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Abstract 

Beginning teachers get into the job with a lot of anxieties and uncertainties. Also even the veteran teachers at times get 

troubled by one crisis or another either in our personal or work life. From experience, we all know that at such 

situations, we fall back on some colleagues to confide in, and get us words of encouragement which assuage the 

difficulties or get direction and possible guidance on the way out.  In any of these cases, we experience aspects of – 

induction, tutoring, coaching or mentoring. Although some scholars see each of these concepts as distinct, there is a 

common purpose in applying them - to achieve professional and social development and promote collegial relationships 

among staff in an organisation. Most of us owe our professional practice and emotional stability to this process further 

to the academic teacher training programmes we pass through. As we grapple with the dwindling quality of teachers 

being churned out of our teacher-training institutions in the country, one way we can support the school system is by 

evolving school-based strategies that are cost-effective, affordable and sustainable to improve the competencies of the 

new and old teachers. Therefore this paper discusses the concept of Induction, Coaching and Mentoring as whole-

school approach to staff development in Nigerian schools. The paper recommends framework for implementation of 

such strategies as well as their benefits of the stakeholders in educational system.  

 

OBJECTIVES OF THE PAPER 

At the end of this presentation, the paper seeks to achieve the following objectives: 

• Identify the peculiar changing and challenging  demands on the 21
st
 century teachers 

• Define and analyse  the Concepts of Coaching and Mentoring 

• Show the relevance of the above concepts to meeting the professional development and other needs of 21
st
 

century teachers and school leaders 

• Develop strategies of using Coaching and Mentoring in our schools to promote professional development of 

self and professional colleagues in sustainable manner. 

Introduction 

Any new teacher passes through an initial period of uncertainties and anxieties about the new job (Groundwater-Smith 

et al, 2007). We can individually recount our experiences with these initial stages of our teaching careers. We recall how 

other relatively older or more experienced colleagues formally (Butcher, 2000) but more often informally supported us 

as beginning teachers and or when we assume duty in new schools or we get promoted into new positions of 

responsibility (Coleman, 1997). We get inducted on the way things are done and guided on access to resources. We 

were supported to get socialized within the school community, and understand the key officers, their roles and functions, 

and also, where one belongs in relation to the other colleagues in the school system (Martin and Rippon, 2003).  

 

Again, at times we get troubled by one crisis or another either in our personal or work life. We fall back to some 

colleagues we confide in, who give us words of encouragement which assuage the difficulties, or provide possible 

guidance on the way out (ibid). In any of these cases, we experience aspects of – induction, tutoring, coaching or 

mentoring.  

Although some scholars (Coleman, 1997) see each of these concepts as distinct, there is a common purpose in applying 

them (West-Burnham, 2002) to achieve professional and social development and promote collegial relationships among 

staff in an organisation (Hargreaves, 2003). Most of us owe our professional practice and emotional stability to this 

process further to the academic teacher training programmes we passed through. Accordingly, an attempt would be 

made to unravel some the dilemma’s of Nigerian teachers and suggest how leaders could apply these strategies to 

support him/her in resolving them in our schools. 
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Dilemmas of Nigerian teachers  

Pre-service teacher training in Nigerian institutions lays more emphasis on conventional lecturing methods and 

examinations based evaluation with a brief classroom teaching practice experience (Teachers Registration Council of 

Nigeria, 2006). Worst still, many graduates of Nigerian teacher training institutions run away from teaching (RATs –

Run Away Teachers) into other jobs or countries after a short tour in teaching (ibid). This leaves schools with a few 

experienced professional teachers while many classes are left without teachers.  

 

School heads often contend with pressure of producing good results using teachers whose competences are below 

expectations (Nzekwe, 2008). He argued further that the school head is left to work with a bulk of newly qualified 

teachers including totally unprofessional graduates. Turaki (2008, P.2) also buttressed this point empathising with 

school principals, that The school principal in Nigeria is often faced with the problem of achieving high standard of 

performance with an endemically and psychological (sic) hostile disenchanted work force. 

Unarguably, this matter is a serious challenge to school leaders which however, as an interim measure, they could 

address through induction and mentoring as school-based in-service continuous professional training and development 

strategy. In deploying any of these strategies however, it is essential to identify the inadequacy to address in the 

teachers. Thus, an attempt would be made below to categorise Nigerian teachers using teaching qualification and 

experience on the job as criteria. 

 

Categories of teachers in Nigerian Schools  

An attempt at categorising the teachers reveals the following four groups:  

• Qualified – certified and experienced  

• Qualified - certified  and inexperienced,  

• unqualified  - uncertified and experienced,  

• Unqualified – uncertified and inexperienced.  

The experience in teaching here is assumed to correspond to length of period on the job. Also following the 

establishment of the Teacher Registration Council of Nigeria (TRCN) which commenced operations in 2002, graduates 

from any recognised institutions who specialised in any given subjects taught in schools but had no teacher training 

qualification are unqualified to teach in the country. Arising from the TRCN provisions, to possess professional 

teaching qualification in country means to have obtained one of the following three certificates: 

• National Certificate in Education (NCE) - which is the minimum teaching qualification in Nigeria  

• Bachelor’s Degree (Arts or Science) in Education (B. A. Ed, B Sc Ed, etc.) 

• Bachelor’s (Special Honours) Degrees (B Sc, B. A.) who obtains a Post Graduate Diploma in Education 

(PGDE). 

Although there is vigorous effort by TRCN to rid Nigerian schools of unqualified teachers at the moment, most private 

schools and indeed many public schools engage the services of unqualified teachers. It is a truism to state that 

unqualified teachers, no matter how well they appear to be teaching, they have a lot to learn on how to prepare and 

deliver engaging lessons that meet the learning needs of diverse classrooms, among other challenges they encounter in 

the classroom.  Therefore, the introduction of a comprehensive induction and mentoring scheme designed to develop the 

teachers’ competences to understand and discharge their duties as well as integrate and function effectively within the 

school organisation could be a good intervention to salvage the situation. 

It is no longer news that our educational system is in deep crises (Nwabueze, 1995). This is heightened by serial failures 

of our students in West Africa School Certificate/Senior School Certificate Examinations in the recent years.  Globally, 

school principals are under intense pressure to turn around the situation of their schools by providing “good instructional 

leadership”. Sergiovanni, et al (2004, pp. 81-82) observed this and rhetorically advanced the argument that; 

In recent years more and more emphasis has been given to principals behaving as instructional leaders 

as the defining hallmark of their role. But if principals are strong instructional leaders, what roles do 
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teachers play? Would we be better off investing in building the capacity of teachers to be strong 

instructional leaders and viewing principals as leaders of leaders?  

This argument implies, among other things that the success of school leaders in creating sustainably effective teachers 

depends on his/her ability to mentor others and effectively delegate relevant assignment, which he/she supervises. This 

puts the teachers in the fore front of leadership through which requisite experience would be acquired thereby creating 

smooth succession of competent school leaders. 

Induction and Mentoring 

In this light, Bush et al (1996) view the concept of mentoring as a multi-faceted one proving a range of opportunities for 

personal and professional growth. Southworth (2004) proposed a model in which he identified Modeling, Monitoring 

and Dialogue as the key strategies for learning-centred leadership. West-Burnham (2006, p. 3) added to these ‘the 

strategy of Mentoring as the unifying force which allows optimum expression of the other three forces’, (figure 1).  This 

shows that mentoring provides support directed at the needs of the interns to develop self confidence and professional 

competence. Therefore when combined with the other three strategies, mentoring will leverage a lot of potentials of the 

interns as illustrated below; 

 

Figure 1: Southworth’s (2004) Model of learning centred leadership as modified by West-Burnham, (2006).  

 

What is Induction and Mentoring? 

Induction - Induction refers to the process of initiation and exposition to a new member of a group, profession or 

organisation to its activities (Martin & Rippon, 2003). Coleman (1997 p. 156) sees induction as a process which 

‘includes practical elements of information giving, but may go beyond “introduction” and encompass support for 

development….’This definition implies that induction is a formal process deliberately and carefully packaged to 

orientate the new recruits so as to understand the new organisation, new colleagues and the new job.  

It also enables a ‘newcomer’ quick integration into the new organisation enabling them to recognise of the structure and 

culture of the organisation. Within this context, Trethowan and Smith (1984) cited in Coleman (1997 p. 156) averred 

that induction process ‘enables a new comer to become a fully effective member of an organisation as quickly and as 

easily as possible.’ They further accentuated some of the issues induction addresses as follows; 
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 …the new recruit will need basic information about the school or college, the people in it and routines and procedures. 

They will need to develop their skills and competences in the job and they should grow in their understanding of the 

ethos and culture of the institution. (ibid.) 

Mentoring - The use of mentoring in school based professional development is widely practiced in many countries 

especially England and Wales (Butcher, 2000). The word ‘mentor’  originated from the Greek legendary old wise 

“guru” in whose hands the learning and training of a young son Telemachus was entrusted by the father Odysseus, 

(Hobson and Sharp, 2005).  

Shulman and Sato (2006, p.1) quoted Sato, (2006) who stated that; 

 The idea of mentoring in education typically evokes the image of an experienced or veteran teacher 

guiding a novice during the first year or two of teaching. Such formal mentoring relationships among 

teachers are often organized and governed by programs designed to assist new teachers’ transitions into 

teaching profession. 

This view shows that mentoring is a progmamme formally arranged by the schools to suit and serve the individual and 

organisational professional needs. However, some scholars draw a distinction between induction and mentoring in that 

‘the notion of a mentor is not necessarily limited to a relatively brief induction process but may be seen as an ongoing 

part of professional development’ (Coleman, 1997, p.160). Accordingly, in this discussion, mentoring is considered to 

also include coaching.  

 

Although mentoring was traditionally discerned to benefit the interns, evidence indicates that the mentor also benefits 

professionally, (Lopez-Real and Kwan, 2005). In addition, some of the scholars (ibid; West-Burnham, 2006) also see 

coaching as an aspect of mentoring but which unlike mentoring, narrowly relates to an individual’s skill development.  

West-Burnham (2006, p. 4) observes that ‘the power of mentoring when linked with coaching provides one of the most 

significant strategies for leaders to support the development of colleagues’. This implies that coaching and mentoring 

often go together. Then this takes us the specific purposes which induction and mentoring serves. 

 

Reasons for Induction and Mentoring 

The impact of induction and mentoring on improving teachers’ competence and increased learners’ achievement has 

been widely studied and established by scholars and researchers (Bush & Middlewood, 1997, Aspinwall, 1998,). In 

addition, evidence indicates that induction presents an opportunity for the school leaders to alter the school culture 

(Coleman, 1997) and save the young enthusiastic new entrants into teaching as well as the experienced ones joining a 

new school from the negative influence of unenthusiastic teachers found in most schools who have lost vision and moral 

purpose in the job. It also enables school leaders initiate the new teachers into a culture of continuous (lifelong) learning 

in their schools, (Shulman & Sato, 2006).  
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Therefore, there is the need for teachers to learn and observe ethical conducts while dealing with students, working with 

parents, colleagues and other stakeholders. Butcher (2000) thus argued that ‘mentoring has the potential to play a pivotal 

part in making teaching a learning profession in the context of developing a learning community. However, the 

argument here is not about mentoring replacing pre-service professional preparation for teaching. We as teachers will be 

proud to see that the teaching profession becomes sanitised from quacks. After all, it was teachers and other 

stakeholders interested in teaching that pressured the federal government of Nigeria to create the (TRCN) as an agency 

for the regulation of teaching (TRCN, 2006).  

Rather, the school heads are confronted with a hard choice of either to leave the classrooms unattended or to employ 

“unqualified” teachers to attend to the learners (Nzekwe, 2008). To me, the lesser evil obviously, is to employ experts in 

subject matter and use other means of supporting areas of their inadequacies. In this case, induction and mentoring in 

the school provides me such a means. They can as well be encouraged to undertake professional training to qualify for 

TRCN certification, on the job. 

 

Teacher education programmes in Nigeria focus little attention to the understanding of school organisation. The teacher 

preparation courses resemble the Australian, which Groundwater (2007, p.3) observed are structured on the assumption 

that  

“by mastering a series of formulae and atomistic skills, it is possible to train those engaged in a teacher 

education course to become highly technically competent.”  

Consequently, many teachers assume duty without proper comprehension of the complex job and community they about 

to engage.  Butcher (2000, p. 101) asserts that ‘the process of induction at the start of a carrier recognizes the transition 

from student to professional’. Therefore induction and mentoring would be expected to relieve the novice teachers of the 

initial difficulties and confusions while it enables a smooth ‘take off’’ into the teaching profession.  This leads us the 

next question.  

Models for Implementing Induction and Mentoring 

In this paper, the concepts of induction and mentoring shall be approached using the following two frameworks; 

� thework of Early and Kinder (1994) cited in Coleman (1997, p. 158) who recognized four main models of 

induction support which are: Mono-support, Bi-support, Tri-support and Multi-support systems.  

� the work of Flesch (2005, p. 70) who also identified four levels of mentoring which are: Clinical 

supervisory/observation, Apprenticeship, Competence and Reflection. 

Thus, the discussion begins with Early and Kinder (1994) whose models is represented here in the pyramid below so as 

to explain how to implement induction: 
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                                                   Mono-support system 

 

                                                        Bi-support System 

 

                                                                Tri-Support System 

 

      Multi-Support System 

Figure 2: Levels of mentoring support in a school, based on Coleman (1997) 

Mono-support system – at the top of the pyramid is a system where one senior management team member provides 

induction and mentoring support. The obvious strength of this approach seems to be that the officer appointed may be 

very senior and competent, and may be in the position to speak authoritatively about the school’s policies, vision and 

mission. In addition, the inadequate number of staff makes it necessary to limit the number of personnel to serve as 

mentors. However, its weakness is underscored by the fact that one person is hardly sufficient to provide all the needs of 

interns in the school. Also, considering the “command-and-control” structure of our schools, the consciousness of 

“hierarchical gap” between the “senior management” and “others” may hinder effective mentoring. Again, such senior 

teachers usually hold administrative responsibilities in schools which result in conflicting schedule of such duties and 

the mentoring role (Schulman & Sato, 2006). 

Bi-support system – the second layer from the top is a system where a central induction and mentoring support 

provided by a middle management staff. This gives a quick access to the mentor, easy flow of information due to quick 

socialisation as mentor and intern see themselves as colleagues with little seniority gap. Thus, it allows a wide ranging 

informal interaction and yielding more awareness about the school. Thus, this model overcomes some of the limitations 

highlighted in mono-support. 

Tri-support system – the broader layer near the base of the pyramid represents a more comprehensive system where 

central meetings, informal at the instance of the intern, officially designated mentor from middle or senior management 

but similar in status with the ‘intern’ provide support. This is likely to be more effective in meeting the intern’s needs 

than the first two above.  

Multi-support system – The base of the pyramid represents the most comprehensive support where in addition to 

provisions in tri-support, coordinated support is provided at different levels such as school based training of mentors. 

Accordingly, this has wider chances of “crossing the normal” to identify and meet the various needs of the interns since 

the mentors are formally trained for the job. It also offers more variety of avenues through which “interested” interns 
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could access information and learn.From the above models, it could be deduced that induction and mentoring support is 

provided by relatively older members of the schools including senior and middle management and other team members 

of equal status who have better understanding of the school organisation and the job.  

The second model is that which was proposed by Flesch (2005, p. 70) which consists of four ‘overlapping’ approaches 

to mentoring; which include - Clinical supervisory/observation, Apprenticeship, Competence and Reflection. For sake 

of easy comprehension, these approaches are summarized in the table below: 

 

Figure 3: Summary of Approaches to Mentoring based on Flesch (2006) 

These approaches to mentoring present a variety of opportunities to suit the needs of various interns within school’s 

peculiar circumstance.  However, the model gives opportunity for gradual growth in the confidence of interns due to the 

mentoring they receive. Thus, maturity increases from the level of clinical / observation, to apprenticeship, to 

competence and finally to the level of reflection. While clinical supervisory / observation shows lower level of maturity, 

the subsequent levels shows that the intern increasingly becomes more confident and self reflexive in his or her practice 

hence attaining higher level of professional competence. 

Model of Mentoring Program for Nigerian Schools 

There are various schools with different sizes in terms of student and teachers’ population. According large schools will 

have more teachers, more departments teams and elaborate structure. It is however possible for good leaders who 

effectively delegates duties and pay attention to feedback to identify dedicated and capable teachers with requisite 

attitude and commitment to duty and appoints them to lead their teams. It is through these kinds of teachers that 

everyday problems of the school are solved effectively. These teachers would need to influence others positively, and 

transmit their zeal and enthusiasm unto others, as well as assist them in the areas they find difficult to cope.  

Therefore, a new teacher could be attached by the team leader as a mentor within his/her team. In this way,  new 

teachers work along with the ‘veterans’ to monitor routine activities of the school such as lesson preparation and 

delivery, students’ feeding, devotion, sports, assembly and clinic for a given day and compile a written report. In this 

relationship, mentors are therefore expected to provide their interns with support and guidance in any matter, but 

particularly in the following areas: 

• Understanding the school organisation - vision, mission, values, structure and culture 

• Lesson preparation, class-room management, methodology, access to or improvisation of teaching resources   

• Essential records such as students’ assessments and examination records, report of routine activities of the 

school by the duty team members  

• Social and emotional support.  

In practice, we all observe, that one of the major challenges of beginning teachers is the preparation of good lesson 

plan/lesson note. Thus, the mentor should recognise this and sit with the intern as he leads in preparing a lesson note 
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while the intern observes and asks questions. Then, when it is time to teach, the intern sits behind to observe the 

mentor’s teaching, while noting any matter he/she would need clarification. At the end of the lesson, the intern should 

ask the mentor, who would use relevant theory to explain his/her actions.  

At this juncture, the mentor asks the intern to prepare his/her lesson and submits to the mentor before the lesson for 

vetting and advice/ feedback. The mentor then supervises the teaching of the intern in the classroom by visiting them 

during the lesson. In view of the fact that school routine work is wide and difficult, and number of teachers is often 

grossly inadequate in our school, it is not easy to find free periods for mentor-intern interactions in the classroom, which 

however, is the most important component of the mentoring exercise. Accordingly, meeting in the classroom twice a 

week should provide good opportunity for an effective mentoring to take place. 

Qualities of Good Mentors 

While considering the qualities of effective Mentors, it should be recognized that mentoring is both a social and an 

emotional activity. This requires such good qualities which promote personal and interpersonal effectiveness. Martin & 

Rippon (2003) highlighted the need for the five aspects Goleman’s emotional intelligence but stressed specially; self 

awareness, empathy and social skills. It is important for effective mentor-intern interactions to take place, there is need 

for the mentor to posses such qualities as interpersonal skills, empathy, patience, assertiveness skills, trustworthiness 

and commitment among others. Therefore, for schools wishing to introduce mentoring programme, training of mentors 

must emphasise development of such skill. 

 

It is expected that these qualities would enable the mentor to establish strong, collegial and collaborative relationships 

(Arnold, 2006) as well as create a safe, supportive, friendly and non-threatening conditions to work with the interns. 

Also, assertiveness skills enables the mentor to give critical but constructive feed back to  the interns without being 

judgmental whereas  being committed enables him to provide support despite constraints of time and other resources.  

Benefits of Mentoring to the “Whole-School” 

There are a number of potential benefits that the ‘whole school’ could derive from induction and mentoring. Bush et al 

(1996, p. 166) cited a research which implicated mentoring in developing three team leaders in a primary school after a 

decision not to appoint a deputy headteacher was taken. Similarly, they reported such an impact on a secondary school 

where middle management staff were ‘mentored’ as a strategy to promote a culture of effective delegation of 

responsibility and interdependency among staff rather than hierarchical and dependency culture.  

Other impacts reported include improvement of non-coping teachers through intensive mentoring (Flesch, 2005), which 

indicates that schools could be improved if those teachers who have been in the classroom for years but not coping 

could be coached on how to improve. Butcher, (2000) asserted that; 

This provides a “value added” benefit when an institution develops mentoring as a central element in professional 

development. Mentoring can enhance other areas of the professional role and improve work with pupils and students, 

nor least by enhanced self-esteem and self-image and greater understanding of learners’ needs. (Butcher, 2000, p.99) 

Therefore the interns who experience this sort of mentoring would develop self esteem and healthy relationship with 

colleagues and learners in the school and would be more likely to enjoy the work. This would avert frequent change and 

turn-over of teachers and reduce cost of in-service training which in most cases may not effectively address the teachers’ 

problems.  
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Conclusion 

It is a fact that professionalism is a perpetual journey to excellence and that we are all in it, aspiring to achieve it through 

lifelong learning. It would amount to waste of valuable resources to ignore the needs of young professional colleagues 

and assume that they must all learn everything through “costly mistake” or “re-inventing the wheel”. Also, succession 

planning is an area left to chance in our educational system.  

 

While the old good days are gone with those veterans that gave us the high quality education and discipline which 

cherish with nostalgia, little do we realize was that those great teachers have largely failed to groom those that would 

succeed them. They refused to give younger professionals chance to try out the game where they could have served as 

the coaches, until when they were too old to play or to coach, and finally, regrettably, they all retire to the dustbin of 

history, leaving behind confused successors with no idea on where to start from, a gloomy picture of our educational 

system indeed! Today’s veteran teachers and school leaders could start reverting the trend by mentoring and coaching 

the young professionals. 
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