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yapilmuistir.
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INTRODUCTION

Schools are among the most critical organizations con-
sidering their institutional network and social impact. The
effects of different elements are investigated to increase the
efficiency of these places, where millions of students from
various age groups continue their education. School prin-
cipals are one of the elements that have been italicized in
this sense in recent years (Beycioglu et al., 2019; Glimiis
& Bellibag, 2020; Ozdemir, 2018a). Research shows that
school principals are the source of positive outputs, such
as the effectiveness of schools (Leithwood et al., 2020; Wat-
ted & Barak, 2020) and student achievement (Service et al.,
2017; Wu et al., 2020). In some studies (Zepeda, 2014), it is
even seen that the school principal is held responsible for
the school’s success.

The effects of principals on schools have brought their
attention to the highest point of all time. The fact that a
substantial portion of contemporary educational research
has focused on school principals and their effects confirms
this (Cetin, 2019; Deniz & Erdener, 2020; Zepeda et al.,
2012). It is known that many researchers in different coun-
tries examine the pre-service and in-service development
of school principals. The results show that the professional
development of school principals has reflections on teacher
and student performance (Glimiis & Bellibas, 2016; Lynch,
2013). For example, in a study, Steinberg, and Yang (2022)
found that the professionalization of school principals
significantly predicted teacher efficiency and student out-
comes. Similarly, Shaked and Schechter (2018) state that
student outcomes are not independent of the school princi-
pal enactment. Taken as a whole, all this proves that school
principals are crucial to their schools and that their atti-
tudes affect stakeholders. This scenario increases expecta-
tions from school principals (Daresh, 2004; Markow et al.,
2013; Riley, 2020). As a result of this increasing expectation,
the professional perspective that prioritizes the competence
and skills of school principals is strengthened (Gimber &
Kefor, 2018). However, researchers (Chapman, 2005, p. 2;
Daresh & Playko, 1990; Hayes, 2020) point out that being a
qualified school principal is difficult.

Today, school principals are defined as educators who
ensure students’ social, emotional, and academic develop-
ment, support teachers, and permanently improve organi-
zational conditions (Ozdemir, 2018b). School principals are
now expected to be energetic, dedicated individuals with

new skills (McEwan, 2003). When the responsibilities of
policy development (Aypay, 2015) and being an entrepre-
neur (Ho et al., 2022) are added to all these, the position of
school principals is better understood. For this reason, the
importance of practices to support the professional devel-
opment of school principals becomes even more.

It is stated that the understanding that will keep school
principals fit in terms of organizational and individual ef-
fectiveness is their professionalization (Oplatka & Lapidot,
2017). Different approaches are utilized to develop and sup-
port school principals in this context. These include certifi-
cate programs and pre-service/in-service training (Roberts,
2009; Shaked & Schechter, 2018). For example, in the Unit-
ed States, a developed country, school principals are trained
through undergraduate or graduate education and leader-
ship courses. In the United Kingdom, merit programs are
used (Balyer & Giindiiz, 2011). On the other hand, it is seen
that professional development programs in New Zealand,
one of the developing countries (Smith, 2007), and special
activities carried out by authorities in South Africa (Chi-
koko et al., 2014) are the methods used in the professional
development of school principals. Coaching, seminars, and
distance education are used in different countries (Zepeda
et al,, 2012). Mentoring is one of the most remarkable of
these processes (Augustine-Shaw & Hachiya, 2017; Hayes,
2020).

Mentoring is a professionalization tool emphasized by
authorities and researchers, and it is known that it is imple-
mented to novice teachers in the field of education (Nail-
lioglu & Sezgin, 2021; Ozcan & Balyer, 2012; Riley, 2020).
Nevertheless, it is seen that mentoring is also implement-
ed for school principals (Gettys et al., 2010; Hansford &
Ehrich, 2006; Hayes, 2019; Smith, 2007). However, school
principals’ mentoring scope and service rules differ (Bynoe,
2015; Daresh & Playko, 1990; Eres, 2009). It is known that
mentoring contributes to the instructional leadership skills
of school principals and supports their self-efficacy regard-
ing teacher performance and student success (Daresh, 2004;
Grissom & Harrington, 2010; Hayes, 2019, 2020; Helber,
2015; Shaked & Schechter, 2018). Research indicates men-
toring is significant for novice principals (Boerama, 2011;
Eres, 2009; Mitgang & Gill, 2012; Sciarappa & Mason, 2014;
Smith, 2007; Williams et al., 2004). This need is tried to be
met in many countries; however, despite its fundamental
contributions, there are also countries where mentoring is
not practiced for school principals; Tiirkiye is one of them.
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When the literature from Tiirkiye is examined, it is seen
that there is no mentoring practice or program for novices
to the best of our knowledge.

According to 2022 data, there are about 90,000 princi-
pals in different educational institutions in Tiirkiye ([Min-
istry of National Education] MoNE, 2022a, p. 31). More
time and resources are spent on the professional develop-
ment of school principals in Tiirkiye, where these people
are employed with various career elements such as exams.
In this sense, numerous programs are being implement-
ed for school principals (Kaya, 2020). In addition, MoNE
conducts studies at the local and national level for the pro-
fessional development of school principals (MoNE, 2022b)
and signs protocols with universities (Council of Higher
Education [CoHE], 2020). As a result of these ventures,
seminars, panels, projects, and certificate programs are or-
ganized. These activities, frequently at the in-service level,
contribute to the current principals’ knowledge regarding
legislation, technical competencies (e.g., software), and
leadership skills (Hayes, 2019). In other words, an approach
is used in Tiirkiye to professionalize school principals in
which novice principals and the mentoring process are not
prioritized. Besides, policies that do not prioritize exams in
selecting school principals and mentoring in their devel-
opment continue to be effective. Moreover, the regulations
cannot meet the demands of novice or candidate principals.
This adds to the criticism of the education authorities every
day in Tiirkiye. Research emphasizes that most school prin-
cipals need professional development just before or during
the first days of their careers (Searby, 2010; Smith, 2007;
Villani, 2006). Otherwise, it is stated that problems may be
encountered in many subjects, from the professional devel-
opment of teachers to school discipline (Riley, 2020). When
these issues are not resolved, school principals may retire.
(Gimber & Kefor, 2018; Sezgin et al., 2014; Smith, 2007).
Thus, it is stated that mentoring can help novice principals,
teachers, students, and educational authorities (Oplatka &
Lapidot, 2017; Schechter, 2014). This framework will review
and discuss the contributions of mentoring to novice prin-
cipals in the current study. In other words, the current study
aims to evaluate the mentoring practice in the professional
development of school principals and clarify the contribu-
tion of this practice to novice Turkish principals. In this
way, it is requested to contribute to policymakers, those in-
terested in developing schools (e.g., researchers, trainers),
and school principals.

Mentoring

The mentor is an experienced and guiding person who
contributes to the development of the candidate/new em-
ployee, and mentoring is the conceptualization of the
professional support these experienced people offer these
individuals. In terms of school principals, mentoring is a
professional development practice based on varying degrees
of personal relationships between the mentee (protégé,

candidate/novice principal who is supported) and the men-
tor (supporter, experienced school principal) (Daresh &
Playko, 1990; Hansford & Ehrich, 2006; Schechter, 2014).
In other words, mentoring is experienced school principals
who offer their support, networks, collaborations, consul-
tancy, and facilitation to benefit novice principals.

Mentoring aims to meet individual and organization-
al expectations regarding the development and empower-
ment of novice principals. This aim includes the doctrine
of school principals on leadership skills, technical compe-
tencies, interpersonal relations, legislative knowledge, and
emotional-psychological well-being. The expected results
are that school principals benefit from experienced princi-
pals’ gains and develop their leadership skills (Lipke, 2019).

It is preferred that mentors are individuals who are reli-
able, able to produce alternative solutions, show tolerance,
and have high commitment to the person they support. In
addition, they are expected to be respected, motivating,
and influential (Daresh & Playko, 1992; Scott, 2010) and to
impact novice principals with their communication skills
and intelligence. Moreover, mentors should know the real-
ities outside the school as well as inside the school. In this
context, mentoring has numerous contributions. These can
most simply be listed as contributions to (i)novice princi-
pals, (ii)mentor principals, (iii)teachers and students, and
(iv)educational authorities.

Contributions

Mentoring has long been part of professional improve-
ment for the development of school principals (Bush, 1995;
Villani, 2006). Research shows that school principals who
are provided with mentors before and during the service
provide more qualified services (Oplatka & Lapidot, 2017;
Thessin et al., 2018). Similarly, mentoring offers significant
advantages for novice principals in terms of profession-
al support and sharing ideas (Sezgin et al., 2014), coping
with difficulties (Gimber & Kefor, 2018), learning success-
ful leadership practices (Bolam et al., 1995; Chikoko et al.,
2014; Daresh, 2004), and putting prospective benefits into
practice through relationships (Geismar et al., 2000). The
mentoring practice facilitates novice principals to adapt to
their duties (Glimiis, 2019). Significant problems such as
turnover can also be prevented by mentoring (Bynoe, 2015;
Goldring & Taie, 2014).

One of the most specific benefits of mentoring is mak-
ing novice principals feel safe. For example, research shows
that school principals do not feel safe when they start their
new job (Smith, 2007) and struggle with stress (Augus-
tine-Shaw & Hachiya, 2017; Sciarappa & Mason, 2014).
However, researchers indicate that school principals ben-
efit emotionally and psychologically from the professional
support they receive (Giimils, 2019; Hayes, 2020; Service et
al., 2017). In this sense, it is understood that mentoring is a
crucial antecedent that affects school principals. Thanks to
their mentors, novice principals can realize the daily cycle
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of school life and program it at the beginning of their ca-
reers. Mintzberg (2009) states that leaders’ planning their
routines is integral to their role.

School principals contact many people or institutions,
from teachers to students, parents to education authorities.
The skills of school principals in this area make their work
easier and reflect positively on the school’s operation. In
this respect, novice principals can eliminate communica-
tion obstacles based on the experiences of their mentors,
thus preventing negativities.

The opportunities that mentors create for their protégé
are not a coincidence. Their experiences are based on real
experiences in school administration. In this sense, men-
toring allows novice principals to acquire practical ways,
easy methods, and unique technical skills from mentor
principals (Augustine-Shaw & Hachiya, 2017). It can be
said that these are practices that are not written in books
and are based on the knowledge of experienced mentors.
Examples include specific information on how to make a
good impression on a nonprofit’s director, calm an angry
parent, or under what circumstances a project might be
more effective.

Significant improvements are seen in the performanc-
es of those who share their experiences with individuals
younger than themselves (Clutterbuck, 1999). If mentors
are accepted as experienced teachers, sharing their knowl-
edge with their students (protégés) can contribute to their
well-being. Thus, it can be easier for new leaders to hold on
to their duties (Gimbel & Kefor, 2018, p. 32).

Mentoring is a social mechanism based on personal re-
lationships. Although it has a hierarchical appearance, this
mechanism’s quality depends on the relationship between
the mentor and the mentee (Calabrese & Tucker-Ladd,
1991; Hayes, 2020). A collaborative, open, and qualified
partnership will benefit both parties (Hayes, 2019; Scott,
2010). Mentoring reflects the mutual process between the
parties. The one-way relationship between the mentor
school principal and the novice principal is incompatible
with the mutualistic mentoring structure (Jones & Larwin,
2015); because the mentoring process requires both parties
to be active (Bakioglu et al., 2010; Schechter, 2014). Re-
search shows that mentor school principals also try to per-
form better in the mentoring practices contributed by the
parties (Hobson & Sharp, 2005; Tahir et al., 2015), and their
satisfaction increases (Schechter & Firuz, 2015).

Considering that the motivations of the employees are
reflected in their service recipients (Bityiikgoze & Ozdemir,
2017), it can be assumed that the school principals who
benefit from the mentoring practices will have an impact on
the motivations of the teachers and students. In this regard,
novice principals who work with a mentor have the poten-
tial to affect teachers’ and student performance through
their leadership abilities (Shaked & Schechter, 2018; Ri-
ley, 2020). Similarly, improving the performance of novice

principals through mentoring affects a vital variable such
as leadership (Gettys et al., 2010; Hayes, 2019; Williams et
al., 2004). Considering the contribution of this variable to
the school (Bityiikgoze & Ozdemir, 2017; Deniz & Erdener,
2020; Gimiis & Bellibasg, 2016), Mentoring has a significant
impact on the educational environment (Daresh, 2004);
because school principals, who adopt the principle of lead-
ing instead of managing and giving autonomy instead of
controlling, are among the issues agreed by researchers to
support the careers of their teachers and students (Giimils,
2019; Smith, 2007; Thessin et al., 2018).

Authorities dealing with education spend much of
their resources on maintaining and improving current per-
formance. For this, various projects and activities are im-
plemented where school principals are at the center. The
efficiency of these initiatives takes its share from the com-
petence of the school principal. Since a school principal
who is specialized and has taken the necessary lessons from
his colleagues’ experiences makes essential contributions to
the activities he mediates in, increasing their self-efficacy
through mentoring may be appropriate. It is thought that
this will provide the authorities with the time, budget, and
staff to support education policies, schools, and student
achievement. However, in addition to all these contribu-
tions, mentoring is also affected by some challenges (Hans-
ford & Ehrich, 2006). The most popular of these are (i)lim-
ited resources, (ii)inadequacy/indifference of the parties,
and (iii)perception of mentoring.

Challenges

Mentoring is, first and foremost, a resource job. Time is
one of the most limited resources. It is known that mento-
ring programs continue for several years (Gimbel & Kefor,
2018; Mitgang, 2007). When the efforts of mentor princi-
pals and funding are added to this process, the value of re-
sources in mentoring becomes clearer.

Considering that many additional schools lack support
staff or teachers (Can, 2022), it comes to mind that expe-
rienced principals may be reluctant to mentor. The lack
of employees is one factor that complicates organizations’
functioning (Ozdemir, 2014). This factor is likely to affect
mentoring negatively. On the other hand, the limited num-
ber of experienced school principals or their reluctance to
take charge as mentors is a limitation in mentoring. Fur-
thermore, some countries have no governmental authority
or legal basis to regulate mentoring (Villani, 2006). This ab-
sence can reduce the quality of mentoring.

Even if it is assumed that many school principals are ex-
perienced individuals, it is unknown whether they are qual-
ified for mentoring (Sezgin et al., 2014). Implementation
is a job of expertise (Williams et al., 2004) and a specific
profession (Ozcan & Balyer, 2012). Thus, where the capac-
ity for professional development is limited, mentoring can
become an addiction (Daresh, 2004, p. 499).

To truly benefit from mentoring, the parties must be
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compatible; because the incompatibility of the mentor prin-
cipal and the novice principal can render mentoring dys-
functional (Geismar et al., 2000; Oplatka & Lapidot, 2017).
Further, the parties’ belief that they can contribute to each
further increases the contribution of mentoring.

The success of mentoring is related to the way it is per-
ceived. Achieving the desired efficiency from processes
that postpone mentoring, mentoring, or mentee is difficult.
Research shows vigorous mentoring includes collabora-
tion, inclusiveness, reciprocity, and modeling (Calabrese &
Tucker-Ladd, 1991). This suggests that the parties should
care about the relevant qualifications.

Tiirkiye Context

The basic arrangements for educational institutions
were made with the Law of Tevhid-i Tedrisat prepared in
1924, and schools were brought under the control of the
state. With a legal regulation, the principle of being a teach-
er in the profession was adopted (Grand National Assembly
of Tiirkiye [GNAo0T], 1926), and school management (and
the professionalization of the school principals ) was seen as
a sub-field of the teaching profession.

Since the 50s, the management of educational insti-
tutions has been influenced by the planned economy ap-
proach in Tiirkiye, as in many countries (Ozdemir, 2018b,
pp- 280-282). At this point, different institutions (such as
Public Administration Institute for Tiirkiye and The Middle
East, Ankara University Education Faculty, and Hacette-
pe University Education Faculty) have been established to
meet the need for qualified educators (pp. 283-284). The
scientific aspect of school management has been strength-
ened with the education/school management, planning,
and supervision courses in these institutions and Gazi Ed-
ucation Institute. However, in the relevant period, school
principals continued to be selected from among teachers,
understanding that teaching is the main element of the pro-
fession (MoNE, 1973). Merit and voluntarism have been
the main factors in being appointed to the school princi-
pal in this process (Ozdemir, 2017). In 1998, the regulation
on the selection and appointment of school principals was
enacted. Candidates who are successful in the exams are in-
cluded in in-service programs (Recepoglu & Kiling, 2014).
However, mentoring, one of the popular professional de-
velopment practices of the period (Hobson & Sharp, 2005;
Villani, 2006), was not included in these programs, and the
training was mostly about legislation.

From the 2000s to today, it is known that the profes-
sional development of incumbent and novice principals is
provided by numerous pieces of training (Kaya, 2020) and
seminar-based development programs (MoNE, 2022¢) or-
ganized by MoNE. Postgraduate education for the training
of school principals is carried out as master and doctorate
programs. Mentoring in the professional development of
school principals, which is occasionally addressed by the
researchers in these programs (Bakioglu et al., 2010; Balyer

& Giindiiz, 2011; Sezgin et al., 2014), is not used by MoNE
as a professional development tool in the selection, assign-
ment, and professional development of school principals.

DISCUSSIONS AND CONCLUSION

The present study investigated mentoring in Turkish
school principals’ professional development. Investiga-
tions show that mentoring contributes to novice principals
on critical issues such as leadership (Helber, 2015; Shaked
& Schechter, 2018), emotional and psychological stability
(Service et al., 2017), and feedback (Oplatka & Lapidot,
2017; Riley, 2020). Despite these specific contributions, it is
seen that mentoring is not a practice used by school prin-
cipals at MoNE. However, the experience of school prin-
cipals in Tiirkiye from institutions of different sizes, based
on long years and other geographies, has a special meaning
for MoNE. Benefiting from these experiences can increase
the performance of school principals (Hayes, 2020; Hob-
son & Sharp, 2005) who face many challenges (Cetin, 2019;
Cinkir 2010; Turan et al., 2012; Kosar et al., 2013); thus pav-
ing the way for potential benefits for schools, teachers, and
students.

The impact of mentoring practices is influenced by the
challenges that limit it. Lack of time and funding are among
the first to come to mind. In addition, the principles regard-
ing selecting and assigning school principals as mentors are
among these difficulties. When unwillingness was added to
this portrait, barriers to mentoring could be better under-
stood (Daresh, 2004). For example, researchers state that
the resources MoNE allocates to pre-service and in-service
training are insufficient (El¢icek & Yasar, 2016). In addition,
studies in Tiirkiye (Agaoglu et al., 2012), where the profes-
sional competencies of current school principals are crit-
icized, suggest that there may be some problems with the
qualifications and number of school principals who may be
appointed as mentors. When the perceptions of current and
novice principals regarding mentoring are also included in
this equation, it is concluded that MoNE may need exten-
sive preparation for mentoring.

Research (Searby, 2010) shows that many principals in
Tiirkiye resort to the help and guidance of more experi-
enced principals. With this structure, which can be regard-
ed as an amateur version of mentoring (Villani, 2006), basic
processes such as the operation of the schools (Sezgin et
al,, 2014) and the implementation of teaching activities are
put in place (Hayes, 2019). Thus, school principals can cope
with a significant part of the physical, emotional, and psy-
chological pressures they are under the influence of (Ser-
vice et al., 2017; Young et al., 2005), and novice principals
overcome the difficulties arising from their inexperience
(Thessin et al., 2018). It is known that school principals who
do not receive a counseling or guidance service and are not
supported professionally experience different problems,
from psychological issues to resignation (Bynoe, 2015;
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Demirbilek & Bakioglu, 2019; Sezgin et al., 2014; Smith,
2007). The theoretical background also confirms this (Baly-
er & Giindiiz, 2011; Bursalioglu, 1987/2015, p. 158).

The problem is that while MoNE appoints a mentor
teacher for each novice teacher, it does not engage in such
a practice for school principals, who can be described as
teachers’ teacher or leader teacher. Moreover, the literature
firmly states that school principals face obstacles and need
support when they have just started working (Hayes, 2020;
Mitgang, 2007; Sciarappa & Mason, 2014; Smith, 2007; Wil-
liams et al., 2004). In this respect, it is thought that a men-
toring mechanism that will allow the use of the knowledge
and experience of existing school principals should be put
on the agenda by MoNE.

It is not unique to Tiirkiye that school principals take
charge without professional training (Bush, 1995). However,
at this point, it is necessary to develop the competencies of
novice principals. The absence of undergraduate programs
that train school principals and the strong traditions that
foster school principals to come from among teachers make
it inevitable to acquire school principal pedagogy through
pre-service or in-service training in Tiirkiye; because the
assumption that MoNE will develop the leadership skills
of school principals with conferences and distance/online
activities contradicts many scientific principles in the face
of countries that have provided mentoring services to them
for many years and evaluated the results (Gimbel & Kefor,
2018).

This study has some limitations. For example, although
the author mentioned the difficulties of mentoring, bad and
unsuccessful mentoring practices were not included in the
current research; because, like other professional develop-
ment activities, some studies state that mentoring is not
perfect for professional development (Gettys et al., 2010;
Sezgin et al.,, 2014; Shaked & Schechter, 2018). In addition,
one of the important arguments of the study is whether the
contributions of experienced school principals to novice
principals are exactly a mentoring study. Finally, the fact
that the research is written as a compilation and does not
produce an empirical finding can be considered a limita-
tion.

Recommendations

At the end of the study, making some recommendations
for mentoring and future research would be suitable. For
example, determining the criteria regulating the selection of
mentor principals will be a proper study that can be done at
the first stage. Secondly, mentoring by volunteer and expe-
rienced school principals, and matching novice principals
with these people, can be effective. They are transferring the
experiences gained from the process that the novice teach-
ers spent with their mentor teachers and regulating the
economic gains of the mentors are also suggestions to be
presented for practice. Conducting a longitudinal study in
which the professional experiences, professional develop-

ment, and self-efficacy of novice principals who work with
and do not have mentors in future research are discussed
may be an excellent work to embody what is claimed in
the current study. Moreover, the quantitative nature of this
study may be a fit contribution to the literature on mentor-
ing of school principals, where primarily qualitative studies
are conducted (Hayes, 2020).
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