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The present research aims to identify the features of an executive peer mentoring program
for faculty members at Farhangian University. This study was conducted using a qualitative
approach with thematic analysis methodology. The research domain included all Farhangian
University faculty members and university administrators, who were selected through
criterion-based purposive sampling. Data were collected through semi-structured interviews
with 12 university faculty members and 10 directors and executive administrators of
Farhangian University. For data analysis, thematic analysis was employed at three levels:
basic, organizing, and global themes. To ensure validity and reliability, Lincoln and Guba's
(1980) criteria were utilized. The research results indicate that the Phillips Human Resource
Management model represents the optimal framework for presenting the executive peer
mentoring program for Farhangian University faculty. This model examines ten
organizational context and structural areas, ultimately presenting an executive program
tailored to Farhangian University's institutional context. These areas include strategic human
resource processes, organizational capability development, staffing, existing organizational
development processes, talent management, rewards and recognition, health and safety,
internal and external communications, and data and systems management. Based on the
research findings, it is recommended that an appropriate executive program be designed for
implementing the faculty peer mentoring model based on the identified principled indicators.
The peer mentoring program for Farhangian University faculty encompasses intra-behavioral
(individual), intra-organizational, and extra-organizational dimensions, requiring supra-
organizational planning.
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Extended Abstract

Introduction
In recent decades, mentoring has emerged as a pivotal concept in professional development and quality
enhancement within higher education. As academic institutions navigate rapid transformations in
knowledge and technology, universities increasingly seek strategies that not only enhance the scientific and
research capabilities of faculty members but also develop institutional capacities for professional
competence advancement, professional identity reinforcement, and interpersonal skill cultivation (Voinea
& Adamuti-Trache, 2025; Laura, 2025). Faculty members constitute the lifeblood of higher education, and
their qualitative development significantly influences institutional performance, serving as the foundational

bedrock upon which all other educational sectors depend.

Mentoring as a developmental methodology represents a specialized approach designed to transmit
experience, knowledge, and expertise to faculty members. Research demonstrates that mentoring has
become an integral component of faculty development programs within universities and higher education
institutions globally (Laura, 2025). By implementing employee development programs, particularly
mentoring strategies within educational environments, institutions can enhance efficiency, effectiveness,
organizational application, and job performance outcomes (Sofi, Yasini, & Shiri, 2016). Contemporary
recommendations emphasize that universities should incorporate mentoring programs into their

institutional frameworks (Toreid et al., 2025).

Peer mentoring has emerged as a particularly salient model within educational organizations (Hanham,
2025). Defined as an interactive, bidirectional process among colleagues with varied experiences and
competencies, peer mentoring creates conducive environments for experience exchange, professional
reflection, teaching skill development, research performance improvement, and career growth facilitation
(Hanham, 2025; Torre et al., 2025). This approach brings faculty members together for information sharing
(Beane-Katner, 2014) while fostering more equitable environments through collaborative relationships that
enable participants to develop greater empathy (Angelique, Kyle, & Taylor, 2002). Furthermore, peer
mentoring functions as a leveling model wherein mentors guide one another reciprocally (Buch, Huet,
Rorrer, & Roberson, 2011).

The theoretical foundations of peer mentoring draw from Bandura's social learning theory and Wenger's

community of practice framework, demonstrating that learning within social interaction contexts,
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particularly through peer-to-peer relationships, enhances deep learning and facilitates practical experience
transfer (Hanham, 2025). The capacities of this approach include increased organizational belonging,
establishment of internal support networks, and enhanced motivation for continuous learning (Hanham,
2025; Torre et al., 2025).

Literature review indicates that executive peer mentoring programs, as systematic mechanisms based on
purposeful and supportive interactions among faculty, facilitate achievement of multiple objectives
including professional experience transfer, organizational socialization facilitation, self-assessment and
reflective learning enhancement, professional cohesion promotion, and progressive motivation and
behavior cultivation within university contexts (Ashley et al., 2025; Ma et al., 2025; Sun et al., 2024).
Previous research has emphasized various aspects: Hanham (2025) found that peer mentoring in universities
leads to educational facilitation, organizational support, self-directed professional growth, and
organizational development. Torre et al. (2025) concluded that peer mentoring improves faculty teaching
performance, enhances faculty interactions, and reduces professional development costs while requiring
attention to collaborative management and alignment with faculty performance evaluation programs. Le et
al. (2024) demonstrated that peer mentoring in higher education improves socio-emotional wellbeing and
performance, necessitating transformation in university relationships and organizational structures
alongside comprehensive program implementation. Lange and Wittek (2023) highlighted the importance
of technological infrastructure and facilities for establishing peer mentoring platforms. Hozien (2023)
concluded that mentoring represents an appropriate approach for group professional development of faculty

members and should be designed and implemented according to faculty talents and interests.

Despite theoretical recognition of mentoring's importance, the practical implementation of such
programs has received insufficient attention in research. Fathi (2015) emphasizes that even the best models
and programs face failure or fail to achieve objectives without proper implementation. Executive programs
transform raw models into actionable data and information by considering field conditions. Farhangian
University, established in 2011 as Iran's primary teacher-training institution with specific objectives
following structural changes in the education system (Mehrmohammadi, 2016), faces increasing challenges
in enhancing educational process effectiveness, professional experience transfer, and responsiveness to
evolving educational community needs (Darvishi & Fozounmehr, 2017; Karimi et al., 2020). Therefore,

this research aims to identify the features of an executive peer mentoring program for Farhangian University
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faculty, addressing the question: What characteristics should the executive peer mentoring program for

Farhangian University faculty possess?

Methodology
This qualitative research employed thematic analysis methodology. Braun and Clarke (2006) consider
thematic analysis a flexible research method for qualitative investigations that transforms diverse and
scattered data into rich findings (Abedini Jafari et al., 2011; Kamali, 2018). The research population
comprised all Farhangian University faculty members and executive administrators from Tehran province
campuses (Nasibe, Shahid Chamran, and Shahid Mofatteh) and Alborz province campuses (Amirkabir and
Hakim Abolghasem Ferdowsi). Participants were selected through criterion-based purposive sampling to

achieve maximum information-rich cases, continuing until theoretical saturation.

The sample included 12 faculty members (minimum 5 years experience, assistant professor rank) and
10 university directors and vice-presidents (minimum 3 years management experience). Each participant
received a unique code to maintain confidentiality and research ethics compliance. Demographic
information is presented in Table 1.

Semi-structured interviews served as the data collection instrument. Data analysis followed Braun and
Clarke's three-level thematic framework (basic, organizing, and global themes) using MAXQDA software.
Trustworthiness was established through Lincoln and Guba's (1980) criteria: credibility through member
checking, transferability through expert review, confirmability through peer review and feedback, and
dependability through inter-coder agreement (Scott, 2012) achieving 89% agreement among four
evaluators.

Findings

The research identified that the Phillips model, originally developed as a process assessment tool for
human resource management maturity, provides the most appropriate framework for structuring the
executive peer mentoring program. This model encompasses ten dimensions: (1) Human Resource
Strategy, (2) Organizational Capability Development, (3) Staffing, (4) Employee Development, (5)
Talent Management, (6) Performance Management, (7) Rewards and Recognition, (8) Health and

Safety, (9) Internal and External Communications, and (10) Data and Systems Management.
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Human Resource Strategy

Findings revealed challenges across three levels: managerial challenges including bureaucracy,
management instability, lack of autonomy for university presidents, limited external organizational
authority, and absence of systemic thinking in departmental management; structural challenges
including organizational dispersion, lack of structured development planning, unclear career pathways,
and appointment-based rather than elected leadership; and leadership challenges including inadequate
management experience, insufficient collective wisdom utilization, limited participatory engagement,
unsupportive academic freedom environment, and weak inter-departmental relationships. Strategic
recommendations included relationship redefinition, organizational structure redesign with reduced
bureaucracy and authority delegation to provincial campuses, and collaborative management

approaches.
Organizational Capability Development

Three dimensions emerged: technological development emphasizing technology infrastructure
enhancement, alignment with contemporary faculty and administrator needs, and technological support;
process improvement focusing on resolving regulatory conflicts, streamlining existing regulations,
aligning university regulations with campus operational realities, and decentralization; and automation
involving digitalization of educational and administrative processes, employee records maintenance,

and administrative system establishment.

Staffing
Economic challenges included insufficient financial independence, departmental inability to plan for
development due to financial constraints, inadequate budget allocation for faculty development, and lack
of distribution criteria for facilities. Recruitment and promotion challenges encompassed prolonged
hiring processes, influence of personal relationships in recruitment, weak faculty recruitment, and
relational influences on promotion. Strategies included outsourcing professional development activities
and aligning promotion criteria with peer mentoring participation.

Employee Development

Two main areas were identified: designing faculty professional development strategic documents
including comprehensive human resource development planning, retraining programs, specialized
training regulations, administrative attention to faculty development, needs assessment processes for

mentoring training, and succession planning for mid-level and senior administrators; and cultural
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development promoting continuous learning culture and fostering faculty awareness of professional

development needs.

Talent Management

Challenges included lack of appropriate career pathways for each academic rank and quantity-
orientation in promotion processes, insufficient attention to individual talents in university processes,
absence of pre-training needs analysis, and lack of professional talent identification processes.

Performance Management

Improvement areas included continuous monitoring systems, feedback mechanisms, self-assessment
culture promotion, and quality-orientation in evaluations; along with macro-level goal-setting for
performance improvement and appropriate performance evaluation planning.

Rewards and Recognition

Necessary mechanisms included expanding recognition possibilities by department heads and
university presidents, establishing appropriate incentive structures, creating systematic reward
approaches, and linking benefits to specific motivational objectives.

Health and Safety

Dimensions included welfare and recreational facilities development, administrator attention to
recreational programs, and appropriate infrastructure facilities; alongside attention to faculty mental
health and establishment of counseling programs.

Communications

External communication development required structured policies regarding departmental and
international relationships, international scientific communication facilitation, addressing political
challenges in scientific diplomacy, and overcoming academic isolation. Internal communication
enhancement necessitated appropriate inter-departmental relationships and addressing competitive, non-
collaborative environments.

Data and Systems Management

Requirements included robust, updated databases for faculty information and educational

management, and connection to appropriate human resource information systems.
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Discussion and Conclusion

Professional development remains the most prevalent prescription for enhancing educational system
effectiveness and health (Brown & Militello, 2016). Various approaches to faculty professional
development have been proposed, with peer mentoring recognized as an innovative model (VVoinea &
Adamuti-Trache, 2025). This research identified the Phillips model as an appropriate framework for
implementing peer mentoring at Farhangian University, addressing ten organizational dimensions. The
findings align with previous research: managerial and structural challenges identified by Ghasemi and
Salehi (2017) and Jalali Far et al. (2021); collaborative management attention emphasized by Torre et
al. (2025); organizational structure transformation highlighted by Le et al. (2025); technological
infrastructure development emphasized by Lange and Wittek (2023); attention to mentoring in faculty
promotion criteria noted by Ashley et al. (2025); comprehensive program development emphasized by
Le et al. (2025); program alignment with faculty talents highlighted by Hozien (2023); peer mentoring
alignment with performance evaluation systems noted by Torre et al. (2025); institutional incentives
emphasized by Ma et al. (2025); faculty welfare facilities highlighted by Lange and Wittek (2023); and
experience transfer and interaction platforms emphasized by Sun et al. (2024). The executive peer
mentoring program for Farhangian University requires coordination across individual, organizational,
and supra-organizational levels, necessitating structural redesign. Practical recommendations include
ensuring management stability for development program implementation; utilizing collective wisdom
and collaborative management approaches; developing comprehensive faculty databases for talent
identification; fostering self-assessment culture and macro-level goal-setting for performance
improvement; expanding recognition possibilities by university administrators; and establishing

structured policies for internal and external academic relationships.
This research contributes a practical framework for implementing peer mentoring in teacher-training
universities while addressing the specific contextual challenges of Iran's higher education system, with

implications for other teacher-training institutions nationwide.
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