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This volume offers a thoughtful and well-structured examination of mentor-
ing across the leadership preparation continuum, highlighting relational
trust, intentional coaching, and culturally responsive models that strengthen
leader development. It provides timely guidance for programs preparing
principals and superintendents for today’s complex school environments.
With clear frameworks and practical models, this volume shows how struc-
tured, relational, and culturally informed mentoring can meaningfully sup-
port aspiring and early-career leaders. It is an excellent resource for
improving preparation programs and strengtheningleadership development
systems.

—Dr. David DeMatthews, W.K. Kellogg Endowed
Professor of Education Leadership and

Director of Cooperative Superintendency Program,
The University of Texas at Austin, Department of
Educational Leadership and Policy

This is a unique book. It should be of immense value to a broad audience
including those who prepare, hire, and supervise school leaders, researchers,
and school leaders seeking to ensure their own success. It is unique, power-
ful, practical, and well written. I recommend it with the highest praise!!!

—Dr. Frances Kochan, Wayne T. Smith Distinguished Professor
Emeritus, Auburn University and recipient of the
International Mentoring Association 2024 Lifetime
Achievement Award

Mentoring within a Continuum of School Leadership Preparation presents empiri-
cal and conceptual models and core principles to support administrators
ranging from assistant principal to superintendent, while addressing com-
plexities and realities challenging leadership development. Representing
diverse perspectives, this volume holds promise for informing practices
leading to greater retention of educational leaders.

—Elizabeth Gil, Associate Professor of Educational Leadership,
Administration and Policy,
Fordham University



Readers are presented with a reliable framing of the array, dimensions,
dynamics and practices associated with mentorship in education. This is a
unique set of contributions that draws on the broader field of mentorship
studies with astute analyses and application possibilities to educational
contexts.

—Professor Keith Walker, PhD, DD (Hon),
Department of Educational Administration,
University of Saskatchewan, Saskatoon, Canada
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As an editorial team, we dedicate this book to the teacher and leadership candidates
we have had the privilege to teach, featuring both those who came before and those
who will follow. We also dedicate this book to all educational leadership faculty,
clinical faculty, and school-based faculty that create and supervise meaningful
mentoring experiences of all aspiring and current educators journeying through the
continuum of school leadership preparation described in this book. It is our hope
that these mentors glean wisdom and practical application from this book that will
strengthen their respective mentoring experiences as these mentors shape the next
generation of public-school leaders.

Within the two-volume set of Mentoring within a Continuum of School
Leadership Preparation: Part 1 underscores the vital role of mentoring and the
ongoing development of leadership capacity among aspiring school leaders. As lead-

ership strengthens, so too does the ability to enhance instructional capacity, which
contributes ultimately to improving student achievement. Accordingly, we also dedi-
cate this work to the future students who will benefit from these efforts
and who will grow to become engaged, productive citizens in an increasingly
interconnected world.
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INTRODUCTION

Tyrone Bynoe
St. Bonaventure University, USA

J. Adrian Ferrell
Northeastern State University, USA

Renée L. Cambiano
Northeastern State University, USA

HISTORICAL ROOTS OF MENTORSHIP

Mentorship is a long-standing tradition dating back to Greek mythology, as
illustrated in Homer’s Odyssey, where Athena seeks a mentor for her son,
Telemachus. The term mentor originates from this story (Frame, 2009).
Throughout history, mentorship has taken many forms, from biblical tradi-
tions to medieval Europe, where apprenticeship was a way for young men
to learn from master craftsmen (Homer, trans. 1996; Kram, 1985). How-
ever, in the last 20 years, research on mentorship has flourished. Kathy
Kram’s (1985) developmental mentoring theory led the way for Ragins and
Kram (2007) to shape the field of mentorship. From these theories, a wide
range of organizational factors, from development to relational, influence
the mentoring relationship.

Early applications of mentorship began in the early 1900s through
apprentice programs. Apprenticeship-style learning, in which individuals
are guided through an experience by a knowledgeable mentor, was one of
the earliest forms of mentorship in educational settings. This kind of men-
torship guides each individual within a real activity, reflection, and social
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interaction (Dewey, 1916). In Schools of To-Morrow (Dewey, 1916), Democ-
racy and Education (1916), and later in Experience and Education (1938),
Dewey described apprenticeship as a natural, effective model of learning.
He argued that these experiences are inherently transformative. These con-
cepts, such as modeling, collaborative problem-solving, and reflective prac-
tice, form the basis of modern mentorship as it is understood today.

THEORETICAL MENTORSHIP FRAMEWORKS

Mentorship is grounded in various theoretical frameworks that describe
how people learn, develop, and grow within supportive, developmental
professional relationships. In Kram’s (1985) seminal research on develop-
mental mentoring theory, the dynamic essence of mentorship is under-
scored, enhanced by self-efficacy, reflection, and awareness of professional
development. Bandura (1977a, 1977b, 1986) offered a behavioral frame-
work for mentorship in his social learning theory, proposing that individu-
als acquire skills and moral judgment through observation and guided
practice. Knowles’s (1980) presented a partnership model of mentorship in
his adult learning theory, with self-directed learning as the basis and exten-
sive self-reflection. Whereas, mentors become catalysts in transformational
leadership theory (Bass, 1985; Bass & Riggio, 2006). Wenger et al. (2002)
extended the theory of mentorship in communities of practice (CoP) by
addressing how mentees can become integral partners as they engage in
shared decision-making. Ragins and Cotton (1999) and Ragins and Kram
(2007) took mentorship one step further into the interpersonal dimension
by focusing on relational bonds, mutual growth, and mutualism. These
theories and more will be explored in greater detail in the preface and
throughout the chapters as they support the work presented in this volume.

Social Learning Theory

Social learning theory (Bandura, 1977a, 1977b), one of the widely accepted
and used learning theories in organizational leadership, focuses directly on
self-efficacy and explaining how managers make decisions (Koutroubas &
Galanakis, 2022). Bandura (1977a, 1977b) coined the term self-efficacy in
his article titled “Self-efficacy: Toward a unifying theory of behavioral
change.” He asserted that “self-efficacy is assigned a central role, for analyz-
ing changes achieved in fearful and avoidant behavior” (p. 193). He contin-
ued to explain that the selection of behavioral contexts is affected by
self-efficacy. Astrove and Kraimer (2022) asserted that self-efficacy and
mentorship are positively related. Specifically, mentor self-efficacy “plays a
key role in relations between relationship quality and mentor knowledge
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acquisition (p. 487). This advanced Bandura’s connection of self-efficacy to
organizational leadership mentorship models.

Adult Learning Theory

Knowles (1980) addressed key factors in adult learning theory. These fac-
tors include that: (1) before investing in learning, adults need to know why
they are learning the information; (2) adults are self-directed learners;
(3) adults bring many rich and prior learning experiences and knowledge
to the learning of information that influences how new information is taken
in; (4) adults are inherently highly motivated to learn, especially if it effects
advancement in their career; and (5) new learning must be centered in the
adult’s life. These characteristics shape mentor-mentee relationships.
According to Cheng and Hackworth (2021), the connection between adult
learning theory and mentorship can be established by acknowledging that
mentees have past experiences the mentor can build on, as well as knowl-
edge that can enrich the mentorship partnership. Because adults are highly
career- and/or goal-oriented, they can be involved in developing the men-
torship goals to be accomplished. They went on to assert that if mentors do
not identify how new learning is linked to relevance, mentees will, in turn,
struggle to understand the connection between new learning and the
desired attribute. They also encourage collaboration and emphasize
teamwork.

Transformational Leadership Theory

In 1978, Burns presented a revolutionary viewpoint on how organizations
function with his transformational leadership theory. He argued that lead-
ership occurs among people when individuals with intentions utilize differ-
ent resources to inspire their followers in situations of competition or
conflict and to achieve common objectives (Burns, 1978). Burns’s model
outlined three main leadership styles: transactional, laissez-faire, and trans-
formational. Transactional leadership focuses on the exchanges between
leaders and their followers, which are usually based on rewards and penal-
ties. In contrast, laissez-faire leadership takes a more relaxed stance, with
leaders providing minimal supervision and allowing employees to make
their own choices. Transformational leadership, however, sets itself apart by
prioritizing the inspiration and motivation of followers to reach outstand-
ing results. Over time, Burns’ transformational leadership theory has devel-
oped to include several key elements: idealized influence, inspirational
motivation, intellectual stimulation, and individualized consideration.
These aspects highlight the personal bond that a leader forms with their
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followers, promoting trust and mutual regard. Transformational leaders act
not just as figures of authority but also as role models, supporting their fol-
lowers in both personal and professional growth.

In the context of mentorship, transformational leadership is acknowl-
edged as a significant factor in successful mentoring. In contrast to transac-
tional and laissez-faire approaches, which typically show minimal personal
engagement, transformational mentoring purposefully encourages,
inspires, and supports individuals in their growth and education. This
method cultivates a culture of teamwork and mutual support, fostering an
environment where individuals can flourish. Moreover, Mbindyo et al.
(2021) asserted that “transformational leaders are regarded as role models
because they can influence followers with their charisma or extraordinary
personal characteristics” (p. 175). The ability to communicate an inspiring
vision and show genuine care for their followers allows transformational
leaders to build strong, trusting connections that encourage loyalty and
commitment. This impact is derived not just from their position of power
but also from the leader’s skill in evoking respect and driving individuals
toward shared goals. Transformational leadership offers a model for com-
prehending how leaders can profoundly affect the personal and profes-
sional growth of their followers, especially in mentoring contexts.

Communities of Practice

Lave and Wenger (1991) developed the concept of CoP theory. Through
CoP, they provided a framework for mentorship by recognizing that men-
torship is socially centered and relationally driven, and that it “is a set of
relations among persons, activity, and world, over time and in relation with
other tangential and overlapping CoP” (p. 98). When appropriately used,
they state that it becomes a strategy for cultivating knowledge, leadership,
and ultimately sustainability within the organization. CoP comprise three
core components: domain, community, and practice. Each of these aligns
with the structure of mentorship in organizations. Shared domain is
depicted in professional development, leadership growth, or the develop-
ment of a particular expertise. Community is grounded in the individual’s
belonging within the organization. The mentor facilitates navigation of the
relational aspect of the job. Practice, on the other hand, negotiates the
tools needed to perform the tasks necessary within the organization.

Relational Mentorship
The relational mentorship model presents mentoring as a dynamic, recip-

rocal relationship in which both the mentor and the mentee actively influ-
ence and shape each other’s learning experiences and professional
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development. This viewpoint expands on the essential ideas presented by
Kram (1985), who originally defined mentoring as a developmental rela-
tionship that consists of two primary functions: careerrelated functions
such as sponsorship, exposure, and coaching, and psychosocial functions
like acceptance, role modeling, and encouragement. For the relational
mentorship model to function, mentoring relationships must be guided by
mentors who are “more experienced organizational members. The mentor
provides guidance and support to a less experienced member, the protégé,
to facilitate career and psychosocial development” (Kram, 1985, p. 3). What
sets the relational mentorship model apart from other models is its empha-
sis on depth and quality of the relationship between the mentor and men-
tee. This relationship is give-and-take, where both learn and grow together.
The model is considered fluid, and goals are set together. Within this
model, trust is a key factor along with collaboration and mutual respect.
Later, Ragins and Verbos (2007) added the concept of authenticity and
stressed the importance of safe spaces where mentees can be vulnerable to
address issues that need improvement.

BEST PRACTICES IN MENTORSHIP FOR SCHOOL
LEADERSHIP

A crucial part of professional development and training for school leaders,
especially for principals or superintendents transitioning from preparation
programs to leadership roles, is mentoring. Mentoring shapes leadership
identity, builds instructional capacity, and boosts professional confidence
or self-efficacy. Through administrative guidance in mentoring relation-
ships, school leaders transition from students in preparation programs to
effective, high-quality school leaders. Researchers such as Williams (2013)
focused on relational aspects of mentorship. Specifically, the importance of
relational trust, structured problem-solving, and reflective practice in men-
toring emerging principals. On the other hand, Remy (2009) asserted that
mentorship provides early-career principals with thought partners and sup-
port that align with school improvement goals. Remy (2009) suggested that
these types of mentorship programs reduce turnover and isolation.

Core Principles of Effective Mentorship

Bertrand et al. (2018) contended that structured mentoring programs are
essential for supporting new principals. At the heart of successful mentoring
relationships are four fundamental principles: intentionality, relational
trust, reflection and feedback, and reciprocity. By organizing mentorship,
program faculty can guarantee intentional chances for growth and learn-
ing. Intentional mentorships can foster relational trust, which is
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characterized by mutual respect, authenticity, and confidentiality, and is
crucial to the effectiveness of mentoring. For instance, principals involved
in mentoring programs note that “knowing they could ask questions in a
safe, nonjudgmental context allowed them to take risks and learn from mis-
takes” (Bertrand et al., 2018, p. 36). Effective mentorship serves as an essen-
tial resource for cultivating skilled, confident, and resilient school leaders.
The second core principle, relational trust, marked by “mutual respect,
authenticity, and confidentiality, is central to mentoring efficacy” (Bertrand
etal., 2018, p. 36). Williams (2013) also highlighted that mentor trust-build-
ing creates an atmosphere in which mentees feel supported. Reflection and
feedback make up the third essential principle. Bertrand et al. (2018)
asserted that intentional dialogs, feedback, and reflection generate the best
opportunities for innovative problem-solving. Finally, reciprocity means that
both the mentor and mentee gain insights from one another. Indeed,
numerous mentorship models ensure that all participants grow and evolve
through their mentoring experiences, benefiting everyone involved.

Models and Approaches

In the school environment, several models stand out: one-to-one mentor-
ing; group or peer mentoring, distributed mentoring, and virtual or hybrid
mentoring. One-to-one mentoring connects an experienced school leader
with an inexperienced future school leader. This type of mentoring is tradi-
tional in nature and focuses on individualized development. Choosing a
mentor in one-to-one mentoring is crucial for the success of future leaders
(Spiro etal., 2007). Collaborative approaches, such as co-mentoring circles,
which represent group or peer mentoring, encourage collective problem-
solving, reflection, and shared responsibility.

On the other hand, distributed mentoring aligns networks of mentors
across leadership levels. Dampilag, Balcanao et al. (2025) stated that “76%
of supervisors have engaged in team supervision over the past 5 years, an
increase from 71% in 2021”7 (p. 4) and that “70% of supervisors agreed that
team supervision provides a better experience for candidates compared to
single-supervisor models” (p. 4). This shift from one-to-one mentoring to a
collective mentorship model results in a 360-degree approach. The less-
studied approach to mentoring in K-12 settings is virtual or hybrid mentor-
ing. Large districts are leveraging technology to implement this type of
mentoring. Technology-driven mentoring offers flexibility and accessibility
across geographic regions.

Equity and Inclusion in Mentoring

People from underrepresented groups often face unique challenges in
comparison to others. Recognizing social and cultural capital requires



Introduction = 7

adopting culturally responsive mentorship models (Williams, 2013). Rich-
ard and Cosner (2024) explored the training and growth of school leaders
from an equity perspective. They found that “in response to increasingly
diverse students and a more humanistic understanding of the purpose of
the principalship, within the US context, programs have also taken up a
deeper and more intentional centering of issues of equity as a highly conse-
quential aspect of school leadership and leadership preparation” (p. 4).
This deeper examination of equity and its relationship to mentoring can
provide a richer mentoring experience for future school leaders. Richard
and Cosner (2024) stated that equity and mentorship are deeply connected
in the preparation of school leaders. They state that equity-centered school
leaders require cultural proficiency and critical self-awareness. With the
help of a culturally sensitive mentor, these skills can be developed.

THE BOOK’S MAJOR THESIS: MENTORING WITHIN THE
CONTINUUM OF SCHOOL LEADERSHIP PREPARATION

When characterizing initially how mentoring is used during school leader-
ship preparation programs, the editors began considering mentoring only
in initial preparation programs. After further contemplation, the editors
realized that mentoring should not be confined to initial preparation pro-
grams, but this specialized form of leadership preparation must be used to
develop newly employed school leaders as well as career school leaders.
Hence, the work’s two volumes argue that effective mentoring must occur
within the continuum of school leadership preparation. Editors examined time-
lines for practicing leaders and determined that most new leaders could
benefit from intentional mentoring during the first few years after earning
a leadership position. Editors also realized that mentoring will eventually
turn into less formal mentoring or even coaching for mid-career to
long-term career leaders. Therefore, the editors decided for a continuum of
school leadership preparation to consist of mentoring as a specialized form of school
leadership preparation occurring within three distinct stages of development:
first, mentoring within an initial preparation program; second, mentoring
during the first 5 years after educators obtain a leadership position; and
third, mentoring for school leaders with more than 5 years of experience
when pursuing a long-term career path. Within each of these time periods,
the editors maintain that mentoring may look different as the goals of men-
toring change.

To understand the editors’ reasoning behind these three phases of con-
tinued school leadership preparation, a further discussion is warranted. An
abundance of literature addresses the need for a cohesive continuum of
school leadership preparation (Darling-Hammond et al., 2007; Darling-
Hammond, L. et al., 2022; Eadens & Ceballos, 2023; Lipke & Manaseri,
2019; Zellner et al., 2002). Several salient factors call for such extended
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preparation subsequent to educators receiving an initial supervisory license.
First, 50% of school principals exit their respective positions within the first
3 years due to not receiving training during the induction period and first
few years after initial hire. Moreover, 42.5% of superintendents of the
national attrition of superintendents can be explained by resignations. Sim-
ply stated, school building leaders and district leaders lack the broad skill-set
or knowledge-skills-and-dispositions to supervise complex learning organi-
zations, collective-bargaining units, politicized boards of education, and
other challenging internal subcommunities and external publics. Bynoe
and others also have documented that school leaders are fatigued, disen-
chanted, and emotionally debilitated during the formative years of new
administrative appointments or when faced with systematic challenges,
such as with the sudden and destructive emergence of COVID-19 (Bynoe,
2024; Lipke & Manaseri, 2019; Padley, 2025). Additionally, school adminis-
trators lack critical transformational leadership skills, systems thinking,
emotional intelligence, resilience, and grit to effectuate a positive change
in chronically failing schools that intergenerationally have exhibited a neg-
ative school culture (Ertrem, 2024; Sasan & Escultor, 2023). Another com-
mon challenge is that school leaders often become organizational managers
and not instructional leaders able to harness vital and scarce resources that
produce a workforce of high teacher quality to effectuate measurable stu-
dent gains, which in-time transform low performing schools into high-
flying academies (Turnbull, et al., 2009).

To these and more systemic problems in establishing the sustainability of
effective school leaders, one solution was to institute pipeline programs
where the continuum of school leadership preparation would occur at the
school-site when training effective teaching talent to transition into school
leadership positions. The Wallace Foundation has published research on
how pipeline programs in four large school communities have continued
educator preparation. To affirm this point, some school communities have
ardently advocated for pipeline (or grow-your-own) programs after becom-
ing disenchanted with the inefficacy of university initial preparation pro-
grams to produce effective school leaders within a continuum of ongoing
support.

Along with pipeline programs and effective initial university preparation
programs, Part 2 documents how distinct mentoring programs within
school systems and as a partner to school systems continue the vital prepara-
tion of school leaders during both formative years and subsequent to 5
years of experience when educators pursue school leadership and adminis-
tration as a long-term career. Some of these continuous training programs
are sponsored by universities, whereas others, such as in Delaware, Kansas,
Massachusetts, New York, and New Jersey, require state mandated intern-
ships and enriched post-graduate clinical experiences of newly hired candi-
dates to ensure that these beginning administrators mature more deeply in
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