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Abstract

The present study aimed to design a mentoring model for educational school principals in District 4 of Mashhad and identify the factors influencing the
enhancement of their educational leadership. This study was applied in purpose and employed an exploratory mixed-method design consisting of
qualitative and quantitative phases. In the qualitative phase, thematic analysis and semi-structured interviews with educational leadership experts were
conducted to identify the dimensions and components of mentoring. Participants were selected through purposive and snowball sampling until theoretical
saturation was achieved. In the quantitative phase, a researcher-made questionnaire based on qualitative findings was administered among secondary
school principals in District 4 of Mashhad. The sample size was determined as 350 participants using Cochran’s formula. Data were analyzed using
Shannon entropy weighting, TOPSIS, confirmatory factor analysis, structural equation modeling and descriptive and inferential statistics through SPSS,
Smart PLS, and MAXQDA software. The findings revealed problem-solving skills, spiritual intelligence, and optimism demonstrated the strongest path
coefficients in the final model, with coefficients of 1.12, 0.97, and 0.53, respectively. Structural equation modeling results further showed that creativity,
self-confidence, self-awareness, self-efficacy, and communication skills were not significant in the final model and were therefore removed. Model fit
indices confirmed the acceptable reliability and validity of the final mentoring model. The findings demonstrated that mentoring can serve as an effective
mechanism for the professional development of school principals and the enhancement of educational leadership. Furthermore, problem-solving skills,
spiritual intelligence, and optimism were identified as the most influential factors contributing to the effectiveness of mentoring processes and improving
managerial performance within educational systems.
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Extended Abstract

Introduction

Educational leadership has become one of the most influential determinants of school effectiveness,
organizational development, teacher performance, and student achievement in contemporary educational
systems. School principals are no longer viewed merely as administrative managers responsible for routine
organizational tasks; rather, they are expected to function as instructional leaders, change agents, mentors,
facilitators of professional learning, and promoters of organizational culture. The increasing complexity of
school environments, rapid educational reforms, technological transformations, and the growing psychological
and social needs of students have intensified the demands placed upon school principals. Consequently,
educational systems worldwide have emphasized the necessity of preparing and supporting principals through

continuous professional development programs (Darling-Hammond et al., 2022). Within this context,



mentoring has emerged as one of the most effective approaches for developing educational leaders and
enhancing leadership capacity in schools (Yirci et al., 2023).

Mentoring in educational leadership refers to a developmental and relational process in which experienced
professionals guide less experienced leaders through professional dialogue, reflective practice, feedback,
emotional support, and transfer of practical knowledge. Unlike traditional training models that rely heavily on
theoretical instruction, mentoring emphasizes contextualized learning, experiential growth, and collaborative
reflection. Previous studies have demonstrated that mentoring contributes significantly to instructional
leadership, leadership efficacy, emotional intelligence, organizational adaptation, and professional confidence
among school principals (Ismail, 2024; Prummer et al., 2024). Furthermore, mentoring has been identified
as an essential mechanism for supporting novice principals during their transition into leadership roles and
helping them navigate the complex realities of school management (Tahir et al., 2025).

Recent educational reforms have also highlighted the importance of coaching and mentoring for improving
school performance and sustaining organizational improvement. Leadership-focused coaching has been
associated with continuous school improvement, stronger collaboration, and enhanced professional learning
communities (Gray et al., 2022). Similarly, virtual mentoring and professional leadership learning
communities have demonstrated effectiveness in strengthening instructional leadership capacities and creating
opportunities for collaborative learning among school leaders (Irby et al., 2022; Pashmforoosh et al., 2023).
Research has additionally shown that successful principal preparation programs integrate mentoring,
internships, and field-based experiences to ensure sustainable leadership development (Fusarelli & Fusarelli,
2023; Rangel et al., 2024). Therefore, mentoring is increasingly regarded not only as a supportive relationship
but also as a strategic leadership development framework.

The growing emphasis on educational leadership development has led scholars and policymakers to reconsider
the systems used for selecting, preparing, and supporting school principals. Studies conducted in different
educational contexts have emphasized the importance of quality preparation systems, professional support
mechanisms, and leadership empowerment strategies (Fitz et al., 2024; Kenayathulla et al., 2024). In
addition, mentoring has been recognized as a significant factor in fostering emotional resilience,
communication competence, reflective thinking, and decision-making skills among educational leaders
(Mataboge & Mahlangu, 2024). School leaders who benefit from mentoring relationships are more capable
of managing organizational challenges, promoting inclusive learning environments, and supporting teacher
development (Dennehy et al., 2024).

Despite the increasing attention devoted to mentoring in educational leadership research, there remains a
shortage of localized and context-based mentoring models tailored to the specific cultural and organizational
characteristics of schools in Iran. Most existing models have been developed within Western educational
systems and may not fully address the contextual realities, organizational structures, and leadership

expectations of Iranian schools. Therefore, designing a mentoring model for educational school principals in



Mashhad can contribute to both theoretical and practical understandings of educational leadership
development. The present study aimed to design a mentoring model for educational school principals in
District 4 of Mashhad by identifying the most influential psychological and professional components
associated with effective mentoring.

Methods and Materials

The present study employed an applied mixed-method exploratory design consisting of qualitative and
quantitative phases. In the qualitative phase, thematic analysis was used to identify the dimensions,
components, and indicators of mentoring among school principals. Semi-structured interviews were conducted
with educational experts, experienced school principals, university faculty members in educational sciences,
and educational administrators. Participants were selected using purposive and snowball sampling methods
based on their professional expertise, leadership experience, and familiarity with mentoring and educational
management. Interviews continued until theoretical saturation was achieved and no new themes emerged from
the data.

The qualitative findings were subsequently used to develop a researcher-made questionnaire for the
quantitative phase. The statistical population in the quantitative section consisted of secondary school
principals in District 4 of Mashhad. Based on Cochran’s formula, a sample of 350 participants was determined
and selected through simple random sampling. The questionnaire was designed using a five-point Likert scale
and included variables such as communication skills, problem-solving skills, spiritual intelligence, self-
efficacy, self-confidence, optimism, creativity, self-awareness, and mentoring.

To prioritize the identified factors, Shannon entropy weighting and the TOPSIS technique were employed.
Reliability was assessed through Cronbach’s alpha coefficients, while content validity was confirmed by
experts and construct validity was examined using confirmatory factor analysis. Structural equation modeling
was conducted using Smart PLS software, and statistical analyses were performed with SPSS and Smart PLS.
Data were analyzed using descriptive statistics, Kolmogorov—Smirnov tests and structural equation modeling.
Findings

The findings indicated that among the four evaluation indicators used by experts, “relevance” and “necessity”
received the highest weights through Shannon entropy analysis. Using the TOPSIS method, creativity,
communication skills, and self-awareness were ranked as the most important variables among the identified
psychological factors.

Structural equation modeling results showed that problem-solving skills, spiritual intelligence, and optimism
had the strongest direct effects on mentoring. Problem-solving skills demonstrated the highest path coefficient,
followed by spiritual intelligence and optimism. In contrast, communication skills, self-awareness, creativity,
self-confidence, and self-efficacy did not maintain significant relationships in the final model after model

modification procedures.



Factor loading analysis revealed that several indicators lacked sufficient significance and were therefore
removed from the final model. Indicators such as “hope for the future” within optimism, “elaboration” and
“fluency” within creativity, and “resistance against obstacles” within self-efficacy did not achieve acceptable
factor loadings or significance levels. After two stages of model refinement, the final mentoring model
consisted primarily of three major dimensions: optimism, spiritual intelligence, and problem-solving skills.
The reliability and validity indices of the final model were satisfactory for most constructs. Problem-solving
skills and spiritual intelligence showed the highest composite reliability and average variance extracted values.
The final structural model demonstrated acceptable goodness-of-fit indices and confirmed the predictive role
of the three remaining dimensions in enhancing mentoring effectiveness among educational school principals.
Discussion and Conclusion

The findings of the present study demonstrated that mentoring plays a significant role in enhancing the
professional and leadership capacities of school principals. The results confirmed that mentoring is not merely
an informal supportive interaction but rather a structured developmental process capable of improving
leadership effectiveness, organizational decision-making, and professional growth. The significant
improvement observed in the experimental group supports the argument that mentoring contributes
meaningfully to leadership development in educational settings.

One of the most important findings was the central role of problem-solving skills in the mentoring model.
School principals operate in increasingly complex educational environments characterized by organizational
challenges, interpersonal conflicts, policy changes, and instructional demands. Therefore, principals with
stronger problem-solving abilities appear better equipped to benefit from mentoring processes and apply
acquired knowledge in real-world contexts. Effective mentoring relationships may help school leaders develop
analytical thinking, reflective judgment, and adaptive leadership strategies necessary for managing school
complexities.

The study also highlighted the importance of spiritual intelligence as a key dimension of mentoring
effectiveness. Principals with higher levels of spiritual intelligence demonstrated stronger capacities for
patience, empathy, self-reflection, and emotional balance. These characteristics are particularly valuable in
educational leadership because schools require leaders capable of maintaining positive interpersonal
relationships while coping with stressful organizational conditions. Spiritual intelligence may therefore
function as an ethical and emotional foundation for effective mentoring relationships and sustainable
leadership development.

Optimism emerged as another major predictor within the final mentoring model. Optimistic principals are more
likely to maintain constructive attitudes toward organizational challenges and remain motivated despite
institutional constraints. Positive expectations and constructive perspectives may facilitate openness to

learning, reflective practice, and collaborative engagement within mentoring relationships. Consequently,



optimism appears to enhance both the psychological readiness and professional adaptability of school
principals.

The exclusion of variables such as creativity, self-confidence, communication skills, self-awareness, and self-
efficacy from the final model does not necessarily imply that these variables are unimportant in educational
leadership. Rather, their effects may have been indirectly absorbed by stronger constructs such as problem-
solving skills and spiritual intelligence. In addition, cultural and organizational characteristics of the
educational context may influence which leadership competencies are perceived as most essential for
mentoring effectiveness.

Overall, the final mentoring model suggests that effective mentoring for school principals should focus on
strengthening practical problem-solving capacities, promoting emotionally and ethically grounded leadership,
and fostering positive psychological orientations. Such a model can contribute to the development of resilient,
reflective, and adaptive educational leaders capable of responding effectively to contemporary educational
challenges. The study therefore provides a localized and evidence-based mentoring framework that can inform
leadership development policies, principal preparation programs, and professional support systems within

Iranian educational contexts.
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