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INTRODUCTION
Vital faculty are essential to fulfilling the University of Minnesota’s mission of ground-breaking research, world-class education and community-engaged outreach. Thus, fostering a culture to support the success of its faculty is in the best interests of the institution. Mentoring is a critical component of achieving this goal. The literature has shown that mentoring is a highly successful, adaptable, and practical strategy for supporting faculty members’ success and satisfaction across their careers. Mentoring has been shown to enhance research productivity and enhance teaching effectiveness.1-4 The literature overwhelmingly points to the benefits of a mentoring program to the organization, the mentor, and the protégé. These benefits include: recruitment, retention, and advancement of faculty; socialization of protégés into an academic unit’s culture; increased collegiality and building of relationships and networks among protégés and mentors and, promotion of professional growth and career development for protégés and mentors, and increased organizational stability.5-14 In addition, mentoring may promote a more positive and inclusive environment.15,16 
The literature suggests mentors are of particular importance to women and minority faculty, who are less likely to find spontaneous mentoring relationships that address the full range of their career concerns.15-18 Despite this, the development of effective mentoring networks may still be more difficult for diverse faculty.15-18  To that end, the School of Dentistry has embarked on an ambitious plan to provide mentoring for all new faculty. Given mentoring is important for sustained momentum for mid-career and senior faculty, these faculty will also be given the opportunity to have a mentor should they desire one. Faculty mentors can contribute significantly to the development of their mentees’ research, teaching and clinical skills, particularly with respect to career satisfaction, career advancement and collegial networking. Serving in a mentor role is considered to be of significant importance and, therefore, this type of service activity will be recognized and rewarded by department chairs at during the annual review. 
The Assistant Dean for Faculty Development developed this guide in collaboration

with the School of Dentistry Faculty Affairs Committee. This guide was

developed to help academic leaders and faculty members to use mentoring as a strategy to facilitate faculty success. This guide is written as a living document and, in that spirit, we invite feedback on what works, what doesn’t, and what should be added. Please address all comments and suggestions to Dr. Christine Blue, Assistant Dean for Faculty Development (bluex005@umn.edu). 
RATIONALE AND DEFINITIONS
Mentoring is defined as a multifaceted collaboration between a new faculty member and a faculty member with more experience at an institution. A sound working definition of mentoring was offered by Eric Parsloe: “Mentoring is to support and encourage people to manage their own learning in order that they may maximize their potential, develop their skills, improve their performance and become the person they want to be.”19 Note there are particular words and phrases in this quote that help characterize the mentoring relationship:
· Supporting and ‘encouraging' suggest it is non-directive.

· Manage their own learning' suggests that the responsibility lies with the mentee.

· Maximize potential, develop their skills, improve their performance' identifies the spirit of growth and development.

· The person they want to be’  clarifies that this is about an individual establishing their own goals for meaningful work.
Faculty development programming will support the mentoring program, as it is an efficient way to ensure a common core of career development information is delivered to all faculty. 
PART I  MENTORING OVERVIEW
GENERAL PRINCIPLES
Mentoring is interaction between a mentor and mentee to transfer the lessons of experience, and which involves support, assistance, and guidance but not judgment.
In this context, we wish to precisely define the important principles of these types of relationships as they relate to SoD faculty:
1. Mentorship is a collaborative learning process that draws

upon the knowledge of a variety of faculty who can

provide guidance (senior faculty, near peers, and peers

may all function as mentors) to new faculty entering 
the professoriate or to more senior faculty transitioning to 
new roles.7 
2. Mentoring should help new faculty successfully

acquire key competencies: scholarly independence,

didactic and clinical educational skills, and preparation for academic

advancement. 
3. Mentorship should help faculty establish constructive professional

relationships (professional networks) within the institution

and beyond that are needed to develop a productive career.11 Mentoring 
networks are of particular relevance to faculty groups traditionally 
underrepresented in the professoriate.13-17 
4. Mentoring is not limited to new faculty, as midlevel

and senior faculty may wish to focus on career advancement and/or 

transition their careers in new directions. These mentor/mentee relationships may be less formal and more dependent on peer or near peer relationships and group taught skills acquisition through faculty development programming.
5. Mentoring relationships should evolve over time and may

focus on one or several elements required for career

success depending upon the career stage of the mentee,

the career goals to be met, the level of guidance required,

and the nature of the input from mentors. 
MENTOR ROLES
“The nature of the mentoring relationship itself varies, reflecting the function it serves for the individuals involved.” 20
Mentors can be peers, near peers, or more senior individuals who provide ongoing guidance on professional goals, promote scholarly values and professional integrity and serve as an advocate for the mentee. 
Mentoring Foci
The foci of faculty mentoring should include guidance in

multiple domains of career development. These include, but

may not be limited to the following:
1. Development of independent scholarship/research

2. Development of internal and external professional

networks 

3. Development of teaching skills

4. Development as a clinician 

5. Strategies for success and advancement within the

institution, school, or department, with attention paid to

formal as well as informal measures of success

6. Requirements for academic advancement

7. Overall career planning, including short-, mid-, and long-term

goals

8. Management of career challenges of particular relevance

to women and underrepresented minority faculty

CHARACTERISTICS OF EFFECTIVE

MENTORING

In formal mentoring relationships, the roles and

responsibilities of mentors and mentees should be defined

and made explicit from the outset. Both the mentor and

mentee have responsibilities for maintaining the productivity

of the relationship.
The literature distills characteristics of effective mentoring

to include the following:
1. Development of clear, agreed-upon career goals and plans

to achieve them:

     a. Objectives and strategies for achieving them

     c. Specific deliverables

     d. Timelines
2. Agreed upon roles for each mentor when there is

    more than one mentor (particularly important for

    interdisciplinary scholars
3. Setting clear rules regarding meetings (frequency, agenda,

    and deliverables)
4. Establishing accountability and oversight for mentors and

    mentees when formal assignment is made
5. Maintaining confidentiality when requested and

    appropriate
6. Agreeing on communication mechanisms, frequency, and

    style
7. Measuring progress with timelines
8. Providing constructive feedback
9. Creating an environment of trust and open communication

Qualities of Effective Mentors
1. Commitment to the time required for meeting and advising

2. Commitment to reviewing the mentee’s work

3. Guidance on setting realistic career vision/goals/

    Objectives
4. Collaborative development of appropriate goals and

    strategies for achieving goals

5. Guidance and resources for developing academic

    competencies, in scholarly research, teaching, scholarly

    presentations, and overall career management

6. Facilitation in the development of academic networks

7. Careful and active listening, ability to work across

    boundaries of gender/race/ethnicity/sexual orientation/

    culture/religion
8. Provision of constructive feedback

9. Attention to measuring progress
10. Consideration of sponsorship when appropriate and

      possible

11. Maintenance of confidentiality when appropriate and

      creation of an environment of trust

12. Respect for personal boundaries

Qualities of Responsible Mentees

1. Active engagement in the identification of specific

developmental goals for which guidance is sought

2. Commitment to setting meeting times and agendas to

ensure a productive discussion

3. Initiative and follow through in both setting and

completing agreed-upon goals

4. Commitment to hard work and integrity

5. Preparation of agreed-upon deliverables in adequate

time for review by mentors, with respect for the time

constraints of mentors

6. Development of listening skills and willingness to work

outside of “comfort zones,” across boundaries of gender/

race/ethnicity/sexual orientation/culture/religion

7. Ability to solicit and consider thoughtful feedback, both

positive and negative

8. Active commitment to developing scholarly independence

9. Respect for personal boundaries
CONSIDERATIONS FOR EFFECTIVE

MENTORSHIP ACROSS GENDER/RACE/

ETHNICITY

The National Center for Education Statistics, as part of a U.S. Department of Education report, published data from 2018 showing that women and men entered higher education faculty positions in similar numbers at the assistant

professor level, but that as they move up the ranks, the quantitative difference between men and women changes dramatically, with significantly more men than women at the

full professor rank (See Figure 1).21 
Minorities, constitute only nineteen percent of all full-time faculty and data show that women and minorities are less likely to be promoted and are more likely to stay at the same rank longer which can lead to higher attrition among these groups. 

Other studies have echoed these findings and have attributed this “leaking pipeline” for women and minority faculty to subtle cumulative barriers.16,18,22-24  including unconscious bias, lack of institutional support, feelings of isolation, poorer-quality mentoring relationships, absence of sponsorship, work/life imbalance, and cultural,

societal, and institutional norms.23,24
PART II MENTORING PROGRAM
Identification of mentors for new faculty members will follow the process outlined in the SoD Faculty Development Plan. Depending on the pool of mentors available, mid-career and senior faculty members will be provided the assistant dean for faculty development mentor upon request. Mentors will be chosen based on the specific needs and interests of the mentee and training for mentors will be provided. The Assistant Dean for Faculty Development will discuss the purpose of the mentoring program with the mentee and will periodically meet to discuss the value and outcomes of the mentoring process with each faculty being mentored.
Designated mentor(s) 

Each new faculty member will have at least one designated mentor. In some instances, a mentoring team may be more appropriate. This is particularly true in situations where there are a limited number of senior faculty in a particular academic home. Inclusion of additional mentors outside the faculty member’s home/professional discipline may be beneficial. The decision of whether to employ single mentors or the team approach will be left to department chairs and the assistant dean for faculty development. 
2. Regular meetings of mentor(s) and mentee 

Mentors and mentees are expected to meet for at least once a month for one year (new faculty). Mentees are responsible for scheduling meetings. At the end of the year, mentors are to provide a written summary to the assistant dean for faculty development. Mid-career and senior faculty may decide on the frequency of meetings and duration of the mentoring relationship.
3. Academic Career Plan 

Using the academic career plan, each new faculty member will develop, in collaboration with her/his mentor, a realistic plan with specific timelines and quantifiable goals that includes the following items, as appropriate: 

􀂃 Projects (research projects or scholarly activities) 
􀂃 Instruction
· Provide an overview of the responsibilities of a course director
· Answer questions related to course development

· Answer questions related to teaching methodologies

· Recommend and direct the mentee to the various teaching related resources within the SoD and the University. 

· Assist mentee with clinic protocols, policies and axiUm (if applicable)

􀂃 Publications – goals for the number and type of publications, as well as strategies for accomplishing the publication goals 

􀂃 Grants – a plan that entails the types of grants; a long-range timeline for applying for and revising unsuccessful applications and for the sequence of planned applications5 
􀂃 Service – a discussion of what level of service activity is expected for a junior faculty and identification of which areas would be of most interest 

􀂃 Skills needed – an assessment of what additional skills would be optimal (e.g.- grant writing seminar, clinical skills, learning new teaching methods, formal education) and a timeline for acquiring these skills 

􀂃 Contacts to be made – mentors should formally consider what networking activities to promote and for what purposes6 
􀂃 Experiences – a plan for what additional activities should be sought (i.e., reviewer for articles in certain journals, member of study sections, winner of awards) and a strategy for accomplishing these goals (specific plans for making calls, writing reference letters, seeking out colleagues at meetings, nominating for awards on behalf of the mentee) 

􀂃 Balance and trajectory – a plan for which activities should be emphasized, an evaluation of the match between expectations and appropriate available time (protected time), and how this portfolio of activities might change over time 

The academic career plan (new faculty) should be in place within the first six months of a new faculty member’s appointment. 

4. Accountability 

The mentor(s) and mentee will need to document their mentoring activities. After six months and at one year, the mentor will send a summary report to the Assistant Dean for Faculty Development and mentee’s department chair outlining the mentee’s progress and recommendations for future directions and goals. 
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