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Mentoring is reputed to support the career choices and development of individuals in various
contexts. This study is one of the few that investigates the effect of mentoring on career satisfaction
and retention of novice entrepreneurs. We surveyed 360 novice entrepreneurs who had been
supported by a mentor. Our analyses demonstrate the direct effect of mentoring on entrepreneurial
self-efficacy (ESE), which mediates the relationship between satisfaction of being an entrepreneur
and the intention of staying in the profession. Moreover, mentoring not only has an indirect effect
on satisfaction; it seems to have a negative direct effect on intention. This result could possibly be
due to the awareness of novices regarding the limitations of their initial business project. Given
that entrepreneurs are closely tied to their business project, mentoring should come earlier in the
entrepreneurial process in order to influence career satisfaction and retention of novice
entrepreneur.

Keywords

Mentoring, entrepreneurial career, career satisfaction, entrepreneurial self-efficacy, intention to
stay entrepreneur

In the past few years, many programs have been implemented to support novice entrepreneurs in
the years following the start of their business. One of the objectives of these programs is to increase
the success rate, which is found to be between 35% and 45% in 5 years following the start-up
(Ministere du Développement économique, Innovation et Exportation [MDEIE], 2008; van Praag,
2003). One of the processes proposed involves pairing a novice entrepreneur with an experienced
business person who provides advice and ways of thinking, to help the novice avoid costly and
even fatal mistakes (Cull, 2006; St-Jean & Audet, 2012; Sullivan, 2000). For example, the
American SCORE program supported more than eight million small business managers through
its network of over 12,000 volunteer mentors. In Europe, other similar initiatives exist such as that
supported by the Business Link in England, the Mentor Eget Féretag program in Sweden or
France Initiative (in France), with nearly 5,000 volunteer mentors only for the latter, to name just
a few of these programs.

Mentoring is recognized as a practice allowing the protégé (or mentee) to make informed choices

and persevere when faced with difficulties. Despite the role mentors play in resolving personal and
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professional dilemmas and their influence in making career choices more concrete for their
mentees, research focusing on the development of novice entrepreneurs’ careers through
mentoring seems to be absent from the literature. And yet, during the period following the business
start-up, novices encounter many difficulties. Such difficulties are likely to push them to abandon
their plans and find other jobs (Reynolds & Curtin, 2009). We argue that entrepreneurship implies
a career choice (Sinclair, 2008) and that entrepreneurship research should not only focus on
studying the intention of becoming an entrepreneur but also on career retention, a neglected topic
in entrepreneurship literature. Therefore, it is relevant from a theoretical and practical standpoint
to investigate this area of research.

To understand the effect mentoring may have on the novice entrepreneur’s career, we draw a
theoretical model based on social cognitive career theory (SCCT; Lent, Brown, & Hackett, 2002).
It has been recognized that, through SCCT, social support may foster task-specific self-efficacy,
which, in turn, may act as a mediator for career satisfaction and retention (Hackett, 1997). The
purpose of this article is to investigate the usefulness of SCCT to further our understanding of the
effect of mentoring as a social support for the entrepreneur’s satisfaction and retention through the
improvement of entrepreneurial self-efficacy (ESE). Consequently, we will first look at the
literature on mentoring before exploring the influence of this type of support on the novice’s career
using SCCT. Next, we will test our model with novice entrepreneurs who have taken part in a
mentoring program. The results will be presented and discussed before making recommendations
for future studies and entrepreneur support programs.

Mentoring as a form of support for novice entrepreneurs

As suggested by Paul (2004), mentoring is distinct from coaching, tutoring or a buddy system since

it is more focused on a quest for meaning than skill building. For a mentoring relationship to be
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present, as proposed by Haggard et al. (2011), three components must be present: there must be a
reciprocal relationship with development benefits for the mentee, especially career-related
benefits, as well as regular and substantial interaction with a long-term perspective. Trust and
perceived similarity are needed in order to build a strong relationship in the dyad (Son & Kim,
2013; St-Jean, 2012).

Mentor functions refer to the different roles played by the mentor in the mentoring relationship
(Kram, 1985). Mentor functions help the mentee develop the relationship’s outcomes (Wanberg et
al., 2003). They are therefore considered as an adequate measure of the mentoring’s quality,
whether given or received. The various mentor functions studied in large organizations can be
separated into three categories: psychological functions, career-related functions, and role
modelling (Bouquillon, Sosik, & Lee, 2005; Scandura & Williams, 2001). St-Jean (2011)
developed an instrument which measures the mentor’s functions grouped within three categories:
psychological, career-related, and role model functions. The psychological functions include four
dimensions: reflector, reassurance, motivation, and confidant (see Table 1). The career-related
component includes the dimensions of: integration, information support, confrontation, and guide.
And, as noted, the last category is role-model function.

For a novice entrepreneur, the benefits of a mentoring relationship seem to be many and varied.
The main benefit is without a doubt the learning that occurs when talking with an experienced

entrepreneur (i.e. the mentor; St-Jean & Audet, 2012; Sullivan, 2000). Studies have



Table 1. Mentor’s function proposed by St-Jean (2011)

Reflector The mentor gives the mentee feedback on who he is and his business project.
The mentor reflects the image the mentee projects to others, somewhat like
a mirror does. This function provides the mentee with a kind of personal
progress report where strengths to be bank on and weaknesses to be worked
on are identified.

Reassurance The mentor reassures the mentee during difficult times. He acts as a pressure
valve enabling the mentee to evacuate accumulated stress and put problems
into perspective.

Motivation The mentor motivates and encourages the mentee. The mentor helps the
mentee build self-confidence and gives him incentives to persevere.

Confidant With time, the mentee may confide in the mentor just as he would in a
friend. The mentoring relationship may also transform into friendship.

Integration The mentor facilitates the integration of the mentee in the business
community by presenting him to business contacts who may be of need in
the future.

Information The mentor gives the mentee information. He transfers various types of

support personal knowledge including on business management, laws to be aware
of, useful information on the industry, and so on.

Confrontation The mentor confronts the mentee’s ideas to help further his reflection. This

confrontation appears in a problem-solving context where the mentee’s
beliefs, attitudes, or habits prevent him from reaching his goals and makes
him part of the problem rather than the solution.

Guide When problem solving, the mentor helps the mentee improve problem
comprehension, widen problem vision and context. When necessary, the
mentor also makes suggestions and gives advice towards a solution.

Model The role model function focuses on the mentor as a person. During
meetings, the mentor presents excerpts from his life and the mentee takes
what applies to him and learns the lessons that need to be learned according
to his particular situation. The mentor may also be a source of inspiration,
or at least, of comparison.

shown that novices increased their opportunity identification abilities (Ozgen & Baron, 2007), got
in touch and networked with useful persons and developed greater self-confidence or ESE
(Nandram, 2003). One must remember that novice entrepreneurs manage their own company and
their salary does not depend on the decision of a superior. The mentor's influence on the mentee’s
career is therefore related to motivational aspects, such as satisfaction or feelings of competence.
Dyer (1994) claims that entrepreneurs forge their identity by first taking on the general role of an

entrepreneur, simply by having created a company. They then develop more specialized roles by



identifying, for example, with someone who enjoys starting up companies to resell them (serial
entrepreneur) or with a developer of new technologies, and so on. Dyer (1994) mentions that
dilemmas sometimes arise between the desired role and that imposed by the constraints of running
the business. Furthermore, throughout the various stages of an entrepreneur’s career (from start-
up to retirement), the entrepreneur will identify with specific roles that will refine themselves and
evolve according to personal, family or business-related dilemmas. Mentors could intervene with
novice entrepreneurs that are in the midst of developing specific roles and solving dilemmas by
offering feedback, advice and serving as role models. Mentors could influence the attitudes of their
protégés by confronting the choices they have made. Acting as role models, mentors may also
influence the subjective standards perceived by their protégés.

Mentoring and SCCT

SCCT has been developed mainly with the intention of bringing together conceptually related
constructs in order to more fully explain outcomes common to a number of career theories as well
as to account for the relations among seemingly diverse constructs (Hackett & Lent, 1992).
According to SCCT, occupational and academic performance (and persistence) is greatly
influenced by ability, self-efficacy, outcome expectations, and performance goals (Lent et al.,
2002). Of particular importance, Lent and Brown (2006) suggest that social support (e.g.
mentoring) is fundamental in the development of task-specific self-efficacy, both of which are
related to job satisfaction. Thus, according to SCCT, job satisfaction and the intention to stay in
the profession (a measure of persistence) should both be influenced by self-efficacy and social
support, among others things.

Self-efficacy, a central concept in SCCT, refers to the belief an individual has in his own ability to

accomplish specific tasks undertaken (Bandura, 1997). One’s perception of self-efficacy does not
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depend on the number of skills one possesses, but in the belief of what one is able to do with one’s
own skills in a variety of situations. Those who believe in their abilities will perceive difficult tasks
as challenges rather than threats to be avoided. According to social-cognitive theory (Bandura,
1986), four processes can influence an individual’s sense of self-efficacy: (1) enactive mastery (or
experience of mastery), (2) role modeling and vicarious experience, (3) social persuasion, and (4)
judgement of one’s own physiological states, such as arousal and anxiety. Mentoring is mainly
related to the processes of modeling and vicarious experiences as well as social persuasion, but
also, to a lesser extent, to enactive mastery. Let us first examine the role of modeling and vicarious
experience process. Mentors are recognized as role models for mentees; in fact, this component is
one of the three mentor functions (e.g., Bouquillon et al., 2005). It has also been established that
role models influence the development of self-efficacy (Bandura, 1986) and, more generally,
attitudes (Henderson & Robertson, 2000). Krueger (2000) concludes that mentors are useful in the
development of the mentee’s self-efficacy, and Johannisson (1991) states that the presence of
mentors or role models may also influence self-efficacy. Social persuasion has been associated
with mentor psychological functions in situations where the mentor encourages and provides
feedback on mentee skills (e.g., Kram, 1985; St-Jean, 2011). These mentor functions may thus
develop mentee self-efficacy through social persuasion (Bandura, 1986). Finally, a mentor
exercises career-related mentor functions by giving advice and suggestions (e.g. Kram, 1985) and,
in an entrepreneurial context, by discussing with the mentee strategies or objectives and by guiding
the development of certain skills (St-Jean, 2011; Sullivan, 2000). Although the very nature of the
mentoring relationship does not foster the development of in situ skills directly, the relationship
may provoke cognitive changes that may have repercussions on the mentee’s future actions which

imply a certain level of enactive mastery (Bandura, 1986). Thus, if the mentee gains knowledge
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and develops new cognitive skills through mentoring, this could, in turn, increase his sense of self-
efficacy. Given that received mentoring is observed through mentor functions and seems to be

related to three of the four processes that develop ESE, we suggest the following hypothesis:

Hypothesis 1: Mentoring received (through mentor functions) positively influences ESE.

Entrepreneurship, self-efficacy, job satisfaction and career retention

Studies have shown the influence of ESE on the intention to start a venture (Lee, Wong, Foo, &
Leung, 2011)) or on the following start-up (Dimov, 2010). In our case, since novice entrepreneurs
have already started their company, we studied the intention to remaining in business rather than
the intention to start a business. However, because self-efficacy in employees has been shown to
influence retention and the intention of remaining in the profession (McNatt & Judge, 2008), there
is reason to believe that self-efficacy could also influence the novice’s intention of remaining in
the profession of entrepreneur. Furthermore, research indicates that self-efficacy also positively
affects job performance (Robertson & Sadri, 1993) and career retention (Zimmerman & Darnold,
2009). In a context of heavy workloads, as is the case in entrepreneurship (Buttner, 1992), novices
have higher intentions of leaving the profession than more experienced entrepreneurs (Jones,
Chonko, Rangarajan, & Roberts, 2007). The development of self-efficacy may help novices feel
that they can take on heavy workloads and consequently decrease their intention of leaving the
profession. This leads to the following hypotheses:

Hypotheses 2: ESE positively influences the intention of staying in business



Within the SCCT framework, Hackett (1997) stresses the importance of the concept of self-
efficacy on career choice and development. She states that “research findings strongly suggest that
efficacy beliefs not only exert a strong, direct influence on career decision making and career
choice, but self-efficacy also significantly affects the development of core vocational choice
predictors such as interests, values and goals” (p.234). A meta-analysis conducted by Judge and
Bono (2001) has demonstrated the significant contribution of core self-evaluation traits such as
self-esteem, generalized self-efficacy, locus of control and emotional stability on job satisfaction.
All of the self-evaluation traits were positively related to job satisfaction. In a study comparing
self-employed individuals with wage and salary workers, Bradley and Roberts (2004) have found
that self-employed individuals experience higher job satisfaction than others. The authors also
report that a portion of the job satisfaction for self-employed individuals could be explained by
higher levels of self-efficacy and lower levels of depression. It is also demonstrated that self-
efficacy moderates the relationship between career commitment and career satisfaction (Ballout,
2009). Hence, if the mentee’s self-efficacy increases following a mentoring program, his

satisfaction should also increase. This leads to the following hypothesis:

Hypotheses 3: ESE positively influences job satisfaction

Studies have shown that an individual who is satisfied with one’s choice of occupation is more
inclined to want to continue along the same path (e.g. Mau, Ellsworth, & Hawley, 2008). Moreover
previous studies have shown that job satisfaction is strongly correlated to the intention of staying

in business (Brigham, De Castro, & Shepherd, 2007; Hellman, 1997). Thus, everything leads us



to believe that the entrepreneur’s level of job satisfaction could influence his intention of staying

in business. This leads us to the following hypothesis:

Hypothesis 4: Job satisfaction positively influences the intention to stay in business.

Studies of mentoring programs developed in large organizations have demonstrated that the
mentor is likely to directly influence work satisfaction, as well as retention in the organization and
the profession (Ramaswami, Dreher, Bretz, & Wiethoff, 2010; van Emmerik, 2004; Xu & Payne,
2014). As for entrepreneur mentoring relationships, it is reported that novices also seem to feel
more like “real” entrepreneurs when they are in contact with a mentor (Kent, Dennis, & Tanton,
2003) and have more satisfaction in carrying out their entrepreneurial tasks, since they can develop
their skills (Gravells, 2006). More generally, it is demonstrated that social comparisons influence
turnover intentions and career satisfaction and can be moderated by the competitiveness inside a
managerial team (Eddleston, 2009). Support from spouses, either through listening or
encouragement, positively influences the job satisfaction (Parasuraman, Purohit, Godshalk, &
Beutell, 1996). By analogy, it is possible that the mentor, who also listens and offers
encouragement, could also influence the entrepreneur’s job satisfaction. These observations lead
to the following hypotheses:

Hypotheses 5: Mentoring received (through mentor functions) positively influences

intention to stay in business.

Hypotheses 6: Mentoring received (through mentor functions) positively influences job

satisfaction in entrepreneurs.
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Theoretical Model

To sum up, we postulate that entrepreneurs will develop their ESE through mentoring which will
lead to increased job satisfaction and a strong feeling of wanting to stay in business. In order to
verify these hypotheses and test the model in which ESE is a mediator between mentoring and
career satisfaction and retention, a methodology will be proposed in the next section.
Methodology

The studied program

The business mentoring program which is at the heart of the present study was created in 2000 by
the Fondation de l’entrepreneurship, an organization dedicated to economic development in the
province of Québec, Canada. It is offered to novice entrepreneurs through a network of 70
mentoring cells spread out across the province. These cells are generally supported by various
economic development organizations such as Centres locaux de développement, Sociétés d’aide
au développement des collectivités, and local chambers of commerce. These organizations ensure
the local or regional development of the program, while subscribing to the business mentoring
model developed by the Fondation. More precisely, local organizations employ a cell coordinator
in charge of recruiting mentors, organizing training sessions for them, promoting the program to
novice entrepreneurs, pairing participants, and supervising the ensuing mentoring relationship.
The novice entrepreneurs may benefit from mentor support for a minimal price, a few hundred
dollars annually, and in some cases freely. In order to supervise local development correctly, the
Fondation provides development workshops on the mentor-mentee relationship to give novice
entrepreneurs a clear idea of the mentor’s role.

Chosen sample for analysis
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The studied population is a group of mentored entrepreneurs from the business mentoring program
of the Fondation de [’entrepreneurship, who have had at least three meetings with their mentor,
or who still maintain a relationship, and who had a valid e-mail address. This population
represented 981 individuals. Mentees were contacted by e-mail to participate in the study, and two
follow-ups were made to nonrespondents; 360 participants have accepted to participate (a response
rate 0f 36.9%). Some respondents were excluded of our analysis because of missing variable. Since
a portrait of the population was not available beforehand, a comparison with the early respondents
(who replied after the first contact) and later respondents (after follow-ups) was conducted as
suggested by Armstrong and Overton (1977). No significant differences were found between
demographic variables, business-related variables, or those measured in this study, which suggest
that the sample does represent the studied population.

The sample contains 162 men (51.6%) and 152 women (48.4%)". They were paired with 275 male
mentors (81.4%) and 63 female mentors (18.6%). Mentees are quite educated since 173 (55%) of
them have university degrees. The average age is 39.8 (standard deviation of 8.97) and age varies
between 23 and 70. When starting their business, 24% had no experience in the field of their
business, 33.2% had less than a year, 46.2% had less than 3 years, and 61.6% had less than 5 years.
As for business experience, the majority (51.1%) had no experience, 63.4% had less than 1 year,
73.6% had less than 3 years, and 82.9% had less than 5 years of experience. Businesses had few
employees, an average of 4.48 (standard deviation of 9.69, median of 2). Business turnover is
mainly under Can$100,000 annually (62.8%), 88.9% have an annual turnover of less than
Can$500,000, and only 8.6% exceed Can$1 million. As for gross profit, including salary and
bonuses for heading the business, the situation is just a grim. The vast majority (68.1%) declare

annual profits under Can$25,000, 83.5% make less than Can$50,000 and only 6.3% make more
12



than Can$100,000. Industry sectors are varied, with a slight concentration in professional services
(62, for 23.0%), in manufacturing (39, for 14.4%) and in retail (32, for 11.9%). Mentoring
relationships lasted 16.07 months on average (standard deviation of 14.4, median of 13). Meetings
with the mentor lasted 68.52 minutes on average (standard deviation of 14.4, median of 67), and
there were a little under one meeting a month (0.807), median being one meeting a month. The
majority of respondents were still in their mentoring relationship at the time they participated in

the study (58.6%).

Questionnaire and measures

The questionnaire was done online through a professional web-based survey provider. It was
administered in French and we translated all of the measures that were previously developed in
English. Translation was done by two bilingual researchers separately and then compared to each
other. No major differences were founded. The online questionnaire was pretested and no changes
were necessary.

Mentor functions. For mentor functions, we used the measure developed by St-Jean (2011)
involving 9 items, such as psychological (i.e., he reassures me), career-related (i.e., he puts me into
contact with people he knows) and role model components (i.e., he reveals his successes and
failures to me), which correspond to the three categories of mentor functions. St-Jean (2011)
reported good validity and reliability of the scale through confirmatory factor analysis and test-
retest. The Cronbach’s alpha for this measure is 0.898, which surpasses acceptable limits
(Tabachnick & Fidell, 2007).

ESE. We used the 3-item measure developed by Anna, Chandler, Jansen, and Mero (2000; e.g., |

can influence and lead, I can run my business without any problems, etc.). These authors reported
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good validity through a confirmatory factor analysis and a Cronbach’s alpha of 0.710. Cronbach’s
alpha on this sample is 0.860.

Satisfaction in Career Choice. The selected career choice satisfaction measure is the one recently
used in an entrepreneurship context (see Hmieleski and Corbett (2008). The measurement is based
on the work by Spector (1985). It includes 4 items measured using the 7-point Likert-type scale: I
have a feeling that my work has no meaning (inverted), I like the tasks related to my job, I am
proud when I carry out my work and my work is enjoyable. Hmieleski and Corbett (2008) reported
a Cronbach’s alpha of 0.85. In this sample, we had Cronbach’s alpha of 0.721.

Intention to stay in the profession. This measure was developed based on the intent to stay in the
profession by Wallace (2001). It includes 4 items measured using a 7-point Likert-type scale: I
would not want to stop working for myself, I plan to quit the business world (inverted), I plan to
remain an entrepreneur for as long as possible, and I am thinking of stopping working for myself
next year (reversed). Previous works using this scale did not report validity evidence. However,
our own analysis shows very good validity for the scale (see the confirmatory factorial analysis
[CFA] result). Wallace (2001) reported a Cronbach’s alpha of 0.85, which is considered good. Our
sample had a similar Cronbach’s alpha of 0.817.

We performed a CFA on all the variables used in this study and the model fit indices show good
validity (> = 254.9111, df = 164, root mean square error of approximation [RMSEA]=0.04672,
comparative fit index [CFI]=0.9839; Boomsma & Hoogland, 2001).

Method

A structural equation model was tested using LISREL for all hypotheses (see Figure 1).
Polychorical correlation matrixes were used and scale variances for each of the latent variables

were set by fixing one of each of the observed indicators for every latent variable to 1.0. Cases
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with missing observations were excluded leaving a total of 255 cases in the study. Using self-
reported data, measuring both predictors and dependent variables may result in common method
variance (CMV; Podsakoff, MacKenzie, Lee, & Podsakoff, 2003). To reduce possibility of CMV,
we have done many recommended a priori remedies (confidentiality, ordering of dependent and

independent variables, negative wording in measures, etc.). We also performed
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Figure 1. Structural analysis of the effect of mentoring on the entrepreneurial career.

Table 2. Descriptive Statistics and Correlations.

Variable Mean SD 1 2 3
1-Mentoring 5.39 1.15

2-ESE 5.95 0.94 Jd6%*

3-Satisfaction 6.10 1.09 .06 16%*

4-Intention to stay 5.89 1.62 -.10 A7 A45Ex*

Note. ESE = entrepreneurial self-efficacy.
*p <.05. #*p <.01. ***p <.001.

Harman’s single factor test as a post hoc test. Results indicate that our data converges into five

factors, and that the first one explains only 25.6% of the variance. Furthermore, our data show
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negative correlation (see Table 2), which is unlikely to appear in data contaminated with CMV.

All combined, this strongly suggests that risks of CMV are reduced with our data.

Results

Table 2 presents the averages, standard deviations and correlations between the latent variables.
The model was tested using second-level structural equations rather than amalgamated constructs.
All relationships between the manifest variables the latent variables are significant with p <.001.
The model’s fit indices are very good, with a y> 0f 254.9111 for 164 degrees of freedom (p = .000),
RMSEA at 0.04672, standardized root mean square residual (SRMR) at 0.06900, CFI at 0.9839,
and a normed fit index (NFI) at 0.9563. Overall, the model exceeds the recognized acceptability
limits (Kline, 2004).

In Figure 1, all structural relationships are significant at p <.01, with the exception of the
relationship between mentoring received and job satisfaction. Furthermore, they are all positive,
except for the link between mentoring and the intention to stay in business (standardized f = -.16),
where an inverse relationship was expected. In order to assess the mediation effect in the proposed
model, we ran a model featuring only the direct effect of mentoring on job satisfaction and
intention to stay in the profession, added to the relationship between career satisfaction and
intention, and compared it with the full mediation model (Table 3). All relationships are significant
in the direct effect model, with a negative relationship between mentoring and intention to stay in
the profession. Chi-square is lower than the full model, but not significantly different. Also, model
fit indexes are not significantly different (Cheung & Rensvold, 2002), which suggests the adequacy

of our two models. However, the full model shows that when considering the mediation effect of
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ESE, mentoring is no longer having a direct and significant effect on job satisfaction, confirming
a full mediation effect of ESE. Also, with ESE the effect of mentoring is positive on intention to
stay in the profession, while the direct effect is negative. Thus, the mediation model is quite more
informative regarding the effect of mentoring on career satisfaction and retention of novice

entrepreneurs.

Table 3. Model comparison (full mediation vs direct effect)

7 df CFI RMSEA GFI Ay? Adf
Model 1 (Full) 25491 164 09839  0.0467 0.8043
1vs2 61.97 (n.s.) 48
Model 2 (Direct) 192.94 116 09837  0.0511 0.8259

Note. CFI = comparative fit index; RMSEA = root mean square error of approximation; GFI = goodness-of-fit index;
n.s. = not significant.

In the full model, all other structural relationships are significant and positive, which confirms
Hypotheses 1-4. Thus, mentor functions positively influence ESE (standardized [ =.20;
Hypothesis 1), which, in turn, influences the satisfaction of being an entrepreneur (standardized 3
=.30; Hypothesis 2) and the intention to stay in business (standardized B = 0.15; Hypothesis 3).
Moreover, the satisfaction of being an entrepreneur positively influences the intention to stay in
business (standardized B = 0.48; Hypothesis 4). However, as previously mentioned, mentoring
does not directly influence job satisfaction, which invalidates Hypothesis 6, and negatively affects

the intention to stay in business, which does not confirm the posit relationship (Hypothesis 5).
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Discussion

As expected, mentorship allows the development of ESE, as other researchers have suggested
(Gravells, 2006; Nandram, 2003). This confirms the mentor’s role in developing proximal benefits
for the novice entrepreneur, as was shown with mentoring in large organisations (Wanberg et al.,
2003). However, mentoring does not allow the direct development of job satisfaction as an
entrepreneur and even reduces the intention of staying in business in the future. Although these
results initially appear to be contradictory, an explanation could be put forward. We propose that
mentoring increases novice entrepreneurs’ confidence in their capacity to clarify their business
vision and increase some of their management skills. These benefits could, in turn, increase the
mentee’s ESE. This increase in ESE may lead the mentee to consider that he or she has good
potential for success, among others place in a wage employment. This new reality, coupled with
the fact that the mentorship network coordinators invite mentors to work on the person instead of
the project and recommend having mentees find answers to their own problems, mentors can only
marginally influence the project’s results. The intention of mentees to stay in business may
therefore decrease when faced with a business project with limited chances of success and over
which mentors have little or no influence. To support this hypothesis, a study by Kahneman and
Lovallo (1993) demonstrated that entrepreneurs tend to have a positive view (sometimes
unreasonably so) of the future of their businesses. The authors mention that these decision-makers
tend to have an inside view—that focuses on the current situation and reflects their personal
involvement in it rather than an outside view—one that compares the current situation
dispassionately with the results of relevant past ones. Mentoring could provide entrepreneurs with
this outside, more realistic view of the future of their business and discourage them from

continuing on with their business plans. Since we know that strongly overconfident entrepreneurs
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are more likely to fail (Koellinger, Minniti, & Schade, 2007), being paired with a mentor may help
to reduce this cognitive bias. Consequently, despite the increased confidence mentees develop in
their entrepreneurial skills, their intention to stay in business could be lessened. This hypothesis is
quite plausible considering that 68% of respondents in the sample have incomes of under
Can$25,000, including salaries, profits and bonuses paid to the entrepreneur, and that 83.5% have
incomes under Can$50,000.

In accordance, we believe that mentoring should occur before the launching of the business and
not when the entrepreneur faces difficulties, as with the studied program for this study. In this
phase of the start-up process, novice entrepreneurs will identify and decide to exploit an
opportunity. As it was previously demonstrated, novice entrepreneurs do not have the same
opportunity recognition patterns than experienced entrepreneurs, because of different cognitive
schemas or self-images (Baron & Ensley, 2006). Mentors will be able to help enhancing the
opportunity recognition process of novices in suggesting the exploitation of a more profitable
opportunity, which will lead to a better performance of the SME and, probably, an increasing of
the intention to stay entrepreneur in the future for them. However, other hypotheses may be worth
considering. For example, close contact with a mentor, acting as a role model, could lead mentees
to review their career choices. For instance, mentees may more clearly understand the difficulties
in balancing personal life and their business project or the limits of working without supervision.
They may also become aware that they do not have the level of skills or aptitudes required to
succeed. In short, they could simply realize that entrepreneurship as a career is not the right choice
for him.

This research confirms SCCT’s usefulness in entrepreneurship. Using this theory to test a model

explaining the modification of attitudes related to entrepreneurial careers in a mentoring context,
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we were able to understand the central role of ESE as a mediator variable. These results indicate
the contradictory effect of role models, such as mentors, on the attitudes of entrepreneurs. Bearing
in mind that governments wish to support entrepreneurship by increasing the number of
entrepreneurs and their success, these results could be considered negative. However, because
mentoring seems to increase self-efficacy and, at by the same token, reduce intention to remain
within the profession, we advocate the fact that this type of mentoring should be introduced very
early on in the entrepreneurial process. Since entrepreneurship is not a career choice that suits
everyone, the mentor’s effect, from the individual’s standpoint, may be considered positive. By
allowing novice entrepreneurs to be aware of their strengths and weaknesses on the one hand, and
what being an entrepreneur entails on the other, the model favours acceleration and confirmation
of career choice. This suggests a closer and more refined study of the effect of role models, such
as mentors, in entrepreneurial career development for future research.

From a career-counselling practice standpoint, this research suggests mentoring as an efficient tool
in helping potential entrepreneurs with their career choice. Recently, we noticed that the intention
to start a business is high amongst youth (St-Jean & Tremblay, 2014) but their lack of
entrepreneurial experience may lead to unrealistic career plans. This may partly explain why the
majority of start-ups fail within the first 5 years (MDEIE, 2008). As observed, on a sample of
novice entrepreneurs owning small businesses that seem to have a low growth potential, being
paired with an experienced business person appears to lower the intention to remain in the
profession. Thus, career counsellors may use mentoring as an effective tool in building well-

adjusted expectations toward the entrepreneurial career.
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Limitations

Among the limitations of this study, we must underscore the cross sectional nature of this study.
A longitudinal assessment of the change occurring on the variable over time is needed. Indeed,
although SCCT allows us to postulate the relationship among variables, we cannot prove a causal
relationship between mentoring, ESE, and career outcomes like job satisfaction and retention.
Also, our study only takes into account the mentee’s perspective, but mentoring is a dyadic
relationship. When measuring mentor functions from the perspective of the mentee, we view only
one side of the coin and this limitation can certainly be overcome by measuring the mentor’s self-
reported function. Finally, we used a partial model of SCCT, putting aside the entrepreneur’s
outcome expectations, goals, and personal inputs (psychological dimensions, personal
background, etc.), among other things. A more complete model should be used in the future to
fully understand the development of positive career outcome for the entrepreneurs.

Conclusion

This study highlights the usefulness of SCCT in the study of entrepreneurial career. Our model
shows that a relationship exists between the satisfaction with one’s work as an entrepreneur, one’s
intention to stay in business and the effect of mentoring on ESE. Furthermore, this study
demonstrates the effect of ESE on these components (work satisfaction and intention to stay in
business) during career development. This is a worthwhile contribution that allows us to confirm
the usefulness of career theories in the context of the novice entrepreneur. Our results are similar
to those obtained in contexts other than entrepreneurship but highlight the negative influence of
mentoring on the intention to pursue an entrepreneurial career. We may suggest the hypothesis
that mentoring could bring an outsider’s view concerning the realism of the mentee’s business

venture and thus discourage the mentee from continuing in an entrepreneurial career. From a
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career-counseling practice standpoint, this research suggests mentoring as a potential efficient tool
in helping entrepreneurs with their career choice.

Declaration of Conflicting Interests

The author(s) declared no potential conflicts of interest with respect to the research, authorship,
and/or publication of this article.

Funding

The author(s) disclosed receipt of the following financial support for the research, authorship,
and/or publication of this article: Etienne St-Jean received grant from Social Sciences and

Humanities Research Council (SSHRC). SSHRC has no interests in the content of the research.

Note
1. We had missing values for sex of the mentee.
References

Anna, A. L., Chandler, G. N., Jansen, E., & Mero, N. P. (2000). Women business owners in
traditional and non-traditional industries. Journal of Business Venturing, 15(3), 279-303.
Armstrong, J. S., & Overton, T. S. (1977). Estimating nonresponse bias in mail surveys. Journal
of Marketing Research, 14(3), 396-402.

Ballout, H. I. (2009). Career Commitment and career success: moderating role of self-efficacy.
Career Development International, 14(7), 655-670.

Bandura, A. (1986). Social Foundations of Thought and Action - A Social Cognitive Theory.
Englewood Cliffs, N.J.: Prentice-Hall.

Bandura, A. (1997). Self-efficacy : the exercise of control. New York: W.H. Freeman.

Baron, R. A., & Ensley, M. D. (2006). Opportunity Recognition as the Detection of Meaningful
Patterns: Evidence from Comparisons of Novice and Experienced Entrepreneurs. Management
Science, 52(9), 1331-1344.

Boomsma, A., & Hoogland, J. J. (2001). The robustness of LISREL modeling revisited. In R.
Cudeck, S. du Toit & D. Sorbom (Eds.), Structural equation modeling: Present and future. A
festschrift in honour of Karl Joreskog (pp. 139-168). Chicago, IL: Scientific Software
International.

Bouquillon, E. A., Sosik, J. J., & Lee, D. (2005). 'It's only a phase': examining trust, identification
and mentoring functions received accross the mentoring phases. Mentoring & Tutoring, 13(2),
239-258.

22



Bradley, D. E., & Roberts, J. A. (2004). Self-Employment and Job Satisfaction: Investigating the
Role of Self-Efficacy, Depression, and Seniority. Journal of Small Business Management, 42(1),
37-58.

Brigham, K. H., De Castro, J. O., & Shepherd, D. A. (2007). A Person-Organization Fit Model of
Owner-Managers' Cognitive Style and Organizational Demands. Entrepreneurship Theory and
Practice, 31(1), 29-51.

Buttner, E. H. (1992). Entrepreneurial stress: Is it hazardous to your health. Journal of Managerial
issues, 4(2), 223-240.

Cheung, G. W., & Rensvold, R. B. (2002). Evaluating goodness-of-fit indexes for testing
measurement invariance. Structural Equation Modeling, 9(2), 233-255.

Cull, J. (2006). Mentoring young entrepreneurs: What leads to success? International Journal of
Evidence Based Coaching and Mentoring, 4(2), 8-18.

Dimov, D. (2010). Nascent entrepreneurs and venture emergence: opportunity confidence, human
capital, and early planning. Journal of Management Studies, 47(6), 1123-1153.

Dyer, G. W. J. (1994). Toward a theory of entrepreneurial careers. Entrepreneurship: Theory &
Practice, 19(2), 7-21.

Eddleston, K. A. (2009). The effects of social comparisons on managerial career satisfaction and
turnover intentions. Career Development International, 14(1), 87-110.

Gravells, J. (2006). Mentoring start-up entrepreneurs in the East Midlands — Troubleshooters and
trusted friends. The International Journal of Mentoring and Coaching, 4(2).

Hackett, G. (1997). Self-efficacy in career choice and development. In A. Bandura (Ed.), Self-
efficacy in changing societies (pp. 232-258). Cambridge, U.K.: Cambridge University Press.
Hackett, G., & Lent, R. W. (1992). Theoretical advances and current inquiry in career psychology.
In D. Brown & R. W. Lent (Eds.), Handbook of counseling psychology (2™ ed., pp. 419-451).
New-York, USA: John Wiley & Sons.

Haggard, D. L., Dougherty, T. W., Turban, D. B., & Wilbanks, J. E. (2011). Who Is a Mentor? A
Review of Evolving Definitions and Implications for Research. Journal of Management, 37(1),
280-304.

Hellman, C. M. (1997). Job satisfaction and intent to leave. The Journal of Social Psychology,
137(6), 677-689.

Henderson, R., & Robertson, M. (2000). Who wants to be an entrepreneur? Young adult attitudes
to entrepreneurship as a career. Career Development International, 5(6), 279-287.

Hmieleski, K. M., & Corbett, A. C. (2008). The contrasting interaction effects of improvisational
behavior with entrepreneurial self-efficacy on new venture performance and entrepreneur work
satisfaction. Journal of Business Venturing, 23(4), 482-496.

Johannisson, B. (1991). University training for entrepreneurship: a Swedish approach.
Entrepreneurship and Regional Development, 3(1), 67-82.

Jones, E., Chonko, L., Rangarajan, D., & Roberts, J. (2007). The role of overload on job attitudes,
turnover intentions, and salesperson performance. Journal of business research, 60(7), 663-671.
Judge, T. A., & Bono, J. E. (2001). Relationship of Core Self-Evaluations Traits - Self-Esteem,
Generalized Self-Efficacy, Locus of Control, and Emotional Stability - With Job Satisfaction and
Job Performance: A Meta-Analysis. Journal of Applied Psychology, 86(1), 80-92.

Kahneman, D., & Lovallo, D. (1993). Timid choices and bold forecasts: A cognitive perspective
on risk taking. Management Science, 39(1), 17-31.

23



Kent, T., Dennis, C., & Tanton, S. (2003). An evaluation of mentoring for SME retailers.
International Journal of Retail & Distribution Management, 31(8/9), 440-448.

Kline, R. B. (2004). Principles and Practices of Structural Equation Modeling (2™ ed.). New
York: Guilford Press.

Koellinger, P., Minniti, M., & Schade, C. (2007). “I think I can, I think I can”: Overconfidence
and entrepreneurial behavior. Journal of Economic Psychology, 28(4), 502-527.

Kram, K. E. (1985). Mentoring at work : Developmental relationships in organizational life
Glenview, IL: Scott Foresman.

Krueger, N. F. (2000). The cognitive infrastructure of opportunity emergence. Entrepreneurship:
Theory & Practice, 24(3), 5-23.

Lee, L., Wong, P. K., Foo, M. D., & Leung, A. (2011). Entrepreneurial intentions: The influence
of organizational and individual factors. Journal of business venturing, 26(1), 124-136.

Lent, R. W., & Brown, S. D. (2006). Integrating person and situation perspectives on work
satisfaction: A social-cognitive view. Journal of vocational behavior, 69(2), 236-247.

Lent, R. W., Brown, S. D., & Hackett, G. (2002). Social cognitive career theory. In D. Brown
(Ed.), Career choice and development (4™ ed., pp. 255-311). San-Francisco, USA: Jossey-Bass.
Mau, W.-C. J., Ellsworth, R., & Hawley, D. (2008). Job satisfaction and career persistence of
beginning teachers. International Journal of Educational Management, 22(1), 48-61.

McNatt, D. B., & Judge, T. A. (2008). Self-efficacy intervention, job attitudes, and turnover: A
field experiment with employees in role transition. Human Relations, 61(6), 783.

Ministeére du Développement économique, Innovation et Exportation. (2008). Taux de survie des
nouvelles entreprises au Québec. Québec: Ministére du Développement économique, Innovation
et Exportation.

Nandram, S. S. (2003, June, 15-18). Entrepreneurs’ need for mentoring and their individual
differences. Paper presented at the ICSB 48™ World Conference, Belfast, Ireland.

Ozgen, E., & Baron, R. A. (2007). Social sources of information in opportunity recognition:
Effects of mentors, industry networks, and professional forums. Journal of Business Venturing,
22(2), 174-192.

Parasuraman, S., Purohit, Y. S., Godshalk, V. M., & Beutell, N. J. (1996). Work and Family
Variables, Entrepreneurial Career Success, and Psychological Well-Being. Journal of Vocational
Behavior, 48(3), 275-300.

Paul, M. (2004). L'accompagnement : une posture professionnelle spécifique. Paris, France:
L'Harmattan.

Podsakoff, P. M., MacKenzie, S. B., Lee, J. Y., & Podsakoff, N. P. (2003). Common method biases
in behavioral research: A critical review of the literature and recommended remedies. Journal of
Applied Psychology, 88(5), 879-903.

Ramaswami, A., Dreher, G. F., Bretz, R., & Wiethoft, C. (2010). The Interactive Effects of Gender
and Mentoring on Career Attainment: Making the Case for Female Lawyers. Journal of Career
Development, 37(4), 692-716.

Reynolds, P., & Curtin, R. (2009). New Firm Creation in the United States: Initial Explorations
with the PSED II Data Set: Springer.

Robertson, I. T., & Sadri, G. (1993). Managerial self-efficacy and managerial performance. British
Journal of Management, 4(1), 37-46.

24



Scandura, T. A., & Williams, E. A. (2001). An investigation of the moderating effects of gender
on the relationships between mentorship initiation and protégé perceptions of mentoring functions.
Journal of Vocational Behavior, 59(3), 342-363.

Sinclair, R. F. (2008, Jan. 10-13). The first step toward a theory of the entrepreneurial career.
Paper presented at the USASBE, San Antonio, TX.

Son, S., & Kim, D.-Y. (2013). What Makes Protégés Take Mentors’ Advice in Formal Mentoring
Relationships? Journal of Career Development, 40(4), 311-328.

Spector, P. E. (1985). Measurement of human service staff satisfaction: Development of the Job
Satisfaction Survey. American Journal of Community Psychology, 13(6), 693-713.

St-Jean, E. (2011). Mentor functions for novice entrepreneurs. Academy of Entrepreneurship
Journal, 17(1), 65-84.

St-Jean, E. (2012). Mentoring as professional development for novice entrepreneurs: maximizing
the learning. International Journal of Training and Development, 16(3), 200-216.

St-Jean, E., & Audet, J. (2012). The role of mentoring in the learning development of the novice
entrepreneur. International Entrepreneurship and Management Journal, 8§(1), 119-140.

St-Jean, E., & Tremblay, D.-G. (2014). Situation de l'activité entrepreneuriale québécoise 2013
(Global Entrepreneurship Monitor, Rapport du Québec 2013). Trois-Rivieres, Canada: Institut de
recherche sur les PME.

Sullivan, R. (2000). Entrepreneurial learning and mentoring. International Journal of
Entrepreneurial Behaviour & Research, 6(3), 160-175.

Tabachnick, B. G., & Fidell, L. S. (2007). Using Multivariate Statistics (5" ed.). Boston, MA:
Allyn & Bacon.

van Emmerik, 1. H. (2004). The more you can get the better: Mentoring constellations and intrinsic
career success. Career Development International, 9(6), 578-594.

van Praag, C. M. (2003). Business survival and success of young small business owners. Small
Business Economics, 21(1), 1-17.

Wallace, J. E. (2001). The Benefits of Mentoring for Female Lawyers. Journal of Vocational
Behavior, 58(3), 366-391.

Wanberg, C. R., Welsh, E. T., & Hezlett, S. A. (2003). Mentoring research: A review and dynamic
process model. In J. J. Martocchio & G. R. Ferris (Eds.), Research in personnel and human
resources management (Vol. 22, pp. 39-124). Oxford, UK: Elsevier Science.

Xu, X., & Payne, S. C. (Online First). Quantity, Quality, and Satisfaction with Mentoring: What
Matters Most? Journal of Career Development, 41, 507-525.

Zimmerman, R. D., & Darnold, T. C. (2009). The impact of job performance on employee turnover
intentions and the voluntary turnover process: A meta-analysis and path model. Personnel Review,
38(2), 142-158.

Author Biographies
Etienne St-Jean, PhD from Université Laval, holds the UQTR Research Chair on the

Entrepreneurial Career. He is a regular member of the Research Institute on SMEs at the Université

25



du Québec at Trois-Rivieres. He is also an associate editor of Journal of Small Business and
Entrepreneurship. His research interests are in the development support for entrepreneurs through
mentoring, entrepreneurial career, and personality and SMEs strategic choices in the forestry
sector. Beside his professional activities, he is a bad, but addicted, runner, and the proud daddy of

four (sometimes) lovely children.

Cynthia Mathieu is an associate professor at a business department (Universite du Quebec a
Trois-Rivieres, Quebec, Canada) where she teaches organizational behavior and industrial
psychology at the undergraduate and graduate level. Her research interests are related to dark
personalities in the workplace (narcissism and corporate psychopathy). She has published articles
in journals such as Psychological Assessment, Personality and Individual Differences and

Assessment.

26





