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Abstract. This research article examines the role of structured teacher mentoring
in the development of educational leadership within the Asia-Pacific region. Drawing
upon a comprehensive analysis of investigated career trajectory models for school lea-
ders across seven Asia-Pacific economies, this study synthesizes findings on mentoring
frameworks, policies, and practices. The theoretical analysis explores mentoring within
the contexts of adult learning theory, transformative leadership, and career development
models. Practical cases from Singapore, China, Japan, Thailand, Malaysia, Vietnam, and In-
donesia are presented to illustrate diverse approaches to mentorship, from formal state-led
programs to school-based, communal learning. The analysis reveals that high-performing
systems integrate mentoring into a coherent career architecture, linking it to certification,
performance evaluation, and succession planning. The conclusions highlight the critical
success factors for effective mentoring systems, including systemic alignment, cultural
responsiveness, and the balance between structure and professional autonomy. The article
culminates in a summary of transferable principles for policymakers seeking to strengthen
organizational and methodological support for the career growth of educational leaders
through mentorship.
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Annomayus. B cratbe paccMaTpuBaeTCs pOJIb CTPYKTYPHUPOBAHHOTO HACTAaBHIUYECTBA
MeAarorH9ecKnX KaJpoB B Pa3BUTHH JTHACPCKAX KadeCTB B 0OpazoBaHWH. OCHOBHIBASCH
Ha BCECTOPOHHEM aHAJIN3e Mojeliell KaphbepHBIX TPACKTOPHUHA PYKOBOAMTENEH 00pa3oBa-
TEJTHHBIX OPTaHM3AINi 3apyOCKHBIX CTPaH, UCCICIOBAaHHE 0000IIaeT NMEIOIIHIACS OTIBIT
10 TaHHOM TIpobieMe B 001aCTH TIOIUTHKY 1 TIPAKTUKHA HACTaBHMYECTBA. TeopeTnyueckuit
aHaJIM3 paccMaTpHBaeT HACTABHUYECTBO B KOHTEKCTE TEOPUH O0YIEHHS B3POCIBIX, TPAHC-
(hopmarmoHHOTO TUAEPCTBA M MOJeel pa3BUTHs Kaphephl. [IpeacTaBieHbl mpuMepsl
MpakTUK HacTaBHUYecTBa Cunramypa, Kuras, Anonnn, Tannanma, Manaiiznn, BeeTHama
n IHnOHEe31H, WILTIOCTPUPYIOIINE PA3IMIHbIE TIOAXO/IBI K HACTABHUYECTBY — OT (pOpMatb-
HBIX TOCYIapCTBEHHBIX MMPOTPaMM JI0 KOJIJIEKTHBHOTO O0ydeHHs. AHAJIN3 TIOKa3bIBAET, YTO
BBICOKO3(D(pEeKTHBHBIE CHCTEMBI HHTETPUPYIOT HACTABHUYECTBO B IEIOCTHYIO KAPBEPHYIO
ApPXUTEKTYPY, CBA3BIBAS €T0 ¢ cepTU(hUKAIINEH, OIIEHKOM AP DEKTUBHOCTH M TFIAHUPOBAHUEM
MIPEeMCTBEHHOCTH. B BBIBO/IaX MOMYEPKUBAIOTCS KPUTHIECKH Ba)kKHBIE (PAKTOPHI ycrexa
3¢ (EeKTUBHBIX CHCTEM HACTABHUYECTBA, BKITIOUAsl CHCTEMHYIO COTTIAaCOBAaHHOCTH, KYIIBTYp-
HYIO BOCIIPHMMYHBOCTD U OAaJIaHC MEXKIY CTPYKTYpO# 1 TTpodeCcCHOHaTEHON aBTOHOMUCH.
CraTbs 3aBepIIaeTcs mepedyHeM MPUHITUIIOB, OCHOBAHHBIX Ha aHalM3e, KOTOpBIE pa3pado-
TaHBI IJIS1 OPTaHOB UCTIOTHUTENIFHOW BITACTH B 001aCTH 00pa30BaHMUs C ENBIO MTOBBITIICHUS
3¢ (eKTUBHOCTH OPTaHMW3aMOHHON W METOMOIIOTHIECKOH MOIAEPKKH KaphepPHOTO pOCTa
pyKOBOAMTENEH 00pa30BaTENbHBIX YUPEKACHUH MTOCPEICTBOM HACTABHUYECTBA.

Knioueevie cnoga: HACTaBHUYIECTBO yUUTeEIEH, IMIEPCKUE KaueCTBa, KAPbEPHBIE TPACK-
TOpuH, A3UaTcKo- THXOOKEaHCKUH PeTHoH, TIPo(hecCHOHATTFHOE Pa3BUTHE, IIKOIBHOE JIUAEP-
CTBO, CPAaBHHUTEIBHOE 00pa30BaHNE
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Introduction

driven by technological advancements, socio-economic shifts, and evol-

ving pedagogical paradigms. In this context, the quality of leadership
within educational organizations has emerged as a paramount determinant of system
resilience, innovation capacity, and student outcomes (Hallinger, 2016). The Sou-
theast Asian countries (SA), characterized by immense economic and cultural di-
versity, presents a unique laboratory for examining how different systems cultivate
their educational leaders. A foundational strategy common to many successful
systems is the intentional, structured mentoring of teachers and aspiring leaders
(Schleicher, 2012; Vachkova, Salakhova, & Mysina, 2025).

This article is grounded in the findings analysis of the experience of The Sou-
theast Asian countries in building career trajectories for pedagogical staff in educa-
tional organizations. The project undertook a four-stage, mixed-methods analysis
of at least seven SA countries — stratified by income level (e.g., Thailand, Malaysia,
Vietnam, Indonesia) — to dissect the mechanisms, factors, and models of pedago-
gical career development. A core component of this analysis was the examination
of mentorship and collegial support structures. The primary aim of this article
is to distill and analyze the role of teacher and leadership mentoring. It moves
beyond the report’s broader focus on career trajectories to zoom in on mentorship
as a critical lever within those trajectories. The research questions guiding this analy-
sis are:

1) What theoretical frameworks underpin mentoring practices in SA countries
educational systems?

2) How are mentoring programs structured and implemented in selected high-
performing and developing SA countries contexts?

3) What common principles and contextual variations define effective mentor-
ing ecosystems for future leaders?

The significance of this inquiry lies in its evidence-based, comparative ap-
proach. For Russian educational practice, which strives to occupy a leading position
on the international stage, understanding how and why successful mentoring models
work is crucial. This article contributes to the global discourse on educational lea-
dership by providing a synthesized, cross-national perspective on mentorship, drawn
from a rich, data-driven source.

The global educational landscape is undergoing a profound transformation,
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Theoretical analysis
Mentoring within Career Development Frameworks

In the Russian education system positions mentoring not as an isolated activity
but as an integral element within a larger ecosystem of professional growth and ca-
reer architecture. This perspective aligns with contemporary theoretical understan-
dings of mentoring in education.

1. Mentoring as Adult Learning and Professional Socialization.

Effective mentoring for leadership transcends simple advice-giving; it is a pro-
cess of professional socialization and situated learning (Lave, & Wenger, 1991).
The authors emphasize that the transition from teacher to leader as a shift in iden-
tity, requiring the acquisition of not only new skills but also new norms, values,
and strategic perspectives. Mentoring facilitates this by providing “access to the craft
knowledge” of experienced practitioners (Cope, & Stephen, 2001). In systems like
SA countries, mentoring is deeply embedded in daily practice — through lesson
study or structured interactions in Professional Learning Communities (PLCs) —
thereby grounding leadership development in authentic contexts (Diamond, Parr,
& Bulfin, 2017).

2. Mentoring within Transformational Leadership and Distributed Leadership
Models.

The concept of transformational leadership (TL) is of crucial importance for edu-
cation in the 21st century. Mentoring is a key tool for fostering transformational qua-
lities-such as idealized influence, inspirational motivation, and intellectual stimula-
tion — in aspiring leaders. A mentor models these behaviors and creates opportunities
for mentees to experiment with them. Furthermore, of equal importance are practices
that are consistent with the theory of distributed leadership, where leadership is a func-
tion distributed throughout the organization. Mentoring in such systems often focuses
on empowering teachers to lead initiatives, building a pipeline of leadership capacity
rather than funneling individuals toward a single, hierarchical position (Spillane, 2005;
Ingersoll, Merrill, & May, 2014).

3. Mentoring as a Structural Component of Career Ladders and Succession
Planning.

Theoretically, mentoring bridges the gap between individual agency and sys-
temic structure. In Southeast Asian countries, the development of “career spaces”
and “administrative organizations” is of particular importance, ensuring that mentoring
systems are linked to career development in a highly effective manner. For instance,
completion of a mentoring relationship or serving as a mentor may be a prerequisite
for promotion or certification (e.g., Thailand’s promotion requirements, Indonesia’s
Leaders in Education Programme). This structural integration ensures mentoring is va-
lued, resourced, and quality-assured. It represents a systemic investment in leadership
succession, mitigating the risk of ad-hoc or personality-dependent development.
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4. The Dual Contour Framework: External and Internal Influences.

The outer contour. Countries with high-stakes accountability and global compe-
titiveness agendas (e.g., Thailand, Malaysia) design mentoring programs with clear
outcomes tied to system goals. The internal contour (career space, legal norms,
performance indicators) determines the mentoring mechanics. This framework
helps explain why a mentorship model from a high-income, centralized system may
not transplant directly to a middle-income, decentralized one without significant
adaptation.

Practical Cases: Mentoring Models Across Southeast Asian countries

Thailand and Malaysia: Developing Formal Frameworks.

The Thailand and Malaysia are actively building more structured leadership
development systems. Thailand’s “SQP2RS” strategy for teacher development
incorporates elements of peer mentoring and coaching. Malaysia has introduced
the National Professional Qualification for Educational Leaders (NPQEL), which
includes a mentoring component. In these contexts, challenges often relate to scale,
consistency of mentor quality, and integration with existing bureaucratic structures.
The mentoring models here represent a conscious policy move to systematize what
was often informal, adapting international concepts to local administrative realities
(Ulla, & Winitkun, 2018; Jafar et al., 2021).

Vietnam and Indonesia: Navigating Resource Constraints and Decentralization.

In lower-middle-income Southeast Asian countries like Vietnam and Indonesia,
suggests mentoring is more variable. Promising practices exist, such as Vietnam’s
use of master teachers in the renovation of its curriculum (as seen in the VNEN pro-
gram analysis), which involves peer coaching. However, systemic, large-scale formal
mentoring for leadership is less entrenched. Efforts may be project-based, support-
ed by international development partners, or dependent on individual institutional
initiative. The context highlights the importance of cost-effective, scalable models
and the potential of leveraging professional learning networks and ICT for virtual
mentoring (Parandekar et al., 2017).

Conclusions: Synthesis and Critical Success Factors

1. Systemic Alignment is Non-Negotiable.

The most impactful mentoring programs are not standalone initiatives but are
intricately woven into the fabric of the education system. They are aligned with

a) Career Ladders: Clearly defined pathways where mentoring is a recognized
developmental stage.
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b) Standards and Certification: Competency frameworks that define what
mentors should develop and provide criteria for assessment.

c) Resource Allocation: Dedicated time, funding for mentor training, and redu-
ced teaching loads for both parties.

2. Cultural Context Shapes Form and Function.

The mentoring models must resonate with local cultural and administrative
norms. A collectivist culture like Thailand, Malaysia, Indonesia thrives on group-
based, implicit mentoring (/esson study), while more hierarchical systems like
Vietnam successfully employ expert-novice, formal dyads. Importing a model
without adapting it to local power dynamics, communication styles, and concepts
of authority is likely to fail.

3. The Mentor’s Role Requires Training and Status.

Effective mentors are not just experienced leaders; they are skilled coaches
and facilitators. An analysis of mentoring practices in Thailand, Malaysia, Indo-
nesia, and Vietnam shows that systems that invest in mentor training-equipping
them with skills in observational feedback, reflective questioning, and emotional
support-reap greater returns. Furthermore, formally recognizing the mentor role
(through certification, stipends, or career credit) enhances its status and attracts
high-caliber candidates.

4. Balance Structure with Flexibility.

While structure ensures equity and quality, excessive rigidity can stifle the authe-
ntic relationship at the heart of mentoring. Successful programs (e.g., parts of Thai-
land’s and Vietnam’s approaches) provide a clear framework — goals, meeting
schedules, outcome indicators — while allowing mentors and mentees to tailor
the focus to the mentee’s specific needs, school context, and leadership challenges.

5. Focus on Leadership Identity and Ethical Practice.

Beyond managerial skills, In Southeast Asian countries mentoring programs
increasingly focus on developing a leader’s ethical compass, resilience, and capacity
to drive equitable improvement. Mentors help mentees navigate complex dilemmas,
model ethical decision-making, and foster a commitment to social justice within
the school community.

Summary and Implications

This article has synthesized evidence from a comprehensive study of in Southeast
Asian countries to articulate the central role of mentoring in cultivating educational
leaders. The theoretical analysis positioned mentorship as a process of adult learning,
professional socialization, and a structural pillar of career architecture. The practical
cases demonstrated a continuum of models, from highly centralized, state-managed
pipelines to decentralized, practice-embedded communities, with developing systems
actively constructing their own hybrid frameworks.
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For policymakers and practitioners in the Russian education system seeking
to improve their support systems, three key conclusions can be drawn:

1. Design Coherently, Not in Isolation: Mentoring initiatives must be conceived
as part of an integrated leadership development strategy, linked to standards, career
progression, and performance evaluation.

2. Adapt, Do Not Adopt: Benchmarking against Southeast Asian countries best
practices is valuable, but successful implementation requires careful contextua-
lization. The “internal contour” of the receiving system — Its governance, culture,
and existing teacher development structures — must be the primary design filter.

3. Invest in the Human Infrastructure: The quality of mentoring hinges on the qua-
lity of mentors. Sustained investment in recruiting, training, and rewarding mentors
is the single most critical operational factor.

The future of education demands leaders who are not only managers but also
visionaries, mentors, and systems thinkers. As the Southeast Asian countries expe-
rience shows, intentional, well-designed mentoring is a powerful catalyst for de-
veloping such leadership, ensuring that schools are led by professionals who are
continually growing, supported, and prepared to guide their learning communities
through a complex and evolving world.
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