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Abstract: 

The organizational consequences of mentorship development play vital roles in leadership 

progress, but researchers have insufficiently investigated such effects. This research examines how 

mentorship accelerates leader development through studies of key program variables with their 

associated effects and methods. A dual mentoring system is the research focus to evaluate its 

impact on leadership competence development and how these dual components influence 

professional resilience and decision-making competencies. The study bases its foundation on 

qualitative leader interviews and quantitative leader surveys to investigate mentorship effects on 

performance outcomes. Better decision-making performance and leader adaptability develop 

through mentoring relationships because mentors foster development in leadership abilities. 

Through mentorship, both mentors achieve significant career advancement and provide this 

growth opportunity to their mentees. Corporations must build structured mentorship systems that 

complement their strategic targets to reach maximum outcomes for leadership advancement. The 

study fills gap in existing scholarly research by presenting a detailed perspective on mentorship as 

a source for leadership growth. The research paper delivers precious recommendations that help 

organizations create official mentoring initiatives alongside establishing traditional and unofficial 

mentor relationships in their organizational contexts. Organizations now know how to develop 

systems that train capable future leaders to handle sophisticated business operations. The research 

simultaneously explores theoretical development with practical advantages boosting mentorship-

based leadership programs. 

 

Keywords:  Mentorship, Leadership Development, Transformational Mentorship, Emerging 

Leaders, Organizational Effectiveness, Leadership Competencies, Mentorship Strategies. 

1. Introduction / Background: 

Leadership development through education and practical experience requires mentoring as its 

central element to achieve effectiveness. People have recognized mentorship as more valuable than 

standard leadership programs because it is the foundation that produces quality leadership systems. 

Research establishments mentorship as a vital leadership development component when 
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describing this mentor-mentee match between knowledgeable guides and their less experienced 

followers (Ghosh & Reio, 2021). Through mentorship, leaders identify crucial leadership 

development elements when studying established methods and their effects on new organizational 

leaders. 

The completion of leadership development demands the presence of mentorship. Leaders in 

today's world should possess expertise together with emotional intelligence and maintain ethic 

judgment abilities as well as resilience according to organizational demands (Liao, 2020). Leaders 

in development gain essential competencies by acquiring personalized leadership guidance 

combined with real-world experience and true problem resolution through mentorship programs. 

Mentorship provides personalized leadership development, which is a natural learning process 

because it does not use conventional standardized training programs (Allen et al., 2017). 

The recognition of mentorship's value continues to increase, but a comprehensive study regarding 

mentorship effects on leadership development remains scant, according to my research. Mehmood, 

A. & Lawa (2025) revealed that studies about mentorship effects on career growth and job 

satisfaction remain scarce while investigations into its impact on introducing new leadership 

methods as well as career progression remain limited. The examination evaluates how mentorship 

shapes leadership growth based on the three career phases, which include early career, mid-career, 

and senior executive roles. 

Basic research explores important factors regarding new organizational leaders who face self-

doubts and strategic decision challenges while having communication difficulties. The failure to 

resolve their current issues will make it difficult for them to guide teams while being practical for 

organizational success. Mentorship is an effective remedy that provides young leaders with the 

essential directional support they need to face leadership challenges and develop necessary 

abilities that stem from quality leadership attributes. The mentoring program delivers mutual 

advantages to partakers and produces positive emotions regarding progress in leadership 

competencies and communication abilities and individual leadership development (Ghosh, 2022). 

This investigation strives to develop a deep understanding of mentorship, which generates 

transformations during leadership development. The research delivers real-world benefits to 

organizations by reviewing mentorship strategies and their results and consequences, which aid in 

implementing leadership development mentorship programs. The research discovery contributes 

to both theoretical discoveries and practical understanding by expanding the existing mentorship 

and leadership development knowledge base. Organizations can establish strategies to develop 

top-notch leadership talent based on the findings presented here. 

2. Literature Review: 

Although a great deal of information is available on mentorship and leadership, there is still some 

ambiguity to how exactly mentorship facilitates performance enhancements in leadership. This 

section will discuss what literature has been established regarding mentorship, leadership 

development, and their relationship, emphasizing emerging trends, issues, and research voids. 

2.1 Mentorship and Leadership Development: 

Many authors have also recognized the role of Fairlie in the general leadership development 

process. As such; there should be no doubt that mentorship's role in that process is also 

considerable. As identified by Kram in her path-breaking study, the public nurturing functions of 

sponsors are of two kinds – career support and, therefore, psychosocial support. Career-oriented 

support includes mentoring, sponsorships, and exposure to different challenging tasks, while 

psychosocial support involves esteem support, tale-telling and buddy support. Each function is 

relevant for leadership growth since it strengthens confidence and improves competence and 

problem-solving among the leaders (Ghosh & Reio, 2021). 
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Subsequent developments of Kram’s model have focused on the experience development of 

specific leadership competencies such as emotional intelligence, resilience and ethical decision-

making through mentorship (Liao, 2020). For instance, Allen et al. (2017) established that the 

levels of stress coping, relation building, and ethics which are essential in leadership, display a 

positive correlation with the levels of mentorship available. Likewise, Ghosh (2022) pointed out 

that there is mutual learning in mentoring and that is that mentors always gain from the exercise 

by mentoring. 

2.2 Mentorship and Leadership Outcomes: 

It is anything but clear how effective mentorship in leadership development is, especially relating 

to the mentor’s style and approach. Specifically, transformational mentorship — that is, personal 

growth, empowerment, and long-term development mentorship is powerful for leadership growth 

(Murphy & Johnson, 2016). In contrast to transactional mentorship, which focuses on short-term 

goals and skill development, transactional mentorship may not effectively develop leadership 

competencies in the long run (Chun et al., 2020).  

It also proposed that informal mentorship exists in leadership development. In some cases, there 

is a difference between formal mentorship programs and informal mentoring based on personal 

relationships and shared experiences (Liao, 2020). Formal mentoring comes with constraints that 

make it less flexible, personal and less trustworthy regarding the leader’s development. 

2.3 Gaps in the Literature: 

Although relatively much research has occurred on mentorship and leadership development, some 

gaps still exist. Secondly, there is hardly any research on the long-term impact of mentorship on 

leadership outcomes, particularly in the dynamics of career progression and organizational 

effectiveness (Chun, 2020). Secondly, while existing work has investigated the relationship 

between mentorship and specific leadership skills, for example, emotional intelligence or ethical 

decision-making, a gap in current research remains that focuses on the leadership style and 

decision-making behaviors for whom it is evaluated by the mentor (Liao, 2020). Additionally, little 

research has been conducted on the role of mentorship in diverse contexts in organizations from 

less Western (Ghosh, 2022).  

This research endeavors to resolve the disconnect by delving into a comprehensive exploration of 

mentorship's role as a catalyst for developing leadership capabilities (Mehmood, A.(2023).. The 

investigation aims to enhance existing scholarly knowledge regarding mentorship and leadership 

through implementing actionable insights derived from mentoring methodologies, results and 

considerations. 

3. Methodology: 

This section outlines the research methodology, investigative techniques and analytical 

framework. This study implements a combined quantitative-qualitative methodology comprising 

in-depth interviews with organizational directors coupled with numerical data gathering to 

examine mentoring's influence on leadership capacity building. 

3.1 Research Design 

The study utilizes a mixed-method research design that verifies the issues in question in depth. 

The qualitative part involves in-depth interviews with organizational leaders who have been 

mentored. On the other hand, the second part of the quantitative component is the study of the 

effect of mentorship on emergent leadership development through a survey of emerging leaders. 

More and more people are starting to understand that leadership development is a phenomenon 
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that cannot be grasped using one method and that mixed methods approaches address this issue 

(Creswell & Creswell, 2018). 

3.2 Data Collection: 

1. Qualitative: 

The data used for this study was qualitative and consisted of 20 Organisational leaders from 

different industries and semi structured interviews. Interview as participants were asked what kind 

of mentorship the participants went through, the effect of the mentorship on their leadership, and 

the challenges which were encountered in the course of the mentorship program. The interviews 

were made in the period of three months using the recorded and transcribed interviews for content 

analysis of the scenarios that had been thought and voluntarily created. Semi-structured interviews 

are good enough to grant more flexible access to several points of interest and gather more detailed 

accounts of participants’ experiences and perceptions (Saunders et al., 2019). 

 

 2. Quantitative: 
 The quantitative data was gathered through a survey of 200 emerging leaders online. The 

questionnaire contained questions concerning the participants’ interactions with the concept of 

mentorship, how this concept influenced the participants’ leadership competencies, as well as the 

participants’ impressions and beliefs on the effectiveness of the programs that exist within 

organisations. The questionnaires were sent, through the internet- both through email and on social 

media sites and the data was gathered in two months. Online surveys are equally efficient and may 

be cheaper compared to other surveying methods that take time and expense (Fowler, 2018). 

 

3.3 Data Analysis: 

1. Qualitative Data Analysis: 

The aforesaid qualitative data was analyzed through thematic analysis, which involves identifying 

and categorizing themes within the qualitative data (Braun & Clarke, 2021). The interviews were 

transcribed, and the text was analyzed using the application NVivo; codes were regrouped based 

on the similarity of the answers with the questions in the study, which is important to the purpose 

of the analysis. It was then possible to perform an analysis of the themes in order to come up with 

a general understanding of patterns as well as additional insights regarding the effects of 

mentorship on leadership growth. It is widely used in qualitative research because of its flexibility 

and comprehensiveness of the study results (Nowell et al., 2017). 

 

2. Quantitative Data Analysis: 
The statistical analysis of the quantitative data was done with the help of statistical analysis 

software namely SPSS. The survey responses were quantitative in nature, and therefore, 

descriptive analysis was done to describe the data. In contrast, inferential statistics, including 

regression analysis, were done to test the relationship between mentorship and leadership 

development. This analysis is helpful in determining predictive links between variables (Field, 

2018). The quantitative data were compared with the qualitative data in order to achieve the 

analysis of other research questions. 

 

3.4 Ethical Considerations: 

Regarding the ethical research proposal involving human participants, permission was taken from 

all the participants so that the research could be conducted, and the identity of all participants was 

kept anonymous during data collection and analysis at the research studio. We told patients they 

had the right to go out of the study at any moment; hence all data collected was kept confidential 
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to prevent identification of the patients. However note that the validity and reproduction of all 

research is dependent on ethical consideration (Bryman and Bell, 2019). 

 

4. Results: 
In this section a presentation of the results of analysis of quantitative and qualitative data acquired 

in the course of study made. The findings are in three main areas: The effect of the mentorship on 

leadership competencies; Role of mentorship style in leadership development; The effect of long 

term mentoring. 

 

4.1 Impact of Mentorship on Leadership Competencies: 

According to the outcomes of the qualitative interviews, some of the elements involved in the 

mentoring served the following roles in the development of leadership competencies as regards 

emotional intelligence, personal resilience and ethical decision making. The participants described 

family medicine preceptors as a source of support in dealing with stress, working, or reasoning on 

how to manage moral dilemmas as they exist in real life. For instance, one of the participants 

shared this impression: “When I confronted an ethical decision-making scenario, my mentor 

guided me on what to do and how to do it.” This experience helped to enhance my skills in 

decision-making regarding the project and increased my confidence in leadership. This is in line 

with current studies on the effects of mentorship, especially on self-compassion and tolerance to 

stress (Ghosh, 2022). 

The quantitative aspect of the survey was also very much in line with these results with 85% of 

the respondents stating that they benefited from determining that the act of being a mentor 

positively influenced their leadership competencies. Indeed, 78% of the respondents said they had 

gained in self-social competencies, 72% of the respondents mentioned that they had gained in 

interpersonal competencies, while 68% of the respondents indicated that they had gained in 

operational competencies. These findings are congruous with previous work stating that leadership 

potential predictors must be nurtured through a mentorship programme (Liao, 2020). 

 

4.2 Role of Mentorship in Leadership Development: 

In the qualitative interviews, the participants stressed on different types of mentorship practices 

that existed in leadership. The results also showed that participants who received transformed 

experiences, which were defined as a change in the physiological or metamorphosis experience, 

received larger personal and professional positive changes than those who received transactional 

experiences. For example, as one of the respondents said, “My supervisor always paid attention to 

my personal growth and demonstrated active interest in my career advancement; she advised me 

on how to pursue more difficult tasks to tackle, which would make me leave my comfort zone. 

This meant that I was able to grow into a positive attitude and improved my leadership skills.” It 

is crucial, therefore, to understand that transformational mentorship is most helpful in leadership 

development. 

Quantitative findings also agree with the study findings, showing that 70% of the respondents 

considered that the transformational type of mentorship was more effective than the transactional 

type of mentorship in enhancing leadership development. Thus, 65% of respondents were 

confident that transformational mentorship positively impacted their thinking patterns, while only 

35% said that transactional mentorship enabled them to have such thinking patterns. These are in 

line with findings of a study done on the impact of transformational mentorship (Chun et al., 2020). 

 

4.3 Long-Term Outcomes of Mentorship: 

Through the qualitative interviews done, it was evident that the participants’ careers and 

organisational improvement was greatly enhanced by the programme. Mentees were able to 
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indicate that the skills and knowledge gained from the program were utility through out their 

working practice. For instance, one of the participants pointed out, ‘I have carried the knowledge 

that I gained from my mentor to this position in my entire career. To this day, I apply the calling 

techniques as well as problem-solving strategies that she has shown me on how to помощи manage 

intricate situations and provide leadership to the team successfully. Such a benefits can be 

explained with the help of existing literature on the effects of mentorship on growth (Allen & Eby, 

2017). 

These results were further echoed by survey data where 80% of respondents felt that self- arranged 

mentorship was helpful for their long- term career mobility. More precisely, exactly half of the 

respondents stated that through the help of a mentor, it was easier to achieve career goals; 45% 

said that mentorship positively influenced job satisfaction levels. These findings affirm the existing 

literature regarding the importance of sponsorship towards promotions (Ghosh & Reio, 2021). 

 

5. Discussion:  

Finally, the present paper’s practical implications and contribution to theory, as well as the study’s 

limitations, are expounded. 

 

5.1 Theoretical Implications: 

The research conclusions will assist in increasing understanding of the various ways mentorship 

impacts leadership development, thus contributing to the literature on mentorship and leadership 

development. Hence, the paper focuses on the mentorship types that enhance the leadership skills 

of graduate students, including Transformational mentorship, which fosters elements like 

emotional intelligence, resilience, and ethical decision-making. Simply, these findings confirm the 

previous studies of Hessel’(Liao, 2020) about the function of mentorship within leadership and 

expand the knowledge about the positive influence of mentorship in the long term. 

The paper also has implications for the literature by showing the benefits of reciprocity in the 

mentorship process. This paper extends the previous work that illustrates the positive impact of 

the mentoring process only from the perspective of the beneficiaries but also from the perspective 

of the mentors as well. This is in consonant with current research on the reciprocal nature of the 

mentorship. (Ghosh, 2022). 

 

5.2 Practical Implications: 

Cultivating positive buddy relationships can benefit any organisation that is in the process of 

implementing a mentorship program. This paper underpins the necessity to promote an organized 

structure of mentorship programs within an organization and transformational mentorship 

purposes. Organisations should also focus on the values of informal mentorship and provide ways 

for young leaders to interact with serving mentors, including through structured networks or 

circles, business practices and other types of activities (Allen et al., 2017). 

The study also disclosed that much attention should be given to preparing and training of mentors, 

so as to be in a position to offer quality mentorship. This encompasses learning on what comprises 

the ideals of imparting the needed skills for effective mentoring, relating and leading others, and 

developing a training curriculum relative to styles, skills and techniques of leadership 

development. Mentorship training is a strategic way through which organisations can improve the 

productivity of their mentorship programmes by empowering the staff and giving the best returns 

to the mentors and the mentees (Chun et al., 2020). 

 

5.3 Limitations and Future Research: 

Yet, this study contributes to the understanding of the part played by mentorship in leadership 

development, a few limitations should be mentioned. First, the present study enrolled 
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organisational leaders from only some sectors, and therefore the results cannot be generalised to 

other settings. More studies should be conducted on the lines of cross-cultural mentorship across 

different types of organisations in different parts of the world and in different organisations which 

are not a part of the West (Ghosh, 2022). 

Second, the study is based on the participants’ surveys, though the halo or acquiescence effects 

could influence this. Therefore, it is suggested that in the subsequent research studies, more 

objective indices, including the performance appraisal scores or the multi-source feedback results 

are adopted to measure the effect of mentorship. 

Last but not the least, the study was more oriented towards the side of mentees, while the role of a 

mentor was investigated to a lesser extent. Hence, there is needed to undertake further research to 

gain more understanding about the experiences of the students’ mentors especially when dealing 

with the challenges and how they can manage to come up with the best way to ensure that they 

deliver their duty as mentors (Allen et al., 2017). 

 

6. Recommendations: 

The following recommendations can thus be proposed for organizations that are interested in the 

quest for integrating mentorship into leadership development practices. These recommendations 

are based on the study and further explained and backed up by the current mentorship and 

leadership development literature. 

 

6.1 Develop Structured Mentorship Frameworks: 

Mentorship programs should again be well defined according to the need of the organization in 

line with the leadership development policies. These should elaborate on the expectations of both 

the mentor and the mentee, the general expectations of the relationship, the duties and 

responsibilities of the two individuals as well as general expectations of the mentorship 

relationship. There are outlines that can be used to assess and guarantee that programs would be 

able to contribute to the success of the participants and are beneficial for them. According to Allen 

et al. (2017), the best way to improve leadership development is through structured mentorship 

programs, and the following sections can be used by mentors and those in need of mentors. At the 

same time, there are very useful frameworks that may assist organisations in evaluating the 

efficiency of their mentorship programs and develop relevant improvements, if needed, based on 

the data collected (Ghosh, 2022). 

 

6.2 Emphasize Transformational Mentorship: 

In particular, organisations should pay more attention to transformational form of mentorship as 

this is geared towards the development of the individual. In this case, the current form of 

mentorship, known as transformational, seems to be a better form of mentorship than the 

traditional one, known as transactional, in the development of leadership competencies such as 

emotional intelligence, resilience, and ethical decision-making, as postulated by Murphy and 

Johnson (2016). Mentorship could be transformational in organisations, and this can be achieved 

by availing training to the mentors on how to foster the growth of the mentees and the 

encouragement of the mentors to influence growth of the mentees for the longest time. Liao (2020) 

has established that the concept of transformational mentorship is noble for the treatment of both 

the mentor and the mentee, that it stabilizes the overall performance of the parties to the 

relationship and that it refines the skills and character of the mentors in leadership. 

 

6.3 Create Opportunities for Informal Mentorship 

Apart from the organizational formal mentoring, on an extraordinary basis, organizations should 

promote the idea of Coaching. Word of mouth, a type of informal mentorship that does not involve 
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any training or appointment, has been seen to be more effective than formal ones ((Duhis & 

Mehmood, A. 2025). ). Organizational leaders can thus encourage participation in social media 

programs, meetings, workshops, and any other casual outlets through which such mentees and 

mentors can meet. Mentoring in a more natural or unrestricted environment is a better form of 

developmental mentorship that makes it possible to develop these factors thus enhancing 

leadership development (Ghosh & Reio, 2021). 

 

6.4 Provide Mentorship Training: 

Training should be offered to mentors so that they can offer appropriate mentorship to staff 

members. This includes issues such as, the kind of practices that are recommended during 

mentorship, recommended communication skills, and recommended practices in developing 

leadership competencies. The following points are fulfilled when organizations embrace the 

importance of training of mentors in the given systems so that the lessons of the mentorship 

program may reach the targeted objectives: According to Allen et al (2017), there is a need to train 

the mentors so that they are ready to handle needs that the minorities have. Furthermore, mentor 

training can let the mentor acquire the necessary proper knowledge to perform the duties of career 

and psychosocial support (Ghosh, 2022). 

 

6.5 Evaluate and Improve Mentorship Programs: 

There is a need for assessment of these structural and relational aspects within an organization’s 

mentorship programs to determine their efficiency and effectiveness. Such can be performed via 

questionnaires, interviews, and assessments or tests of performance outcomes. Thus, organisations 

can help develop the best setups of mentorship to support emerging leaders in their respective 

capacities. Liao (2020) has opined that it is possible to assess the effectiveness of mentorship 

programs through constant assessment of the programs in organisations by making amendments 

where necessary. Also, the participants' opinions can help identify strong and weak points of the 

program to optimize the mentorship programs provided by organisations to meet the needs of the 

leaders within particular organizations (Chun et al., 2020). 

 

7. Conclusion: 

Through the analysis of the literature, this research has examined how mentorship may foster 

leadership development at an organizational level, paying particular emphasis on the methods of 

mentorship, the effects, and the consequences on leadership development for an emerging 

organizational leader. Thus, the study has shown the potential effectiveness of having a role model 

as a source that shapes essential leadership skills like emotional intelligence, perseverance, or 

ethical insights. It has also laid emphasis on the type of mentorship, of which the most effective is 

the transformational type in terms of leadership development. 

It is useful for theory as it offers a theoretical framework and empirical support for the notion of 

IT being more than just a software tool and for practice as it demonstrates how using IT in an 

effective manner may have a positive impact on employees. From a methodological perspective, 

the study fits within the ongoing research topic that focuses on the role of mentorship in the 

leadership processes by introducing a new perspective. This is in concordance with current studies 

by Ghosh (2022) and Liao (2020), who have also found that mentorship holds a powerful capacity 

to mold effective leaders for the organization. Second, the study reveals the mutual enrichment 

that arises from the process of mentoring as well as to enrich the understanding of mentoring. It is 

important to distinguish that mentors also receive benefits for themselves (Allen et al., 2017). 

In particular, the study proposes some specific suggestions focused to those organisations that want 

to successfully implement mentorship as a part of leadership development activities. HRM can 

improve the leadership development practices by incorporating well-framed structures for 
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mentorship, placing importance on transformational mentorship, positioning an option for 

incidental mentorship, ensuring that their mentors and mentees undertake a mentorship program 

and frequently reviewing the mentorship programs. As it is evidenced by the most recent empirical 

evidence, the recommendations support the notion of an effective leadership development program 

that prepares leaders to solve complex and dynamic business issues (Chun, DeRousos, & Irving, 

2020; Murphy & Johnson, 2016). 

It is important to note that the present study had some weaknesses; it had a small sample size and 

the study used a self-generated survey. Further research should consider investigating the impact 

of mentorship in other contexts such as global organisations, different cultures and other 

professions to increase the external validity of the constructs (Ghosh, 2022). Furthermore, they 

should also use more objective measures to assess the effectiveness of the mentorship programs, 

for instance, performance appraisal or multisource feedback (Liao, 2020). More specifically, future 

research should seek to develop a more extensive understanding of mentors’ writings and 

hardships in a field to guide their mentorship journey effectively (Hattach-Nahum, Heist, & 

Rosenthal, 2017). 

In summary, this study brings out the significance of the mentorship process for one to be 

developed to become a better leader. Leadership development involves the provision of 

opportunities to prospective leaders in a bid to ensure that an organisation gets leaders who can 

maneuver and address various difficulties arising from dynamic environments. The conclusions of 

this study may be useful both to academia as a development of knowledge and understanding of 

the subject under consideration and for the practice as a practical guide for improving institutions’ 

leadership development initiatives. 
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