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Transformational Leadership and Mentoring 

transformational mentoring as leader mentoring behaviors that foster the development of 

transformational leaders. We also propose eleven testable propositions and note some barriers 

that may obstruct this process. We conclude with ideas for future research. 

Existing Models of Mentoring And Transformational Leadership 

Although intuition suggests that mentoring and leadership are close cousins, existing 

research has done little to substantiate their relationship. As discussed below, the mentoring 

literature devotes itself to understanding how employees are developed, but does not specifically 

emphasize the development oftransfonnationalleadership. Similarly, the leadership literature 

has focused on what transformational leaders do to lead their organizations and how these leaders 

mentor others (e.g., Godshalk & Sosik, 2000; Sosik & Godshalk, 2000). However, prior work 

has paid less attention to the development of transfonnationalleaders (Avolio & Bass, 1995). 

Mentoring 

The importance ofmentoring processes is reflected in the increasing levels of empirical 

attention and theoretical development the area has received in recent years (e.g., Aryee, Lo, & 

Kang, 1999; Feldman, Folks, & Turnley, 1999; Ragins, 1997; Ragins & Scandura, 1997; 

Scandura, 1998; Scandura & Schriesheim, 1994). Mentors are typically defined as experienced 

individuals with advanced knowledge who are committed to providing assistance and progress to 

their protege's career (Hunt & Michael, 1983; Kram, 1985; Scandura & Schreisheim, 1994). The 

mentoring relationship is a mutual mentor-protege investment characterized by the sharing of 

values, knowledge, and experience. In addition, mentoring ranges from the informal based on 

mentor-protege mutual identification and the fulfillment of career needs to the formal where the 

mentor is assigned to work with the protege (Ragins & Cotton, 1999). 
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The extant literature on the benefits proteges receive from being mentored focuses on two 

primary aspects of the mentoring process. [Although mentor relationships can benefit the mentor 

(e.g., Ragins & Scandura, 1999), this paper focuses only on the protege]. First, mentors provide 

guidance and resources related to career development. Second, mentors contribute psychosocial 

support to help the protege cope with the stresses of organizational life. While these activities 

are not always completely distinct, they present a useful way of thinking about the assistance that 

the mentor provides for the protege. 

Career Development 

A critical aspect of the mentoring relationship is guiding protege career advancement. 

Indeed, research has demonstrated that career mentoring is positively related to promotion rates 

and total compensation (Whitely, Dougherty, & Dreher, 1991). In focusing on the career 

enhancing aspects ofmentoring, Kram (1985) identified five activities that promote career 

development. First, sponsorship activities by the mentor are direct interventions intended to 

provide the protege with opportunities to advance within the organization. In contrast to directly 

advocating for a protege, mentors frequently are in a position to arrange opportunities for 

challenging assignments as well as exposure and visibility. Orchestrating challenging 

assignments and encouraging calculated risks supply the protege with critical learning 

experiences. High profile assignments facilitate the development of relationships with other 

senior managers within the organization. In many, but not all cases, providing challenging 

assignments and providing exposure and visibility may overlap. Fourth, on a day-to-day basis, 

coaching is a vital part ofevery mentor's activities. By offering specific suggestions, advice, and 

feedback, the mentor assists the protege in building both technical and political skills needed to 

succeed in the corporation. Finally, mentors may engage in protecting the protege when, for 
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example, a project is unsuccessful or behind schedule. The protection function is a critical one 

for maintaining trust between the mentor and the protege. Mentors who protect their proteges are 

also likely to serve as sources for other types ofmore personal support, as described below. 

Psychosocial Support 

In addition to directly supporting career advancement, mentors are also valuable sources 

of psychosocial support - helping proteges mature as competent, effective, members of the 

organization. Psychosocial support can be provided through role modeling, giving acceptance 

and confirmation, offering counseling, and contributingfriendship (Kram, 1985). Although a 

senior person may consciously attempt to serve as a role model, it is just as likely that this 

process is unconscious. Likewise, the protege may not even realize how closely he or she is 

identifying with the mentor and how much his or her behavior is influenced by the model 

portrayed by the mentor (Kram, 1985). In contrast to role modeling, the other psychosocial 

support functions are much more conscious. Providing acceptance and confirmation, supplying 

counseling, and offering friendship all imply conscious intent on the part of the mentor. 

The activities identified as psychosocial support cultivate protege self-perceptions of 

competence in their professional roles. They also help alleviate some of the pressure that results 

from an intense focus on career development activities. Effective psychosocial support depends 

upon the quality of the interpersonal relationship between the mentor and the protege. As 

compared to career development activities, mentors need not be in powerful positions or have 

access to many resources to provide psychosocial support. Conventional wisdom suggests, 

however, that having a prominent organizational leader as a mentor can be very beneficial. 

Finally, mentoring is not an all-or-nothing phenomenon. The degree to which career 

development and psychosocial support are provided may vary from one relationship to another 

Page 5 



Transformational Leadership and Mentoring 

and over time in a given relationship. Furthermore, mentoring may not be publicly recognized or 

observable and may not even be recognized by the participants until brought to their attention 

(Ragins, 1997). 

In the next section, we discuss transformational leadership. We then make links between 

the Bass and Avolio (1994) model of transformational leadership and the activities identified by 

Kram (1985) as central to the mentoring process to develop our concept of transformational 

mentoring. 

Transformational Leadership 

Grounded in moral foundations (Bass & Steidlmeier, 1999), transformational leadership 

augments the idea of an exchange or transactional relationship (Bass, 1985; Burns, 1978; House 

& Podsakoff, 1994; Tichy & Devanna, 1986). As defined by Burns (1978: 4), transformational 

leadership results in "mutual stimulation and elevation that converts followers into leaders and 

may convert leaders into moral agents." Transformational leaders align follower self-interest in 

development with the larger interest of the group, organization, or society. Similarly, 

transformational leaders engage in self-sacrificial behaviors for transcendental shifts in followers 

needs (Bass, 1985; Burns, 1978; Choi & Mai-Dalton, 1999). These leaders create a clear and 

compelling vision, thereby channeling the collective energies of followers toward a common 

goal (Bass, 1985, 1998). 

Transformational leadership appears in varying degree at all organizational levels and has 

been observed in diverse organizational settings (Bass, 1985, 1990). Moreover, transformational 

leadership can be learned (Bass, 1998). Still, the job of the transformational leader is inherently 

risky, because any transformation threatens the status quo of the organization. Our emphasis on 

transfonnationalleadership stems from our belief that the changing nature ofwork demands 
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