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Mentoring business owners involves a transformative journey that requires special 
knowledge and skills, vision and creativity, and the disposition to engage in the formation 
of a mutually beneficial developmental relationship. As a mentor to business owners, I 
suggest that being effective in mentorship requires listening and reflecting to understand 
mentees without judgment and bias. To avert judgementoring effectively, the mentor must 
have a deep awareness of their own emotions, thoughts, behaviors, and actions. By using 
Zeine’s Awareness Integration Theory (AIT) as the framework for mentoring practices, 
a mentor can help unlock each mentee’s potential. AIT is a skill-building conceptual 
model based on multiple theories, including emotional intelligence, choice theory, and 
mindfulness. It uses cognitive, behavioral, emotional, and body/mind practices to instill 
considerably greater self-awareness in the mentor about his/her practices. AIT influences 
the practitioner in developing greater awareness of their influence on the mentee’s patterns 
of thinking, feeling, and behaving. As a practitioner who mentors and coaches aspiring 
and current business owners, I guide mentees' use of the AIT model and teach use of this 
tool to support mentees intentionality in their decision-making and actions. As mentees 
clarify their values, thoughts, feelings, and actions, they recognize the transformation that 
can occur in them as they envision their intended outcome. Through AIT, business owners 
recognize skills learned and envision new skills they need to create their aspirational goals 
and intended outcomes. As Clutterbuck professed, everyone needs a mentor, and AIT 
provides valuable tools for mentorship. 
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Introduction

As a business coach of many years, I have realized 
that coaching by itself is not enough for business 
owners (professionals, partitions, healthcare 
professionals, personal care providers, etc.) to be 
successful and achieve their goals in the business 
world. I have also witnessed that many business 
owners may implement every guidance strategy 
suggested by their mentor or provided by their 
coach, yet something keeps them from realizing 
their full potential. For several years, I have been 
successfully combining business coaching and 
mentoring with AIT strategies and am realizing 
optimal results based on feedback from business 
owners. In this paper I will introduce AIT as a 
model based on various psychological theories 
and concepts created to enhance self-awareness, 
emotional regulation, and cognitive-behavioral 
changes. When AIT is applied to mentoring, it 
provides a structured approach for mentors to use 
as they support mentees in achieving their personal 
and professional growth goals in their chosen 
industry.  

Review of Literature

Mentoring is a developmental partnership 
through which an experienced individual (mentor) 
provides guidance, support, and encouragement 
to a less experienced individual (mentee) to help 
them develop specific skills and knowledge that 
will enhance their personal and professional growth 
(Kram, 1985). This concept of mentoring is rooted 
in the transmission of knowledge, social capital, 
and psychosocial support relevant to work, career, 
or professional development (Kram, 1985). 

Mentoring Services

Mentoring services for business owners involve 
a structured developmental relationship in which 
experienced entrepreneurs or business professionals 
provide guidance, knowledge, and strategic support 
to less experienced business owners to enhance 
their entrepreneurial capabilities, decision-making 
skills, and business performance (St-Jean & Audet, 
2012). Entrepreneurial mentoring is recognized as 
a critical factor in business success, contributing 
to the mentee’s ability to navigate challenges, 
develop innovative solutions, and sustain long-term 
business growth (Sullivan, 2000). 
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Entrepreneurial Mentoring

Mentoring in the entrepreneurial context typically 
focuses on knowledge transfer, networking, and 
psychological support (Cull, 2006). Research 
suggests that effective business mentoring 
enhances entrepreneurial self-efficacy, improves 
business survival rates, and accelerates business 
development by helping mentees refine their 
strategic vision and leadership skills (Ozgen & Baron, 
2007). Additionally, mentoring services can take 
formal or informal forms, with structured programs 
often provided by business incubators, accelerators, 
and professional organizations (Clutterbuck, 
2014). A key aspect of entrepreneurial mentoring is 
the mentor’s ability to facilitate reflective learning, 
enabling business owners to critically assess their 
decisions and adapt to dynamic market conditions 
(St-Jean, 2012). Moreover, mentorship fosters 
social capital, as mentees gain access to valuable 
business networks and industry insights that can 
significantly impact their growth trajectory (Nabi 
et al., 2021). However, the success of mentoring 
relationships depends on factors such as mentor-
mentee compatibility, communication quality, 
and the mentor’s ability to provide constructive 
feedback (Perren, 2003). 

Mentoring has been described as a cost-
efficient and sustainable vehicle for programs 
to foster organizational growth, development, 
and productivity (Clutterbuck, 2014). Systems of 
mentoring within organizations are designed to 
create a sense of community and establish networks 
of skilled individuals who can provide career support 
and strategic coaching when needed (Amanda & 
Akpana, 2023). These factors also apply to a wide 
range of business industries. The program that is 
the topic of this paper involves the application of 
a business coaching model that offers mentoring 
for the long term and provides coaching in specific 
skills or areas needed for business owners to be 
successful in the short term.  

The Art of Mentoring Business Owners

The art of mentoring business owners is a dynamic 
and relational process that goes beyond the mere 
transfer of business knowledge, focusing on fostering 
strategic thinking, resilience, and leadership 
capabilities. Effective mentoring in entrepreneurship 
requires a combination of expertise, emotional 
intelligence, and an ability to facilitate self-
discovery and critical reflection (St-Jean & Audet, 
2012). The mentor-mentee relationship is built on 
trust, mutual respect, and open communication, 
allowing business owners to navigate challenges, 
leverage opportunities, and develop sustainable 
business strategies (Clutterbuck, 2014).   
Mentoring is both an art and a science, requiring the 
mentor to balance guidance with empowerment. 

Rather than prescribing solutions, skilled mentors 
ask thought-provoking questions, challenge 
assumptions, and encourage mentees to explore 
innovative approaches to business growth 
(Perren, 2003). This aligns with transformational 
learning theory, which emphasizes experiential 
learning and the ability to shift perspectives 
through guided reflection (Mezirow, 1997).   
Moreover, the art of mentoring involves the strategic 
use of storytelling, modeling, and networking 
to help business owners build confidence and 
resilience (Ozgen & Baron, 2007). Successful 
mentors tailor their approach to the unique needs 
of each entrepreneur, recognizing that every 
business journey is different and influenced by 
factors such as industry trends, personal leadership 
style, and market conditions (Nabi et al., 2021).   
In addition, mentoring plays a significant role in 
expanding social capital by connecting business 
owners with key industry players, investors, and 
professional networks that can accelerate business 
success (Sullivan, 2000). However, the effectiveness 
of mentoring depends on the compatibility between 
mentor and mentee, as well as the mentor’s ability 
to adapt to the evolving needs of the entrepreneur 
(St-Jean, 2012). 

The Science of Mentoring Business Owners

The science of mentoring business owners is 
grounded in theories of learning, psychology, and 
leadership development. Effective entrepreneurial 
mentoring relies on evidence-based frameworks 
that facilitate knowledge transfer, cognitive 
development, and behavioral change (St-Jean & 
Audet, 2012). Research in mentoring highlights the 
importance of structured guidance, goal setting, 
and feedback mechanisms that help business 
owners develop problem-solving abilities, strategic 
thinking, and resilience (Eby et al., 2013). 

Cognitive and Psychological Foundations 

Entrepreneurial mentoring is strongly influenced 
by cognitive apprenticeship theory, which 
suggests that novices acquire expertise through 
guided observation, reflection, and practice under 
the supervision of a more experienced mentor 
(Collins et al., 1989). Additionally, Bandura’s (1986) 
social learning theory emphasizes the role of 
modeling and vicarious learning, where mentees 
enhance their self-efficacy and confidence by 
observing and interacting with skilled mentors.   
Psychological capital (PsyCap) is another key 
construct in the science of mentoring. PsyCap 
consists of four psychological resources—hope, 
efficacy, resilience, and optimism—that influence 
entrepreneurial success (Luthans et al., 2010). 
Research suggests that mentoring fosters these 
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attributes, equipping business owners with the 
mindset needed to navigate uncertainty and risk 
(Nabi et al., 2021). 

The Role of Social Capital and Networks

Mentoring also enhances entrepreneurs’ 
social capital by expanding their access to 
business networks, industry insights, and funding 
opportunities (Ozgen & Baron, 2007). Social 
capital theory posits that relationships built 
through mentoring provide crucial resources such 
as information exchange, emotional support, and 
credibility in the business ecosystem (Nahapiet & 
Ghoshal, 1998). 

Measuring the Impact of Mentoring 

The effectiveness of mentoring can be 
assessed using various metrics, such as business 
performance indicators (e.g., revenue growth, 
profitability, and market expansion), mentee self-
efficacy, and leadership development (Sullivan, 
2000). Longitudinal studies indicate that mentored 
entrepreneurs exhibit higher business survival 
rates and greater adaptability to market changes 
compared to their non-mentored counterparts (St-
Jean, 2012). 

Key Success Factors in Mentoring 

Several factors contribute to the effectiveness of 
mentoring in business contexts: 

1.	 Mentor-Mentee Fit – Compatibility in 
values, communication styles, and 
industry expertise enhances mentoring 
outcomes (Perren, 2003). 

2.	 Structured Mentoring Programs – Formal 
mentoring programs with defined 
objectives, progress tracking, and 
evaluation mechanisms yield better 
results (Clutterbuck, 2014). 

3.	 Reflective Practice – Encouraging mentees 
to engage in self-reflection and critical 
thinking enhances their ability to make 
informed business decisions (Mezirow, 
1997). 

4.	 Adaptive Mentoring – Mentors must adjust 
their approach based on the evolving 
needs of the mentee, using a mix of 
directive and non-directive strategies 
(Garvey, Stokes, & Megginson, 2017). 

The science of mentoring business owners 
integrates cognitive, psychological, and 
social theories to create structured, impactful 

development pathways. By applying evidence-
based mentoring strategies, entrepreneurs can 
enhance their leadership skills, expand their 
networks, and increase business sustainability. 
Future research in this area continues to explore 
how mentoring interventions can be optimized for 
diverse industries and business stages. 

Coaching   

Coaching for individuals who own a business 
is a professional development process where a 
coach works one-on-one with a business owner 
to enhance their skills, performance, and overall 
business outcomes. This type of coaching focuses 
on strategic guidance, skill development, and 
personal growth to help the business owner 
effectively manage and grow their enterprise. It 
involves tailored support that addresses the unique 
challenges and opportunities inherent in running a 
business (Smith, 2023). 
Coaching services for business owners involve 

a structured, goal-oriented process in which a 
professional coach facilitates the development 
of an entrepreneur’s skills, mindset, and strategic 
decision-making through guided reflection, 
feedback, and action planning (Audet & Couteret, 
2012). Unlike mentoring, which is typically 
based on the transfer of knowledge from an 
experienced business professional, coaching 
emphasizes the coachee’s self-discovery, 
problem-solving abilities, and accountability 
in achieving specific business and personal 
development goals (Fillery-Travis & Lane, 2006).   
Entrepreneurial coaching is recognized as a critical 
tool for business development, as it enhances 
leadership effectiveness, resilience, and adaptability 
in dynamic market environments (van Coller-Peter 
& de Villiers, 2019). Research suggests that coaching 
contributes to business success by improving 
decision-making, increasing innovation, and 
fostering a growth mindset among entrepreneurs 
(Baron & Morin, 2009). Furthermore, coaching 
enables business owners to clarify their vision, align 
strategic objectives, and develop actionable plans 
for growth and sustainability (Cerni et al., 2010).   
Coaching services can be delivered through various 
modalities, including one-on-one sessions, group 
coaching, and virtual coaching, with tailored 
approaches depending on the entrepreneur’s needs 
and business stage (Hunt & Weintraub, 2017). The 
effectiveness of coaching in entrepreneurship is 
influenced by factors such as the coach’s expertise, 
the quality of the coach-coachee relationship, 
and the coachee’s openness to feedback and 
change (Dahling et al., 2016). Additionally, research 
highlights the role of coaching in enhancing self-
efficacy and psychological capital, which are key 
drivers of entrepreneurial performance and well-
being (Luthans et al., 2010). 
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Awareness Integration Theory (AIT)   

AIT is a therapeutic and coaching model that 
integrates various psychological theories and 
practices to enhance self-awareness, emotional 
regulation, and cognitive-behavioral changes. When 
applied to mentoring, AIT provides a structured 
approach to help mentees achieve personal and 
professional growth (Zeine, 2017, 2023). 

Program Model of Mentoring & Coaching for 
Business Owners

I begin by outlining the model in general. As 
a business coach, I follow two models that are 
structured yet flexible and responsive to each 
client’s needs. There are a variety of clients who 
seek mentoring assistance from my practice, 
which provides both mentoring and coaching to 
businesses. The principles of mentoring and the 
principles of coaching provided for business owners 
are outlined below. These principles comprise the 
models I follow when working with clients. 

Principles of Mentoring for Business Owners 

Establishing Clear Objectives. One of the 
foundational principles of effective mentoring is 
establishing clear, mutually agreed-upon objectives. 
These objectives should align with the mentee’s 
goals and aspirations, whether they involve career 
advancement, skill development, or personal 
growth (Klinge, 2015). 

Building Trust and Rapport. Trust is crucial in a 
mentoring relationship. A mentor must create a safe 
environment where the mentee feels comfortable 
sharing their thoughts and concerns. This involves 
being approachable, maintaining confidentiality, 
and showing genuine interest in the mentee’s 
development (Allen et al., 2004). 

Providing Knowledge and Experience. Mentors 
leverage their own experiences and expertise to 
guide the mentee. Sharing real-world examples 
and lessons learned can help the mentee navigate 
similar challenges and opportunities in their own 
career (Ragins & Kram, 2007).  

Setting SMART Goals. Effective mentoring 
involves setting Specific, Measurable, Achievable, 
Relevant, and Time-bound (SMART) goals. This 
principle ensures that the mentee has a clear 
direction and can track their progress over time 
(Doran, 1981). 

Offering Constructive Feedback. Regular, 
constructive feedback is essential for the mentee’s 
growth. Mentors should provide balanced 
feedback that highlights both strengths and areas 
for improvement, accompanied by actionable 
suggestions (Stone & Heen, 2014). 

Encouraging Self-Reflection. Encouraging 
mentees to engage in self-reflection helps them gain 
deeper insights into their own behaviors, decisions, 
and career trajectories. This practice fosters self-
awareness and critical thinking (Schön, 1983). 

Supporting Skill Development. Identifying and 
developing key skills is a critical component of 
mentoring. Mentors can recommend resources, 
courses, or experiential opportunities to help 
mentees acquire the necessary competencies 
(Lankau & Scandura, 2002). 

Facilitating Networking Opportunities. 
Expanding the mentee’s professional network 
is another important principle. Mentors can 
introduce mentees to key contacts and encourage 
participation in relevant industry events and 
professional associations (Higgins & Kram, 2001). 

Monitoring Progress and Adjusting Plans. 
Regularly reviewing the mentee’s progress and 
adjusting the mentoring plan as needed ensures 
that the relationship remains responsive to the 
mentee’s evolving needs and goals (Scandura & 
Williams, 2004). 

Encouraging Independence. A core objective of 
mentoring is to empower the mentee to become 
self-sufficient. Mentors should encourage mentees 
to take initiative, make decisions, and develop their 
problem-solving skills (Kram, 1985). 

Celebrating Achievements. Recognizing and 
celebrating the mentee’s successes and milestones 
is crucial for building confidence and maintaining 
motivation. Positive reinforcement helps reinforce 
desirable behaviors and outcomes (Bandura, 1997). 

Principles of Coaching for Business Owners 

Clarifying Vision and Goals. One of the primary 
principles of coaching is to help business owners 
articulate a clear vision for their business and set 
specific, measurable, achievable, relevant, and time-
bound (SMART) goals. This provides a strategic 
roadmap and aligns the owner’s efforts with their 
long-term objectives (Whitmore, 2009). 

Enhancing Leadership Skills. Effective 
leadership is crucial for business success. 
Coaching helps business owners develop key 
leadership competencies, such as decision-making, 
communication, and team management. This 
enables them to lead their teams more effectively 
and drive business growth (Boyatzis et al., 2006). 

Improving Business Processes. Coaches 
work with business owners to streamline their 
operations, improve service delivery, and enhance 
customer satisfaction. This may involve analyzing 
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current processes, identifying inefficiencies, and 
implementing best practices (Flaherty, 2010). 

Building Confidence and Resilience. Running a 
business can be stressful and demanding. Coaching 
helps business owners build confidence and 
resilience, enabling them to navigate challenges 
and setbacks with a positive and proactive mindset 
(Luthans et al., 2007).  

Developing Strategic Thinking. Coaches assist 
business owners in developing strategic thinking 
skills, which are essential for long-term planning 
and competitive positioning. This involves 
understanding market trends, identifying growth 
opportunities, and making informed decisions 
(Porter, 1980). 

Enhancing Customer Focus. Businesses thrive 
on customer satisfaction and loyalty. Coaching 
emphasizes the importance of understanding 
customer needs, delivering exceptional service, 
and building strong customer relationships 
(Parasuraman et al., 1988). 

Developing Financial Management. Effective 
financial management is critical for the sustainability 
of any business. Coaches help business owners 
understand financial statements, manage cash flow, 
and make sound financial decisions to ensure the 
business remains profitable and viable (Petersen & 
Rajan, 1997). 

Using Time Management and Productivity. 
Coaches work with business owners to improve their 
time management and productivity. This involves 
prioritizing tasks, delegating effectively, and using 
tools and techniques to maximize efficiency (Covey 
et al., 1994). 

Encouraging Continuous Learning and 
Development. The business environment is 
constantly evolving. Coaches encourage business 
owners to engage in continuous learning and 
development to stay updated with industry 
trends and innovations. This ensures they remain 
competitive and can adapt to changing market 
conditions (Senge, 1990). 

Providing Accountability and Support. Coaching 
provides a framework of accountability and support. 
Regular sessions with a coach help business owners 
stay focused on their goals, track their progress, 
and receive constructive feedback. This ongoing 
support is crucial for maintaining momentum and 
achieving long-term success (Grant, 2006).  

Principles of Awareness Integration Theory 
Applied to Mentoring and Coaching 

Self-Awareness. AIT emphasizes the importance 
of recognizing and understanding one’s thoughts, 
emotions, and behaviors. In mentoring, this means 

helping mentees become more aware of their 
internal processes and how these influence their 
actions and decisions. Encouraging mentees to 
engage in reflective practices, such as journaling or 
mindfulness, to deepen their self-awareness (Zeine, 
2023). 

Emotional Regulation. Helping mentees identify 
what triggers their emotional responses and 
learning how to manage these triggers effectively. 
Assisting mentees in developing healthy coping 
strategies to deal with stress, anxiety, and other 
challenging emotions (Zeine, 2017). 

Cognitive Restructuring. AIT involves helping 
individuals identify and challenge negative 
or limiting beliefs that hinder their growth. In 
mentoring, this means working with mentees to 
reframe negative thoughts and adopt a more 
positive and empowering mindset. Guiding mentees 
in setting realistic and achievable goals based on a 
clear understanding of their strengths and areas for 
improvement (Zeine, 2023). 

Behavioral Change. Assisting mentees in 
developing actionable plans to achieve their goals, 
including specific steps, timelines, and resources 
needed. Holding mentees accountable for their 
actions and progress, providing support and 
encouragement as they work towards their goals 
(Zeine, 2017). 

Integration of Life Domains. AIT considers 
multiple life domains, such as personal, professional, 
relational, and social aspects. Mentors help mentees 
understand how different areas of their lives are 
interconnected and how changes in one area can 
impact others. Supporting mentees in finding a 
balance between various life domains to achieve 
overall well-being and fulfillment (Zeine, 2017).  

Mindfulness and Presence. Encouraging mentees 
to be fully present in the moment, enhances their 
ability to engage with their experiences and make 
conscious choices. Incorporating mindfulness 
practices to help mentees stay focused, reduce 
stress, and improve their overall mental health 
(Zeine, 2023). 

Strength-Based Approach. The strength-based 
approach identifies and leverages the mentee’s 
strengths and resources to build confidence and 
facilitate growth. It provides positive reinforcement 
and celebrates achievements, no matter how small, 
to motivate and encourage mentees (2023). 

Discussion

Mentoring involves a long-term relationship in 
which an experienced mentor provides guidance 
and advice, and shares industry-specific knowledge 
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based on their own experiences. It focuses on 
career development, personal growth, and the 
transfer of knowledge (Kram, 1985). Coaching, 
on the other hand, is typically a shorter-term, 
goal-oriented process where a coach helps the 
business owner develop specific skills, improve 
performance, and achieve measurable outcomes. 
It emphasizes self-discovery, skill enhancement, 
and accountability (Whitmore, 2009).   
The integration of mentoring and coaching provides 
a holistic approach to skill development. While 
mentoring offers industry-specific insights and 
wisdom, coaching focuses on developing particular 
skills, such as leadership, communication, and 
strategic thinking, tailored to the owner’s immediate 
needs (Ragins & Kram, 2007; Grant, 2006). 
Combining both methods supports the business 
owner’s overall growth. Mentoring helps with long-
term career planning and personal development, 
while coaching addresses short-term objectives and 
performance improvement. This dual focus ensures 
that the business owner grows both personally and 
professionally (Boyatzis et al., 2006). Mentoring 
provides real-world examples and lessons from the 
mentor’s experiences, which can guide the business 
owner in making informed decisions. Coaching, in 
contrast, enhances the owner’s leadership skills by 
focusing on self-awareness, emotional intelligence, 
and strategic decision-making processes (Allen et 
al., 2004; Luthans et al., 2007). Mentors often have 
extensive professional networks and can introduce 
the business owner to key contacts, expanding their 
opportunities for business growth and collaboration. 
Coaching can enhance networking skills, helping 
the owner to maximize these opportunities (Higgins 
& Kram, 2001).The combination of mentoring 
and coaching allows for a flexible and adaptive 
developmental process. As the business owner’s 
needs evolve, mentoring provides the broader 
perspective and historical context, while coaching 
offers specific, timely support and feedback 
(Scandura & Williams, 2004). Mentors can provide 
strategic insights and long-term industry trends, 
aiding in sustainable business growth. Coaches 
help implement these strategies through practical 
steps and performance improvement, ensuring that 
the business remains competitive and adapts to 
changing market conditions (Porter, 1980; Flaherty, 
2010). 

Conclusion

Combining mentoring and coaching for business 
owners can create a comprehensive developmental 
approach that leverages the strengths of both 
methods. The integrative strategy of AIT enhances 
the owner’s skills, knowledge, and leadership 
capabilities while providing tailored guidance 
and support for both personal and professional 
growth for the businesses. The supportive nature of 

mentoring builds the business owner’s confidence 
through encouragement and validation of their 
experiences. Coaching contributes to resilience by 
helping the owner develop coping strategies, stress 
management techniques, and a positive mindset 
(Luthans et al., 2007). Mentoring helps in setting 
long-term career and business goals, providing a 
vision and direction. Coaching assists in breaking 
down these goals into actionable steps and 
ensures that the business owner stays focused and 
accountable, facilitating the achievement of both 
short-term and long-term objectives (Doran, 1981; 
Whitmore, 2009). 
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