

influence in the organization. In this study’s context, this perpetual cycle limits 

Hispanics, potentially suited better to serve its predominantly Hispanic communities, 

from ascending into positions with enough discretion to incite significant organizational 

change, assuming theories on mentoring from similar ethnic individuals are mostly true. 

Notwithstanding, mentorship alone is not a guarantee for ascension into senior-level 

positions and its occurring between homogeneous ethnicities may not be its most 

advantageous form.  

According to Stewart (2005), public organizations continue to use various 

strategies to achieve a representative bureaucracy. Through public policy, particularly 

affirmative action, organizations have actively sought to increase the proportion of both 

women and minorities based on their availability in a designated labor pool. The overall 

success of affirmative action in increasing the presence of minorities and women in 

organizations is undisputed (Stewart, 2005). Public policy and diversity management are 

well-known strategies that increase passive representation, which might eventually 

materialize into active representation. 

This study explored the null, negative, and positive impacts of mentoring on 

Hispanic men. One could argue that conclusions from this study, specifically the 
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causation or correlation of career advancement from mentoring, could form the central 

concepts that propel further public policy and diversity management strategies. Research 

has shown that about 75% of the Fortune 500 companies have some formally specified 

diversity program (Steinhauser, 1998). Among those organizations with workplace 

diversity programs, 92% of hiring managers said their organizations strongly support 

diversity as a goal, and 70% believed that their diversity initiatives positively impact their 

business performance.  

Networks as Vehicles for Career Ascension 

 According to Chanland and Murphy (2018), human resources organizations can 

generate strategies to address the need for diversity in senior-level leadership across 

businesses and have a significant role in growing diverse talent and aiding their 

hierarchical advancement. One approach in the literature is using developmental 

networks as a vehicle for career ascension. Chanland and Murphy offered a framework 

for human resources practitioners to leverage in their quest to propel women and other 

underrepresented groups (collectively referred to as diverse leaders) into their 

organizations' top management ranks and board positions. The model centers on the role 

of optimal developmental networks needed by diverse leaders as a critical resource for 

career ascension. In this dimension, developmental networks are groups of people who 

take an active interest in and action to advance focal individuals’ careers and personal 

growth. 

 Chanland and Murphy (2018) provided characteristics of optimal developmental 

networks for diverse leaders that center on the fit between diverse leaders’ needs and 



28 

network characteristics (structure and content) in light of structural and perceptual 

barriers facing them over time 

Mentoring 

History of Mentoring 

 Mentoring has been broadly defined as a relationship between two individuals 

whereby the more experienced person demonstrates a commitment to providing 

developmental support to the less experienced individual (Kram, 1985). The value of 

mentoring is attributed to the social capital it generates. Social capital is essential to 

career success, and ethnic minorities need it to reach senior leadership levels (Singh, 

2007). People with access to social capital can find better jobs more quickly, are more 

likely to be promoted early, and can receive higher performance evaluations (Krebs, 

2008). Should this be evidenced, even slightly, within this study’s context, it could 

suggest mentoring is as valuable or more when compared to other career-advancing 

factors, such as higher education and networking.  

Traditional and Modern Mentoring  

 In many studies, the conceptualization of mentoring has been what Higgins and 

Kram (2001) refer to as traditional in which the researchers focus on a single or primary 

mentoring relationship or, in aggregate, on the amount of mentoring a protégé has 

received through a series of dyadic relationships throughout the protégé’s career. A 

traditional perspective on mentoring adult development and career theorists has long 

adopted the benefits of mentoring relationships for an individual’s personal and 

professional development (Kram, 1985). A traditional mentoring relationship involves a 

senior person who works in the protégé’s organization assisting with the protégé’s 
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personal and professional development (D. A. Thomas & Kram, 1988). Moreover, the 

mentor generally provides high amounts of career and psychosocial assistance.  

Present research on mentoring has pointed to organization-level factors that affect 

the growth of developmental relationships, such as organizational culture (Aryee et al., 

1996), hierarchical structure (Ragins & Cotton, 1991), and diversity (Ragins, 1997). This 

dimension highlights the need to expand and explore the impact of mentoring amid a 

range of variables to understand its scope and true value. This study sought to explore the 

impact of mentoring on Hispanic executives, including any contextual settings that may 

have latently aided the occurrence.   

Modern Mentoring 

At the core of this dimension are four broad categories of change that affect the 

context in which individuals’ careers unfold and have direct implications for individuals’ 

developmental relationships (Rousseau, 1995).  

First, the employment contract between individuals and their employers has 

changed (Rousseau, 1995). Under increasing pressure to respond to competitive 

conditions and meet customer demands, organizations have had to negotiate and 

renegotiate formal employment relationships and the psychological contracts or shared 

sense of obligations that underlie them (Robinson, 1996). This pressure may weigh 

heavier on one ethnic group over another, affecting the group’s ability to ascend into 

executive leadership. This dimension might affect mentoring in the traditional sense and 

manifested in this study’s exploration of an underrepresented demographic. 

Second, the changing nature of technology has also affected the form and function 

of individuals’ careers and career development. The rapid pace of information and digital 
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technologies has increased the importance of knowledge workers, those with specific 

rather than general competencies (Bailyn, 1993). This dimension provides one primary 

implication concerning the mentoring relationships among this study’s participants. 

Considering that the age of mentors is generally older than that of their protégés and that 

older generations are universally known to struggle more with technology, one could 

adopt the concept that the differences in technological savvy might affect the initial 

chemistry that draws protégés to mentors and vice versa in the initial mentoring stages.   

Third, the changing nature of organizational structures affects the sources from 

which individuals receive developmental assistance. As organizations expand 

internationally, align and collaborate with other organizations in various structural 

arrangements, and conduct so-called virtual business, employees will need to look 

beyond intraorganizational sources to others who can provide them with developmental 

assistance (Higgins & Kram, 2001). This dimension may affect the way mentoring 

relationships are created and maintained. 

Fourth, organizational membership has become increasingly diverse, particularly 

regarding race, nationality, and gender, affecting the needs and resources available for 

development (Blake, 1999). Research on the career development of minorities has 

clarified the benefits of developing multiple developmental relationships that extend 

beyond one’s place of work (Higgins & Kram, 2001). The mentor and protégé candidate 

pool might become less appealing in a highly diverse work setting, considering, as Carver 

and Livers (2002) demonstrated, people, including minorities, choose to mentor those 

who look like them, making it difficult for ethnic minorities to find mentors with any 

influence in the organization. 
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Sources of Mentoring  

Although the traditional definition of a mentoring relationship views the mentor 

as someone from within the same organization as the protégé, Eby (1997) argued that not 

all employees seek mentors from the same source. The need to seek mentors from various 

sources may be particularly relevant for professionals who, to be successful, face the 

need to show allegiance to both their employing organizations and their professions 

(Gouldner, 1957; Raelin, 1985). This is especially true as professionals are heavily 

socialized by their professional discipline to execute their job responsibilities and 

maintain high-performance standards. This is often seen in professionals who, in addition 

to socializing with work colleagues, belong to other social networks such as leadership 

associations for recognition, evaluation, and career mobility (Van Eck Peluchette & 

Jeanquart, 2000). In this instance, the professional creates a balance between loyalty to 

the organization and the professional’s career. 

Life Stages of Mentor Sources 

Given professionals’ career and life stages, mentoring sources may change 

accordingly. Their operational and organizational needs change in tandem with their 

current position, prompting the need for new mentors as the requirements to support 

developmental career growth shift. This adaptation agrees with the contention that 

professionals are also highly mobile at the early career stage and have been socialized so 

strongly toward their profession that it is equally important that they cultivate mentoring 

relationships outside their organizations in their professions and internally (Van Eck 

Peluchette & Jeanquart, 2000).  
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At the midcareer stage, when professionals are often in their 30s and mid-40s, the 

expectations of both the organization and the individual change. Organizations may begin 

to place increasing pressure on the professional to participate in activities that directly 

benefit the organization instead of the profession (Raelin, 1985). Older professionals may 

adjust their aspirations and learn to accept the realities of their bureaucratic organizations 

(Dalton et al., 1977). According to the bureaucratic push and their desire for career 

mobility diminishing over time because of a universally known sedentary lifestyle 

associated with this age group, older professionals are likely to select mentors from 

within the organization. Nevertheless, this phenomenon may be an unintentional push 

into executive leadership. 

At the late-career stage, most professionals are relatively stable in their careers 

and are likely to no longer seek mentors but become mentors themselves (Kram, 1985). 

However, those wishing to cultivate such relationships for career progression purposes 

tend to seek mentors from within their organizations because of the strong commitment 

they are likely to have developed by this point in their careers (Raelin, 1985). These 

stages in mentor cultivation somewhat point to a mentoring life cycle in which mentoring 

utility starts high and diminishes over time. However, they are not exhaustive and do not 

distinguish whether the mentors are informal or formal and why this would be significant 

for the organization and the professional’s goals.  

Types of Mentoring Support 

Types of mentoring support are another characteristic that helps describe 

relationships and distinguish mentoring from other forms of developmental support 

(Crisp & Alvarado‐Young, 2018). Nora and Crisp (2007) offered a framework that 



33 

illustrates four overlapping types of mentoring support: (a) psychological and emotional, 

(b) goal setting and choosing a career path, (c) academic subject knowledge, and (d) role 

modeling. Understanding the types of mentoring support guided this study because it 

explored the perceived impact mentoring has on Hispanic men as they ascend into 

executive leadership. The concepts elucidate what mentoring functions impacted their 

ascension more precisely. 

Psychological and Emotional Support  

Psychological and emotional support can be described as “a sense of listening, 

providing moral support, identifying problems and providing encouragement, and 

establishing a supportive relationship in which there is mutual understanding and linking 

between the student and the mentor” (Crisp & Cruz, 2009, pp. 538–539). This 

emphasizes the support offered through mentorship and could describe how it incited 

inward or outward change in the protégé in leadership development. In leadership 

development, psychological and emotional support may include mentorship for 

leadership empowerment (C. M. Campbell et al., 2012), viewing the protégé as a leader, 

and identifying leadership potential. This way, mentors can provide emotional support 

and empower protégés to develop their leadership.  

Another important aspect of psychological and emotional support is developing 

the protégés’ self-concept and identity by conveying confidence in the protégés’ potential 

and abilities related to leadership (Dziczkowski, 2013; Garcia et al., 2017). In this 

dimension, mentoring provides a pathway for mentors by establishing the leadership 

development needs of their protégés through observation and identification of skills, 
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behaviors, and leadership potential, which facilitates the type and degree of emotional 

and psychological support required to guide them appropriately.  

Degree and Career Support 

Support for goal setting and choosing a career path includes “an assessment of the 

protégé’s strengths, weaknesses, and abilities and assistance with setting academic as 

well as career goals” (Crisp & Cruz, 2009, p. 539). This dimension requires the mentor to 

identify protégé characteristics similar to psychological and emotional support. The 

mentor must be emotionally intelligent and privy to behaviors that illustrate academic and 

career potential when the protégé is incapable of stating these explicitly and clearly. In a 

case involving student protégés, Priest and Donley (2014) suggested that degree and 

career support may include working with a student to develop postgraduation skills, such 

as writing a resume or connecting to professional networks. Providing degree and career 

support is fluid and must be adaptive to environmental or human behavior changes. As 

mentioned previously , this may be more prominent in the career early stage, because 

mobility is a factor to be considered with internal and external mentorship. 

Academic Subject Knowledge Support  

Academic subject knowledge support focuses on advancing knowledge relevant 

to students’ chosen fields and interests with student protégés. This includes supporting 

students’ success and development both in and outside the classroom (Crisp & Cruz, 

2009). In the context of leadership development, mentors who provide academic 

knowledge support may sponsor the student or nominate the student to become a leader 

of an organization or school event (Garcia et al., 2017). Academic support may also 

involve providing professional connections, exploring career interests, networking with 
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potential internship hosts, and apprenticeship opportunities for students (Komives et al., 

2005; Priest & Donley, 2014). The mentor’s role combines subject matter expertise and 

mentorship in this dimension. The mentoring success lies in the mentor’s ability to 

identify and tailor suitable career or academic opportunities with the protégé, hoping that 

the recommendations are accepted and executed.  

Presence of a Role Model  

Role modeling focuses on the ability of the protégés to learn from the mentors’ 

present and past actions and from their accomplishments and areas for growth (Crisp & 

Cruz, 2009). Role models serve as guides and model effective leadership (Komives et al., 

2005) and may encourage protégés to become involved in leadership activities by 

providing an example of what leadership looks like and how ideas may be translated into 

real-life situations (Priest & Donley, 2014). Protégés are likely to mimic the leadership 

identities of their mentors, and this leadership identity development is an outcome of 

mentoring relationships. Komives et al. (2005) described leadership identity development 

as a process of “moving from a leader-centric view to one that embraced leadership as a 

collaborative, relational process” (p. 593). Modeling exemplar leadership qualities begets 

the acceptance and internalization of protégés’ leadership identities. In this dimension, 

mentoring is an instrument through the careful execution of certain behaviors to foster 

change in the protégés.  

 This mentoring model provided a means to classify observations and perceptions 

shared by the participants in this study. This model also fostered probing through 

qualitative interviewing techniques to help illustrate the phenomenon in this context. 

These factors are not mutually exclusive and overlap, requiring the careful analysis of the 
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participants’ perceptions of how mentoring impacted their ascension into executive 

leadership.  

Crucial Mentoring Support for Minorities 

 In D. A. Thomas’s (2001) study, he found that minority executives attributed 

much of their later success to their immediate bosses, other superiors, and peers who 

helped them develop professionally. He argued that minorities’ failure to succeed is due 

to demotivation from seeing others succeed faster than their own. In addition, he 

suggested that minorities’ work performance can drop to mediocre levels, creating 

middle-management plateaus. He found that those minorities who avoided this fate 

eventually credited their success to their mentoring relationships. Last, he suggested their 

mentoring relationships aided in them gaining confidence, competence, and credibility by 

mentors providing crucial support in five ways. 

 First, the relationships open the door to challenging assignments allowing 

minority executives to gain professional competence. Doing so could generate social 

capital otherwise not obtained and aid career advancement. This idea is critical because 

chance alone is not enough to secure ascension into senior-level leadership. Second, by 

putting future executives in high-trust positions, the mentors demonstrate to the rest of 

the organization that these people are high performers thus helping them to gain 

confidence and establish their credibility. Third, mentors provide crucial career advice 

and counsel that prevent their protégés from getting sidetracked from the path leading to 

the executive level. Fourth, the mentors often become powerful sponsors later in the 

minority executives’ careers, recruiting them repeatedly to new positions. Fifth, the 
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mentors often protect their protégés by confronting subordinates or peers who level unfair 

criticism, especially if it has racial undertones. 

 These actions are tangible and provide evidenced ways mentors can provide 

emotional support, empower, and highlight protégés through a strong sponsorship, 

propelling the careers forward through enriched social capital. According to 

D. A. Thomas (2001), this is a crucial period for protégés in middle management to apply 

their existing skills to complex situations, which can help them to demonstrate their 

potential and extend their credibility within the larger organization to later arrive or 

ascend into executive leadership in due time. Furthermore, they can expand their network 

of relationships, including those with mentors, beyond the boundaries of their original 

functional groups (D. A. Thomas, 2001). 

 To distinguish themselves as executive-level material, individuals need highly 

visible successes directly related to the company’s core mission (D. A. Thomas, 2001). In 

addition, ascending into executive leadership is partly due to an individual’s relationship 

with the individual’s executive boss because it aids in helping future executives break 

through to the highest level. According to D. A. Thomas (2001), minority executives 

tended to have a higher proportion of their developmental relationships with the corporate 

elite than White executives. Therefore, one could surmise that this is due to necessity. 

Nevertheless, this dynamic could be distinguishable in relatively homogenous 

organizations (e.g., primarily Hispanic or Black-led organizations). The impact of 

mentoring may vary across contextual environments. Perhaps the impact of mentoring is 

lessened as the necessity decreases because of situational factors. Nonetheless, the crucial 
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support may construct a valuable framework for creating or using mentoring programs 

within all types of organizations.  

Overall Time Spent Together Affecting Mentoring Support 

Because each mentoring function requires a certain amount of time to accomplish, 

one could expect that the more overall time the mentor and protégé spend together, the 

more functions the mentor can provide to his or her protégé. Time spent together includes 

face-to-face meetings, phone conversations, emails, and other correspondence (Weinberg 

& Lankau, 2011). Fagenson (1992) found that mentors who communicated with their 

protégés more frequently provided more vocational, psychosocial, and role-modeling 

support. Wanberg et al. (2003) also identified interaction frequency as an essential 

variable for study in formal mentoring programs. These authors evidenced the positive 

correlational relationship between time spent and mentoring between mentors and 

protégés.  

Weinberg and Lankau (2011) contended that from the mentor’s perspective, time 

spent together mediated the relationship between the two members in the same 

department and the degree of psychosocial support they reported providing. In addition 

and from the protégé’s perspective, time spent together also mediated the relationship 

between being in the same department with the mentor and the protégé’s report of 

vocational support received. Therefore, one could anticipate that the ability of a mentor to 

successfully endow career-related and psychosocial guidance and development and the 

mentor’s ability to act as a role model would likely depend upon the amount of time the 

mentor has to impart these values to the protégé. 
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Unfolding of Mentoring Relationships Over Time 

 According to Kram (1985), and as mentioned previously , mentoring relationships 

unfold over time, following a four-stage sequence: initiation, cultivation, separation, and 

redefinition. Although this sequence has been well documented, it remains largely 

unexamined in the context of formal mentoring programs (Blake-Beard, 2001). 

According to Weinberg and Lankau (2011), given the nature of formal mentoring 

programs, when the “how” and “when” of the initiation stage (Phase 1) begins, the 

separation stage (Phase 3) occurs as “the end of the formal program represents a literal 

push into the separation phase” (Blake-Beard, 2001, p. 338). Thus, the first two stages, 

initiation and cultivation, were particularly significant to this study.  

In the initiation stage, the mentorship forms via members’ initial interactions, 

allowing the protégé and mentor to begin to respect one another as competent individuals 

deserving of their time. Next, in the cultivation stage, the mentor and protégé begin to 

learn more about each other, such as the other’s strengths and capabilities. The 

optimization of mentoring functions is expected to begin once the pair reaches this 

cultivation stage. Thus, it makes sense that at the beginning of a mentoring relationship, 

the time a mentor and protégé spend together may be spent getting to know one another, 

thereby leaving less time to focus on providing mentoring than in later stages in which 

the mentor and protégé are more familiar with one another. Therefore, one may expect 

that earlier in the relationship, time spent together may not predict a mentor’s perspective 

of the mentoring support he or she provides, but as the relationship develops over time, 

the more time the mentor spends with the protégé the higher the mentor’s perception of 

support is to that protégé (Weinberg & Lankau, 2011). This study’s research on the 
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impact of mentoring on the ascension into executive leadership might reinforce this 

concept because the time it takes to reach senior levels is generally over an extended 

period, assuming the mentor is in the protégé's life as a role model across one or more of 

the phases discussed. It might also reveal that this concept is not applicable because of 

the contextual, cultural, or individual characteristics of Hispanic male leaders in LA 

County.  

Gender Composition of the Relationship’s Impact of Mentoring Support Over Time 

 Kram (1983) found evidence through interviews that mentoring functions vary in 

volume as the relationship unfolds over time. Therefore, longitudinal examinations of 

mentoring over time could help confirm Kram’s temporal sequence suggestion. However, 

there is a lack of longitudinal studies of formal mentoring relationships (Wanberg et al., 

2003). Although previous studies have made claims regarding the relationships 

associated with organizational, structured mentoring, most have only considered this 

status at one time (Godshalk & Sosik, 2007). Assuming Kram’s (1983, 1985) discussions 

on how mentoring relationships develop over time are valid and reliable, it is probable 

that the aspects of the relationship and the subsequent mentoring functions change 

accordingly.  

 Over time, strengthening or diminishing variables might contribute to erroneous 

assumptions, weakening research credibility. Subsequently, previous research findings on 

variable associations with mentoring functions may, in fact, not considerthe likelihood of 

variable change or impact over time. In attempts to consider the change in these 

associations over time, Avery et al. (2008) and Turban et al. (2002) theorized and tested 

models of mentor–protégé sex similarity and its impact on mentoring functions 
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throughout the relationship. However, these authors collected all of their data at one time 

via cross-sectional methods, simply comparing longer duration mentoring dyads to dyads 

whose relationships had shorter durations at the time of data collection. Therefore, both 

of these studies were limited in that they did not capture the changes within each dyad as 

the relationships developed over time. 

Furthermore, neither of these studies examined formal, organizationally 

sponsored mentoring relationships. Because formal mentoring relationships often have 

constraints that may affect relationship development differently than informal ones, a 

formal mentoring dyad may experience the continuity of mentoring phases at a 

condensed rate. For example, formal mentoring relationships are generally shorter in 

duration than informal relationships, and the relationship goals are often specified at the 

initiation stage (Ragins & Cotton, 1999). This unfolding of the mentor–protégé 

relationship is absent from past researchers’ findings and provides a pathway for 

longitudinal studies of cross-gender relationships.  

In formal mentoring programs, cross-gender relationships are common despite 

evidence indicating that homogenous pairing might produce better results. This 

occurrence is partly caused by the significant number of women who continue to enter 

the workplace compared with the male-dominated mentoring roles (Noe et al., 2002; 

Ragins & Cotton, 1991). Previous research (e.g., Feldman et al., 1999) has suggested that 

same-gender mentoring dyads produce higher levels of mentoring than cross-gender 

dyads. However, in a more recent study, Sosik and Godshalk (2000) found no difference 

between same-gender and cross-gender mentorship pairing in terms of mentoring 

functions provided and found that male mentor–female protégé dyads produced the 
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highest level of vocational mentoring functions. Contrary to this notion, Appelbaum et al. 

(1994) found that the gender composition of mentoring dyads significantly affects the 

mentoring relationship. A cross-gender relationship of a female mentor–male protégé 

relationship has the least beneficial outcomes (Armstrong et al., 2002). In contrast, 

Ragins and Cotton (1999) found no difference in psychosocial mentoring functions in 

same- versus cross-gender mentoring relationships. Despite these arguments, no 

information includes the variables of age, mentoring phase, or ethnicity, leaving a 

significant gap in the literature regarding Hispanic male mentoring relationships. 

The reasoning behind the theory that gender-matched mentoring dyads may 

produce better results than cross-gender dyads stems from Byrne’s (1971) similarity-

attraction theory, which suggests that people tend to be professionally attracted to others 

of the same gender. Therefore, a mentor responsible for counseling a protégé of the same 

sex is likely to provide an atmosphere of acceptance and confirmation to the less 

experienced individual and may be more comfortable modeling behaviors to this person 

than the mentor would be with a protégé of the opposite gender (Weinberg & Lankau, 

2011). The atmosphere of acceptance and confirmation relates to psychosocial mentoring 

functions whereas the modeling behaviors involve role modeling. Therefore, it is 

expected that same-gender mentoring dyads will produce higher psychosocial and role-

modeling functions than cross-gender dyads. 

Heilman (2001) pointed out that gender-stereotypic perceptions remain in the 

workplace, regardless of the growing number of women assuming various organizational 

roles. Male mentors may be especially prone to such stereotyping because their 

perceptions of women and the male sex role associated with management combine to 
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produce a perception of a woman’s lack of fit (Heilman, 2001). This may affect a 

protégé’s suggestibility and needed impartiality toward the protégé’s ability to provide 

mentoring functions. This clouded judgment could thwart the dyad’s ability to produce 

the desired mentoring outcomes. In addition, Ragins (1997), drawing from sociological 

perspectives on power and minority group relations, proposed that relationships involving 

minority mentors will provide fewer career development functions than relationships 

involving majority members. Notwithstanding, female mentors will still provide more 

mentoring to female protégés than male protégés, even if their total support is not as high 

as male mentors with male protégés (Feldman et al., 1999).  

This concept could manifest itself in this study of Hispanic male leadership in 

ways that challenge this theory. Assuming the organization’s leadership minority are 

males, the “minority” label for women in other contexts (i.e., private sector or vocation) 

might foster a mentor–protégé connection, making a cross-gender relationship equivalent 

to the same-gender dyad as described previously. Furthermore, a similarity in barriers to 

ascending into executive leadership could generate a commonality between female 

mentor–male protégé to produce positive mentoring functions as seen with female same-

gender dyads. In addition, as Kram (1985) described, these relationships will likely 

dissipate over time, regardless of composition or behavior. At the beginning of a 

mentoring relationship, surface-level differences such as gender may play a more 

significant role in the mentoring relationship. Therefore, it is expected that earlier in the 

relationship, homogeneity may have a more prominent role in the support that the mentor 

provides, but as the relationship develops over time, gender composition will have a 
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decreased or entirely nonsignificant impact on the mentor’s perception of support 

provided to the protégé. 

Phases of Mentoring 

Research has identified four phases in the mentoring relationship: instigating the 

relationship between mentor and protégé, developing the mentoring relationship, 

breaking off the mentoring relationship, and the protégé becoming a mentor (Ragins & 

Kram, 2007). If research has shown that many successful leaders have had mentors who 

advised them in their careers (Knouse, 2013) and that mentored individuals earn 

significantly more than nonmentored individuals (Dreher & Cox, 1996), then it would be 

beneficial to explore the impact of mentoring on the ascension of Hispanic men into 

executive leadership, an underrepresented group. Conceptual frameworks emerged 

through the participants’ lived experiences and relevant theoretical frameworks that could 

guide aspiring Hispanic public leaders or give impetus to mentoring programs in target 

areas where diverse organizations are beneficial to serving the surrounding areas better.  

The phases of mentoring theory aided in analyzing data to understand better who, 

what, and when mentoring better suits the needs of aspiring leaders. It prompted 

questions concerning how mentors and protégés meet, whether the mentoring phase 

impacts the degree to which mentoring has on ascension in executive leadership, and 

whether the successful protégé becomes the successful mentor. Some people, particularly 

women and minorities, have less access to mentors than do White males (Ragins & 

Kram, 2007). This problem has them at a disadvantage compared to White males 

competing for executive leadership positions. This is especially significant to Hispanics 

because they are the largest minority group in the United States, and the fastest growing 
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minority, with a rate of 35% yearly (Hall, 2000). Suppose they cannot obtain executive 

positions at a sufficient rate to keep up with this demand. In that case, they cannot 

represent this minority group adequately, lessening the representative and legitimacy 

aspect of governance in the United States.  

Initiating the Relationship 

The first phase in mentoring is establishing a relationship between the mentor and 

protégé. Research has shown that a chemistry between the two people must develop 

(Ragins, 2002). This implies that formal organizational mentoring programs in which 

protégés are assigned to mentors may not work because the relationship is forced; it is not 

allowed to develop independently (Baugh & Fagenson-Eland, 2007). Studies of Hispanic 

professionals have shown that much of their effective mentoring is done by informal 

rather than assigned mentors (Villarruel & Peragallo, 2004). Some diversity experts have 

advised that assigned mentors should only be used as a last resort because of the potential 

problems with this critical chemistry in formal mentoring programs (Ragins & Kram, 

2007).  

In this dimension, it is best for the organizations to produce effective mentoring 

relationships by creating situations in which potential mentors and protégés can meet one 

another and interact to find similarities and common interests upon which to build strong 

relationships such as off-site social events (Johnson, 2002; Ragins & Kram, 2007). In this 

study, the Hispanic men aspiring to ascend into executive leadership benefitted from 

initiating relationships outside of formal mentoring programs or proved otherwise that 

formal mentoring programs are better suited for this demographic.  
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Developing the Relationship 

 The second phase is the essence of mentoring. Once the relationship is 

established, the mentor can provide career-enhancing and psychosocial help (Knouse, 

2013). Research has shown that both of the fundamental mentoring functions are 

important. Minorities who receive only career-enhancing assistance but not help with 

psychosocial function tend to plateau in their careers, perhaps because of a lack of 

confidence resulting from a lack of social support (K. M. Thomas, 2005).  

Career-Enhancing Function of Mentoring  

 This function focuses on the protégés’ career activities (Ragins & Kram, 2007). 

Mentors provide information, advice, protection, sponsorship, feedback, and role 

modeling concerning the protégés’ careers—what behaviors to display or avoid, what job 

experiences to pursue, and which job experiences to avoid, if possible (Knouse, 2013). 

The relationship is transactional, involving the procurement of social capital to further the 

protégé’s career progress. In addition, the mentor can help build the protégé’s network of 

contacts—individuals who can provide valuable information, support, and further advice 

on career development. As previously stated, this factor alone is insufficient without the 

benefits of the psychosocial function of mentoring. This indicates that a comprehensive 

grasp of these concepts in developing the mentoring relationship is critical in 

understanding how to create and sustain a fruitful and impactful mentor–protégé 

relationship.  

Psychosocial Function of Mentoring  

 Mentoring impacts the protégés’ ability to transcend low self-confidence and self-

image, allowing them to reach their true leadership potential. The second mentoring 
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function deals with personal and interpersonal activities (Ragins & Kram, 2007). Mentors 

can serve as sounding boards for the protégés’ ideas. Mentors can give support when 

plans do not materialize or when the protégé makes a mistake or crosses a more powerful 

person in the organization (Knouse, 2013). Mentors can also provide role modeling and 

reinforcement of critical interpersonal behaviors tied to success (i.e., acting in staff 

meetings or handling complex organizational issues). This dimension lends itself to the 

concept that psychological and emotional support can develop the protégé’s self-concept 

and identity by the mentor conveying confidence in the protégé’s potential and abilities 

related to leadership (Dziczkowski, 2013; Garcia et al., 2017).  

Breaking Off the Relationship 

In the third phase, the protégés have benefited all they can from the mentor and 

must go out on their own. This may not be easy if the mentoring relationship has 

developed into a strong bond between the mentor and protégé. Some compare this phase 

to children leaving their parents to establish themselves as adults. The break is necessary 

but may be painful. Although this is a structured mentoring model, it may pose a 

potential problem for Hispanic protégés. Suppose women and minorities have less access 

to mentors than do White males (Ragins & Kram, 2007). In that case, breaking off a 

protégé–mentor relationship at any phase in the mentoring process could negatively 

impact Hispanic male leaders from ascending into executive leadership positions because 

of a lack of social capital from mentoring. In this case, mentoring alternatives such as 

virtual mentoring, professional organizations, peer mentoring, team mentoring, and group 

mentoring are beneficial (Knouse, 2013).  
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Protégé Becoming a Mentor 

The fourth and final phase of the mentoring relationship is the protégé becoming a 

mentor for a new person in the organization. Thus, the mentoring process completes a full 

cycle and begins again with a new protégé. Hispanics prefer to live among other 

Hispanics who share their food preferences, entertainment, religion, and language. Such a 

sense of community reinforces their identity (Parillo, 2011). This collectivism and source 

of self-identity suggest that Hispanic-on-Hispanic mentoring relationships may be most 

appropriate in aiding Hispanic protégés’ ascension into executive leadership at any stage 

in their career. Knouse (2013) suggested that Hispanic mentoring relationships mirror 

family relationships. Hispanic protégés might seek mentors similar to other influenceable 

figures (i.e., father, mother, aunt, and uncle). That said, it would be beneficial for 

Hispanic male mentors and ex-protégés to assume a mentoring role for aspiring Hispanic 

leaders. Whereas Hispanics face many unique problems in mentoring, the Hispanic 

culture provides several unique opportunities for mentoring such as family, community, 

and honor (Knouse, 2013). 

Formal and Informal Mentoring 

 Because of the positive effect of mentoring, many organizations, including 71% 

of the Fortune 500 (Bridgeford, 2007), have adopted or implemented formal mentoring 

programs to generate meaningful developmental relationships. These formal programs 

develop mentoring relationships through the organization’s assistance, establishing 

guidelines that outline how the relationships are formed and the roles and responsibilities 

for those involved (R. J. Burke & McKeen, 1989). However, studies of Hispanic 

professionals have shown that informal rather than assigned mentors do much of their 



49 

effective mentoring (Villarruel & Peragallo, 2004). These formal programs may be 

ineffective in connecting aspiring Hispanic leaders to mentors who could impact their 

ascension into executive leadership. After all, research has shown that chemistry must 

occur between two people to produce a successful mentor–protégé relationship (Ragins, 

2002). Furthermore, as mentoring becomes more formal, research has suggested that the 

level of interaction as well as the quality of information shared decreases (Johnson & 

Andersen, 2009), resulting in fewer long-term advantages for protégés, mentors, and 

organizations when compared to mentoring relationships that develop naturally and 

voluntarily based on perceived competence and interpersonal comfort (Underhill, 2006). 

 However, formal mentoring programs do not leave initiating mentoring 

relationships up to chance. The likelihood that chemistry is generated between two 

people increases as relationships do, regardless of the setting. In addition, research has 

suggested that more time is spent between formal mentoring relationships than informal 

ones. More relationships from willing participants in formal mentoring settings might 

significantly benefit protégés and their career advancement. Nevertheless, studies of 

Hispanic professionals have shown that informal rather than assigned mentors do much 

of their effective mentoring (Villarruel & Peragallo, 2004).  

Formal Mentoring 

The benefits of mentoring relationships extend to organizations when they create 

stronger connections among organizational members or facilitate the development of 

talented individuals (Nemanick, 2000). Not surprisingly, organizations have attempted to 

capture these benefits by establishing formal mentoring programs in which mentors and 
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protégés are matched and supported in their relationships. Ultimately, the program’s 

structures and guidelines are its greatest strengths. 

Initiation, Cultivation, Separation, and Redefinition. According to Kram 

(1988), formal mentoring relationships go through several distinct phases (initiation, 

cultivation, separation, and redefinition) marked by a unique set of issues and challenges 

over time. The initiation phase typically involves the mentor and protégé getting to know 

each other and discussing the expectations of the relationship. In the cultivation phase, 

mentors support protégés to clarify and agree on their goals. In the separation phase, the 

mentor challenges the protégé to be more autonomous. The final redefinition or closing 

stage involves giving and receiving feedback to review progress and bring the formal 

relationship to an end. This structured definition of mentoring phases offers mentors and 

protégés a means to identify mentors and execute a mentoring relationship that although 

artificial is nevertheless a way to benefit from the impact on career development. This 

concept was significant to this study because it revealed what else is impactful from this 

mentoring platform related to Hispanic men and their ascension into executive leadership. 

Klauss’s (1981) research suggested that formal mentor relationships in 

management and executive development programs can be productive and beneficial to 

the individual protégé, mentor, and the organization. Although such relationships 

frequently may not achieve the intensity of the informal, highly personalized mentor 

experiences found in early adult career phases, they nevertheless can have a considerable 

impact on the careers of individuals if given a chance to develop. Klauss’s research also 

provided other significant formal mentoring program findings: the importance of careful 

identification of potential mentors, protégé involvement in the selection of mentors, 
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importance of initial orientation or training, protégé responsibility for the relationship, 

and the need for realistic expectations.  

Importance of Careful Identification of Potential Mentors. Klauss (1981) 

suggested that because evidence of personal commitment to employee development is 

essential and interpersonal skills are necessary to promote openness and mutual trust, 

careful selection of mentors is critical to a successful mentoring program. In addition, 

extensive work experience in key positions at the executive level is equally critical for 

exposing protégés to the type of activities at that level. The dimension prefaces whether 

executive-level mentors are more apt at promoting ascension into executive leadership. 

Protégé Involvement in the Selection of Mentors. Klauss (1981) speculated that 

one of the most powerful messages is the importance of protégé involvement in selecting 

a mentor. Ideally, the protégés should be primarily responsible for selecting their mentor 

within the organization’s mentoring program. This involvement, in turn, builds personal 

commitment to making the relationship work. Research has shown that a chemistry 

between the two people must develop (Ragins, 2002). This implies that formal 

organizational mentoring programs in which protégés are assigned to mentors may not 

work because the relationship is forced; it is not allowed to develop independently 

(Baugh & Fagenson-Eland, 2007). 

Importance of Orientation or Training. Structured training sessions to orient 

protégés and mentors at the start of the management or executive development program 

can provide a sound basis for clarifying expectations and establishing initial patterns of 

interactions, which can develop into a productive relationship. Klauss (1981) stated that 

unless attention is given early on in the relationship to clarifying roles and expectations, it 
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is very likely that ambiguity will continue in regard to the relationship throughout the 

program.  

Protégé Responsibility for the Relationship. Klauss (1981) stated that although 

the mentor and protégé share responsibility for making the relationship work, the protégé 

must ultimately be prepared to initiate or take the lead in ensuring that the relationship 

works out successfully. This dimension might be accurate in both formal and informal 

mentoring relationships. Furthermore, the protégés must communicate their career and 

academic aspirations. Failure to maintain the mentoring relationship might result in a lack 

of information to establish clear expectations.  

Need for Realistic Expectations. Klauss (1981) suggested that it is crucial to 

consider the constraints that generally affect the intensity and personal involvement in 

such relationships. Even when both mentor and protégé have a solid mutual investment in 

the relationship, the realities of work schedules and time pressures are likely to continue 

to impede the relationship. This issue is all the more reason mentors need to be fully 

committed to the relationship; otherwise, the relationship activities might succumb to 

other pressing priorities. With careful planning and attention to the aforementioned 

issues, efforts to make the mentor relationship work can yield considerable benefits to the 

individuals involved and their organizations. 

Formal Mentor Organizational Commitment and Mentoring Support 

 Researchers have examined many correlates to mentor reports of mentoring 

provided. Examples include the relationships between such items as mentor 

demographics (Allen & Eby, 2004; Lankau et al., 2005), previous experience as a mentor, 

mentor dispositional variables, and mentor motives for mentoring. However, little is 
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known about the relationship between mentors’ attitudes and the mentoring functions 

they provide to their protégés (Weinberg & Lankau, 2011). Most studies have focused on 

demographic variables, with a few studies investigating personality and career history 

variables. In addition, the mentoring studies have been informal or a mix of informal and 

formal, which raises questions about the applicability of the findings of informal mentors 

(Weinberg & Lankau, 2011). 

 Seasoned employees are typically recruited as mentors in formal mentoring 

programs to participate in an organizationally sponsored program. One individual 

variable that may play an essential role in determining the extent of mentoring is the 

formal mentor’s level of organizational commitment. Organizational commitment has 

been defined as “the relative strength of an individual’s identification with and 

involvement in a particular organization” (Mowday et al., 1982, p. 27). Employees with 

high levels of organizational commitment are willing to put forth substantial effort for 

organizational purposes (Mowday et al., 1982; Van Scotter, 2000). This effort may be 

toward task and contextual performance, such as volunteering, helping, and endorsing 

organizational objectives (W. C. Borman & Motowidlo, 1997).  

Ragins and Cotton (1999) suggested that mentors who participate in formal 

mentoring programs might have high affective organizational commitment. This notion 

refers to the degree to which an employee identifies with, is emotionally attached to, and 

is involved in his or her organization (Meyer & Allen, 1997). However, no studies to date 

have examined formal mentors’ levels of organizational commitment and the impact of 

that commitment on the mentoring they provide. In this dimension, the theoretical 

mechanism of psychological ownership can help explain why high levels of 
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organizational commitment may result in formal mentors’ desire to provide more 

mentoring functions.  

Psychological ownership reflects a relationship between an individual and a target 

of ownership in which the individual experiences feelings of possessiveness and is 

psychologically tied to the object (O’Driscoll et al., 2006). When individuals feel 

ownership of their organization or its mission, they are likely to experience a heightened 

level of responsibility to contribute to its welfare because membership in the organization 

is associated with their self-identity (Pierce et al., 2003). Mentors who are highly 

committed to the organization may be motivated to provide more functions to their 

assigned protégés because of these mentors’ sense of psychological ownership and 

emotional attachment to the organization than formal mentors who are less committed.  

Therefore, highly committed mentors to their organizations may demonstrate a 

preference for educating less-experienced workers (protégés) to be more competent in 

performing their roles in the organization and appreciate the values for which the 

company stands (Weinberg & Lankau, 2011). Such mentors would likely encourage a 

positive work environment by enlightening their protégés as to how they could 

effectively cope with career-related issues; therefore, highly committed mentors would 

likely be viewed as role model figures to their protégés. 

If true, Hispanic protégés may benefit more from organizationally committed 

mentors; conversely, less committed mentors may hinder the desirable career 

development expected from mentoring relationships. In this paradigm, Hispanic protégés 

might find difficulty identifying and securing a committed mentor because they 

experience a smaller pool from which to select mentors. Mundra et al.’s (2003) study 
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revealed that only 27% of Hispanic males had formal mentors in their present 

organizations. Carver and Livers’s (2002) study demonstrated that people choose to 

mentor those who look like them. This concept may stem from a self-perpetuating lack of 

Hispanic male leadership.  

Informal Mentoring 

Ragins and Cotton (1999) found that informal mentoring relationships were much 

more beneficial to protégés than formal mentoring programs because the two groups of 

mentors provided quite different levels of career guidance and psychosocial support. 

Their results indicated that informal mentors provided more career development 

functions, including coaching, challenging assignments, or increasing protégés’ exposure 

or visibility. Informal mentors also were more likely than formal mentors to engage in 

psychosocial activities, such as counseling, facilitating social interactions, role modeling, 

or providing friendship. Because of these differences, protégés with informal mentors 

were much more satisfied than those with formal mentors. 

 Ragins and Cotton (1999) believed these differences between formal and informal 

mentoring relationships may be due to underlying differences in the structure of the 

relationships. They noted that informal mentoring relationships often develop because 

mentors and protégés readily identify with each other. Nemanick (2000) suggested that 

the mentors may see something of themselves in the protégés, and the protégés may see 

qualities in their mentors that they may wish to emulate. Mentors are likely to select 

protégés they see as having great potential, and protégés are likely to select mentors who 

possess desired expertise or connections in the organization. Furthermore, mentors and 

protégés in informal relationships can be selective about whom they wish to approach for 
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a mentoring relationship (Nemanick, 2000). Carver and Livers (2002) demonstrated that 

mentoring is extremely important for minorities. However, they claimed people choose to 

mentor those who look like them, making it difficult for ethnic minorities to find mentors 

with any influence in the organization. This concept suggests barriers to Hispanic men 

and their ascension into executive leadership through mentorship support. 

One key finding of Ragins and Cotton’s (2000) study was that individuals with 

formal mentors did not gain any career advantages over those who were not mentored. In 

contrast, individuals with informal mentors received higher compensation and 

promotions than nonmentored employees and higher compensation than formally 

mentored employees. This phenomenon may be attributed to the length of informal 

mentoring relationships. Ragins and Cotton posited that formal mentoring programs last 

1 year generally whereas informal mentorships may last for years. Perhaps the lack of 

time does not allow for the impact of mentoring to take effect. 

Consequently, mentors may be less committed to their protégés, and the mentor 

and protégé may never develop an entirely trusting relationship. Finally, formal programs 

tend to focus on short-term career goals instead of the long-term focus of an informal 

relationship (Ragins & Cotton, 1999). This concept might be relevant in this study 

because, as stated previously, Hispanic men often lack the necessary resources to connect 

with mentors at any stage in their careers. The inadequacy of informal mentoring 

programs only exacerbates this. Nevertheless, although such programs cannot duplicate 

the strong relationships that develop informally between protégés and mentors, they are a 

structured mentoring platform and might prove successful in some settings. 
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Parental Mentorship Considerations 

Hispanic Parental Involvement. One of the catalysts of ascending to senior-

level leadership is obtaining formal education beyond high school. Baccalaureate and 

graduate degrees are often the minimum requirements in civil service examinations for 

middle and higher tiered management positions. As discussed previously, Hispanic men 

are not advancing into higher education at the same levels as Hispanic females or other 

ethnic minority groups (Saenz & Ponjuan, 2009). To this point, their female counterparts 

are more likely to be employed in managerial or professional occupations (Mundra et al., 

2003; U.S. Bureau of Labor Statistics, 2012). Mentoring and serving as one’s role model 

may impact the achievement of posthigh school education. Nora and Crisp (2007) 

suggested that parents could serve as mentors and role models and significantly aid 

protégés in academic and career advancement through the following forms of mentoring 

support: (a) psychological and emotional, (b) goal setting and choosing a career path, 

(c) academic subject knowledge, and (d) role modeling.  

Limited research has been done to inform educators of the role of academic and 

occupational aspirations in the lives of Latino youth and their parents (Harrison et al., 

1990). Researchers have suggested that one of the best predictors of academic 

achievement or dropping out of school is youth educational aspirations (Buriel & 

Cardoza, 1988; Hernandez, 1998; Kao & Tienda, 1995; Rumberger, 1983, 1995). 

According to D’Andrade (1995), “Hispanics have lower educational aspirations, despite 

having college recommended at similar rates” as their peers (p. 17). Hispanic parental 

involvement is crucial for establishing aspirations and motivations for children to succeed 
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academically. Parental involvement has primarily been found to correlate positively with 

student academic achievement (Rodriguez, 2002; Trusty et al., 2003). 

Latin American or Hispanic parents commonly engage in their child’s education 

through informal forms of involvement (LeFevre & Shaw, 2012). For example, Treviño 

(2000) showed how parents of high-achieving students in Mexican-origin migrant 

families living in Texas created a supportive home environment for education and 

promoted values of respect, pride, and a sense of ownership. In this case, they achieved 

high in education because their parents offered emotional support, modeled core familial 

values, and motivated them through a sense of ownership. Moreover, López (2001) found 

that parents of Mexican origin instill values of resilience, perseverance, and hard work in 

their children. In this dimension, parents exhibit mentorship and role modeling, which is 

conducive to educational attainment and could be significant in their children’s lives. In 

addition, Kiyama (2010) described how funds of knowledge (e.g., bodies of knowledge 

and skills in a household that have accumulated over time) in Mexican American families 

develop educational ideologies such as college aspirations through social networks and 

cultural symbols. Despite the differences between formal and informal parental 

involvement techniques, LeFevre and Shaw (2012) found both forms positively related to 

student achievement. 

Hispanic Parental Mentors and Financial Resources. Research has suggested 

that barriers undermine Latino parents’ capacity to facilitate their children’s progress 

toward college enrollment (Pstross et al., 2016). Lack of financial resources impacts a 

family’s capacity to support its children at various stages of educational development. 

Turney and Kao (2009) found that socioeconomic factors, including financial resources, 



59 

mediated parental involvement in their children’s elementary school education on the one 

hand and race and immigrant status on the other hand. Data from the National Education 

Longitudinal Study of 1988 determined that eighth-grade students from middle-income 

families benefited more from their parents’ communication with schools than students 

from low-income families (Desimone, 1999). Because parental involvement is conducive 

to educational achievement and higher education is a stepping stone toward senior-level 

public management positions, this creates an additional barrier for children from Hispanic 

immigrant families whose socioeconomic levels tend to be from the lower strata as 

mentioned previously.  

This dimension might be the genesis of motivation to succeed for some because it 

might be perceived as situational attribution of failure, thereby rousing the protégé to act 

in a manner divergent from his parental mentors. Conversely, some children of working-

class Latino immigrants in Los Angeles lose their motivation to advance their studies and 

transition into low-paying vocations because of financial barriers and their lower 

socioeconomic status (Abrego, 2006). In addition, per these concepts, one can deduce 

that children of Hispanic parents from higher socioeconomic levels are less likely to 

grapple with achieving higher education or motivation to succeed academically or 

professionally. This study revealed that parental mentorship is less impactful in this 

paradigm. This study identified whether its participants’ attributions of their parental 

mentors impacted their career advancement positively when applicable.  

Hispanic Parental Mentors and Language Proficiency. Language is critical in 

predicting career success in business (Mundra et al., 2003). In 1996, three quarters of 

Hispanics reported that they spoke English “very well” or “well.” Thus, one fourth of 
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Hispanics do not have a level of English proficiency that permits them to gain access to 

higher paying jobs. The persistence of this problem is related to the continuing influx of 

Latino immigrants since the 1990s. Latino immigrant English language skills are the 

poorest among all immigrant groups (Smith & Edmonston, 1997). The language 

proficiency of parental mentors and its impact on protégés is significant for their ability 

to succeed academically and professionally. Low levels can create a barrier that 

mentoring could eradicate or mitigate reasonably. Conversely, a strong language 

proficiency could demonstrate no barrier, thereby decreasing the impact of mentoring in 

this dynamic. The generational variability among Hispanics is broad and may provide a 

range of observations or findings related to mentorship impact.  

Many immigrant parents’ lack of proficiency in the dominant language negatively 

influences their ability to be involved with their children’s school (Turney & Kao, 2009). 

In this context, Auerbach (2004) suggested that schools should be able to communicate 

with Latino parents both in English and Spanish to help them overcome this barrier. 

Ramirez (2003) found that Latino parents from California claimed to have experienced 

difficulties when they tried to obtain information from teachers about their children’s 

academic performance. Their inability to engage with faculty placed them at a 

disadvantage in providing feedback, guidance, and encouragement to a level 

commensurate with the needs of their children to advance academically. In addition, they 

cannot provide higher educational aspirations to their children to set standards 

proportionate to the need to perform at a level in preparation for college. This is relevant 

because without the ability to mentor effectively, parents are less likely to guide or 

motivate their protégé children to obtain college-level education, lessening their potential 
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to compete for senior-level positions. Equally, the lack of mentorship could drive the 

protégé to succeed despite the situational adversity.  

Parental Educational Aspirations. Role models serve as guides and model 

effective leadership (Komives et al., 2005) and may encourage protégés to become 

involved in leadership activities by providing an example of what leadership looks like 

and how ideas may be translated into real-life situations (Priest & Donley, 2014). In this 

framework, parents’ educational aspirations are likely to be mirrored by their children. 

Parents as mentors are given an opening to guide and encourage their children (protégés) 

to reach educational and professional goals at or beyond their levels. This finding could 

be especially impactful for the children of immigrants and perhaps second- and third-

generation Latinos or Hispanics.   

In Latino cultures, education is commonly valued and viewed as a mechanism to 

prosper economically (Auerbach, 2004; Valencia & Black, 2002). Parents play a 

fundamental role in shaping college aspirations for their children (Henderson & Berla, 

1994; Kimura-Walsh et al., 2009). For example, Delgado-Gaitan (1994) asserted that 

Latino children receive pieces of nurturing advice or consejos from their parents. De la 

Piedra (2010) discovered that Latino parents perceived oral narratives and words of 

advice as a supplement to homework support, which they were not able to provide to 

their children. In this case, parental mentor support is possible in the absence of actual 

guidance but in the form of emotional support. This study sought to identify its 

participants’ perceptions of parental mentoring and its subsequent impact on their 

professional and academic success through an analysis of their lived experiences. In 



62 

addition, it identified findings contrary to these notions to maintain objectivity, increasing 

the study’s credibility.  

Peer Mentoring 

Peer mentoring provides many of the same benefits and functions as conventional 

mentoring. Peer mentoring is an intentional one-on-one relationship between employees 

at the same or a similar lateral level in the firm that involves a more experienced worker 

teaching new knowledge and skills and providing encouragement to a less experienced 

worker (Eby, 1997). Like conventional mentoring relationships, peer mentoring 

relationships can provide protégés with psychosocial support, information, opportunities 

for career strategizing, feedback, and friendship (Kram & Isabella, 1985). Given that 

peers are more numerous than senior mentors, peer mentoring relationships are essential 

because they provide protégés with greater access to mentoring (K. M. Thomas et al., 

2005). This idea is significant because women and minorities have less access to mentors 

than White males (Ragins & Kram, 2007). Kram and Isabella (1985) suggested that the 

mutuality of peer mentoring relationships provides protégés with additional advantages 

not delivered by conventional mentors, such as developing a sense of expertise, equality, 

and empathy. These relationships also tend to last much longer than conventional 

mentoring relationships thus providing the opportunity for continued mentoring across 

stages of one’s life and career (K. M. Thomas et al., 2005). Last, peer mentoring 

relationships are beneficial over conventional mentoring relationships in that there is a 

greater diversity of peers who can serve as mentors compared to the level of diversity 

typically found within the pool of available conventional mentors (K. M. Thomas et al., 

2005).  
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Therefore, peer mentoring may provide more significant opportunities for 

diversified mentoring than conventional mentoring relationships. Given the complexities 

associated with obtaining, maintaining, and generating successful mentoring relationships 

with Hispanics, exploring the significance of alternative mentoring in addition to 

conventional mentoring could yield a valuable means to compartmentalize the impact of 

mentoring across all mentoring platforms. Findings suggested that there are weaknesses 

and strengths within each system concerning this study’s targeted demographic. 

According to Stanton-Salazar (2001), social capital is the value of a relationship 

with another person who provides support and assistance in a given situation. This 

framework helps discuss the impact of mentoring on the ascension into executive or 

senior-level positions because mentors, according to literature, provide assistance and 

support to protégés and serve as a means to enriching their social capital, which in turn 

facilitate their ability to ascend to higher level positions through knowledge and varying 

motivations it provides. However, this qualitative study explored this phenomenon from a 

cognitive level and analyzed the thought processes and perceptions of participants that 

lend themselves to observed behavioral change. The attribution and role model theory 

served as a platform for this analysis. The definition of a mentor is broad and permits the 

inclusion of individuals outside the workplace as discussed in consideration of parents as 

mentors. To further this concept, this study included peers as mentors. They may also aid 

in academic and professional development as a role model or intentionally as a mentor. 

Education achievement is linked to professional advancement, especially in the 

public sector because civil service rules commonly require baccalaureate and graduate 

degrees to compete for senior-level positions. Therefore, consideration of how mentoring 
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aids in motivating protégés employed in public service to obtain such degrees to advance 

professionally is significant. In addition, considering the existing social barriers to higher 

educational attainment for Hispanic males served this study as one of several gauges of 

mentors’ impact on individuals. So, the exploration of peer mentoring in education 

attainment and professional are related.  

Research has suggested that peer mentors represent a necessary form of social 

support to aid students in social and academic integration (Crisp & Cruz, 2009; Rodger & 

Tremblay, 2003). First-generation college students, especially those from underprivileged 

backgrounds, who manage to surmount barriers and matriculate to college, often struggle 

to access beneficial social capital on campus (Prospero & Vohra-Gupta, 2007; Saunders 

& Serna, 2004). Ceballo (2004) suggested that social capital points to the value of 

meaningful relationships for increasing student access, retention, achievement, and 

motivation. In this dimension, a study on the impact of mentoring, including peer 

mentorship, is significant because it shows that mentorship is multifaceted and 

demonstrates how its multiple forms may affect (impact) or motivate individuals in 

various ways.  

Mentoring is an intentional, nurturing, and supportive process (Jacobi, 1991) 

critical for student development in higher education. In higher education, mentoring is 

critical in facilitating the acquisition of social skills and creating a sense of belonging in 

student learning communities (Krause, 2005; Noll, 1997). Therefore, effective mentoring 

should not only facilitate the transfer of academic skills but also provide mentees with 

psychosocial comfort, empowering them with confidence and developing their maturity 

(Redmond, 1990). The value of mentoring is attributed to the social capital it generates. 
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Social capital is essential to career success, and ethnic minorities need it to reach senior 

leadership levels (Singh, 2007). Should mentoring aid in pursuing higher education for 

socially and economically disadvantaged groups, its impact may be observed as more 

significant than those from privileged groups. However, this response is not guaranteed 

and may vary in degree because the perception of lived experiences of Hispanic men and 

social factors vary.  

Yomtov et al. (2015) saw peer mentoring as a process in which a mentor 

“provides guidance, support, and practical advice to a mentee who is close in age and 

shares common characteristics or experiences” (p. 2). This broader definition of 

mentoring includes mentors outside the workplace or academia. Peers may include 

elementary school friends, teachers, priests, and sports coaches. Attribution of success 

and role modeling as a motivation force compelling actors to change their behaviors exist 

in all areas and stages of life. These actors are capable of providing what Nora and Crisp 

(2007) suggested are the fundamental types of mentoring support: (a) psychological and 

emotional, (b) goal setting and choosing a career path, (c) academic subject knowledge, 

and (d) role modeling. 

Attribution Theories and Motivation 

 This study aimed to explore the motivations derived from mentor–protégé 

relationships that encourage positive protégé behavioral changes, ultimately leading to 

changes notably associated with ascension into executive leadership. Attribution theory is 

based on the research of Weiner (1986), Kelly (1980), and the seminal work of Heider 

(1958) in his book The Psychology of Interpersonal Relations. Heider first introduced the 

concept of perceived locus of causality to define the perception of one’s environment. 
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Heider assumed that individuals draw conclusions; people behave like ordinary or naive 

scientists to determine why things happen to themselves or others. In seeking to explain a 

mentor’s behavior, their protégé may look at causes within or outside of that person. 

Specifically, to make assumptions about events, some kind of inference about either the 

person or the environment is made.  

In this dimension, the continuum of causality is attributed to external or internal 

factors. For example, an experience may be perceived as being caused by factors outside 

the person’s control (external) or perceived as the person’s own doing (internal). The two 

factors, when combined, demonstrate the observer’s attribution of the individual’s 

behaviors leading to dispositions, such as successes and failures. Psychologists use these 

attributions to understand better an individual’s motivation and competence (Turban et 

al., 2007). 

Dubinsky et al. (1989) suggested that three basic assumptions are common to all 

theories on attribution:  

1. People try to determine the causes of their behavior and the behavior of others. 

2. Individuals systematically assign causal explanations for behavior.  

3. Attributions that individuals make have consequences for future behavior or 

interactions.  

Herein lies the origin of individual motivation based on attributing causal factors of 

behaviors leading to success and failure.  

Kelley (1967, 1973) extended Heider’s (1958) assertion that individuals have an 

innate need to assign causality to events. Kelley’s (1973) principle of covariant model 

argues that individuals want to know whether their behavior occurs primarily because of 
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their traits or motives, the task or situation, or a combination of the two. According to 

Kelley’s model, individuals use three major dimensions in their attempts to understand 

others’ behaviors: consensus, consistency, and distinctiveness. Consensus concerns 

whether others react similarly to some stimulus or situation as the person being 

considered. For example, suppose an administrator and other administrators fail to 

provide a performance report on time. In that case, the observer is more likely to attribute 

the causality to a situational influence (e.g., a software glitch). If only one administrator 

fails to submit the report in a timely way, the observer will likely attribute the causality to 

an inherent dispositional characteristic or trait in this dimension. Attributional 

consistency concerns whether an individual reacts similarly to the stimulus or situation on 

other occasions. For example, information would be high in consistency when an 

administrator consistently submits reports late. When consistency is high, the observer 

will likely attribute this to a dispositional trait (e.g., poor time organization). Attributional 

distinctiveness refers to whether the individual reacts similarly to other, different stimuli 

or events. For example, information would be highly distinct when an administrator fails 

to submit a report on time for one assignment but is timely with all other reports. When 

the attributional distinction is high, the observer will likely attribute this behavior to a 

situational factor.  

There are several other issues with the attribution theory relevant to this study. 

The variability of dimensions to expected attributions can be a strong model of the 

thought process alluding to human attribution but is somewhat unreliable and seemingly 

susceptible to human subjectivity. For example, high and low consistency can result in 

situational or dispositional attribution. According to Farr (1977), favorable outcomes tend 



68 

to be attributed to the self and unfavorable ones to the environment; therefore, the self 

can be seen as the source of job satisfaction and the environment as the source of job 

dissatisfaction. 

Dispositional and Situational Attribution 

 External attribution, also called situational attribution, refers to interpreting 

someone’s behavior caused by an individual’s environment (Ryan & Connell, 1989). 

Internal attribution, or dispositional attribution, refers to assigning the cause of behavior 

to some internal characteristic, likeability, and motivation rather than to outside forces 

(Myers, 2010). This study expected the outcomes of mentoring relationships to 

demonstrate that protégé attribution of executive-level mentor behavior and actions, 

situationally or dispositionally, contribute to their success, respectively, thereby 

motivating them to behave and act similarly also to attain executive-level positions 

aligning the motion with the outcome observed in the motivation theory of role modeling. 

The two theories are not mutually exclusive and are presented simultaneously for clarity.  

Perceived Causes of Success and Failure 

There are a variety of assumptions, beliefs, data, hypotheses, and theories 

regarding phenomenal causality. This is the attribution of causes and effects in all wakes 

of life (Meding et al., 2020). Weiner (2010) suggested that the focal point of this concept 

concerns inferences about the causes of events and outcomes of achievement-related 

success and failure and the consequences of these beliefs. In turn, associations produced 

between the actor and their attributions are likely to promote behavior through 

motivation. This dimension was the central framework of this study because it 

encourages thought on the mentoring relationship phenomena. Subjective and unique 
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attribution of the mentor’s successes and failures served to deliver some meaning on the 

impact of mentoring on this study’s participant group, providing insight otherwise not 

collected through conventional or universal knowledge. 

Explanations for achievement-related outcomes may be based on reasons or 

causes, which need to be distinguished, although this differentiation is sometimes murky 

and fraught with philosophical intricacies (Weiner, 2010). For example, reasons and 

causes may be situational or suggestive of other social constructs layered on top of often 

subconscious attribution (e.g., “I enrolled in this college course because it is part of my 

major.”). Although true, this fails to explain why this student is attending college 

altogether. Is it because of motivation for financial success as shown by a colleague or 

family member? Or is it to fulfill their parental desires? People typically call forth current 

reasons associated with incentives (costs and benefits) and volitional choice (Malle, 

2004). 

 Attribution theory, however, is centered on causes. Causes are invoked to explain 

outcomes or results, such as success and failure, rather than actions; they are antecedents 

instead of (in addition to) justifications and can apply to intended or unintended outcomes 

and to factors that may or may not be controllable (Weiner, 2010). For example, failing in 

mathematics because of perceived poor aptitude is considered an attribution or a causal 

antecedent rather than a reason, but enrolling in a class to be with a friend is a reason 

(incentive) and is not regarded as a cause (Weiner, 2010). Herein lies a guiding concept 

to mentoring. For example, protégés might say that they became a successful leader 

because their mentor suggested that the value of producing solid social networks is 

essential to their professional development (explanation) but failed to define the cause of 
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the protégés partaking in their wisdom initially. Was it because their mentor was 

perceived as successful, promoting behavioral change (attribution of success)? 

 Functionalism is the thesis that mental states, such as beliefs and desires, are 

constituted solely by their functional role, which means their causal relations with other 

mental states, sensory inputs, and behavioral outputs (Block, 2015). Unlike behaviorism, 

functionalism retains the traditional idea that mental states are internal states of thinking 

creatures. Attribution analyses are considered within cognitive functionalism in that 

future successful behaviors often depend on perceiving the causes of past successes or 

failures (Weiner, 2010). This dimension recognizes that attribution of success and failure 

lies in the actors’ causal beliefs based on their past and present cognitive assertions on the 

meaning of success and failure in varying situational contexts (e.g., success in sports or 

academics). 

 Causal beliefs vary between age groups and cultures and depend on whether the 

causal target is oneself or someone else. Therefore, the potential causes of achievement-

related outcomes are numerous, diverse, and often idiosyncratic. For this, one must be 

wary of generalizations (Weiner, 2010). Nonetheless, sets of causal beliefs appear in 

many contexts. The most common causes of success and failure are aptitude, ability (or a 

learned skill), immediate and long-term effort, task characteristics (such as ease or 

difficulty), intrinsic motivation, teacher characteristics (such as competence), mood, and 

luck (Weiner, 1985, 1986). Furthermore, aptitude (presumed to include ability) and/or 

effort dominate causal beliefs within this delimited list. Hence, one succeeded because 

one is smart and tried hard and failed due to being incompetent and not exerting effort.  
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 Exploring the impact of mentoring in this study will discern the distinction 

between the actor’s causal beliefs on success and failure, identified where they lie on the 

situational and dispositional attribution continuum, and discussed implications on how 

these impacted their unique ascent into executive leadership. Furthermore, this study 

found recurring themes in these beliefs because the participants had some characteristic 

similarities thus providing awareness of peculiarities in this group. This concept was 

significant and relevant to motivation but failed to provide structure for clarity. 

Nevertheless, it introduced the concept that the observers, or actors, use their causal 

beliefs to motivate themselves to change to attain perceived success or succeed through 

avoiding perceived failures. These changes agree with the functionalistic belief that 

human behavior is driven or motivated by its outcomes’ function in society. In this 

dimension, striving to succeed in the workplace might be driven by a desire to fare well 

in a society that values higher socioeconomic status. In this instance, causality to how an 

individual succeeds in this setting enhances the motivation of the actor to behave 

similarly. 

Attributional Motivation 

Aligned with the concepts explained on the perception of successes and failures is 

the seminal work of Weiner (1986) who furthered the framework and outlined how 

attributions may yield behavioral change in the observer by motivation through three 

attributional dimensions: locus of causality, stability, and controllability. Unlike the 

previously discussed concepts, Weiner provided structure to the dimension of attribution 

and motivation. 
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Locus of Causality. The most commonly studied attributional dimension by far is 

the locus of causality, which refers to whether the perceived cause of an outcome is 

internal or external (Harvey et al., 2014). In the case of attributions made for one’s 

outcomes (i.e., self-attributions), an internal attribution occurs when the cause is 

perceived to reflect some characteristic of the person, such as effort or ability. As 

discussed previously, internal or dispositional attribution describes perceived causation 

focusing on individual traits or characteristics without influence from outside, external 

(dispositional) factors. Harvey et al. (2014) suggested that external attributions are often 

perceived outside of the actor’s control. According to Weiner’s (1985) model, this 

attribution inhibits motivation because it is seen as uncontrollable and does not elicit the 

same affective (emotional) response to attribution that is thought to shape behavioral 

reactions to trigger change events. In this dimension, protégés that attribute positive or 

negative dispositional causation to mentor behavior and favor the subsequent outcome 

are more likely to change their behavior in response than those of the situational variety. 

For example, research has shown that the locus of attribution for adverse workplace 

outcomes can influence the choice between passive and aggressive behavioral responses 

(Douglas & Martinko, 2001).  

Stability. The stability dimension of attributions refers to the perceived variability 

or permanence of a causal factor (Harvey et al., 2014). For example, a person’s 

intelligence is typically viewed as a relatively stable factor whereas effort level is more 

variable (Weiner et al., 1971). Unlike the locus of causality, the stability dimension is 

rarely studied separately from other dimensions (Harvey et al., 2014). Researchers have 

often examined the locus and stability dimensions in tandem. This design is logical in 
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that the stability of a cause can attenuate or exacerbate the emotional and behavioral 

responses driven by the locus of the attribution. The more stable a cause is, the more 

likely it is to produce motivation in the observer and vice versa. Perceptions of causal 

stability help shape a person’s expectations for future outcomes, and these expectations 

can soften or amplify the emotional response to a trigger event (Weiner, 1985).  

Suppose a protégé attributes the cause of mentor success to behavior, not effort 

level. In this case, behavior (stable and internal) is more likely to enhance motivation 

than effort level (internal and unstable) because it is perceived as more stable and elicits a 

more robust emotional response. In this dimension, a stronger emotional response to a 

perceived causal attribution and favorable outcomes is linked to an amplified 

motivational trigger. Conversely, adverse outcomes with unstable attributional causes are 

observed to inhibit motivation.  

Controllability. Controllability refers to the extent to which an observer 

perceives the cause of an outcome to be under a person’s volition (Weiner, 1985). Factors 

such as luck and task difficulty are generally perceived to be uncontrollable whereas 

effort and, to a much lesser extent, ability are controllable factors. In this dimension, the 

greater the perceived causal controllability, the more likely it is to enhance motivation. 

Notably, there is an overlap between the controllability and locus and stability 

dimensions. For instance, effort, which is usually viewed as internal and unstable, is most 

often seen as controllable. In contrast, task difficulty, seen as external and stable, is most 

often viewed as uncontrollable. Therefore, controllability has been linked to the same 

affective and leadership outcomes that the other dimensions predict, albeit in a smaller 

number of studies (Harvey et al., 2014).  
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Suppose protégés attribute their mentor’s higher education level to their 

professional success. In this case, obtaining an education is perceived as highly 

controllable and therefore is more likely to enhance motivation. Conversely, attributing 

success to perceived uncontrollable causes is more likely to inhibit motivation. 

Furthermore, subjectivity adds to attribution variability. In the instance discussed, the 

observer may believe that obtaining a higher level of education is less controllable due to 

external factors, thereby inhibiting motivation. In either case, attribution is directly linked 

to motivation in both directions of the motivational pendulum.   

Theory of Role Modeling 

 Role models are often suggested to motivate individuals to set and achieve 

ambitious goals, especially for members of stigmatized groups in achievement settings. 

This finding is especially true for members of underrepresented and stigmatized groups in 

educational and occupational settings. In these contexts, role models are often regarded as 

a cure-all for inequality by the general public, policy makers, and the academic literature 

(Morgenroth et al., 2015). In this dimension, the utility of role models has been examined 

across a wide range of contexts, including how role models might impart core values for 

doctors (e.g., Paice et al., 2002), address the underrepresentation of women in science 

(e.g., Stout et al., 2011), and increase political activism in young people (D. E. Campbell 

& Wolbrecht, 2006). The combined theoretical framework built the study on the impact 

of mentoring through the lived experiences of Hispanic male leaders through their 

ascension into executive leadership.  
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Role Model 

 Merton (1957) referred to role models as individuals in specific roles who serve 

as examples of the behavior associated with these roles. The term role models has 

become widely used both in the general public and academia, with over 400,000 

scholarly articles using this term at the time of this study (Morgenroth et al., 2015). 

Although the term carries multiple meanings, Morganroth et al. (2015) identified three 

common themes among types to aid in understanding the concept for clarity: (a) role 

models as behavioral models, (b) role models as representations of the possible, and (c) 

role models as inspirations.  

According to Komives et al. (2005), role models serve as guides and model 

effective leadership. However, not all role models serve as mentors. Some are willing 

participants who, besides providing guidance and support as mentors, display 

characteristics and behaviors likened to their success and achievements by protégés. This 

notion has been shown to motivate protégés to mimic these behaviors to attain similar 

status and success. Other role models are mere actors on a stage for others to perceive 

and mirror. The latter is a passive form of role modeling but possibly as impactful as the 

former. This study focused on roles related to factors that contribute to career 

advancement, specifically those that stem from mentoring relationships ending in 

ascension to senior or executive-level positions. 

Role Models as Behavioral Models. Numerous definitions suggest that role 

models are those from whom people learn specific skills and behaviors. Kemper (1968) 

defined a role model as someone who demonstrates to the individual how something is 

done in the technical sense. The essential quality of the role models is that they possess 
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skills and display techniques that the protégé lacks and from whom, by observation and 

comparison with their performance, the actor can learn. Similar concepts are found in 

more recent definitions of role models. For example, Ibarra and Petriglieri (2016) 

described role models as successful in a profession and imitated by those attempting to 

assume a professional role. These definitions of role models are similar to Merton’s 

(1957) original definition and focus on the acquisition of skills by emulation. Thus, they 

are similar to Bandura’s (1971) conceptualization of models in his social learning theory. 

This theory concerns the acquisition of skills and the motivational consequences of 

observing another individual. In this dimension, motivation is seen as both a prerequisite 

of role modeling and an outcome. Role aspirants are initially motivated to pursue a 

particular goal, and role models then demonstrate how to achieve this goal. This concept 

includes modeling behavior and cognitive and emotional strategies that may enhance goal 

attainment (Morgenroth et al., 2015). One significant outcome of this dynamic is often 

the measure used for role model effectiveness (Ainsworth, 2010).  

Role Models as Representations of the Possible. Another definition of role 

models focuses on the idea that role models represent what is possible. They demonstrate 

that a potential goal is attainable. For example, Lockwood (2006) suggested that role 

models are individuals who demonstrate the success one may achieve and often also 

provide a template of behaviors needed to achieve such success. This definition includes 

a feature of role models as behavioral models but goes beyond being a mere behavioral 

exemplar to representing future opportunities or prospects (Morgenroth et al., 2015). This 

finding was significant to this study because the participants attribute and value behaviors 

and characteristics from role models as templates for success. However, they were further 
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motivated to succeed because what once was a distant, unfathomable goal is now seen as 

something concrete within their grasp. It appears, and according to this literature, that the 

motivation derived from role models is compounded when behavioral characteristics and 

the manifestation that success is possible because of the success of a role model combine 

to ignite a change in the observer. This perspective could lead to motivational drives for 

success otherwise not obtained for those Hispanic males without role models able to 

demonstrate this level of success.  

McIntyre et al. (2011) described role models as successful members of one’s 

group and added that “when people find themselves in threatening situations, they often 

look to role models for reassurance and inspiration” (p. 301). They suggested that role 

models demonstrate that “I can do this, so you can do this too” (p. 467). In this 

dimension, an observable link between role modeling and mentorship can be made to 

illustrate the overlap between the two paradigms. The overlap of mentorship and role 

modeling appear to function in stride to provide protégés the resources, including 

psychosocial support, to change their behavior as a means to aspire to obtain their career 

goals. However, mentorship and role modeling may function exclusive and 

unaccompanied from one another.  

Role models are often suggested to motivate individuals to set and achieve 

ambitious goals, especially for members of stigmatized groups in achievement settings 

(Morgenroth et al., 2015). The goals in this dimension could be a preexisting goal or a 

new goal the role aspirant had not considered pursuing because it felt out of reach 

(Morgenroth et al., 2015). Observing a role model having achieved a particular goal may, 

under the right conditions, be enough to motivate role aspirants to believe that they too 
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can reach that goal. Representations of the possible role models may thus contribute to 

reinforcing role aspirants’ already existing goals and adopting new goals. This concept 

was relevant to this study because the targeted participants are part of a minority group 

that often lacks access to role models who offer skills needed to reach executive levels 

(Singh, 2007.) Some are challenged with finding means to succeed out of necessity in 

comparison to those from other, more privileged groups, making this study on the impact 

of mentoring significant in the context of the underrepresentation of Hispanic men in 

executive leadership positions.  

Role Models as Inspirations. According to Morgenroth et al. (2015), the third set 

of role model definitions focuses on how role models can influence what role aspirants 

see as desirable and worth striving for. This function of role modeling is not concerned 

with making something desirable appear possible but with making something new 

desirable in the first place. This could be instrumental in career advancement because it 

introduces the participant to concepts, goals, and behaviors otherwise not perceived as 

resources for career success. Gauntlett (2002) defined a role model as someone “to look 

up to and base your character, values and aspirations on” (p. 211). In other words, 

Gauntlett did not describe role models as individuals to look up to because they embody 

their aspirations but rather as individuals on whom to base their evaluation of what makes 

a desirable character trait, value, or aspiration.  

In this dimension, the role aspirants are motivated by valuing their role model’s 

character traits and aims because they differ from their own and are potential avenues for 

career advancement otherwise nonexistent in their resources for success. The role 

models’ status likely reinforces the conviction that their traits contribute to an 
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individual’s success. For example, if a middle manager observes a hard work ethic in an 

executive manager, the middle manager is likely to attribute the executive manager’s 

success to this trait. In this case, the role aspirants are motivated to act similarly to align 

themselves with achieving similar, higher tiered statuses. Conversely, suppose peers 

demonstrate a trait or behavior observed or believed to be the reason they have not 

advanced in their career. In that case, the role aspirant will likely attribute this to his or 

her failure and take measures to avoid demonstrating the observed traits or behaviors. In 

this paradigm, the inspiration from role modeling contributes to the role aspirants’ 

adoption of new goals. It is neither concerned with vicarious learning by role aspirants 

nor concerned necessarily with making an already desirable goal attainable, as seen in the 

previous role model dimensions (Morgenroth et al., 2015). 

Nevertheless, as presented, the concepts do not function mutually exclusively 

from one another. Instead, they overlap and aided me in comprehensively understanding 

the available role modeling theories. This framework enabled the compartmentalization 

of these concepts and permitted a higher ability to understand and present them against 

other theories. This theory gauged the impact of mentoring and facilitated elucidations on 

how much or little particular aspects of mentoring are conducive to career success. 
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CHAPTER 3: METHODOLOGY 

Purpose Statement 

This qualitative study explored Hispanic male perceptions of mentoring and its 

impact on their ascension to executive leadership. The research design consisted of open-

ended interviews with 50 Hispanic male leaders who were purposefully selected from a 

vetting process from the LA County Hispanic Manager’s Association member data sets. 

This process identified who among the group’s members identify as male and Hispanic, 

their education levels, and whether they hold executive or senior-level positions. They 

were also asked to explain whether a mentoring relationship accessed through external or 

internal networks impacted their career advancement by sharing their lived experience. 

Furthermore, new dimensions related to mentoring were expected to manifest 

organically, providing a means to explore the topic further as described in Moustakas’s 

(1994) transcendental phenomenology and analysis procedures.   

This dissertation explored the Hispanic male perceptions of mentoring and its 

impact on their ascension to executive leadership. This topic was essential for two 

reasons:  

• As U.S. businesses expand globally, they will need diverse leaders who can 

understand and relate to various cultures.  

• With the increasing purchasing power of Hispanics, businesses will need Hispanic 

leaders to create effective strategies to capture this emerging market.  
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Research Questions 

 The following research questions guided this qualitative study:  

1. What are Hispanic male perceptions of mentoring regarding their ascension to 

executive leadership? 

2. What impact did mentoring have on their ascension into senior-level leadership? 

Transcendental Phenomenology 

Qualitative research covers a broad range of methods that share a common goal of 

exploring and understanding the meaning people assign to specific problems or social 

phenomena (Creswell, 2011). The transcendental phenomenological approach was 

appropriate for this study because it, according to Moerrer-Urdahl and Creswell (2004), 

provides a systematic approach to analyzing data about lived experiences. It erases the 

Cartesian dualism between objectivity and subjectivity by allowing researchers to 

develop an objective essence by combining the subjective experiences of many 

individuals. It does this by exploring the how and what of a phenomenon shared by the 

participants. Furthermore, the transcendental approach using systemic procedures is 

consistent with the philosophical view of balancing the objective and subjective 

approaches to knowledge and detailed, rigorous data analysis steps (Moerrer-Urdahl & 

Creswell, 2004). This facilitated the possible conclusion of any challenged contentions 

and propelled further study by exploring the meaning of Hispanic men’s lived experience 

as they ascended into executive leadership from a core level. 

According to Stutey et al. ( 2020), qualitative research approaches, including 

phenomenological research methods, allow researchers to explore the meaningful 

experiences that bind a person and the world. Heidegger’s (1927/2011) philosophical 
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analysis focused on human beings’ existence in their world as individuals and within 

their social context. From this standpoint, both world and being are viewed as 

inseparable. Therefore, meaning from this perspective represents the coconstituted ideal 

of being with others in the world in shared humanness and shared interactions 

(Heidegger, 1927/2011). Moustakas (1994) provided a research design that seeks to 

understand human experience and to explore phenomenon and how it is perceived and 

experienced by individuals in the phenomenological event.  

Moustakas’s Transcendental Phenomenology and Analysis Procedures 

Moustakas (1994) embraced the standard features of human science research such 

as the value of qualitative research, a focus on the wholeness of experience and a search 

for essences of experiences, and viewing experience and behavior as an integrated and 

inseparable relationship between subject and object. The transcendental emphasis 

includes these features but “launches” (Moustakas, 1994, p. 22) a phenomenological 

study with the researcher setting aside prejudgments as much as possible and using 

systematic procedures for analyzing the data. Setting aside prejudgments is called 

epoche, a Greek word meaning to refrain from judgment. Thus, the process is called 

transcendental because the researcher sees the phenomenon “freshly, as for the first time” 

and is open to its totality (Moustakas, 1994, p. 34). This factor is critical to understanding 

the impact of mentoring on the participants without bias by identifying the fundamental 

meanings of their experiences. Moustakas theorized the following core processes 

facilitating knowledge derivation: epoche, transcendental-phenomenological reduction, 

and imaginative variation. The methodology of transcendental phenomenology is 

considered in much more detail in the next chapter. 
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Epoche 

 According to Moustakas (1994), the way of analyzing phenomenological data 

follows a systematic procedure that is rigorous yet accessible to qualitative researchers. 

The inquirer describes his or her own experiences with the phenomenon (epoche), 

identifies significant statements in the database from participants, and clusters these 

statements into meaning units and themes. Next, the researcher synthesizes the themes 

into a description of the experiences of the individuals (textual and structural 

descriptions) and then constructs a composite description of the meanings and the 

essences of the experience. This methodology was selected because its systemic 

processes complemented this study’s research topic for exploring and understanding the 

impact mentoring had on Hispanic males’ ascension into executive leadership. 

Transcendental-Phenomenological Reduction  

 Moustakas (1994) described that each experience in the transcendental-

phenomenological reduction is considered in its singularity, in and for itself. The 

phenomenon is perceived and described in its totality, freshly and openly. Variations of 

perceptions, thoughts, feelings, sounds, colors, and shapes completely describe its 

essential constituents. Ultimately, through the transcendental-phenomenological 

reduction, the researcher derives a textural description of the meanings and essences of 

the phenomenon, the constituents that comprise the experience in consciousness, from the 

vantage point of an open self. This procedure permits the compartmentalization of each 

stated lived experience in a manner that encourages in-depth analysis of each experience, 

holding for what might have been influenced from the other experiences. This dimension 

was critical to this study because the experiences and impact of mentoring described by 
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Hispanic men might include themes outside of the readily expected such as 

socioeconomic, cultural, or regionally specific themes (Moustakas, 1994). 

Imaginative Variation  

 According to Moustakas (1994), The imaginative variation follows the 

transcendental-phenomenological reduction, aiming to grasp the structural essences of 

experience. Descartes (1977) presented a forerunner idea to Husserl’s (1977) emphasis on 

free fantasy variation essential to the imaginative variation. He stated that “the intellect 

ought to use every assistance of the imagination, sense, and memory: to intuit distinctly 

… and to correctly unite what is sought after with what is known in order that the former 

may be distinguished” (Descartes, 1977, p. 57). 

 The function of the imaginative variation is to arrive at a “structural 

differentiation among the infinite multiplicities of actual and possible cognitions, that 

relate to the object in question and thus can somehow go together to make up the unity of 

an identifying synthesis” (Husserl, 1977, p. 63). From this process, a structural 

description of the cores of the experience is derived, presenting a picture of the 

conditions that precipitate an experience and connect with it. This component is 

conducive to illustrating how phenomena appear to consciousness. By reducing to only 

what may be observed, identifying all of the cognitions of the experience, and avoiding 

the natural attitude of findings in the epoch, a researcher can begin to view the 

phenomenon from varying perspectives. This is ideal in exploring the impact of 

mentoring because the experiences themselves are subjective, permitting the researcher to 

derive true meaning. 
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Population and Sample 

Based on a vetting process to determine who was an executive leader by county 

definition from a population of Hispanic leaders of a Hispanic-led leadership association, 

it was safe to secure no fewer than 50 participants to ensure an appropriate sample size. 

The vetting process distinguished between executive and middle-management level 

Hispanic leaders. A research study has to have a degree of credibility, requiring the 

researcher to interview enough people to get a good insight into the topic but not so many 

as to lose sight of the topic’s essence. Different textbooks suggest different-sized samples 

for phenomenological research, but in reality, a sample of between six and 20 individuals 

is sufficient (Ellis, 2016). This study, however, aimed to achieve saturation requirements 

by collecting as many participants as possible. In addition, the sample population was 

gathered through a cross-case-studies methodology in which the collection and analysis 

of data stem from multiple examples to increase understanding of a topic or issue 

(K. M. Borman et al., 2006). 

According to Creswell and Creswell (2018), adequate sample size depends on the 

qualitative design being used (e.g., ethnography). A review of many qualitative research 

studies offers some approximate estimates to advance. The narrative includes one or two 

individuals; phenomenology involves from three to 10 individuals; grounded theory 

involves from 20 to 30 individuals; ethnography examines a single culture-sharing group 

with numerous artifacts, interviews, and observations; case studies include about four to 

five cases. Although this is convenient, this study employed the idea of saturation, which 

comes from the grounded theory. Charmaz (2006) suggested that one stops collecting 

data when the categories (or themes) are saturated or when gathering new data no longer 
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sparks new insights or reveals new properties. When this occurs, a research design has an 

adequate sample (Charmaz, 2006). 

The study aimed to identify willing participants from as many departments as 

possible. One advantage of cross-case analysis is that it allows for a “greater opportunity 

to generalize across several representations of the phenomenon,” which may be more 

compelling to a reader than the results from a single case (K. M. Borman et al., 2006, 

p. 123). Therefore, by applying a cross-case approach, the study attempted to strengthen 

the potential transferability of the study to other aspiring Hispanic male leaders.  

Instrumentation 

Xu and Storr (2012) contended that qualitative researchers must learn how to 

effectively develop themselves into a research instrument capable of collecting rich data 

and developing a nuanced and complete interpretation congruent with the philosophical 

underpinnings of the research and reflective of the complexity of the stated issue. The 

instrument in this study was the researcher, and I employed qualitative interviews to 

gather the study’s data. Qualitative research is not part of statistical analysis because the 

results cannot be tested to see whether they are statistically significant. As a result, 

findings cannot be extended to a broader population. Notwithstanding, the data’s quality 

should be at a level that encompasses what is required for the study. Questions should be 

semistructured and open-ended to afford the collection of data that genuinely connect the 

participants and their meaningful experiences to the underpinning theoretical framework 

for in-depth analysis.  
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Data Collection 

The data should be collected in 1 to 2 months to ensure that they do not age or 

mature to prevent misinterpretation or produce undesirable biases. Qualitative data age 

quickly because reality and society are perceived as fluid and ambiguous environments. 

Therefore, their subjectivity may change among participants and adversely skew the 

study’s results. For this study, these semistructured qualitative interviews took place 

online. In addition, 90 min were allotted for each interview. For this, I collected data in a 

timely manner.   

The interview questions for this study were as follows: 

1. Highest level of education, income, region, professional role, title?  

2. Describe your journey to reach senior leadership. Describe individuals, events, 

and things that helped you along your way. Please start at the beginning of work-

life to now. 

3. Did you have any formal or informal mentors? Identify the three most impactful 

mentors, if possible. 

a. If so, where did you meet?  

b. Was it part of a formal mentoring program? 

c. Or was it an informal mentor? 

4. Which mentoring relationship was most impactful in your career development and 

why?  

a. How did it impact your ascension into executive leadership, specifically 

(provide examples of characteristics that resonated with you)? 

5. Describe in your own words how and why you feel this impact occurred.  
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6. Describe in your own words what drew you to this person. Describe the chemistry 

at the beginning and end of the relationship.  

7. Describe the general nature of your communication with your mentor (i.e., 

frequency, quality, and intent).  

8. What phase in your career did you meet your mentor(s)? Initial, middle, or senior-

level leadership?  

Institutional Review Board 

This section discusses the IRB protocol this study followed to protect the rights 

and welfare of the participants involved in this research. It also describes the process for 

obtaining informed consent from the participants and the procedures for contacting 

participants to schedule the interviews. Finally, a synopsis of each participant’s personal 

history is included for background context.  

IRB Process  

Before initiating the interviews, I obtained approval from the IRB. The IRB 

process is needed to safeguard study participants’ privacy, confidentiality, rights, and 

privileges and protect them from possible physical or psychological harm. Following 

Creswell’s (2011) guidance and the university IRB requirements, this study ensured that 

(a) participants and gatekeepers understood the potential impact of the research, (b) 

participants were aware that any possible harmful or intimate information disclosed 

during the interview would be kept confidential and protected, and (c) participants were 

treated with dignity and respect. I also informed the participants that they had the right to 

withdraw from the study at any time. 
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I obtained the participants’ verbal commitment to participate in the study and 

emailed subject consent forms to ensure they understood  

• the study’s purpose, 

• that participation was voluntary, 

• the risks and benefits of the study, 

• that their identities would be protected, 

• who would have access to the information, and 

• how their information would be safeguarded. 

To ensure full disclosure in the research, I reviewed the consent form with each 

participant before the interview and fully explained the consent process. After the 

participants agreed to the terms, they signed the consent form, and I provided them with a 

signed copy of the document. 

IRB Research Description 

As part of the Expedited Research IRB Application, I completed the required 

questions to prove that the research design was eligible for an expedited application. The 

study qualified for Expedited Review (National Archives and Records Administration, 

2023) because it presented no more than minimal risk, did not involve any vulnerable 

populations (i.e., children, prisoners, individuals with impaired decision-making capacity, 

and/or economically or educationally disadvantaged persons), and involved the 

following:  

• Collecting data from voice, video, digital, or image recordings is made for 

research purposes. 
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• Research is on individual or group characteristics or behavior (including, but not 

limited to, research on perception, cognition, motivation, identity, language, 

communication, cultural beliefs or practices, and social behavior), or research 

employing survey, interview, oral history, focus group, program evaluation, 

human factors evaluation, or quality assurance methodologies. 

• Research is involving materials (data, documents, records, or specimens) that 

have been collected, or will be collected, solely for nonresearch purposes (such as 

for medical treatment or diagnosis). 

The responses included the research title, a brief abstract, the research questions, 

the intended population and sample, information consent confirmation, data collection 

instruments and procedures, and the plan to ensure the participants’ privacy and 

confidentiality, including data protection. 

Data Analysis 

The study’s research design analyzed the data as set by Moustakas (1994) using 

the following methodology sequence: 

• creating an epoche,  

• creating a transcendental-phenomenological reduction catalog, and 

• using imaginative variation to grasp the structural essences of lived experiences. 

Doing this produced the experience themes and units, which were used to explore the 

phenomenon of mentoring and how it might impact the participants’ ascension into 

executive leadership.   
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Bracketing 

Coding is the process of organizing the collected data by bracketing text or image 

segments and writing a word representing a category in the margins (Rallis & Rossman, 

2012). It involves taking text data or pictures gathered during data collection, segmenting 

sentences or paragraphs or images into categories, and labeling those categories with a 

term, often based in the actual language of the participant (Creswell & Creswell, 2018). 

This study used this attempt to find relevant themes to understand better the participant’s 

lived experience. 

An extensive research endeavor on an emotionally challenging topic can infuse 

the researcher with its inherent challenges, render continuing research an arduous 

endeavor, and in turn, skew the results and interpretations (Rallis & Rossman, 2012). 

Bracketing is a method used by some researchers to mitigate the potentially harmful 

effects of unacknowledged preconceptions related to the research and increase the rigor 

of the project (Tufford & Newman, 2012). Given the sometimes close relationship 

between the researcher and the research topic that may precede and develop during 

qualitative research, bracketing is also a method to protect the researcher from the 

cumulative effects of examining what may be emotionally challenging material. In this 

study’s instance, the author is Hispanic and male and employed any devices to prevent 

bias to increase the credibility and reliability of its data analysis.  

Although bracketing can mitigate adverse effects of the research endeavor, it also 

facilitates the researcher reaching more profound levels of reflection across all stages of 

qualitative research. This includes selecting a topic and population, designing the 

interview, collecting and interpreting data, and reporting findings. The opportunity for 
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sustained, in-depth reflection may enhance the perception of the research and facilitate a 

more profound and multifaceted analysis and results. 

Generating a Description and Themes 

This study used the coding process to generate a description of the people and 

categories or themes for analysis. The description involves a detailed rendering of 

information about people, places, or events in a setting. It also uses coding to generate a 

small number of themes or categories—five themes are appropriate for this study. These 

themes appear as major findings and headings in the findings section in Chapter 4. They 

display multiple individual perspectives and be supported by diverse quotations and 

specific evidence.  

Limitations 

One limitation of the study was that it was conducted in a single metropolitan area 

in Los Angeles, California, where most of the population was of Hispanic descent. 

Because this location comprised a high concentration of Hispanic leaders in political, 

economic, and social positions, participant experiences may differ from Hispanics who 

live in other areas of the country that are predominantly non-Hispanic.  

However, a detailed description of the contexts of the participants’ perspectives 

mitigated this limitation and enabled potential transferability. Care was taken to 

recognize these situations and ensure the participants fit the standards that supported the 

purpose and intent of this study. Another limitation of the study was that the pool in 

which the participants were selected was nonexhaustive. With approximately 600 

members, the Los Angeles County Hispanic Managers Association’s (LACHMA) 

voluntary membership might not capture all Hispanic executive leaders in LA County. 
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Nevertheless, the professional relationships created in the organization might prove 

beneficial to this study because they are fruitful given the current board–member 

structure. This happenstance might have mitigated the limitation and promoted 

participation among Hispanic male members.  

Summary 

This qualitative study aimed to explore the perspectives of Hispanic men who 

successfully reached senior leadership positions through mentorship. The study protocol 

consisted of open-ended interviews with male Hispanic senior-level leaders. This 

information was used to provide insights into helping to develop future executive leaders 

within public organizations amidst Hispanic communities. The participants were 

protected through strict adherence to the guidelines set forth by the IRB and the use of an 

ethical approach, confidentiality, protection of data, and proper disposition of records. 

The vetting process for participants determined who was an executive leader by 

county definition from a population of Hispanic leaders from a Hispanic-led leadership 

association (Los Angeles Hispanic Managers Association). This study secured no fewer 

than 50 participants to ensure an appropriate sample size. The vetting process 

distinguished between executive and middle-management level Hispanic leaders.  

The interviews were recorded with a target timeframe of between 60 and 90 min 

per interview session consisting of open-ended questions and included follow-up and 

probing questions as necessary. The study’s research design analyzed the data as set by 

Moustakas (1994) using the following methodology sequence: 

• creating an epoche,  

• creating a transcendental-phenomenological reduction catalog, and 
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• using imaginative variation to grasp the structural essences of lived experiences.  

Doing this produced the experience themes and units that were used to explore the 

phenomenon of mentoring and how it impacted the participants’ ascension into executive 

leadership.   
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CHAPTER 4: RESEARCH, DATA COLLECTION, AND FINDINGS 

Overview 

Chapter 4 begins with a brief overview that includes the major categories of the 

chapter. The study explored the phenomenon of the impact of mentoring as it related to 

the two research questions: “What are Hispanic male perceptions of mentoring regarding 

their ascension to executive leadership?” and “What impact did mentoring have on their 

ascension into senior-level leadership?” The aim of the study was to address the issue of 

the underrepresentation of this group in senior-level positions in all sectors. The literature 

provided did not explicitly extend to this group and failed to address the issue. This study 

presented how and why the data were collected and identified patterns or themes to 

exemplify nuances on the impact of mentoring otherwise not captured.  

The data collected in this qualitative, phenomenological approach were organized 

in a manner conducive to an in-depth analysis to explore the meanings of lived 

experiences by the participants. The themes manifested organically are organized 

logically to present the findings to be discussed in the next chapter. The study captured 

detailed information about the observer’s perceptions, thoughts, and feelings about the 

phenomenon. In this framework, emphasis is on the human experience—interpreting the 

phenomenon, thereby producing finite knowledge on the human subject (e.g., self, self in 

society, and self in the conflict theory). The study employed Moustakas’s (1994) 

transcendental phenomenology, and analysis procedures methodology was selected to 

reinforce the study data’s integrity and reliability and remove undesirable bias.  
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Purpose Statement 

This qualitative study explored Hispanic male perceptions of mentoring and its 

impact on their ascension to executive leadership. The research design consisted of open-

ended interviews with Hispanic male leaders who were purposefully selected from a 

vetting process from the LA County Hispanic Manager’s Association member data sets. 

This process identified who among the group’s members identify as male and Hispanic, 

their education levels, and whether they hold executive or senior-level positions. They 

were also asked to explain whether a mentoring relationship accessed through external or 

internal networks impacted their career advancement by sharing their lived experience. It 

focused on their perception of their mentoring experiences and how that positively shifted 

their career trajectory through various devices, including motivation, confidence, 

valuable knowledge, and a change in mindset where applicable. Furthermore, new 

dimensions related to mentoring were expected to manifest organically, providing a 

means to explore the topic further as described in Moustakas’s (1994) transcendental 

phenomenology and analysis procedures.   

Research Questions 

The following research questions guided this qualitative study:  

1. What are Hispanic male perceptions of mentoring regarding their ascension to 

executive leadership? 

2. What impact did mentoring have on their ascension into senior-level leadership? 
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Research Methods and Data Collection Procedures 

Population and Sample 

A purposeful sample of male Hispanic senior leaders employed with LA County 

were selected. This population was chosen for this study (impact of mentoring) because 

they were “information rich and illuminative and offered a useful manifestation of the 

phenomenon of interest” (Patton, 2002, p. 40). Among chief executives of all U.S. 

organizations in the public and private sectors, 29.3% are women, 4.3% are African 

American, 5.4% are Asian, and 7.4% are Hispanic (U.S. Bureau of Labor Statistics, 

2013). Structural inequalities such as lack of mentoring, poor English skills, or 

discrimination prevent minorities from reaching the top levels of leadership, and many of 

them with high leadership potential abandon promising careers (Mundra et al., 2003; 

D. A. Thomas, 2001). The existing gap in the literature on Hispanic males and 

mentorship drove this study. The phenomenon of the impact of mentorship is significant 

because it is attributed to the social capital it generates. Social capital is essential to 

career success, and ethnic minorities need it to reach senior leadership levels (Singh, 

2007).  

According to Creswell and Creswell (2018), adequate sample size depends on the 

qualitative design being used (e.g., ethnography). A review of many qualitative research 

studies offers some approximate estimates to advance. The narrative includes one or two 

individuals; phenomenology involves from three to10; grounded theory involves from 20 

to 30; ethnography examines one single culture-sharing group with numerous artifacts, 

interviews, and observations; and case studies involve about four to five cases. Although 

this is convenient, this study employed the idea of saturation, which comes from the 
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grounded theory. Charmaz (2006) suggested that one stops collecting data when the 

categories (or themes) are saturated or when gathering new data no longer reveals new 

insights or reveals new properties. When this occurs, a research design has an adequate 

sample (Charmaz, 2006). 

The study aimed to identify willing participants from as many departments as 

possible. One advantage of cross-case analysis is that it allows for a “greater opportunity 

to generalize across several representations of the phenomenon,” which may be more 

compelling to a reader than the results from a single case (K. M. Borman et al., 2006, 

p. 123). Therefore, by applying a cross-case approach, my attempt was to strengthen the 

potential transferability of the study to other aspiring Hispanic male leaders. 

Professional Organization  

LACHMA (n.d.) was the vehicle for gaining access to this group. Comprising over 

600 members, the association facilitates training and networking opportunities to enhance 

career development. LACHMA also participates in various activities and discussions 

with key county executives and elected officials regarding issues impacting Hispanic 

employees and the Hispanic community at large. LACHMA was formed in 1980 by 

senior LA County Hispanic managers employed in various county departments. During 

its 42-year existence, the association continued to have as its primary goal upward 

mobility for Hispanic employees in general and Hispanic managers in particular 

(LACHMA, n.d.). 

According to Knouse (2013), in the business world, many successful companies 

support the creation of Hispanic organizations within the firm to provide encouragement 

and resources for professional development of Hispanic employees. Diversity 
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management experts recommend in-house minority organizations supporting minority 

mentoring and networking (D. A. Thomas, 2001). For example, the Hispanic Bar 

Association provides services linking Hispanic mentors and protégés. Mentors are willing 

to take on the additional effort because they feel they are paying back those who helped 

them (The ABA’s Communications Division, 2011). Professional organizational 

mentoring shows that inclusion and belonging are significant attributes that protégés 

acquire from professional organizations (Knouse et al., 2005). These traits fit nicely with 

the sense of community that many Hispanics desire. Selection from LACHMA was 

relevant to this study because many are Hispanic and may have been mentored through 

their affiliation with this organization. The likelihood of experience with mentoring 

yielded enhanced data to explore the intended phenomenon. However, participation with 

the same mentors from the same pool could produce stale results, limiting the study to a 

very narrow population.  

The vetting process on determining who from a population of Hispanic leaders 

from LACHMA is a senior-level leader by county definition was accessed through 

approval by its president. The sample goal was to secure no fewer than 50 participants to 

ensure an appropriate sample size. The vetting process distinguished between the 

executive and middle-management level Hispanic leaders. A research study has to have a 

degree of credibility, requiring the researcher to interview enough people to get a good 

insight into the topic but not so many as to lose sight of the topic’s essence. Different 

textbooks suggest different-sized samples for phenomenological research, but in reality, a 

sample of between six and 20 individuals is sufficient (Ellis, 2016). However, this study 

aimed to achieve saturation requirements by collecting 50 participants. In addition, the 
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sample population was gathered through a cross-case studies methodology in which the 

collection and analysis of data stem from multiple examples to increase understanding of 

a topic or issue (K. M. Borman et al., 2006). 

Per LACHMA Bylaws (Appendix A), becoming a member, associate member, or 

affiliate member of LACHMA entails submitting an application and meeting the 

following criteria: (a) must be 18 years of age or older and (b) must be of good character 

and dedicated to the purposes of this organization. The three membership tiers are 

distinguished from one another through the following characterizations: 

Members - shall consist of qualified County or special district management 

personnel. Such membership shall include: 1) Department Heads 2) Other 

personnel recognized as management by the Department Heads or the Board of 

Directors of the Association as defined in Section 5.02 of these Bylaws. 3) 

Retired members who wish to continue their participation in the Association. 4) 

Honoree members approved by the Board of Directors (no vote). (LACHMA, 

n.d., p. 3) 

Associate Members - shall be those persons currently employed in a County 

department or special district in an administrative staff or professional position 

not otherwise defined as a manager by these Bylaws. (LACHMA, n.d., p. 3) 

Affiliate Members - are those persons who support the goals and objectives of the 

Association but may not vote or hold a Board office. (LACHMA, n.d., p. 3) 

This study recruited only actively employed members holding the senior-most 

classifications to ensure that the data collected were current and valuable to explore the 

mentioned phenomenon to the extent possible thoroughly.  
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Vetting Process  

I obtained approval from LACHMA President Robert Meneses through a signed 

research agreement form stemming from this study’s IRB proposal review process 

whereas he agreed to allow me to recruit participants from its membership data set for the 

study Lived Experience of LA County Hispanic Male Leaders: Impact of Mentorship on 

Ascension into Executive Leadership (Appendix B).  

In response to an emailed request, Robert Meneses provided a Microsoft Excel 

document containing a data set with the candidate’s first and last names, employee 

numbers, classifications, and work email addresses. I created additional columns to aid in 

identifying senior-level leaders based on a combination of county salary schedules 

indicative of senior-level management and classifications requiring participation in the 

Management Appraisal and Performance Plan (MAPP) Tier I and Tier II salary structures 

(County of Los Angeles, 2022).  

By definition, the participants of Tier I and Tier II MAPP are executive and senior 

management. Identifying participants from this study’s population ensured that only 

senior-level and executive management were included. The purpose of the MAPP is to 

improve the county’s ability to employ executive, senior management, and management 

employees; to evaluate and compensate those employees for the contributions they make 

toward achieving county and department priorities; and to motivate them to excel and 

achieve high efficiency, reduce costs, realize expected revenues, and deliver quality 

services to county residents (County Code of Ordinances, 2022). The salary range for 

Tier 1 participants is from $4,745.71 to $41,870.20 monthly. Tier II participants’ salary 

range is from $4,745.71 to $23,064.06 monthly. 
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Additional participants were added if their classifications met the following 

definition of an executive or senior-level leader: executive or senior-level leadership is 

defined as that set of activities directed toward the development and management of the 

organization as a whole, including all of its subcomponents to reflect long-range policies 

and purposes that have emerged from the senior leader’s interactions within and 

interpretations of the organization’s external environment (Zaccaro, 1996). Barnard 

(1938) added that organizations emerge when senior-level leaders agree to coordinate 

their activities collectively to achieve a common purpose. Organizations derived their 

vitality from the participants’ willingness to cooperate for a collective purpose and from 

the quality of communication among participants who further this cooperation. These 

broad descriptions permitted me to include senior-level participants who, although they 

served in a capacity commensurate with senior leadership, were not required to 

participate in the county’s MAPP program.  

Six participants were identified as non-MAPP and asked to participate in this 

study. Their classifications were as follows: Human Services Administrator III, Health 

Program Analyst III, Administrative Services Manager II, and Senior Staff Analyst. Their 

responsibilities met the senior-level criteria as per the classification specifications shown 

on the county human resources department website: 

Human Services Administrator III - Incumbents in these positions are responsible 

for directing the development or administration of an income maintenance, social 

service, specialized accounting, fiscal or other program section, or for providing 

direct staff assistance to department directors. Positions allocable to this class 

typically report to a high-level administrator and are responsible for the direction 
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of either the development of policies and procedures to implement major 

departmental aid or service programs, or for the administration of such programs. 

The salary for this classification is $9,950.28 - $13,409.36 Monthly. (County of 

Los Angeles, n.d., Class Specifications website database) 

Health Program Analyst III - This is the senior-/supervisory-level class in the 

Health Program Analyst Series. Positions allocable to this class are located in the 

department of Mental Health and Public Health and typically report to and receive 

general direction from a program administrator/manager or higher. Positions are 

distinguished either by responsibility for supervising a team of analysts and other 

technical and support personnel in the development, implementation, 

administration, and evaluation of a large program, or by non-supervisory 

responsibility for these activities for a small program. The salary for this 

classification is $9,241.00 - $12,452.10 Monthly. (County of Los Angeles, n.d., 

Class Specifications website database) 

Senior Staff Analyst, Health - Positions allocable to this class are restricted to 

Department of Health Services administration and are distinguished by their 

responsibility for supervising professional employees in the research, analysis, 

and preparation of recommendations regarding the use and deployment of 

resources and the implementation and improvement of operations and programs 

having department-wide impact. They supervise a team of analysts providing 

technical and consultative services to management in major health service areas. 

The Salary Range for this classification is $9,241.00 - $12,452.10 Monthly. 

(County of Los Angeles, n.d., Class Specifications website database) 
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Administrative Services Manager II - Positions allocable to this supervisory class 

are located in the central administrative office of a line department, receive 

general supervision from a higher-level supervisor or manager and are responsible 

for supervising a unit of analysts performing a full range of difficult to complex 

analytical assignments within functional areas such as human resources, contracts, 

budget, finance and other closely related administrative functional areas. These 

positions may be allocated to major, complex administrative services divisions 

where they function in a lead or project management capacity with responsibility 

for providing guidance and direction to staff on the most specialized, complex and 

difficult analytical assignments which impact major departmental programs and 

administrative operations, or central agency departments, where they are 

responsible for providing technical expertise and guidance to administrative staff 

in County line departments on highly complex issues and problems associated 

with their area of expertise. The Salary Range for this classification is $7,605.46 - 

$10,249.00 Monthly. (County of Los Angeles, n.d., Class Specifications website 

database) 

Not all LACHMA members identified as Hispanic or Latino; however, all who 

did agree to participate in this study were partly or wholly Hispanic or Latinx. One 

delimitation of this study was that no boundaries were set for Hispanic types. Instead, the 

study grouped all Hispanic groups into its sample pool by design. The variability of a 

Hispanic or Latinx background was substantial. I purposefully failed to narrow the 

sample group to one Hispanic group because the population and sample were affected by 

the lack of Hispanic men in county leadership positions. A major difficulty lies in the 
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wide range of ethnic cultures included in the term Hispanic. These groups are not 

necessarily homogeneous. There are differences among Hispanics who are Mexican 

Americans, Cubans, Puerto Ricans, Central Americans, and South Americans despite the 

commonalities of language, religion, and family norms (Macias, 1994). This study would 

have been adversely affected by limiting it to, for example, second-generation Hispanic 

men of a Central American background.  

I received 627 LACHMA member names from the data set. A total of 196, or 

31%, were identified as men, and 431, or 69%, were identified as women. Of those 196 

men, only 69 held classifications appropriate for this study at the time of the data pull. 

Eleven participants agreed to be interviewed by responding to my email and signing all 

required forms. 

Recruitment and Interview Platform 

 All 69 potential participants received an email from me that informed them of the 

nature of the study in the hopes that they would be willing and voluntary participants. 

The language used to do this was noncoercive and clear and concise as to the procedure 

to ensure that transparency, confidentiality, and data integrity were of utmost importance 

in this study. To ensure voluntary participation free from intentional or unintentional 

pressure, all prospective participants received the same email by including all their emails 

in Microsoft Outlook’s blind carbon copy, or bcc, address line to ensure that no recipients 

were aware of who else received the email (Appendix C).  

 The qualitative interviews were conducted virtually to promote participation in 

light of any fear of transmission of COVID-19 or any of its variants. Participants were 

asked to provide at least three dates and times that worked for them to be accommodating 
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and respectful of their work schedules. Some interviews were conducted past 6:00 p.m. 

and on weekends to ensure that interviews were uninterrupted and conducive to 

collecting enriched qualitative data. Moreover, the email included an informed consent 

form (Appendix D) to ensure that the IRB protocol was followed. This form provided 

another overview of the study. It also outlined the steps for all participants, including 

what they would be asked to do, risks and discomforts, benefits, and the confidentiality 

and security of the data collected. The participants’ signatures consented to advance in 

the data collection portion of the study. All forms were labeled and archived in a cloud-

based folder.  

Interviews 

The principal instrument for data gathering for the study was a structured, open-

ended interview digitally recorded for later coding and analysis. A voluminous amount of 

information, approximately 40 hr of recorded interview material, 120 hr of transcription, 

and 75 pages of written data were reduced to patterns, categories, and themes and then 

interpreted using the technique of coding and bracketing according to Moustakas’s 

(1994) transcendental phenomenology framework. The interviews lasted an average of 

50 min to 1 hr and 20 min, with the longest interview lasting 2 hr and 20 min and the 

shortest lasting 45 min. Zoom, a cloud-based videoconferencing for meetings, audio 

conferencing, webinars, meeting recordings, and live chat, was the chosen software 

because it was universally accessible. 

 I prepared a Microsoft PowerPoint presentation to be shared with the participants 

during the Zoom session to allow the transmission of clear information to support the 

intentions of the study and ensure uniformity (Appendix E). Although I presented 
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structured questions, probing was employed to collect more information than what the 

questions yielded during the interview. Probing is asking follow-up questions when a 

response is not fully understood, answers are vague or ambiguous, or more specific or in-

depth information is needed. In addition, according to Creswell and Creswell (2018), 

probes are reminders to the researcher to ask for more information and an explanation of 

ideas.  

 The PowerPoint presentation’s introduction was supplemented with an IRB-

approved script (Appendix F). This script provided the participants with the study 

overview, background, and purpose to prepare them to provide responses in this context. 

Nevertheless, they were never asked to respond in any specific manner. On the contrary, 

they were all reminded that there were no incorrect responses and to say whatever came 

to mind. Aligned with providing the participants with context to gather enriched data, 

they were provided definitions or descriptions of mentor types. Mentor distinctions 

facilitated responses in which all types of mentors are mentionable, including mentors 

outside the traditional characterization of mentors (e.g., work or professional mentors). 

As noted previously, parents, siblings, and peers may also serve protégés as mentors.  

The interview questions were structured to yield contextual settings exclusive to 

the Hispanic and Latino populations, identify impactful mentoring relationships specific 

to their ascension into senior-level leadership, and prompt sharing of their lived 

experience to enable extraction of the essence of the interaction for more significant 

analysis of the phenomenon in light of the existing literature and the stated research 

questions. Although structured, the questions were unstructured enough to allow for 
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probing for additional or clarifying information. The interview questions presented were 

as follows (in chronological order): 

1. Please provide your highest level of education, region, professional role, title, 

department and section, age, and ethnic background. 

2. Describe your journey to reach senior leadership. Describe individuals, events, 

and things that helped you along your way. Please start at the beginning of work-

life to now. 

a. What stage of your career life would you say you are in now? 

3. Did you have any formal or informal mentors? Identify the three most impactful 

mentors, if possible.  

a. If so, where did you meet?  

b. Was it part of a formal mentoring program?  

c. Or was it an informal mentor? 

4. Which mentoring relationship was most impactful in your career development and 

why?  

a. How did it impact your ascension into senior-level leadership, specifically 

(provide examples of characteristics that resonated with you)? 

5. Describe in your own words how and why you feel this impact occurred.  

6. Describe in your own words what drew you to this person. Describe the chemistry 

at the beginning and end of the relationship.  

7. Describe the general nature of your communication with your mentor (e.g., 

frequency, quality, and intent).  
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8. What phase in your career did you meet your mentor(s)? Initial, middle, or senior-

level leadership?  

a. What phase are/were they in? (Appendix F) 

Following the questions, the video recording was stopped, and the participants were 

thanked for their time, allowed to ask questions, and assured of the confidentiality of the 

interview. In addition, permission to contact them for any clarification needed on their 

responses was obtained. 

Findings 

In-Depth Interview 

An in-depth, one-on-one interview is appropriate for a phenomenological study 

(Creswell, 2003). For this study, compared to a telephone interview, a face-to-face 

interview allowed me to interact with the participants and observe informal 

communication such as body language, which can add additional meaning to dialogue. 

Furthermore, the virtual component of the interviews enriched the data because of an 

additional degree of comfort for the participants stemming from the freedom to speak 

freely in a familiar environment. The experiences of the 11 Hispanic men in senior-level 

positions were analyzed to ascertain whether there were common phenomena in attaining 

senior-level positions. 

The interviews were digitally recorded. Each session was reviewed and coded to 

elicit as much information concerning the impact of mentoring as a vehicle for senior-

level leadership from participants’ lived experiences. To maintain anonymity, in any 

instance in which it was necessary to refer to specific participants, they were referred to 

as P01 through P11 (Participants 1–11). Any comments attributed to a participant were 
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quoted verbatim. A list of 57 codes common to all interviews manifested from the 

subsequent analysis of the recordings and my notes. Only those codes common to the 

majority of the interviews were deemed significant and were the central focus of the 

study. All of the codes were used as necessary to stress findings. The coding and theme 

identification procedures were conducted in agreement with Moustakas’s (1994) 

transcendental phenomenological approach to elicit significant and bias-free data and 

concepts to the extent possible.   

Transcendental Phenomenology 

 Moustakas (1994) embraced the common features of human science research, 

such as the value of qualitative research, a focus on the wholeness of experience, and a 

search for the essence of experiences, and viewing experience and behavior as an 

integrated and inseparable relationship between subject and object. The transcendental 

emphasis includes these features but “launches” (Moustakas, 1994, p. 22) a 

phenomenological study with the researcher setting aside prejudgments as much as 

possible and using systematic procedures for analyzing the data. Transcendental 

phenomenology was chosen as the appropriate methodology for this study to search for 

an understanding of the meaning of these participants’ experiences. This methodology is 

broken down into three primary components: 

Epoche  

I described my experiences with the phenomenon (epoche), identified significant 

statements in the participant database, and clustered these statements into meaning units 

and themes. These themes were further analyzed to categorize them to link these 

dimensions and provide the study with a more comprehensive perspective on the 
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phenomenon. In doing so, I synthesized the themes into a description of the experiences 

of the individuals (textual and structural descriptions) and then constructed a composite 

description of the meaning. 

Transcendental-Phenomenological Reduction  

As described by Moustakas (1994), in the transcendental-phenomenological 

reduction, each experience is considered in its singularity, in and for itself. The 

phenomenon is perceived and described freshly and openly in its totality. Variations of 

perceptions, thoughts, feelings, sounds, colors, and shapes completely describe its 

essential constituents. Ultimately, through the transcendental-phenomenological 

reduction, the researcher derives a textural description of the meanings and essences of 

the phenomenon and the constituents that comprise the experience in consciousness from 

the vantage point of an open self. This guiding rule was most significant during the 

bracketing process, in which, according to Moustakas (1994), the focus of the research is 

placed in brackets, and everything else is set aside so that the entire research process is 

rooted solely on the topic and question and horizontalizing by which every statement 

initially is treated as having equal value. Later, statements irrelevant to the topic and 

question and those that are repetitive or overlapping are deleted, leaving only the 

horizons (the textural meanings and invariant constituents of the phenomenon). 

The coding was done to promote Creswell and Creswell’s (2018) emergent design 

in this study, meaning that the initial plan for research and analysis was not tightly 

prescribed. Most codes and themes were not predetermined; ergo, the approach was 

inductive and deductive to permit the manifesting of concepts aligned with literature and 

themes stemming from the participants’ lived experiences exclusively. Based on the 
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literature and common sense, the expected codes are topics the researcher would expect 

to find. Surprising codes are new findings that could not be anticipated before the study 

began and permit the collection of organic themes (Creswell & Creswell, 2018.)  

Imaginative Variation  

Moustakas’s (1994) imaginative variation is a mechanism used to arrive at a 

“structural differentiation among the infinite multiplicities of actual and possible 

cognitions, that relate to the object in question and thus can somehow go together to 

make up the unity of an identifying synthesis” (p. 35). The task of imaginative variation 

is to seek possible meanings by using imagination; varying the frames of reference; 

employing polarities and reversals; and approaching the phenomenon from divergent 

perspectives, different positions, roles, or functions (Moustakas, 1994). As Moustakas 

(1994) suggested, because researchers are the instrument in qualitative phenomenological 

studies, this technique guides them on drawing the essence of the statements to present a 

picture of the conditions to precipitate an experience and connect with it. The ability to 

do so enables imperative concept associations, which permit a significant description of 

the impact of mentoring.  

Presentation of the Data 

Epoche  

Epoche is the first step of the phenomenological reduction process. It is an 

approach taken at the beginning of the study by the researchers to set aside their views of 

the phenomenon and focus on those views reported by the participants (Moustakas, 

1994). Moreover, Moustakas (1994) suggested that the researchers should remain present 

and focus on their consciousness by sharing their memory, perception, judgment, feeling, 
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and any perception of the phenomena. References to others, their perceptions and 

judgments, must be put aside to achieve epoche, and only the researcher’s perceptions are 

retained as indicators of knowledge, meaning, and truth. 

The Researcher’s Experience With Mentoring  

I recalled my experience with personal and professional mentoring throughout the 

past 30 years to clear my mind through the epoche process. Most experiences with 

mentors were positive, impactful, and meaningful. They provided the incentive for 

motivation and self-confidence to aspire to succeed. However, not all experiences were 

positive or meaningful. Some mentoring relationships were harmful and did little to 

contribute to my personal, academic, or professional development. Surprisingly, these 

experiences were transformed into motivation to behave opposite to the characteristics 

displayed by these adverse interactions.  

There was also a lack of mentorship in childhood and in professional settings. 

These observations lent themselves to my curiosity in exploring the motivation derived 

from mentoring relationships, particularly for a group underrepresented in public and 

private organization management. As a Hispanic, first-generation human resources 

professional, I found value in exploring this concept in the context of public 

administration and talent retention. As a graduate of a Master’s in Public Administration 

program and experience in a public human resources setting, I learned that understanding 

core employee motivations could promote organizational efficiency and effectiveness 

when the interpretation of these concepts is used by management to produce training and 

development material to promote the effectual administration of public policy and 

legislation as offered by elected officials.  
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Furthermore, public organizations are bound by civil services rules driven by 

equitable and fair principles. Implementing these rules as a vehicle for equitable and fair 

hiring practices further drove this study because it could reveal organizational utility 

against universally contended beliefs in these matters. Nevertheless, this study’s findings 

could sway the pendulum in the opposite direction and evidence the absence of 

significant personal change from mentoring.  

Through the bracketing and coding process, I found myself resisting the urge to 

use bias from past experiences to offer a fresh perspective. I reflectively meditated, 

letting the preconceptions and prejudgments enter and leave my mind freely. This was 

particularly true during the imaginative variation process. I made sure not to include 

interpretations referencing my perceptions. I also revisited my interpretation at later times 

to reinforce researcher objectivity. This method was repeated to analyze every significant 

statement until I felt a sense of closure and was comfortable believing that I had 

successfully removed any bias. I aimed to provide a perspective similar to someone 

outside the participant’s ethnic group.  

Bracketing (Horizontalizing) 

 The first step in the analysis is the process of horizontalization, in which specific 

statements are identified in the transcripts that provide information about the participants’ 

experiences. These significant statements are collected from the transcripts and provided 

in a table so readers can identify the range of perspectives about the phenomenon 

(Moustakas, 1994). To better address this study’s research questions, I extracted excerpts 

containing the statements of lived experiences involving persons and events, context and 
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barriers stemming from their ethnic and socioeconomic status, and sharing of personal 

reflection to describe their interpretation of the phenomenon.  

 There were 249 individual verbatim statements from 11 interviews extracted 

(Appendix G). These statements represent nonrepetitive, nonoverlapping significant 

statements. These statements reflected entire sentences and were a subjective 

extrapolation from the transcripts. No attempt was made to group these statements or to 

order them in any way. This methodology was intended solely to learn about how the 

participants viewed mentoring and how it impacted their lives when applicable. At a 

glance, their statements marked their perception of the world (objective reality) around 

them and how they interpret or give meaning to social interactions and events (subjective 

reality). The additional context gathered (e.g., generational, socioeconomic, and 

educational status) was captured in preparation for an in-depth discussion on the impact 

of mentoring based on the findings in light of any barriers. 

Coding and Themes (Imaginative Variation) 

 As every significant statement is initially treated as possessing equal value, this 

next step deleted those statements irrelevant to the topic and others that are repeated or 

overlapping. Note that no statements were deemed insignificant, and 249 statements 

remained. The remaining statements are the horizons or textural meanings. According to 

Moustakas’s (1994) methodology, I carefully examined the identified significant 

statements then clustered the statements into codes first, followed by themes or meaning 

units.  

Particular attention and imaginative variation was used to produce this study’s 

codes and themes. This inductive and deductive method was used to link statements of 



116 

perception to existing literature and permit manifesting of new peculiarities concerning 

the impact of mentoring and this study’s research questions. The codes stemmed from 

concepts derived from literature, and others manifested organically. Tables 1–4 show a 

total of 57 codes and 20 themes. The repeat counts are also shown to illustrate the 

significance of each code and theme. All of the codes were used as necessary to stress 

findings. Only those themes common to the majority of the interviews and significant to 

existing mentoring literature were deemed significant and were the central focus of the 

study.  

An overview of this study’s findings, as shown in Tables 1 and 2, reveals that 227 

significant codes were drawn from 120 hr of transcription. From this, 20 codes emerged 

and provided 17 significant themes, four mentoring dimensions, and three dimension 

subcategories. The transcendental phenomenological epoche was used to obtain, collect, 

and organize these findings. A combined inductive and deductive process was used to 

identify significant themes that employed existing themes found in literature and an 

imaginative variation to identify organically manifested themes. 

The themes were further analyzed and categorized into mentoring dimensions: 

career support, negative experiences, psychosocial support, and role modeling as shown 

Figure 1. The dimensions unintendedly aligned themselves with Nora and Crisp’s (2007) 

framework that illustrates four overlapping types of mentoring support including 

(a) psychological and emotional support, (b) support for setting goals and choosing a 

career path, (c) academic subject knowledge support, and (d) role modeling. Academic 

subject knowledge support was not added because it was not applicable to this study. 

Instead, the negative experience dimension was included because it was prevalent among 
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the data collected and perhaps indicative of a contextual and situational component, 

lending itself to a description of the target population.  

 
Table 1  

Total Number of Codes, Themes, and Dimensions   

Codes Emerging 
themes 

Significant 
themes 

Mentoring 
dimensions 

Subcategory 
dimensions 

227 20 17 4 3 
 

These dimensions were broken down and characterized into three subcategories 

and linked to show the relationship between them and provide a visual to a mentorship 

model in which mentorship and role modeling dimensions lead to self-efficacy: 

emotional, cognitive, and environmental influences. The concept of self-efficacy is linked 

to the cognitive social theory (Azzi & Polydoro, 2006). It is defined as the belief that 

people develop about their personal abilities to successfully initiate, carry out, and 

perform specific tasks that may require effort and perseverance in the face of adversities. 

This concept comprises the person as an active agent who reacts to circumstances and 

acts to control them (Shinyashiki, 2006). According to Wood and Bandura (1989), having 

skills and being able to use them is of no use. To effectively achieve goals beyond the 

necessary skills, the individuals must believe in their ability to use them. This study’s 

findings demonstrated increased self-efficacy stemming from the participants’ lived 

experiences regarding the phenomenon of mentorship, facilitating their personal and 

professional growth and development into senior leadership.  

 

  



118 

Table 2  

Significant Codes Relationship to Research Questions 

Code No. of Codes 

Negative experience as motivation 21 
Positive response to strong females 15 
Parental modeling for success 13 
Peer role model 13 
Identified as leadership material 11 
Lack of mentoring 11 
Affinity to values-based leadership 9 
Barrier because of socioeconomic status 9 
Mentor emotional support 8 
Social capital from networking 7 
Strong social skills  7 
Mentor as friend 6 
Catholic school as a means for solid education 5 
Parents valued education 5 
Self-awareness  5 
Sibling education 5 
Tools for success 5 
Work ethic through experience 5 
Cultural pressure 4 
Mentor career guidance 4 
Transcending beyond societal expectation 4 
Exposure to strong leadership 3 
Intergenerational dynamic  3 
Lack of male mentor 3 
Sibling hierarchy 3 
Value of social networks 3 
Special project 3 
Overcoming educational barrier 2 
Poor role models as motivation 2 
Role model guidance 2 
Value-based parenting 2 
Formal training program success 2 
Attribution for success 2 
Turning point 2 
Becoming a mentor 1 
Career advise 1 
Commonality mentor and protégé 1 
Environmental impact 1 
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Table 2 (continued) 
 

 

Code No. of Codes 
Family mentor 1 
Male comradery 1 
Mentor and role model 1 
Poor mentorship 1 
Role differential strain 1 
Taking a chance on me 1 
Valued educational oppurtunities 1 
Public school success 1 
Multicultural impact 1 
Adaptability because of multiculturism 1 
Institutional modeling 1 
Assimilation 1 
Emotional connection to serving 1 
Lack of resources because of socioeconomic status 1 
Parental education 1 
Value of exposure to others 1 
Lack of strong male figure 1 
Dress for success 1 
High emotional intelligence 1 
Total 227 
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Table 3  

Total Number of Themes Deemed Significant 

Theme No of  
themes 

Deemed 
significant 

Context and barriers 43 x 
Increased self-awareness 26 x 
Lack of mentors 17 x 
Personal satisfaction through emotional support and validation 16 x 
Increased self-confidence 15 x 
Motivation stemming from hardship 15 x 
New perspective  15 x 
Display of strong leadership 13 x 
Increased potential for networking 11 x 
Piecemeal mentorship/role model 11 x 
Familsmo 8 x 
Parental attribution 7 x 
Assimilation 6 

 

Career guidance 5 x 
Hope for the future 4 x 
Accessibility to resources 7 x 
Mentorship relationship 3 x 
Need for leadership development skills 2 

 

Being advocated for 2 x 
Indicators of high emotional intelligence 1 

 

Total 227 17 
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Table 4 

Mentoring Dimensions Resulting From Significant Themes   

Theme Mentoring dimension 
Context and barriers negative experiences 
Increased self-awareness psychosocial support 
Lack of mentors negative experiences 
Personal satisfaction through emotional support and validation psychosocial support 
Increased self-confidence psychosocial support 
Motivation stemming from hardship negative experiences 
New perspective  career support 
Display of strong leadership role modeling 
Increased potential for networking career support 
Piecemeal mentorship/role model negative experiences 
Familsmo negative experiences 
Parental attribution role modeling 
Career guidance career support 
Hope for the future psychosocial support 
Accessibility to resources career support 
Mentorship relationship psychosocial support 
Being advocated for psychosocial support 

 

Figure 1  

Mentoring Dimension Model  
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Analysis of the Interview Data 

The data yielded 227 codes, 17 significant themes, four subcategories, and three 

dimensions. All of the statements from the themes contributed to the following research 

questions: 

1. What are Hispanic male perceptions of mentoring regarding their ascension to 

executive leadership? 

2. What impact did mentoring have on their ascension into senior-level leadership? 

As presented previously, the participants’ observed perceptions were codified and 

connected to themes and subcategories that show an adaptation process leading to self-

efficacy, which is transformed into motivation, facilitating career-enhancing 

performance. Perceptions found using the transcendental phenomenological protocol 

yielded recurring statements, and only those observed to be most significant were shared. 

In addition, how I perceived the impact of mentoring was discussed within the described 

dimensions. 

Role Modeling. Through the attribution theory framework, this study’s role-

modeling element of mentoring relationships demonstrates how the perception of lived 

experiences could enhance motivation. Crisp and Cruz (2009) posited that role modeling 

focuses on the ability of protégés to learn from mentors’ present and past actions and 

from their accomplishments and areas for growth. Weiner (2010) suggested that the focal 

point of this concept concerns inferences about the causes of events and outcomes of 

achievement-related success and failure and the consequences of these beliefs. In turn, 

associations produced between the actor and the actor’s attributions are likely to promote 

behavior through motivation. As discussed previously, attributions may yield behavioral 
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change in the observer through motivation because of three attributional dimensions: 

locus of causality, stability, and controllability (Weiner, 1986). The participant responses 

that follow were selected examples of role modeling that facilitate a strong demonstration 

of its impact. Some statements were purposefully not included because they did not show 

a connection between a perceived lived experience and the role modeling attribution 

process as evidently as other statements.   

P01:  

I thought she was so smart that she knew policy like the back of her hand. I loved 

how she feared no one. 

P02:  

Learned a lot of early leadership skills from my father, who ended up retiring as a 

captain from the fire department. Taught me two key things. Don’t have your staff 

do anything that you’re not willing to do. So lead by example. And the other key 

thing was to treat everybody with respect. And this included everybody from the 

janitorial crew that clean the fire station to, you know, the people that worked 

under him, to the people he worked with. 

P02:  

I would spend in my high school years, early college years, I would spend time 

they had a racquetball court at the fire station. I would spend time playing 

racquetball with the different firefighters. So, you know, I saw a lot of my dad’s 

leadership kind of as it was occurring. I remember he was one of the first fire 

captains to get a female firefighter at the time. 
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P06:  

You know, [name], he’s constantly I constantly see him going into the 

management services side of the house and just, you know, talking to them to the 

to the clerks, to the accountants, to the finance people and just getting to know 

them and saying, you know, joking around and, you know, even though it’s, it’s 

like a friendly, it’s a work environment, it’s still a friendly environment. It is the 

people, the employees feel comfortable talking to him and, and expressing their 

concerns to him. 

P07:  

He would learn things here in the United States, get deported, come back, learn a 

new craft, get deported. So eventually, by the time the three of us were born and 

he got deported, my mother decided to move us out to Mexico. So I grew up in 

Mexico for a few years from the time I was 2 till I was a little over 7 years old. 

P07:  

And she just took me under her wing and she said that she felt I had potential to 

do more to succeed. And she had this uncanny ability to take some of the most 

difficult employees within the operation and work with them hands on and turn 

them around to people who, who became team players. 

P09:  

Funny thing is, my dad wasn’t there because he was managing everything, but I 

was there doing the work because he wanted me to. He wanted me to learn what it 

was to work, right? So for me personally, I know that I think that’s part of what 

helped me build my own work ethic. I don’t fear getting my hands dirty, and I 
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know the value in the hard day’s work. Even in my current job. Sometimes I find 

solace and respite in doing physical labor, and you start with something. 

P10:  

She had an office adjacent to mine and she was always there and always open 

door policy. Always had an open door policy. So did Debbie put somewhere 

similar, similar door open door policies that people could come and talk to them 

any time you wanted to, issues impacting their work, impact issues impacting 

their lives. That really set my tone. And I will always have open door policy 

unless I’m really stressed out on a particular project. 

P10:  

I had some good professors at Cal State, LA and they would tell you, like, you 

know, avoid office politics, which then you can show you some shortcuts, you 

know, sabotage, be careful, sabotage, and do it in the workplace. People will try 

to do that, too, all the time. So a lot of the things they taught me, I actually applied 

in the workplace. 

P11:  

A great thing for my mom because then my mom was able to go on to nursing 

school from, from there. And although nursing school at the time wasn’t 

necessarily a college degree, you know, discipline, it was advanced education. 

And so I know for a fact that that the Catholic school system was huge, was he 

was a huge contributor to my mother’s success at that regard, even though my 

mother stopped, I want to say about mid-50s or into late 50s, stopped nursing, 

stopped her chosen profession at the time to just be a stay-at-home mom. 



126 

 These statements illustrate that all of the mentioned dimensions do not function 

mutually exclusively from another; instead, they overlap to reveal the complexity 

regarding the phenomenon and that each participant’s life journey is sure to dictate the 

level of impact stemming from the participant’s lived experience with the phenomenon. 

At face value, the descriptions discussed that Hispanic parental involvement is crucial for 

establishing aspirations and motivating their children to succeed academically. Parental 

involvement has primarily been found to correlate positively with student academic 

achievement (Rodriguez, 2002; Trusty et al., 2003). This concept is relevant to this study 

because academic achievement correlates positively with the ascension to public 

management positions that typically require postbaccalaureate education to compete 

against others in civil service examinations.  

Psychosocial Support. The psychosocial function of mentoring deals with 

personal and interpersonal activities (Ragins & Kram, 2007). Mentors can serve as 

sounding boards for the protégés’ ideas. Mentors can give support when plans do not 

materialize or when the protégé makes a mistake or crosses a more powerful person in 

the organization (Knouse, 2013). Mentors can also provide role modeling and 

reinforcement of critical interpersonal behaviors tied to success (i.e., acting in staff 

meetings or handling complex organizational issues).  

This study identified themes that illustrate the psychosocial component of 

mentoring: increased self-awareness, personal satisfaction through emotional support and 

validation, increased self-confidence, hope for the future, qualitative mentoring 

relationship, and being advocated for. In this dimension, participant interaction with 

mentors is perceived as an offering of needed emotional support to reinforce this study’s 
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finding that self-confidence and self-efficacy combined lead to motivation to aspire or 

perform at a level once considered, to some, unachievable or unlikely. This notion was 

relevant to this study because it illustrated the significance of the participant’s 

perceptions of the phenomenon while revealing its impact on some of their lives. This 

effect has implications when cross-referenced against barriers and context. Only the most 

significant statements were extracted to show a clear perception of the phenomenon to 

best address the research questions. 

P01:  

Within a year and a half, I was I had already been identified and selected to, to be 

an acting supervisor. 

P01:  

She’s the one that also kind of saw a lot of potential for me, you know, and she 

encouraged me to, you know, to consider higher level opportunities with the 

department. She knew I was getting my graduate degree, so she was really 

encouraged by that. And again, I was one of few at the time that was pursuing a 

higher level education, at least in that section in the GAIN office. 

P01:  

My dad always. You know, he always had a way of grounding me. And and 

teaching me humility, which I think is so important as we navigate this world and 

navigate our career. He taught me the beauty of simplicity. Of being simple. Of 

being someone that puts people instead of profit. 



128 

P01:  

Her name is [name]. I still actually have a relationship with her. She always had 

very positive things to say to me. She would always say is you never take 

shortcuts. 

P02:  

Go this way. Very calm. He said, “You never seem like you got rattled.” So I took 

that as a compliment because I think what’s a leadership? Once a leader gets 

rattled, then it trickles down to the people that work for you. 

P02:  

I remember there was a manager early on in my career that told me, “[Name], 

don’t become part of the furniture.” And I didn’t understand what she meant at 

the time. Later, to realize that she was telling me, “Don’t become stagnant. Don’t 

sit in the same assignment. Move around, learn.” But it was little things like that 

from people. 

P03: 

And as far as my mom, you know, also very emotionally there for me and also 

what pushed education and I think was important for her. She got her degree after 

I was born, so she actually went back to college and continued her college while I 

was small. 

P03: 

I had coaches that really instilled not only the hard working aspect of things, but 

also, you know, values as far as, as perseverance. Right. Sports is always all about 
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trying your hardest and, you know, going the extra mile, pushing you, and they 

motivate you to do that. 

P03: 

And again, I got the job because of kind of [name]’s reference and fortunately I 

landed well and the selection review went well and that really, you know, brought 

me into the county. My first job was with the district attorney’s office. 

P04:  

So we included Latinos in the group, and it got to be a pretty big group, really, 

about 23 of us. We got to talk once a day. Talk about the pitfalls, how to prepare, 

how you always have to have sort of to rise up for best performance, too, because 

you weren’t there wasn’t really at equal measure. 

P04:  

The directors. So she was the chair of the committee a couple of years before I 

went to [location]. But she was. Kind of visionary. She would see potential 

people. Right. And she’s the one that targeted me to become the [organization 

name] when the position came up, and I went through the recruitment process 

with them. 

P05:  

And he always worked. So he wasn’t one of those like he needed to work in the 

summertime or during school, you know, to pay for things. So that was highly 

influential for me. Like I, I learned to do that. I needed to work my tail off, too. 

He taught me how to, like, get the best jobs, you know, in the summertime and 
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how to work hard in school to balance the balancing, you know, the studying and 

and figuring things out and working. 

P06:  

It is a debate professor at [school name] that I remember giving was one of the 

presentations, a debate that, that, that, that we had. And, you know, I was nervous 

as heck, I was, I always blush, and I start to stumble and fumble and mumble 

when I’m giving presentations or when I’m in front of people. And this time, it 

was no exception. But the professor, you know, after we were done with the 

training or with the debate, he, he handed me a note and it said he basically said, 

great job on the debate. 

P06:  

I still see her as a boss. But as time went along and she started pushing me along 

and telling me, giving me all this advice, it. I see her more as not just the boss, but 

as, as a friend, as a colleague, someone that wants me to improve. 

P07:  

So I learned that that mentors just kind of bring you on board, take you under 

their wing, and sometimes show you a little bit of what’s behind the curtain 

because of you aspire to move to the next level. You may need to know how this 

works so that it doesn’t catch you on awareness, so that you’re ready for 

everything that that next step is going to have in store for you. 

P08:  

First mentor was never be afraid to take on a little extra work. Never be afraid to 

say no. Take on the challenge. Right. At the end of the day, the worst thing that 
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can happen is you, you learn something new. So I think that was that that was 

very that was important. Second, it’s put yourself out there in a positive way. Let 

your work speak for yourself. Just be smart about putting yourself out there. And 

the other part in terms of how we function was in the county is that if you want to 

promote, you have to be on a certification list just because we’re a government 

organization. 

P09:  

I think my openness to express my emotions and my feelings towards him, which 

I learned from from [name] and because he’s a very open man when it comes to 

his emotions, too, he and he had his own journey that got him there, too. So we 

were ready to there are a lot where you’re like, [name], I see you uncomfortable 

with this. Why? And I could share with him why, whether it was a logical 

discomfort or an emotional discomfort. 

P09:  

I’m scared as fuck. And she’s like, What? Yeah. That kind of goes back to me 

having strong women in my life. She was like, I am your biggest cheerleader. 

Well, you run circles around this fucking people now. You … I’m scared. I’m 

honored just to be considered. She said you’re ready and so you have no choice. 

[Name] told me the same thing. 

P10:  

You want to you want to be with a champions. And when you when you hang out 

with a champions, you are considered one. 
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Career Support. Support for goal setting and choosing a career path includes “an 

assessment of the protégé’s strengths, weaknesses, and abilities and assistance with 

setting academic as well as career goals” (Crisp & Cruz, 2009, p. 539). This form of 

career support can generate motivation to invoke change in the Hispanic protégé, 

especially change that facilitates ascension to senior-level positions through performance 

and social capital. Career support also comes in the form of mentors providing 

information, advice, protection, sponsorship, feedback, and role modeling concerning the 

protégés’ careers, particularly what behaviors to display or avoid, what job experiences to 

pursue, and which job experiences to avoid, if possible (Knouse, 2013). This dimension 

can be crucial for this population because structural inequalities, such as lack of 

mentoring, poor English skills, or discrimination, prevent some minorities from reaching 

the top levels of leadership (Mundra et al., 2003; D. A. Thomas, 2001). The data 

collected and selected to illustrate the mentoring characteristic demonstrated that in 

providing career support, the mentor is also providing emotional support and generating 

self-confidence and self-efficacy; this lends itself to clearer pathways toward higher 

tiered positions and that the mentioned dimensions overlap.  

P01:  

There’s been several folks and mostly it’s been higher level managers that I’ve 

had opportunities to meet and converse who have who guided me in my ability to 

get to where I’m at today. 

P02:  

I think that kind of kind of built on the leadership style of just treating everybody 

with respect. 
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P03:  

I went to her and I said, “Hey, you know, I’m looking for a job, you know, do you 

have any other advice, any recommendations?” And she said, “Well, you know, I 

need an assistant here. You know, I’d consider hiring you.” And I said, “Great, 

you know, I’ll take that.” And so I got a full-time job working at USC, which was 

great because then it paid for my graduate degree. So I was working there actually 

for the School of Public Administration. 

P03:  

I asked [name] and he said, “How would you like to work for the county?” And 

he basically sold me on it, talked to the benefits tied to the perks, you know, 

talked to careers. I didn’t know anything about the county. I didn’t know, you 

know, that there was 38 departments. I didn’t know that they had 100,000 plus 

employees. You know, I’d never heard of them, like probably most residents, you 

know, your city because you have a mayor, but nobody knows about the county 

board. So through him kind of educating me about it, I started looking more into it 

and applied a couple of exams. And then finally once one stuck and it was 

training. 

P04:  

It’s this idea that you have to keep your character from questioning. Right? 

Because in a world that’s so very common that they wouldn’t trust the employer. 

And my dad took the opposite tact. 
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P05:  

So following him, I learned like, okay, I can get this degree and this is what I can 

do. I can do some research that helps to build this resume and gets me, makes me 

look more valuable. Right. Okay, I’ll do that. You know, he he taught me how to 

pad my resume so that I could be attractive. 

P06:  

I saw a great opportunity with the County of Los Angeles at that time. It was the 

administrative intern program, which is a program in which they hired 10. Well, 

at that time it was 10 individuals. They hired 10 individuals, and they trained 

them in different areas or different aspects of county in county departments. I was 

lucky enough to be one of those 10 individuals, and being exposed to that 

program offered me a lot of opportunities within the county to work in different 

areas within HR. 

P07:  

I had a supervising clerk when I was a worker who helped me develop my writing 

skills, so she would ask me to send her something before I sent it out to my boss, 

or before I replied to an email so that she could kind of help me edit and make 

sure that it was something that was to the purpose and, and business appropriate. 

And I learned how to, how to write and grow in that area because of this person 

who took it upon herself to kind of be my coach for my writing. And, and as I 

started to, to improve in all of these things, I would volunteer and be part of 

special projects and assignments, even if it was something small, like setting up 

tables and chairs or meeting for the for the executive team. 
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P07:  

That I knew. And I ended up on a special project that gave me the opportunity to 

go to every office and train staff on the new computer system that we were rolling 

out here in our department. And with that, I would take the opportunity to meet 

with different directors and different managers in each one of the offices, put an 

end to the things so that they knew who I was and give them a bit of an 

introduction of who I am. 

P09:  

I applied for LAPD, started processing, and then got as far as the psychological 

apply for probation, started processing for probation, too. And then one of my 

mentors, who was one of my best friends, my best friend’s father, who happened 

to be a gay man, he opened up a whole different world for me to come. 

P09:  

Then [Name] also allowed me to have a lot of engagement with the board officers 

when the reality is that that engagement should live. I shouldn’t have it with me. 

It didn’t. It should have to an extent, but not to the extent that they allowed me to 

have that engagement. And to be honest with you, that’s really what opened up 

the doors to where I am now. You think that was by design? I think in part from 

[Name], it was from her. And I know it was, she might not say it out loud, but 

whether consciously or unconsciously it was because I was already managing 

those relationships for her as her executive assistant. 
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P10:  

Well, Mr. Quinn saw in me, you know, the ability. That IQ sounds good. I was 

going to ace in in the school’s area, and he saw that was involved in sports. And I 

was doing very well above average, if you will. And because of that, he suggested 

that I attend Loyola High School. 

The career support shown in these responses also demonstrated an overlap with 

the other dimensions. Career support takes on multiple forms but fails to function alone. 

Simultaneously, providing career support denotes mentor emotional support and, in doing 

so, displays or models strong leadership characteristics. The dimensions seem to have a 

nonmutually exclusive relationship so far. This type of support is instrumental for 

minorities in their career development and advancement, mainly because research has 

shown that minorities lack connections to individuals who hold authority and decision-

making power in organizations (Maume, 2012) and struggle to reach the executive leader 

levels because they lack role models to teach them the skills needed for career 

progression (Singh, 2007). 

Negative Experiences. Including negative experiences as a relevant dimension in 

this study facilitated addressing the research question concerning the impact of mentoring 

on the participants’ ascension into senior-level positions because it provided contextual 

components that illustrate the force (impact) to catalyze adaptation in the form of 

motivation to change behavior to a reasonable degree to transcend past the pulling force 

that could potentially thwart their career advancement.  

Some of these negative experiences are prevalent in Hispanic men, including a 

lack of available mentors, a lack of resources in childhood, or a lack of language, as a 
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barrier to career or academic success. The participants’ responses to these situations 

alone or in the presence of a mentor can be linked to the concepts explained on the 

perception of successes and failures in the seminal work of Weiner (1986), who furthers 

the framework and outlines how attributions may yield behavioral change in the observer 

through motivation by three attributional dimensions: locus of causality, stability, and 

controllability. By this logic, if the observer perceives transcending these barriers as 

controllability by the observer’s own volition or by the guidance of a mentor or role 

model, self-efficacy can be enriched to produce a behavioral change in some instances as 

a product of adaptation to adverse circumstances. The following responses were 

purposefully selected to illustrate this concept by interpreting their lived experiences.  

P01:  

He did teach me the value of work, the work ethic, but it also taught me that I 

definitely wanted to get an education because I didn’t want a laborers job. … I 

think in some ways that was probably a positive thing. 

P01:  

My father was very adamant that we get an education. And my dad obviously had 

a lot of inspiration that we would become professionals because my father also 

did not really have a formal education. 

P01:  

I didn’t know how I was going to get to college, especially with immigrant family 

and immigrant parents that had no idea how to navigate this school system, much 

less how to even prepare me to get into college. I made sure that I met and 

connected myself with folks that can assist me with that. 
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P01:  

I’m very mindful about now, who I talk to, your voice, share things with. Because 

one thing is that you realize is that everybody’s kind of in this rat race, right? 

P01:  

The folks that are promoted to the executive level all tend to have a very similar 

kind of persona, right? There’s no visionaries or change makers there. Everyone 

there is very in the same mold. 

P02:  

The actual whole mentorship program fizzled out. So it wasn’t just myself. It was 

other people that were mentored. The program just never went anywhere. So. So 

it was just kind of like, yeah, okay, we met and we were going to set a meeting for 

another month from there and then it just never happened and the whole program 

fell apart. 

P02:  

I think there was a lack of formal mentorship. So for me, it was just learning on 

my own. I like this. I don’t like this. I want to put this in my toolbox. I never want 

to put this in my toolbox. So that’s how I felt like I became a leader. 

P03:  

You know, a little envious of those who got a little bit more. So what did that me 

do for you growing up? You know what? I think it served as kind of a motivator. 

My parents always pushed and motivated us. 
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P03:  

For supervisor of supervisor, she was she was a career county employee. She had 

maybe 30 years to county. She was very she coveted information. And she would 

take credit for your work. And I think she felt challenged or maybe insecure. I had 

a degree and she didn’t. I had a master’s degree and she didn’t. So I think there 

was some insecurity there. She had some friction with her boss. So I think she 

took the opportunity to kind of, you know, take credit for mine. And I was 

fortunate in that the manager above her recognized where it was coming from, the 

work, you know, and, and recognized kind of the importance of it. 

P04:  

I went to high school in Baker, so we were migrant farm workers for a long time. 

We settled in Mexico with our farm, farmworkers who were migrant, so we were 

off. 

P05:  

He’s bilingual. He’s a professor of bilingual speech pathology. So anyway, I think 

because he understands where I came from. It’s interesting. We’re from the same 

community both. But obviously, our circumstances were very different. Our 

households were very different. Right. But we have a very strong bond in that 

respect. We, we saw some of the most beautiful things that you could see from 

our community. But we also saw some of the devastating things. We both we both 

lost a very dear friend because of violence growing up. And I can’t I know for a 

fact that that has made us like brothers. Right. We, we survived where we came 

from at the time. And because he was a great student, I was drawn to that. 
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P06:  

My parents did not have any education. They did not go to school. They do know 

how to read and write, but very elementary. They only speak Spanish. 

P06:  

My brothers all went to public schools. They all graduated from high school. 

None of them attended college. 

P06:  

But also what motivated me was the fact that I didn’t want to work in the same 

type of work that I saw them working, struggling to work. I saw my, my dad 

when I was, you know, in elementary school, junior high, struggling to find work, 

struggling to pay the rent, struggling to pay for food, you know, living paycheck 

to paycheck. So that that motivated me and all throughout, you know, elementary, 

junior, junior high and high school that I never saw that we had enough money to, 

to what at least to what I believe was a good living. 

P06:  

However, when I started to look around that, I felt that, hey, my, my parents are 

not helping me with school. My parents are not going to be paid for that for my 

education. So I have to work to pay for my education. And I need to graduate as 

soon as possible and start making money as soon as I graduate. 

P06:  

I’ve had it managers where they were extremely rude. They were very. They did 

not care for their employees. All they cared for was the bottom line. The next sale, 

the next checking account, whatever it may be. So I never like I felt that, you 
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know, most importantly is the individual. So I when I came across those 

individuals, managers like that, I didn’t want to be in the same style because I’ve 

been on the other side and I know how bad it feels to to be treated as just a 

number instead of an individual. So that’s why I’ve make it a point to try and 

work with the individuals and be as responsive and as an individual and 

supportive individual. 

P07:  

Well, my highest level of education is an associate’s degree. Which is uncommon 

given the position I’m in. But it’s, it’s been one of those things where I’ve been 

able to. I have my lack of formal institutional validation, not hold me back from 

consideration for upward mobility in comparison to my peers. 

P07:  

Luckily, he knew English well enough that he can maintain great conversation, 

but everybody else in Mexico didn’t have that ability. So I struggle a lot to 

communicate effectively, and I realized that there was a need for me to regain 

some identity in my culture. And I realized that I had to learn Spanish and go 

through all of that all over again. 

P07:  

I’ve never had a Hispanic male mentor, and I try to be a mentor to other people, 

and I maintain mentor–mentee relationships to this day. 

P08:  

I honestly think part of the lack of mentorship that I really have anyone to kind of 

guide you along the process that kind of put me down put me back in the were in 
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college to real world, started working little odd jobs here and there. I did that for 

about a year and after a year of just, just doing you know, regular job working in a 

warehouse and doing that, just realized that this wasn’t the life that I wanted for 

myself. 

P08:  

She was another one who kind of took me under her wing to a certain extent and 

really kind of showed me what she knew in terms of contracts and taking that. I’m 

taking all that she recently left over to AC DC and when she left over there left 

the vacancy and I stepped in. That’s how I ended up in that position. 

P09:  

Father came over to the U.S. as an undocumented immigrant and starting in the 

70s, working in the fields, picking strawberries, lettuce and flowers. He came over 

because my grandfather was part of the original Bracero program, and he was 

working up North in the lettuce fields, strawberry fields, and also in the then 

thriving steel mills here in South Central LA. 

P09:  

Even though he had a third-grade education, he started looking into how to start 

his own business in Mexico. My grandfather had operated a local corner store and 

a local market, so he had aspirations of doing that when he was here, but he didn’t 

know how to do it, so he figured he’d start with starting his own landscaping 

business and eventually moving into the construction business. 
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P09:  

I saw a dramatic difference in what they were teaching the fifth graders here 

versus the fifth graders over there. I already knew everything that they were 

already teaching them and they were still learning of him. 

P09:  

You can’t even sit in the formal living room unless guests come over. But what he 

did is he was very open with his affection, which completely fucked me up. 

Excuse my French, but, you know, growing up Latino, we’re hard ass. And you 

don’t talk about feelings. You don’t talk about emotion. Hug other men, maybe 

hug the ladies, kiss the moms. Because now but soon as we walked in and have 

kids up, hey, that hug and a kiss hug and a kiss hug and a kiss. 

P10:  

I went from a public school where I was class president. I was also a track star 

and I was a straight-A student and in the public school system in East Los 

Angeles. Then I went to a Loyola High School, which is called a college 

preparatory, predominantly White, which is like probably 85% Caucasian. And, 

and then I had been one of a handful of Latino kids who went to a college 

preparatory school where the kids had a lot of money. They lived in Pacific 

Palisades, Palos Verdes, Santa Monica. I mean, all of the west, west side school, 

outside neighborhoods and jobs. So it was it was really, like I said, mind boggling 

because it’s just so difficult for me to compete with them when they had they 

can’t afford a tutor. 
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P11:  

This is where I realized that these guys. These get. I realized at this point that 

these guys weren’t were these guys were models of what not to do, okay. Of what 

not to do and what not to do in business. And then I had [name], who was the 

model of telling me what to do. And these guys were models of the business of 

telling me what not to do is that they just stumbled on to a business and they had 

this great opportunity, but because they didn’t care or give a shit about how to 

really run a business. 

 The participants’ combined experiences revealed several commonalities, 

including dissatisfaction with mentors, a lack of mentorship, financial and socioeconomic 

barriers, and an implicit inclination to the piecemeal acquisition of perceived positive 

leadership qualities stemming from a lack of mentors or dissatisfaction with mentors. In 

this dimension, participants revealed a means of ascending into senior-level leadership 

positions from behaviors produced from negative experiences from the contextual 

environment or interaction with individuals appearing to be misaligned with the belief 

system. However, the negative experiences and how they yielded personal motivation 

indicate a greater impact than similar instances void of negative experiences. To this, one 

could suggest that the impact of mentoring is more significant when the observer or 

participant must overcome barriers and negative experiences.  

Summary 

In Chapter 4, I presented the data that were gathered during the interviews with 

each participant. Through the use of Moustakas’s (1994) transcendental 

phenomenological method, presented in Chapter 3, I coded extracted significant 
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statements and identified four primary emerging themes (role modeling, career support, 

negative experiences, and psychosocial support) and aligned them into one of three 

overlapping dimensions (emotional, environmental, and cognitive). The dimensions 

identify the origin of pathways that lead to self-efficacy as an adaptation to the 

environment around them from mentoring. In addition, I described my own experiences 

with the phenomenon in an attempt to remove bias from interpretations to the extent 

possible. The findings satisfactorily answered the research questions concerning Hispanic 

males’ perceptions of mentoring on how these impacted their ascension into senior-level 

leadership. I observed that the forging of the objective and subjective reality manifests a 

common unique coping mechanism that functions counter to the standards and 

expectations of traditional mentoring relationships.  
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CHAPTER 5: FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS 

As the Hispanic population grows exponentially in the United States, one should 

see a commensurate growth in Hispanic executive leadership to accommodate this 

population’s needs as consumers and constituents in public and private enterprises. 

Among chief executives of all U.S. organizations in the public and private sectors, 29.3% 

are women, 4.3% are African American, 5.4% are Asian, and 7.4% are Hispanic (U.S. 

Bureau of Labor Statistics, 2013). The underrepresentation of this group in leadership is 

apparent and could represent or suggest a more significant societal issue involving this 

population. The disparity is found to be slightly evident with Hispanic men in comparison 

to their female counterparts. Research has revealed that Hispanic women are more likely 

to be employed in managerial or professional occupations than Hispanic men (Mundra et 

al., 2003; U.S. Bureau of Labor Statistics, 2012). Other findings have suggested that 

Hispanic men are not advancing into higher education at the same levels as Hispanic 

females or other ethnic minority groups (Saenz & Ponjuan, 2009). And last, mentored 

male leaders had significantly higher scores on various variables in one study, including 

leadership capacity (Early, 2016).  

The purpose of this study was to explore the phenomenon of the impact of 

mentoring through a phenomenological methodology, focusing on the perceptions of the 

phenomena by Hispanic males and identifying the impact this had on their ascension into 

executive or senior-level leadership. In this dimension, the impact is the ascension to 

senior-level leadership stemming from behavioral change driven by motivation acquired 

from the observer’s attribution of success and failure and the role model theory. The 

contextual and cultural variances in this population lend them to observed varying impact 
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levels and the consideration of how mentoring may counter the effects of barriers to 

academic success.  

Moustakas’s (1994) transcendental phenomenological research method was used 

in this study to analyze the data collected and set aside prejudgments to search for an 

understanding of the meanings of the participants’ experiences. The two research 

questions were engineered to elicit responses conducive to understanding perceptions in 

this framework:  

1. What are Hispanic male perceptions of mentoring regarding their ascension to 

executive leadership? 

2. What impact did mentoring have on their ascension into senior-level leadership? 

The recruitment effort produced 11 participants from 627 members, 69 of whom 

held senior-level management positions. The purposefully selected population was 

senior-level male managers from the Los Angeles County Hispanic Manager 

Association’s active member directory. Qualitative virtual interviews were conducted 

with the researcher as the instrument. According to Moustakas’s (1994) transcendental 

phenomenology, following the transcription of the interviews, coding, bracketing, and 

identifying emerging themes took place to recognize unique overlapping dimensions, 

which directly addressed the research questions through the interpretation of the 

participant’s perceived lived experiences.  

The motivation derived from mentoring relationships of participants led to their 

enriched work performance contributing to ascension into senior-level leadership. In this 

paradigm, the impact of mentoring is measured by identifying motivation produced 

through self-efficacy stemming from the following mentoring dimensions: psychosocial 
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support, role modeling, career guidance, and negative experiences. These dimensions 

were categorized into three descriptions to represent the origin of behavioral change in 

the participants: emotional, cognitive, and environmental. The impact was further 

measured against the impeding contextual forces in the participants’ lives. In this 

dimension, the impact from mentoring was more significant when barriers to academic 

and professional achievements were present, and the participants were evidence of their 

capability of transcending not only their expectations but also those of society.   

Major Findings 

Lack of Mentors 

This study focused on Hispanic male leaders because they experience disparity in 

obtaining managerial positions, lag behind their female counterparts in educational 

attainment, and experience barriers to academic and professional development because of 

their ethnicity. Mentorship is a mechanism to aid protégés in succeeding academically 

and professionally in these domains through knowledge transfer, emotional support, and 

modeling valuable leadership behaviors. The participants’ experiences and perceptions of 

mentoring permitted the manifestation of concepts regarding the phenomenon in the 

hopes of finding solutions to counter the underrepresentation issue.  

Because of a lack of Hispanic senior-level managers, this drives a perpetual cycle, 

possibly contributing to a constant unintended duplication of disparity among this group. 

Assuming ethnic minorities struggle to reach the executive leader levels because they 

lack role models to teach them the skills needed for career progression and because there 

is a lack of Hispanics in these positions, a disposition likely to contribute to the cycle is 

produced when considering that mentors choose to mentor those who look like them 
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(Carver & Livers, 2002). This study’s findings reinforced this concept and suggested 

overwhelming evidence of the organization’s lack of formal mentors. However, research 

on Hispanic professionals has suggested that mentoring under these conditions is more 

effective when mentoring is informal than formal (Villarruel & Peragallo, 2004). 

In this instance, this study’s findings suggested that adaptation to a lack of 

mentors takes the form of what I refer to as piecemeal mentorship. Adaptation, in this 

sense, is the change or the process of change by which individuals (protégés) adjust to 

their environment (lack of mentors) as a means to persevering an uncontrollable 

disposition to better suit their academic or professional aspirations. This notion occurs 

when protégés have several informal mentors throughout their life journey and collect 

and use only what they perceive as necessary instruments for professional or academic 

success. In this dimension, social, emotional, and knowledge needs are satisfied by 

combining or piecing together what is traditionally provided through a lesser number of 

formal mentors. None of the 11 participants had formal mentors. Instead, parents, peers, 

and informal work mentors provided them valuable information, guidance, and emotional 

support. 

Negative Experiences With Mentors  

Role models serve as guides and model effective leadership (Komives et al., 

2005) and may encourage protégés to become involved in leadership activities by 

providing an example of what leadership looks like and how ideas may be translated into 

real-life situations (Priest & Donley, 2014). In many of the participants’ instances, they 

had negative experiences with mentors yet were able to transform what they perceived as 

a failure into motivation to behave in a manner they believed to be an instrument of 
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professional success. In other words, and in agreement with the stated adaptation scheme 

noted, the participants were able to function in the face of perceived adversity to ascend 

to senior-level leadership. Their perception of the mentor’s failure was crucial to their 

development and was used to cope and overcome. This adaptation is indicative of a more 

significant impact because it runs counterintuitive to the mentoring function in the 

traditional sense. 

The attribution theory framework supports this finding because it demonstrates 

that all three attributions’ presuppositions were met. Dubinsky et al. (1989) suggested 

that three basic assumptions are common to all theories on attribution:  

1. People try to determine the causes of their behavior and the behavior of others. 

2. Individuals systematically assign causal explanations for behavior.  

3. Attributions that individuals make have consequences for future behavior or 

interactions.  

In this dimension, the causality of negative experiences is attributed to both situational 

and dispositional characteristics and employed to invoke behavioral change in the 

observer through reflection. Furthermore, per Weiner’s (1986) locus of causality domain, 

the observers found the situational and dispositional events in their control, thereby 

producing motivation to act otherwise to their advantage.  

Adaptation to negative experiences with mentors and their environment represents 

a positive correlational relationship between the negative experience and the observer’s 

career outcome whereby perceived negativity is associated with increased positive 

outcomes. The observers gain tenacity and self-efficacy from this experience, facilitating 

their ascension career advancement otherwise perceived as unattainable. This dimension 
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works against literature that prescribes that mentoring only functions when it is under 

ideal conditions. The unintentionality of this mentoring by-product indicates that the 

impact acquired under situational duress is more significant, particularly for a group with 

observably more barriers than supports regarding career advancement.  

Family Support 

 Research has found that the family is an essential structure in Hispanic culture. 

According to Cuellar et al. (1995), the family structure is a powerful emotional support 

system for the individual. Familism (familsmo) is a central value to Hispanics that 

develops the concepts of dependence, reliance, and a sense of obligation to others 

(Cuellar et al., 1995). The characteristics of this dimension resonate with Nora and 

Crisp’s (2007) mentoring framework compartmentalizing the overlapping types of 

mentoring: (a) psychological and emotional support, (b) goal setting and choosing a 

career path, (c) academic subject knowledge support, and (d) role modeling. The data 

collected confirmed that family relationships provide the support that facilitates career 

advancement.  

 Because Hispanic-on-Hispanic mentoring relationships may be most appropriate 

in terms of aiding a Hispanic protégé’s ascension into executive leadership at any stage in 

his career (Parillo, 2011), mentoring from family relationships may serve as an aid to 

Hispanics in terms of enriching self-confidence, self-esteem, and self-efficacy, 

components observably critical to career advancement. As observed in this study, 

Hispanic parents function as role models and mentors. The observer’s attribution of these 

parental behaviors instills a range of perceptions and emotions, generating motivation to 

employ them wholly or partially to aid them in their career or academic development. 



152 

According to Komives et al. (2005), role models serve as guides and model effective 

leadership. The most commonly stated characteristics are a hard work ethic, values-based 

leadership, and parents valuing education. Positive behavioral change comes in the 

following domain: role models as behavioral models, representation of the possible, and 

inspirations.   

Parents Value Education  

Academic achievements beyond high school propel individuals into senior-level 

positions, particularly in public organizations, because civil service examinations 

generally require postbaccalaureate education to compete against others for senior-level 

positions. This study revealed that parents expressing a value in education is a significant 

component in the participants’ lives. The participants perceive support through 

encouragement and are motivated to pursue their aspirations through the traditional 

channel of academic achievements. Through their statements, this appears to be more 

impactful when the parents are immigrants with little education and have laborious 

vocations. Hispanic parental involvement is crucial for establishing aspirations and 

motivating children to succeed academically. Parental involvement has primarily been 

found to correlate positively with student academic achievement (Rodriguez, 2002; 

Trusty et al., 2003). 

Parents Display of Strong Leadership Skills  

This study identified that most participants perceived that their parents’ success as 

entrepreneurs and in their place of employment was beneficial to their career 

advancement because it facilitated their internalization of values-based leadership, hard-

work ethic, resolve, and determination in the light of challenging efforts. It appears that 
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self-esteem and self-efficacy were enriched when the participants’ parents work 

behaviors were perceived as successful as either an entrepreneur or professional. A sense 

of pride was noted in their statements. In addition, in agreement with the attributional 

motivation concept discussed previously, the observers attributed their parents’ work 

behaviors as dispositional, controllable, and stable. Consequentially, they internalized 

their parents’ work behaviors as instruments of success and carried them over to their 

professional settings where the behaviors and mindsets appeared to benefit them in their 

career advancement. Protégés are likely to mimic the leadership identities of their 

mentors, and this leadership identity development is an outcome of mentoring 

relationships. In this dimension, participants’ perceptions significantly impacted their 

ascension to senior-level leadership through a bond particularly prevalent in Hispanic 

culture.  

Cross-Gender Mentoring 

According to several participants, there was a lack of male mentors because most 

suggested that women were the majority of leadership in most departments. If true, cross-

gender mentoring relationships are more likely to occur. This truth is particularly 

plausible because this study showed an overall tendency toward informal, sometimes 

piecemeal, mentorship type because of a lack of mentors. All participants have had 

nonfamilial, female mentors. Overall, these relationships illustrate the same types of 

mentoring as presented in all traditional and modern mentoring. Feldman et al. (1999) 

suggested that same-gender mentoring dyads produce higher levels of mentoring than 

cross-gender dyads. In contrast, Ragins and Cotton (1999) found no difference in 
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psychosocial mentoring functions in same-gender versus cross-gender mentoring 

relationships.  

Despite what the literature has suggested on cross-gender mentoring, the 

outcomes of these relationships have mostly been positive. Although there were no 

statements or perceptions on the causality for the positive outcomes, existing literature 

has provided that Hispanic-on-Hispanic mentoring relationships may be most appropriate 

in terms of aiding Hispanic protégés’ ascension into executive leadership at any stage in 

their career. The same effect may occur for other minorities as was the case with the 

Hispanic-on-Black or Hispanic-on-Asian mentoring relationships analyzed in this study. 

Perhaps, parallels in barriers stemming from challenges linked to ethnic minorities may 

generate what Ragins (2002) referred to as the chemistry required for successful 

mentoring relationships. One other concept to consider in a cross-gender mentoring 

relationship is the presence of familism and whether or not it is a factor in determining 

the strength of the bond of the mentoring relationship. The relationship between a 

Hispanic male and his mother appears significant in describing a bond conducive to 

transferring knowledge from one person to another. In this dimension, Hispanic males are 

likely to trust a female mentor more than a male because of a preconception toward 

females in supportive relationships because of a strong bond with their mothers.   

External Networking 

Mabrouk (2009) stated that networking has opened countless doors to knowledge, 

resources (equipment and personnel), opportunity (publication and presentation), 

advancement (leadership and recognition), mentoring, making further contacts, and 

volunteer service. Diversity management experts recommend in-house minority 
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organizations supporting minority mentoring and networking (D. A. Thomas, 2001). This 

study revealed that mentoring and networking overlap regarding instruments a mentor 

can use to enhance the impact mentoring has on a protégé. In this dimension and 

evidenced in this study’s findings, protégés benefitted from mentors who exposed them 

to new social networks or individuals. Many stated that exposure to individuals or 

networks outside of their own social networks was crucial to their ascension into senior 

leadership. After all, the value of mentoring is attributed to the social capital it generates. 

Social capital is essential to career success, and ethnic minorities need it to reach senior 

leadership levels (Singh, 2007). Furthermore, Maume (2012) proposed that minorities 

lack connections to individuals with authority and decision-making power in 

organizations. 

Conclusions 

Most Hispanics in this study understood that the path toward leadership would be 

difficult, and they would need to overcome environmental constraints, cultural 

perceptions, and a lack of role models in leadership positions to succeed. Nevertheless, 

their perceptions of mentoring led to cognition, self-awareness of their emotional and 

social self, and an enriched drive to overcome adversity from environmental or cultural 

barriers unique to their ethnicity to rise to senior-level leadership. Their experiences 

produced self-confidence, self-efficacy, and enriched self-esteem to increase their 

knowledge, skills, and emotional intelligence to perform at career-advancing work levels. 

The impact of mentoring was more significant when the observer’s aspirations were 

obstructed by internal, environmental, and external factors than those whose life 

experiences were not. 
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Mentoring is a crucial activity for career enhancement as well as personal success. 

Indeed, the essence of equal opportunity is that opportunities for success occur on a level 

playing field. In terms of mentoring, this implies that everyone, including Hispanics, 

should be mentored. Whereas Hispanics face many unique problems in mentoring, the 

Hispanic culture provides several unique opportunities for mentoring such as family, 

community, and honor. Carver and Livers (2002) demonstrated that mentoring is 

extremely important for minorities. However, they claimed that people choose to mentor 

those who look like them, making it difficult for ethnic minorities to find mentors with 

any influence in the organization. Adapting to a lack of formal mentors could prompt 

organizations to strategize to create nonconventional means of mentoring relationships. 

The phenomenon is as fluid as it is ambiguous. The approach should also be fluid, 

ambiguous, and tailored to the target population. 

Implications for Action 

This qualitative phenomenological study reinforced existing mentoring concepts 

and revealed some unexpected findings. The contextual settings apparent in Hispanic 

culture, particularly the assimilation of one culture into another, illustrate details on 

mentoring that could be used to generate an organizational change to produce 

mechanisms to aid in a public organization’s effort to increase diversity and inclusivity to 

a level found in themes concerning creating a representative bureaucracy. The study’s 

research questions facilitated searching for explanations of lived experiences on 

mentoring to reveal the impact of the phenomenon to some degree and prompt the 

following implications for beneficial actions:  



157 

1. Establish or adjust mentoring programs for future studies and limitations to create 

stronger bonds in a mentoring relationship’s initial stages. The matching process 

should consider commonality, communication styles, and career aspirations. 

Additional considerations for men would be cross-gender mentoring relationships 

in female-dominated organizations.  

2. Coach leaders on mentoring types to provide a range of alternatives to the 

traditional mentoring model. Coaching is distinct from general orientation 

because it involves the presence of a mentoring subject matter expert to work 

closely with the mentor to facilitate the transition from leader to mentor. 

3. Tie human resource succession planning efforts to a structured mentoring model 

whereby the mentor is empowered with resources and information to facilitate the 

exchange of information that prepares the protégé to fulfill the mentor’s 

expectations following their descent.  

4. Instill the value of networking by creating human resources training on attaining 

social capital through mentors exposing their protégés to individuals and external 

networks.  

5. Emphasize obtaining formal education as a vehicle to career advancement by 

offering tuition reimbursement programs and creating affiliations with academic 

institutions to produce working adult programs. 

6. Educate Hispanic males and other minorities on potential barriers to professional 

success as a means to maneuvering and avoiding them to aid in career 

advancement. 
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7. Develop executive training programs to support executives in finding a balance 

between work and participating in a mentoring relationship. Perhaps, new 

perspectives could motivate them to mentor future leaders and leave a legacy in 

their organizations. 

8. Find innovative ways to expand the possible sources of mentors, including 

reinforcing communication among professional groups to encourage them to 

socialize with other groups.  

9. Increase use of mentoring alternatives, including mentoring groups, virtual 

mentoring, and mentor coaching.  

10. Conduct regular one-on-one meetings with middle management by human 

resources professionals to discuss career goals and barriers and offer support if 

individuals aspire to move into senior-level roles. 

Because of limited time and resources, the scope of this study focused on 

capturing the participants’ perspectives from their experiences in only a specified number 

of categories. The remainder of this section suggests areas not addressed 

comprehensively during the study that should be considered for future research. These 

topics include the following:  

1. There are differences in Hispanic ethnicity. All Hispanics were lumped together. 

A more detailed analysis of one group could render new revelations on the impact 

of mentoring.  

2. Generational differences were not incorporated in this study in its entirety. 

Perhaps, conducting a study on first- or second-generation Hispanics would 

provide new concepts on the phenomenon.   
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3. Explore in depth Hispanic cultures (e.g., culture variation across U.S regions). 

Hispanic cultures vary when the population is not as occupied with other 

Hispanics as in Los Angeles. Perhaps the effects of assimilation or biculturalism 

are stronger or weaker in different regions.  

4. Combine the experiences of Hispanic men and women to add depth to the study’s 

findings. In this framework, new mentoring nuances with the phenomenon could 

manifest organically when the interpretation of their experiences is combined. 

5. Apply the social conflict theory to illustrate why mentoring deficiencies exist 

among Hispanic-on-Hispanic mentoring relationships. 

6. Recruit participants from different sources. Perhaps, the sources in this study are 

limiting and not as conducive to data analysis. Also, focusing on specific 

departments would produce different results. Perhaps, a paramilitarylike 

organization would provide different findings. No public safety leaders were 

interviewed in this study.  

7. Aim to achieve saturation. Saturation may not have been achieved in this study 

either because of the number of participants or the variability of perception of the 

phenomenon because of the variability of the Hispanic population.  

Concluding Remarks and Reflections 

With the constant evolution of technology, rapid distribution of information, and 

the globalization of business, human resources organizations must stay updated on new 

and relevant ideas to provide training and development programs to organizations to 

improve the work lives of employees, which in turn improve the quality of services 

provided to communities to enrich or protect their lives. A cohesive organization 
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structured by a support network from mentoring creates a representative bureaucracy. 

Under this paradigm, public leaders have a pathway to legitimizing their organization and 

simultaneously enriching employee work culture and job satisfaction. This study provides 

information that can be used to increase diversity and reasonably address the issue of the 

underrepresentation of ethnic minorities in senior management.  

 Charismatic and transformational leadership theories emphasize the motivation 

and organization of subordinate effort in line with established purposes and direction 

(Bass, 1985). Research has shown that many successful leaders have had mentors who 

advised them in their careers (Knouse, 2013). This study’s findings suggest mentoring 

can enhance protégé motivation and generate desirable work performance aligned with 

established organizational purposes. Mentoring may also give senior managers a means 

to pay it forward or give back what they were given. It can provide them with personal 

satisfaction and reinforce their efforts to transform organizations. Researching similar 

phenomena and sharing this information will produce senior leaders who understand, 

respect, and relate to various cultures and communicate that sense of comfort to 

employees and the elected officials they serve.  
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