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OVERVIEW
Mentoring of faculty is associated with success indicators like satisfaction, achievement, productivity,
advancement, and retention. Research supports that structured mentoring relationships with
predetermined ground rules, goals, and assessment improves mentoring outcomes. However, training in
evidence-based mentoring practices is often not a recurring part of faculty development, and
consequently, often becomes the responsibility of faculty to seek out independently. Given mentoring
resources are scarce, especially for non-research faculty, there is a need to provide visible, consistent
opportunities to build out mentoring knowledge and skillsets.
The Mentoring Minute was the brainchild of our first MCG Office for Faculty Success intern, Yan Liang,
Ph.D. It was devised in 2018 as a 5-issue per year infographic email to be distributed to all faculty at the
Medical College of Georgia. The goal was to provide a visually impactful brief newsletter to encourage
ongoing learning about faculty mentoring. Each issue addresses a single topic and fosters self-directed
learning using links to related readings and reflective activities to engage faculty learners more
deeply. MCG Office for Faculty Success faculty, staff, graduate assistants, and interns have continued to
produce new issues since its 2018 launch.
Over four years, we have created and disseminated a 20-issue Mentoring Minute series covering five
broad domains: guidance for mentees (e.g., creating a mentoring network), guidance for mentors (e.g.,
supporting mentee well-being), mentoring for specific populations (e.g., mid-career mentoring), special
types of mentoring (e.g., peer-mentoring), and developing mentoring programs (e.g., creating a
mentoring culture). Although the Mentoring Minute does not supplant the need for more intensive
mentorship training, it offers the ability to reach a large number of faculty and provide repeated
exposure to the needs of mentees, mentors, and mentoring programs.
As the Mentoring Minute project is now complete, we have compiled a compendium of all 20 issues and
related self-reflection documents for mentors, mentees, and mentoring programs. If you utilize any of
our content in presentations, please cite us and, where indicated, authors of materials that we adapted.
We would appreciate any feedback you have sent to facultysuccess@augusta.edu
Sincerely,

Lara M. Stepleman, PhD
Licensed Psychologist
Section Chief and Professor of Psychology Department of Psychiatry and Health Behavior
Associate Dean for Faculty Success and Inclusive Excellence
Director of HIV Behavioral Health Services
Medical College of Georgia at Augusta University
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Section I: Guidance for Mentees
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Finding Great Mentors

Seeking Out Potential Mentors

Within academic medicine, there are a number of methods for identifying mentors for faculty.
Approaches may include matching mentees with predetermined mentors, having mentees
choose from a specific list of available mentors or asking mentees to identify mentors for
themselves. Regardless of method, finding the right mentor is perhaps one of the most
important and challenging steps in establishing a successful mentoring relationship.
When finding a mentor falls on the mentee, identify prospective mentors by contemplating
the goals for the mentoring relationship, meeting with faculty known to the mentee, asking
for recommendations from colleagues, and networking with people outside the department
and outside the institution. Because mentors have different areas of strength, consider
multiple mentors or team-based mentoring approaches to better address mentoring needs.
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Making the Mentorship Request

It is not uncommon for faculty to feel intimidated about asking for mentorship, especially
from senior faculty who are renowned in their field. Thoughtful reflection on the reasons for
mentorship from a specific person can increase the likelihood that a request will be seriously
considered. It is also acceptable to meet with several individuals before selecting one or
more mentors for a mentoring relationship. Assess these interactions based on shared
understanding about mentoring relationships and expectations, interpersonal fit, and
reciprocal benefits that could come from working together. Mentees should initiate the
mentorship request(s), keeping in mind that the answer could be "no." Although this may be
disappointing, mentees should instead ask for recommendations and introductions to other
potential mentors, as well as repeating the mentor identification and request process until
they find the right fit. Even with great mentors, this process will likely be repeated several
times over the course of a career as needs and career goals continue to evolve.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about finding great mentors.
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Steps for Action

1. Check out the Initial Mentoring Conversation document at the end of this section for
strategies and questions to ponder prior to initiating mentoring relationships.
2. Consult the Mentoring Roadmap Worksheet at the end of this section for
establishing, maintaining, and moving ahead in your mentoring relationships.

Continued Reading
Chopra, V., Arora, V. M., & Saint, S. (2018). Will you be my mentor? Four archetypes to help
mentees succeed in academic medicine. JAMA Internal Medicine, 178(2), 175–176.
https://doi.org/10.1001/jamainternmed.2017.6537
Loganath, K., Adamson, P. D., & Moss, A. J. (2019). ‘See one, do one, teach one': Finding your
mentor in academic medicine. Future science OA, 5(4), FSO385.
https://doi.org/10.4155/fsoa-2019-0014
Straus, S. E., Johnson, M. O., Marquez, C., & Feldman, M. D. (2013). Characteristics of
successful and failed mentoring relationships: A qualitative study across two
academic health centers. Academic Medicine, 88(1), 82-89.
https://doi.org/10.1097/ACM.0b013e31827647a0
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Creating a Mentoring Network

Mapping Your Mentoring Network

Mentoring networks extend the traditional dyadic mentoring model and have been
demonstrated more effective at meeting mentees' needs. Mentoring is a critical factor for
your success in academic medicine. Who's in your mentoring network?
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Developing Your Mentoring Network

Building a functional mentoring network takes planning and ongoing effort and using a
"roadmap" can help. A mentoring roadmap encompasses: (1) self-reflection about
mentoring needs, (2) establishment of mentor-mentee relationship(s), (3) maintenance of
mentoring relationships, and (4) advancing in mentoring relationship(s).
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about creating a mentoring network.
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Steps for Action

1. Use the My Mentoring Network worksheet at the end of this section to assess your
current mentoring network.
2. Use the Mentoring Roadmap tool at the end of this section to thoughtfully build
a mentoring network.

Continued Reading
Christou, H., Dookeran, N., Haas, A., Frances, C. D., & Emans, S. J. (2017). Establishing
effective mentoring networks: Rationale and strategies. The Journal of Teaching and
Learning Resources, 13, 10571. https://doi.org/10.15766/mep_2374-8265.10571
Montgomery, B. L. (2017). Mapping a mentoring roadmap and developing a supportive
network for strategic career advancement. SAGE Open, 1-13.
https://doi.org/10.1177/2158244017710288
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High Impact Mentoring Meetings

Crafting the Meeting Focus

In the mentoring of faculty, it is not uncommon for mentees and mentors to have between 1-4
formal meetings a year with informal communications in between. Although lack of time is a
chronic challenge reported by academic medicine faculty, it is incumbent upon the
faculty mentee to set a written agenda, as well as prepare materials ahead of time to maximize
the effectiveness of that valuable time. Meeting objectives should generally be listed in order
of priority, and if possible, distributed along with any other materials the mentor needs to
review in advance. Taking notes during the meeting allows the mentee to draft a meeting
summary for attendees to track decisions, new goals, deadlines, etc.
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Structuring the Mentoring Meeting

Although the faculty mentee drives much of the mentoring meeting content, it is still critical
that the faculty mentor offers support, guidance, and ensures the mentee's focus is
consistent with the mentoring goals established at the onset of the relationship. It’s
important to check in and find out how the mentee is doing across life and career. This not
only builds rapport and trust but can identify wellness issues that may impede progress in
other domains. The mentor and mentee should work together to manage time during
the meeting. Using the 10/30/60 rule and the agenda provide the structure and focus
necessary to maximize the mentor and mentee's work together.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about creating high impact mentoring meetings.
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Steps for Action
1. Use the Meeting Management Checklist at the end of this section to thoughtfully
plan your mentoring meetings.
2. Keep up with your thoughts using the Mentor Meeting Journal at the end of this
section.

Continued Reading
Pigeon, Y. & Khan, O. (2010, September 23). Tools for effective team meetings: How I learned to
stop worrying and love my team. Association of American Medical Colleges.
https://www.aamc.org/professional-development/affinity-groups/gfa/facultyvitae/effective-team-meetings
Zerzan, J.T., Hess, R., Schur, E., Phillips, R., & Rigotti, N. (2009). Making the most of mentors:
A guide for mentees. Academic Medicine, 84(1), 140-144.
https://doi.org/10.1097/ACM.0b013e3181906e8f
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Mentoring Up

What is Mentoring Up?

“Mentoring up” is a concept that underscores the mentee's responsibilities to the mentoring
relationship. Mentoring up is adapted from the concept of “managing up” by Gabarro and Kotter
(1980) and moves beyond a traditional focus on mentors guiding mentees and emphasizes
mentees also guiding mentors. By understanding oneself as well as the strengths, limitations, and
work style of the mentor, mentoring up leverages mentor attributes to help achieve mentee
goals. Mentoring up in academic medicine promotes mutuality in the mentoring relationship and
creates opportunities for personal growth that can foster career vitality and increase retention of
both mentees and mentors. Additionally, mentoring up allows mentees to build management and
leadership skills for becoming strong mentors as they advance in their careers.
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How to Mentor Up

In mentoring up, a crucial part of the mentee's role is to determine and communicate mentoring goals
and to provide the mentor with a clear understanding of needs. Well-defined objectives, expectations,
and preferences can lead to better alignment within the mentoring relationship. The use of a mentoring
compact helps to facilitate conversation regarding each other's expectations and promote mutuality and
shared understanding as mentors and mentees work toward a common goal. Though mentoring up
highlights the mentee leading the mentoring relationship, mentees are encouraged to also practice
“follow-ship,” which requires careful active listening and the ability to receive and make the most of the
guidance being offered.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute provide additional
information about mentoring up and an example mentoring compact.

16

Steps for Action

1. Check out this video lecture on Mentoring Up to aid in your understanding of
establishing successful mentoring relationships.
2. Review the mentor-mentee compact sample at the end of this section to better
understand how to facilitate discussions about mentorship goals and
expectations.

Continued Reading
Lee, S. P., McGee, R., Pfund, C., & Branchaw, J. (2015). "Mentoring up": Learning to manage
your mentoring relationships. In G. Wright (Ed.), The mentoring continuum: From
graduate school to tenure (pp. 133-151). The Graduate School Press of Syracuse
University. Retrieved from
https://gradadvance.graduateschool.ufl.edu/media/gradadvancegraduateschoolufle
du/pdf-files/Mentoring_Up_Learning_to_Manage_Your_Me.pdf
Manuel, S. P., & Poorsattar, S. P. (2021). Mentoring up: Twelve tips
for successfully employing a mentee-driven approach to mentoring
relationships. Medical Teacher, 43(4), 384-387.
https://doi.org/10.1080/0142159X.2020.1795098
Sarabipour, S., Hainer, S. J., Arslan, F. N., de Winde, C. M., Furlong, E., Bielczyk, N.,
Jadavji, N. M., Shah, A. P., & Davla, S. (2021). Building and sustaining
mentor interactions as a mentee. The FEBS Journal, 289(6), 1
11. https://doi.org/10.1111/febs.15823
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Sponsorship in Academic Medicine
What is a sponsor?

Although the use of sponsors in academic medicine is still incipient, the potential impact is great,
especially for women and underrepresented minority faculty who face significant barriers to
participation in the highest levels of leadership. Sponsorship is a commitment by a high profile leader
to open doors and elevate the profile of a high potential individual within an organization who might
otherwise be overlooked. Specifically, sponsorship has been shown to increase salary, career
opportunities, career satisfaction, and invitations for “stretch assignments" that foster advancement.
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Mentorship vs. Sponsorship

Both mentorship and sponsorship have benefits; however, the roles and anticipated
outcomes can be quite different. There is literature to support that women, in particular, are
"over-mentored" and "under-sponsored,” which can result in highly skilled faculty that
have few opportunities for upward mobility. Faculty are less familiar with sponsorship, and
therefore, may underestimate the pivotal role a sponsor can play in their success.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about the importance of sponsorship and offer guidance on
getting a sponsor.
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Steps for Action

1. Learn more and watch this Ted Talk on How to find the person who can help you get
ahead at work
2. Evaluate how to ask for your sponsor with the Finding a Sponsor Worksheet at the
end of this section.

Continued Reading
Ayyala, M. S., Skarupski, K., Bodurtha, J. N., González-Fernández, M., Ishii, L. E., Fivush, B., & Levine, R.
B. (2019). Mentorship is not enough: Exploring sponsorship and its role in career advancement in
academic medicine. Academic Medicine, 94(1): 94-100.
https://doi.org/10.1097/ACM.0000000000002398
Gottlieb, A. S., & Travis, E. L. (2018). Rationale and models for career advancement sponsorship in academic
medicine: The time is here; the time is now. Academic Medicine, 93(11), 1620–1623.
https://doi.org/10.1097/ACM.0000000000002342
Raphael, J. L. (2019). The role of sponsorship in achieving workforce diversity in academic
pediatrics. Pediatrics, 144(2). https://doi.org/10.1542/peds.2019-1532
Travis, E. L., Doty, L., & Helitzer, D. L. (2013). Sponsorship: A path to the academic medicine C-suite for
women faculty? Academic Medicine, 88(10), 1414–1417.
https://doi.org/10.1097/ACM.0b013e3182a35456
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Worksheets for Section I
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Initial Mentoring Conversation: Preparing the Relationship

22

Mentoring Roadmap Worksheet

YOUR CAREER GOALS
Prior to meeting with your mentor, take some time to think about and write down your research
and professional goals. You may want to articulate one- and five-year goals. For example, a
short-term goal might be “to submit an NIH career development grant application” and a longterm goal might be “to have enough publications for promotion to Associate Professor.”
Short-term Goals (next year)

Long-term Goals (next 5 years)

1.

1.

2.

2.

3.

3.

IDENTIFY MENTORSHIP NEEDS
Identify competencies that you will need to gain expertise in (see Table for examples). Identify
people who can assist you in achieving these competencies and in meeting your goals. These
can be mentors internally at your institution, or at other institutions. A blank grid is included on
the last page to help you organize your thoughts. Put your initial thoughts down on paper before
you approach a mentor, and then revise it as your relationship changes.
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Designing research

Establishing goals

Writing grants

Finding funding

Managing your career

Managing staff

Leading teams

Preparing for promotion

Cultural competence

Navigating institution

Managing care

Managing conflict

Speaking before groups

Knowing career paths

Teaching effectively

Hiring personnel

Collaborating effectively

Managing budgets

Managing data

Mentoring others

Giving feedback

Evaluating literature

Assessing students

Medical informatics

Organizational dynamics

POTENTIAL MENTORS
Identify people who can assist you in meeting your goals. These can be mentors internally or
at other institutions. For each potential mentor, identify objectives, develop a list of what you
can offer, and propose outcomes. A blank grid is included on the last page to help you organize
your thoughts. Put your initial thoughts down on paper before you approach a mentor, and
then revise them as your relationship changes.

Establishment
APPROACHING MENTORS
We suggest that you first approach mentors by sending an e-mail that includes a request for a
meeting, a brief summary of your goals, and why you think there would be a good fit between
you and the mentor. Let potential mentors know how you are hoping to work with them, such
as one-on-one, as one of many mentors, or as part of a mentoring team or committee. You might
want to let them know how you think they would be able to contribute.

ESTABLISH THE FRAMEWORK FOR MENTORING RELATIONSHIPS
When the mentor and mentee agree to build the mentoring relationship, it is critical to establish
the framework of the mentoring relationship. Particular points to be addressed include:
 The preferred mode of contact, such as face-to-face or online
 Frequency and format of meetings
 Goals and expectations of meetings or planned interactions
 Outcome measurement and evaluation
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Maintenance
MANAGING RELATIONSHIPS WITH YOUR MENTORS
Relationships should be nurtured and respected. If you and your proposed mentor develop a
working relationship, have some guidelines for how you will work together. Here are some
tips:

Schedule standing meetings ahead of time and keep them

Give your mentor(s) plenty of time to review drafts of grants and manuscripts

Don’t be a “black hole” of need – limit the number of requests you make of any
given mentor

Develop authorship protocols so that expectations are clear Saying “thank you”
is priceless

Saying thank you is priceless

Moving Ahead
For a developed mentoring relationship, it is important for both mentee and mentor to
occasionally reassess their continuing goal, needs for exchange, and effectiveness. Such
assessments may result in realignment of goals and identification of new goals, or the
determination of a particular mentoring relationship is complete. Such transition in mentoring
exchange is necessary. It is always recommended to transition out of the mentoring relationship
with gratitude and respect

1. Adapted from Ann J Brown, MD MHS, Vice Dean for Faculty, Duke University School of Medicine.
Accessed 5/28/10 at http://facdev.medschool.duke.edu
2. Montgomery, B. L. (2017). Mapping a Mentoring Roadmap and Developing a Supportive Network for
Strategic Career Advancement. SAGE Open(June), 1-13.
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My Mentoring Network
Directions: Use the space provided to brainstorm who might make a good formal or informal
mentor for each of the following domains.

1. Adapted from Christou, H., Dookeran, N., Haas, A., Frances, C. D., & Emans, S. J. (2017).
Establishing Effective Mentoring Networks: Rationale and Strategies. MedEdPORTAL The Journal
of Teaching and Learning Resources, 13, 10571.
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Meeting Management Checklist
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Mentoring Meeting Journal
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Mentor-Mentee Compact
Instructions: Mentors and scholars are encouraged to complete this two-page compact,
designed to help facilitate the discussion of expectations and goals. We also encourage you to
refer to the program expectations as you work through this form. Step 1) The mentor and
scholar should electronically fill out their respective columns Step 2) Set up a meeting with your
scholar to discuss the compact Step 3) Work together to create a final compact Step 4) Mentor
and Scholar both sign the compact
Scholar Name:
Mentor Name:
Goals of Scholar

Goals of Mentor

Describe your goals for this relationship
Examples: new research skills, training/career advice,
authorship on publications, networking with other
experienced researchers, recommendations for future
training or employment positions

Describe your goals for this relationship

Expectations of Scholar | Education and
Training

Expectations of Mentor | Education and
Training

Describe any additional education and training you
need for your research development
Examples: conferences, Grand Rounds, protocol-specific
trainings, seminars, lab meetings, etc.

Describe how you will assist the scholar with obtaining
additional education and training for research
development outside of the CTSI Program
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Expectations of Scholar | Research

Expectations of Mentor | Research

Describe your specific research expectations Focus
on the following:
• Interactions with your mentor and your
research team, including the nature and frequency
of meetings
• Major research milestones, such as protocol
development and approval, completion of specific
experiments or analyses, presentations and
abstracts (including plans for CTSI Poster Session),
plans for a future independent project
• Support you will need to complete your project
(time, materials, software, access to equipment,
consultation with experts in methodology or
statistics)
• Dissemination Plan (travel to present findings,
CTSI Poster Session, community forums)

Describe your goals for this relationship. Relate your
goals to your research career.
Focus on the following:
• Interactions with the scholar and the research
team, including the nature and frequency of
meetings.
• Major research milestones, such as protocol
development and approval, completion of specific
experiments or analyses, presentations, and
abstracts (including plans for CTSI Poster Session),
plans for a future independent project, including the
support you will provide
• Dissemination Plan (Scholar’s travel to present
findings, CTSI Poster Session, community forums)
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Expectations of Scholar | Academic Skills

Expectations of Mentor | Academic Skills

Describe the academic skills you need to develop
Examples: ethics in research, critical thinking, evaluating
the scientific literature, interpreting results, writing an
abstract or paper, presenting results, leadership

Describe how you will assist the scholar with
developing his/her academic skills
Examples: ethics in research, critical thinking, evaluating
the scientific literature, interpreting results, writing an
abstract or paper, presenting results, leadership

Expectations of Scholar | Career Development Expectations of Mentor | Career Development
What career path options are you considering?
What might help advance you to those paths?
Examples: graduate school, health care career, research
career in academia/private industry/other setting)?

Describe how you will support the scholar's career
development, exploration, and preparation

Scholar Communication/Norms

Mentor Communications/Norms

What questions do you have about the norms for this
research group or setting (i.e. communication
methods, addressing concerns, requesting meetings)?

What norms are specific to your research group or
setting (i.e. communication methods, addressing
concerns, requesting meetings)?

Scholar Signature and Date

Mentor Signature and Date

1. Adapted from the UMN CTSA Mentor‐Mentee Contract
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How to Find a Sponsor
Finding a sponsor is critical to career advancement and late-career success. A sponsor is at the senior level
of the hierarchy and has the power to open opportunities for you that would otherwise be unobtainable.
Asking for a sponsor is not as simple as just asking for one. The purpose of this worksheet is to help provide
you with an evaluative process for you to determine if your potential sponsor is the best fit for you.

You
What are your personal goals that might be facilitated by a sponsor?

What are your professional goals that might be facilitated by a sponsor?

Your Potential Sponsor
Does the potential sponsor have a seat at the table? (i.e., serves in a leadership role in the University or
nationally)

Does the potential sponsor have adequate exposure to your work? (i.e., familiarity with your research,
clinical, and/or educational achievements)

Does the potential sponsor have enough power to help in your advancement, such as someone who
has enough credibility to influence the decision-making process?

Performance Currency
What have you accomplished to date that should be shared with a potential sponsor?
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What are your strengths?

What are your areas for growth?

What makes you appealing to your potential sponsor? (i.e., how might your skillsets, strengths, and/or
background be an asset to the sponsor?)

Relationship Currency
What is your relationship to your potential sponsor? If you don’t know the person you think might
make an excellent sponsor, who do you know that could facilitate introductions?

This worksheet not only can help you evaluate if a sponsor is a good match for you but also how to
ask for one: Establish that they know you, they know your work, and be able to describe to them your
goals. Then ask them if, being armed with that information, they would be comfortable speaking on
your behalf when opportunities present themselves.

1. Adapted from TedTalk How to find the person who can help you get ahead at work by Carla Harris
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Section II: Guidance for Mentors
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Identifying Your Mentorship Styles

Different Mentoring Archetypes

Watch more on mentoring archetypes here.

35

Mentoring Benefits Everyone

Strong mentorship within academic medicine is an important factor in work productivity,
personal development, and career satisfaction.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about identifying your mentorship style.

Steps for Action
1. Learn more about your mentoring style. Complete the Mentoring Competency
Assessment at the end of this section.
2. Commit to a mentoring skills development plan.

Continued Reading
Chopra, V., Arora, V. M., & Saint, S. (2018). Will you be my mentor? Four archetypes to help
mentees succeed in academic medicine. JAMA Internal Medicine, 178(2), 175-176.
https://doi.org/10.1001/jamainternmed.2017.6537
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Overcoming Mentoring Challenges

Common Challenges to Mentoring Relationships

Mentoring is a critical component for the success of faculty in academic medicine and is
associated with job satisfaction, productivity, retention, and increased sense of "fit" with
one's institution. However, the benefits of mentoring are diminished when challenges to
mentoring go unaddressed. Both the mentee and mentor shoulder responsibility for
maintaining a productive relationship.
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Cultivating the Mentoring Relationship

The foundation of a mentoring relationship, like most important relationships, is trust. Using
behaviors that build trust during initial goal setting, ongoing communication, and assessment
of mentee progress and the mentoring relationship will increase the likelihood of a good
experience for both the mentor and mentee.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about understanding and overcoming mentoring challenges.
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Steps for Action
1. Evaluate your mentoring relationship by using the Mentoring Relationship
Evaluation at the end of this section.
2. Take the Mentorship Effectiveness Scale to evaluate the effectiveness of your
mentor at the end of this section.
3. Review the Preparing for Challenges in Mentoring worksheet at the end of this
section.

Continued Reading
Eby, L. T., McManus, S. E., Simon, S. A., & Russell, J. E. (2000). The protege's perspective
regarding negative mentoring experiences: The development of a taxonomy. Journal
of Vocational Behavior, 57(1), 1-21. https://doi.org/10.1006/jvbe.1999.1726
Hee, J.M., Yap, H.W., Ong, Z.X., Quek, S. Q., Toh, Y. P., Mason, S., & Krishna, L. K. (2019).
Understanding the mentoring environment through thematic analysis of the learning
environment in medical education: A systematic review. Journal of Internal Medicine,
34., 2190-2199. https://doi.org/10.1007/s11606-019-05000-y
Sheri, K., Too, J. Y., Chuah, S. E., Toh, Y. P., Mason, S., & Krishna, L. K. (2019). A scoping
review of mentor training programs in medicine between 1990 and 2017. Medical
Education Online, 24(1). https://doi.org/10.1080/10872981.2018.1555435
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Coaching for Faculty Success
Mentoring vs. Coaching

Coaching, much like mentoring, is a tool used by academic institutions to prepare faculty and
facilitate their development. In contrast to mentoring, which tends to be longitudinal and
relationship-driven, coaching is focused, task-oriented, and performance-driven. Coaching is
also learner-driven, and unlike mentoring, does not involve advice giving. The focus of
coaching in academic medicine is quite varied; examples include clinical, teaching
or leadership skill development, academic productivity or refinement and execution of a
career vision. Though different in many ways, the end results of mentoring and coaching are
quite similar. Both have been shown to enhance faculty knowledge and skill, improve wellbeing, and promote career advancement. Coaching has also been used to increase
success among female and minoritized faculty when used in tandem with mentoring.
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Essential Components of Coaching

At the onset of coaching, an initial assessment, which may include an interview, a 360-degree assessment,
and personality tests, is used to develop and prioritize coaching goals. Together, the coach and faculty
member develop a plan and coaching contract with behavioral learning objectives and expectations for
the coaching relationship. During coaching, case studies, didactic materials, role-plays, and other methods
are used to promote learning and encourage new behaviors, which are practiced and applied in a variety
of situations. At the end of the coaching relationship, the success of the coaching relationship and the
extent to which behavioral objectives were met are evaluated by the coach and faculty member.
Supervisors and colleagues often contribute feedback regarding job-specific performance tied to the
coaching objectives as well.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute provide additional
information about coaching in academic medicine.
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Steps for Action

1. Check out various coaching programs for faculty in academic medicine, such as
the Physician Coaching Institute and Coursera's Inspired Leadership courses to learn
more about getting trained to be a coach.
2. Use the AMA Coaching in Medical Education handbook as a free resource to learn
more about implementing coaching in medical education

Continued Reading
Deutsh, N., Nafiu, O. O., Lee, J. K., & Markowitz, S. D. (2021). Through their own lens:
Supporting women and minorities in anesthesiology through coaching. ASA
Monitor, 85, 28-29. https://doi.org/10.1097/01.ASM.0000742688.78092.96
McDaniel, S. H., DeCaporale-Ryan, L., & Fogarty, C. (2020). A physician communication
coaching program: Developing a supportive culture of feedback to sustain and
reinvigorate faculty physicians. Families, Systems, & Health, 38(2), 184–189.
https://doi.org/10.1037/fsh0000491
Seehusen, D.A., Rogers, T.S., Al Achkar, M., & Chang, T. (2021). Coaching, mentoring, and
sponsoring as career development tools. Family Medicine, 53(3), 175-180.
https://doi.org/10.22454/FamMed.2021.341047
Williams, S. N., Thakore, B. K., & McGee, R. (2016). Coaching to augment mentoring to
achieve faculty diversity: A randomized controlled trial. Academic Medicine, 91(8),
1128-1135. https://doi.org/10.1097/ACM.0000000000001026
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Supporting Mentee Well-Being
Understanding Drivers of Well-being in the Workplace

Image Credit: Reprinted from Mayo Clinic Proceedings, Vol. 92 Issue 1, Shanafelt, T., Noseworthy, J.H., Executive
Leadership and Physician Well-being: Nine Organizational Strategies to Promote Engagement and Reduce Burnout,
Pages No. 129-146, Copyright (2017).

Faculty well-being is crucial to a healthy, thriving organizational culture. Academic medicine
faculty routinely have competing job responsibilities that involve meeting clinical productivity
targets, educating trainees in a rapidly evolving learner environment, serving on committees,
and making scholarly contributions. Managing multiple work roles with personal lives can
sometimes leave faculty feeling depleted, putting them at elevated risk for burnout, depression,
and suicide. Faculty mentors who understand the drivers of burnout and engagement have an
opportunity to support faculty mentee well-being, which can improve faculty career satisfaction,
retention, and success.
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Mentor Tips for Promoting Mentee Well-Being

The faculty mentoring relationship can be a key element in battling against the drivers of
burnout. Particularly during times of high stress, such as with the COVID-19 pandemic,
faculty well-being can be neglected when it is needed the most. Being mindful of your
mentee's wellness and providing tips on how to cope with challenges, sharing information
on wellness activities, and checking-in regularly can be of help. Although well-being is not
always a primary focus of faculty mentoring relationships, making this a part of routine
mentoring can offer meaningful connection, build mentee resiliency during difficult times,
and re-energize and re-engage a mentee at risk for burnout.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about how to support mentee wellbeing.
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Steps for Action

1. If you feel a faculty mentee is struggling emotionally or at risk for burnout, make
them aware of the no-cost Employee-Faculty Assistance Program.
2. To learn about well-being assessment and interventions to support your department,
section or team contact Augusta University's Well-being Liaison Officer, Dr. Michael
Rollock for further assistance.

Continued Reading
Arora, R. and Rangnekar, S. (2015). Relationships between emotional stability, psychosocial
mentoring support and career resilience. European Journal of Psychology, 11(1), 16
33. https://doi.org/10.5964/ejop.v11i1.835
Shah, D. T., Williams, V., Thorndyke, L. E., Marsh, E. E., Sonnino, R., Block, S., Viggiano, T. R.
(2019). Restoring faculty vitality in academic medicine when burnout threatens.
Journal of the Association of American Medical Colleges, 93(7), 979-984.
https://doi.org/10.1097/ACM.0000000000002013
Wilson, G., Larkin, V., Redfern, N., Stewart, J., & Steven, A. (2017). Exploring the relationship
between mentoring and doctors’ health and wellbeing: A narrative review. Journal of
the Royal Society of Medicine, 110(5), 188–197.
https://doi.org/10.1177/0141076817700848
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Worksheets for Section II
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Mentoring Competency Assessment (MCA)
Please rate how skilled you feel you are in each of the following areas with your mentee(s).
Following the assessment, please review the questions for self-reflection to begin an Individual
Mentor Development Plan.
1
(Not at
All
Skilled)

1

Active listening

2

Providing constructive
feedback

3

Establishing a
relationship based on
trust

4

Identifying and
accommodating
different
communication styles

5

Employing strategies
to improve
communication

6

Coordinating
effectively with other
mentors with whom
the mentee works

7

Setting clear
expectations of the
mentoring relationship

8

Aligning your mentee’s
expectations with your
own

9

Considering how
personal and
professional
differences may
impact expectations

2

3

4
(Moderately
Skilled)

5

6

7

8

(Extremely
Skilled)

(Not
Applicable)
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1
(Not at
All
Skilled)

10

Working to set clinical,
educational or
leadership goals

11

Helping to develop
strategies to meet
clinical, education or
leadership goals

12

Accurately estimating
your
mentee’s level of
scientific
knowledge

13

Accurately estimating
your mentee’s ability
to conduct clinical,
education or
leadership goals

14

Employing strategies
to enhance your
mentee’s
understanding of the
clinical, education or
leadership goals

15

Motivating your
mentee

16

Building your
mentee’s confidence

17

Stimulating your
mentee’s creativity

18

Acknowledging your
mentee’s professional
contributions

2

3

4
(Moderately
Skilled)

5

6

7

8

(Extremely
Skilled)

(Not
Applicable)
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1
(Not at
All
Skilled)

19

Negotiating a path to
professional
independence for your
mentee

21

Working effectively
with mentee’s whose
personal background
is different from your
own (age, race,
gender, class, region,
culture, religion,
family composition,
etc.)

22

2

3

4
(Moderately
Skilled)

5

6

7

8

(Extremely
Skilled)

(Not
Applicable)

Helping your mentee
network effectively

23

Helping your mentee
set career goals

24

Helping your mentee
balance work with
their personal life

25

Understanding your
impact as a role model

26

Helping your mentee
acquire resources

The following questions, based on your responses above, may help to guide your mentor
development:
1.
2.
3.
4.

Goals: which one or two mentoring skills do I want to improve?
Actions: what actions can I take to improve my desired mentoring skills?
Assessment: how should I monitor my progress?
Outcomes: How should I determine that I have mastered the desired
mentoring skill?

1. Adapted from: University of Wisconsin, Madison Mentoring Competency Assessment for Mentors
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Mentoring Relationship Evaluation Worksheet
Candidly evaluating the mentoring relationship on a regular basis allows both mentors and mentees to
make adjustments to ensure the highest quality mentoring relationship. These prompts can prepare you
to talk about how you are each doing and how the relationship is going overall.

How Are We Doing?
Aspects of our relationship that are working well are:
Our relationship could improve if:

I need more of:

I need less of:

This has been most useful to me:

This has been least useful to me:

The quality and frequency of our communications is:

My overall evaluation of our relationship is:

Additional Areas of Reflection for Mentors
Where is progress occurring?

Is the mentee asking good questions and demonstrating personal reflection?

What extra support, guidance, challenges, or experiences could the mentee benefit from right
now?

Additional comments or observations

1. Adapted from The Ohio State University, Human Resources Mentor Toolkit.
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Mentorship Effectiveness Scale
Directions: The purpose of this scale is to evaluate the mentoring characteristics of __________, who has
identified you as an individual with whom he/she has had a professional, mentor/mentee relationship.
Indicate the extent to which you agree or disagree with each statement listed below. Your responses will
be kept confidential. The ratings may be presented item-by-item based on the 0 –5-point quantitative
scale or summed across all 12 items for a total rating, ranging from 0 – 60. Higher scores represent more
effective mentorship based on mentee’s perspectives.
0 = Strongly Disagree (SD)
1 = Disagree (D)
2 = Slightly Disagree (SlD)
3 = Slightly Agree (SlA)
4 = Agree (A)
5 = Strongly Agree (SA)

1. Mentor was accessible
2. My mentor demonstrated professional integrity.
3. My mentor demonstrated content expertise in my area of need.
4. My mentor was approachable.
5. My mentor was supportive and encouraging.
6. My mentor provided constructive and useful critiques of my work.
7. My mentor motivated me to improve my work product.
8. My mentor was helpful in providing direction and guidance on professional issues (e.g.,
networking).
9. My mentor answered my questions satisfactorily (e.g., timely response, clear, comprehensive).
10. My mentor acknowledged my contributions appropriately (e.g., committee contributions,
awards).
11. My mentor suggested appropriate resources (e.g., experts, electronic contacts, source
materials).
12. My mentor challenged me to extend my abilities (e.g., risk taking, try a new professional
activity, draft a section of an article).

1. Adapted from: Berk, R. A., Berg, J., Mortimer, R., Walton-Moss, B., & Yeo, T. P. (2005). Measuring
the Effectiveness of Faculty Mentoring Relationships. Academic Medicine, 80(1), 66-71.
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Preparing for Challenges in Mentoring
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Section III: Mentoring Specific Populations
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Mentoring Diverse Faculty
Barriers to the Mentoring Relationship

Increasing diversity in the academic medicine workforce can drive institutional excellence.
However, it is not always a smooth process to instill the value of faculty diversity in academic
medicine. Cultural, institutional, and personal barriers are common obstacles in achieving
faculty diversity and can impede the success and advancement of diverse faculty.
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Best Practices for Effective Mentoring

Strong mentorship is beneficial in the development and success of academic medicine minority
faculty and ultimately benefits faculty, students, and patients. Implement effective mentoring
that openly addresses diversity and advocates for institutional change to promote
wellness, career growth, and retention of faculty from culturally diverse backgrounds.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute provide
additional information about mentoring diverse faculty.
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Steps for Action
1. Take an Implicit Association Test (IAT) to measure attitudes and beliefs that you
may be unwilling or unable to report.
2. Use the Mentoring Relationship Evaluation Worksheet at the end of this section
to evaluate a current mentoring relationship.
3. Use the Mentoring Roadmap tool at the end of this section to build a diverse
mentoring network.

Continued Reading
Fuentes-Afflick, E. (2018). Promoting inclusion in academic medicine. JAMA Network Open,
1(4), e181010. https://doi.org/10.1001/jamanetworkopen.2018.1010
Kaplan, S. E., Raj, A., Carr, P. L., Terrin, N., Breeze, J. L., & Freund, K. M. (2018). Challenges
in recruiting, retaining, and promoting racially and ethnically diverse
faculty. Journal of the National Medical Association, 110(1), 58-64.
https://doi.org/10.1016/j.jnma.2017.02.001
Osman, N.Y. & Gottlieb, B. (2018). Mentoring Across Differences. MedEdPORTAL. 14:10743.
https://doi.org/10.15766/mep_2374-8265.10743
Yu, P. T., Parsa, P. V., Hassanein, O., Rogers, S. O., & Chang, D. C. (2013). Minorities
struggle to advance in academic medicine: A 12-year review of diversity at the
highestlevels of America's teaching institutions. Journal of Surgical Research, 182(2),
212-218. https://doi.org/10.1016/j.jss.2012.06.049
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Mentoring Women for Leadership
Barriers to Women’s Leadership in Academic Medicine

Despite the increasing number of women in academic medicine, women remain
underrepresented at most levels of leadership. Women frequently face barriers, bias, and
limited choices in moving into academic leadership positions.
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Best Mentoring Practices for Female Leaders

Embarking on a leadership path can be a difficult journey. Empower women leaders through
mentoring.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about mentoring women for leadership.
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Steps for Action
1. Participate in the Executive Leadership in Academic Medicine (ELAM) Program for
Women and/or other Leadership Courses from the AAMC.
2. Use the Mentoring Toolkit for Mentors and the GWIMS Mentoring Women Toolkit
for Mentees to promote academic career success.
3. Read more at The State of Women in Academic Medicine: The Pipeline and Pathways
to Leadership, 2015-2016 and at Barriers and Bias: The Status of Women in
Leadership.
4. Use the Mentoring Roadmap tool at the end of this section to build a diverse
mentoring network.

Continued Reading
Cross, M., Lee, S., Bridgman, H., Thapa, D. K., Cleary, M., & Kornhaber, R. (2019). Benefits,
barriers, and enablers of mentoring female health academics: An integrative review.
PLoS ONE, 14(4), 1-21. https://doi.org/10.1371/journal.pone.0215319
Farkas, A. H., Bonifacino, E., Turner, R., Tilstra, S. A., & Corbelli, J. A. (2019). Mentorship of
women in academic medicine: A systematic review. J Gen Intern Med. 34(7), 13221329. https://doi.org/10.1007/s11606-019-04955-2
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Culturally Aware Mentoring
What is Culturally Aware Mentoring?

Culturally Aware Mentorship (CAM) is an innovative training and set of practices launched through
the National Research Mentoring Network to enhance mentors’ and mentees' ability to effectively
address cultural diversity in their research mentoring relationships (though the model is applicable to all
domains of faculty mentoring). While academic medical centers aspire to create a culture of diversity,
equity, and inclusion, many fall short and everyday interactions can exclude, diminish, and isolate
faculty, especially BIPOC faculty. CAM highlights the importance of examining one’s own racial and
ethnic identity, and identifying assumptions, biases, and privileges that may operate in mentoring
relationships. Previous studies have shown that mentees from historically underrepresented groups
benefit from mentors who address race and ethnicity, acknowledge unique needs, and allow mentees
to bring their identities into the academic environment (Byars-Winston et al., 2020). By addressing the
lived experiences of minoritized faculty, CAM can help counter biases and prejudices in academic
medicine while fostering mentors who effectively engage with and develop all faculty.
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Ways to Increase Culturally Aware Mentoring

Although Culturally Aware Mentoring is a specific evidence-based training, all faculty can
utilize the basic tenets and practices of CAM to bolster mentoring of diverse faculty. Faculty
can familiarize themselves with the literature on experiences of minoritization and
marginalization within and outside of academic medicine. Self-reflection exercises can
strengthen appreciation of one's identities, positionality, and privileges as well as promote
understanding of one's biases and assumptions that may impact mentoring relationships.
Together, increased awareness of self and the experiences of minoritized faculty enables
opportunities for meaningful discussion about mentee identities as they relate
to relationships, roles, and careers in medicine. Finally, it is also incumbent upon mentors to
critically examine ways to further inclusivity within their day-to-day work
environments. These CAM practices have the goal of shifting culture and facilitating the
success of all faculty.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about Culturally Aware Mentoring.
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Steps for Action

1. Review this list from the Diversity Program Consortium for readings and selfreflection exercises to raise cultural awareness as a mentor and to build your
resource library.
2. Watch these informational videos on the evidenced-based practice of Culturally
Aware Mentoring.
3. Complete this Cultural Diversity Awareness measure at the end of this section to
assess your strengths and areas for growth as an evolving culturally aware mentor.

Continued Reading
Byars-Winston, A., & Butz, A. R. (2021). Measuring research mentors’ cultural diversity
awareness for race/ethnicity in STEM: Validity evidence for a new scale. CBE—Life
Sciences Education, 20(2), 1-11. https://doi.org/10.1187/cbe.19-06-0127
Byars-Winston, A., Womack, V. Y., Butz, A. R., McGee, R., Quinn, S. C., Utzerath, E.,
Saetermoe, C. L., & Thomas, S. B. (2018). Pilot study of an intervention to increase
cultural awareness in research mentoring: Implications for diversifying the scientific
workforce. Journal of Clinical and Translational Science, 2(2), 86–94.
https://doi.org/10.1017/cts.2018.25
Han, I., & Onchwari, A. J. (2018). Development and implementation of a culturally
responsive mentoring program for faculty and staff of color. Interdisciplinary Journal
of Partnership Studies, 5(2), 1-26. https://doi.org/10.24926/ijps.v5i2.1006
Womack, V. Y., Wood, C. V., House, S. C., Quinn, S. C., Thomas, S. B., McGee, R., &
Byars-Winston, A. (2020). Culturally aware mentorship: Lasting impacts of a novel
intervention on academic administrators and faculty. PLOS ONE, 15(8), 1-17.
https://doi.org/10.1371/journal.pone.0236983
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Mentoring Millennial Faculty in Academic
Medicine
Workplace Characteristics of Millennials

Generational differences are one way to conceptualize how faculty approach work and their careers.
A group of individuals born within a certain time frame may share similar values, ideas, attitudes, and
interests which can be viewed as another form of workplace diversity. Millennials, who are defined as
people born approximately between 1980 and 2000, are often grouped together due to their common
experiences, such as growing up in the age of technological advancements and their desire for meaning and
purpose behind their work. Because millennials may have different needs and views than generations that
have preceded them or come after, it is important to take into consideration these characteristics with
respect to how they move through the world of work and envision their careers.
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Mentoring Millennial Faculty

Generational differences are one of a number of factors that may contribute to preferences
about how one is mentored. Millennials may have different needs and expectations about
mentoring that are not addressed within a traditional, hierarchical, dyadic mentor-mentee
framework. Mentoring methods such micro mentoring, reverse mentoring, and team
mentoring may better attend to millennial preferences for rapid information,
nonhierarchical relationships, contributions through mentoring up, and collaborations with
diverse faculty.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about mentoring millennials.

64

Steps for Action

1. View this video on Mentoring the Millennial: Optimizing the Intergenerational
Professional Relationship
2. Check out this MedEdPORTAL resource for hosting a faculty mentoring workshop
including content on mentoring across generations

Continued Reading
Gardner, S. (2016). Mentoring the millennial faculty member. The Department Chair, 27, 6-8.
https://doi.org/10.1002/dch.30088
Strawser, M. G. & Carpenter, R. (Eds.). (2019). Engaging millennial faculty. Stillwater, OK:
New Forums Press.
Waljee, J.F., Chopra, V., & Saint, S. (2020). Mentoring millennials. JAMA. 323(17), 17161717. https://doi.org/10.1001/jama.2020.3085
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Mentoring for Onboarding of New Faculty
Benefits of Onboarding Mentorship for New Faculty

Mentoring for onboarding faculty is a crucial step in the transition to a new institution. For
new faculty, mentoring can provide early enculturation to the work environment,
opportunities to establish a strong internal network of colleagues, an understanding of
responsibilities and processes that increase role confidence, and career guidance that
facilitates promotion and job satisfaction. Furthermore, onboarding is critical to faculty
retention, and poor onboarding can leave faculty feeling disconnected from their work
environment and position, so much so that a significant number of new faculty seek
employment elsewhere during their first year as a junior faculty member (Eberman et al.,
2011).
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Steps for Mentoring New Faculty

Although not all faculty onboarding uses a mentorship model, this 1:1 relationship can be highly beneficial
and is frequently cited by junior faculty as the most important aspect of early training and professional
development (Eberman et al., 2011). Using a mentor checklist of steps to cover during new
faculty onboarding assures key information is imparted and individual needs are addressed in the context
of a supportive relationship.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute provide additional
information about the mentoring of new faculty.
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Steps for Action
1. Tailor the Faculty Mentoring Onboarding Checklist Example at the end of this section
to your needs.
2. Have new faculty complete the Mentee Needs Assessment at the end of this section.

Continued Reading
Eberman, L. E., Kahanov, L., Kahanov, M., & Yoder, A. (2011). Mentorship of new faculty
members. International Journal of Athletic Therapy and Training, 16(6), 34-37.
https://doi.org/10.1123/ijatt.16.6.34
Jakubik, L. D., Weese, M. M., Eliades, A. B., & Huth, J. J. (2017). Mentoring in the career
continuum of a nurse: Clarifying purpose and timing. Pediatric Nursing, 43(3), 149
152.
https://www.thefreelibrary.com/Mentoring+in+the+career+continuum+of+a+nurse%3A+C
larifying+purpose+and...-a0502001270
Tom, W., Tom, W., Albarran, D., Salman, N., & Van Groenou, A. (2019). Ensuring mentorship
of new physicians in their first year: Constructs for new mentoring processes. The
Permanente Journal, 23, 18-122. https://doi.org/10.7812/TPP/18-122
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Mid-Career Mentoring
Benefits of Mid-Career Mentoring

Mid-career faculty, typically associate professors, are the cornerstone of training in academic medical
centers. They are often efficient in their work, have a solid network of colleagues, and a clear professional
identity. Yet, mid-career faculty have different needs than junior colleagues, as they often have expanding
roles within the department or school and more supervisory and leadership responsibilities. Balancing new
roles, current duties, and home and family life often necessitates ongoing skill-building to sustain well-being
and faculty vitality in mid-career. Although mentoring resources tend to be weighted heavily toward early
career faculty, many mid-career faculty want and need ongoing mentoring relationships. Making mentoring
of mid-career faculty an institutional priority can increase faculty retention and career engagement as well
as assist in succession planning.
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Developing a Mid-Career Mentoring Plan

Prior to determining types of mentoring relationships that would be beneficial, it's critical to
consider a mid-career vision and strategy. How do you want people to describe your career
five years from now? What areas of yourself need further development? Succinctly
articulating a mid-career vision, goals, and needs will guide you in identifying the types of
mentoring needed and who best to provide it. Seek advice from leadership and senior
colleagues when choosing internal and external mentors, particularly for the latter as you
work to establish a national/international reputation. A written mid-career development
plan shared with mentors can facilitate successful implementation and provide support for
navigating obstacles and barriers along the way.

The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information and development activities for being mentored at midcareer.
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Steps for Action

1. Complete the Career Vision Statement exercise and Mentee Needs Assessment at
the end of this section.
2. Consider attending Mid-Career Focused Training like programs offered by the AAMC

Continued Reading
Bickel, J. (2016). Not too late to reinvigorate: How midcareer faculty can continue growing.
Academic Medicine, 91(12), 1601–1605.
https://doi.org/10.1097/ACM.0000000000001310
Campion, M. W., Bhasin, R. M., Beaudette, D. J., Shann, M. H., & Benjamin, E. J. (2016). Midcareer faculty development in acade mic medicine: How does it impact faculty and
institutional vitality? Journal of Faculty Development, 30(3), 49-64.
https://pubmed.ncbi.nlm.nih.gov/27942418/
Chaudron, L. H., Anson, E., Tolbert, J. M. B., Inoue, S., & Cerulli, C. (2020). Meeting the needs
of mid-career women in academic medicine: One model career development program
Journal of Women's Health, 31(1), 45-51. https://doi.org/10.1089/jwh.2019.8062
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Worksheets for Section III
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Mentoring Relationship Evaluation Worksheet
Candidly evaluating the mentoring relationship on a regular basis allows both mentors and mentees to
make adjustments to ensure the highest quality mentoring relationship. These prompts can prepare you
to talk about how you are each doing and how the relationship is going overall.

How Are We Doing?
Aspects of our relationship that are working well are:
Our relationship could improve if:

I need more of:

I need less of:

This has been most useful to me:

This has been least useful to me:

The quality and frequency of our communications is:

My overall evaluation of our relationship is:

Additional Areas of Reflection for Mentors
Where is progress occurring?

Is the mentee asking good questions and demonstrating personal reflection?

What extra support, guidance, challenges, or experiences could the mentee benefit from right
now?

Additional comments or observations

1. Adapted from The Ohio State University, Human Resources Mentor Toolkit.
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Mentoring Roadmap Worksheet

YOUR CAREER GOALS
Prior to meeting with your mentor, take some time to think about and write down your research
and professional goals. You may want to articulate one- and five-year goals. For example, a
short-term goal might be “to submit an NIH career development grant application” and a longterm goal might be “to have enough publications for promotion to Associate Professor.”
Short-term Goals (next year)

Long-term Goals (next 5 years)

1.

1.

2.

2.

3.

3.

IDENTIFY MENTORSHIP NEEDS
Identify competencies that you will need to gain expertise in (see Table for examples). Identify
people who can assist you in achieving these competencies and in meeting your goals. These
can be mentors internally at your institution, or at other institutions. A blank grid is included on
the last page to help you organize your thoughts. Put your initial thoughts down on paper before
you approach a mentor, and then revise it as your relationship changes.
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Designing research

Establishing goals

Writing grants

Finding funding

Managing your career

Managing staff

Leading teams

Preparing for promotion

Cultural competence

Navigating institution

Managing care

Managing conflict

Speaking before groups

Knowing career paths

Teaching effectively

Hiring personnel

Collaborating effectively

Managing budgets

Managing data

Mentoring others

Giving feedback

Evaluating literature

Assessing students

Medical informatics

Organizational dynamics

POTENTIAL MENTORS
Identify people who can assist you in meeting your goals. These can be mentors internally or
at other institutions. For each potential mentor, identify objectives, develop a list of what you
can offer, and propose outcomes. A blank grid is included on the last page to help you organize
your thoughts. Put your initial thoughts down on paper before you approach a mentor, and
then revise it as your relationship changes.

Establishment
APPROACHING MENTORS
We suggest that you first approach mentors by sending an e-mail that includes a request for a
meeting, a brief summary of your goals, and why you think there would be a good fit between
you and the mentor. Let potential mentors know how you are hoping to work with them, such
as one-on-one, as one of many mentors, or as part of a mentoring team or committee. You might
want to let them know how you think they would be able to contribute.

ESTABLISH THE FRAMEWORK FOR MENTORING RELATIONSHIPS
When the mentor and mentee agree to build the mentoring relationship, it is critical to establish
the framework of the mentoring relationship. Particular points to be addressed include:
 The preferred mode of contact, such as face-to-face or online
 Frequency and format of meetings
 Goals and expectations of meetings or planned interactions
 Outcome measurement and evaluation
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Maintenance
MANAGING RELATIONSHIPS WITH YOUR MENTORS
Relationships should be nurtured and respected. If you and your proposed mentor develop a
working relationship, have some guidelines for how you will work together. Here are some
tips:

Schedule standing meetings ahead of time and keep them

Give your mentor(s) plenty of time to review drafts of grants and manuscripts

Don’t be a “black hole” of need – limit the number of requests you make of any
given mentor

Develop authorship protocols so that expectations are clear Saying “thank you”
is priceless

Saying thank you is priceless

Moving Ahead
For a developed mentoring relationship, it is important for both mentee and mentor to
occasionally reassess their continuing goal, needs for exchange, and effectiveness. Such
assessments may result in realignment of goals and identification of new goals, or the
determination of a particular mentoring relationship is complete. Such transition in mentoring
exchange is necessary. It is always recommended to transition out of the mentoring relationship
with gratitude and respect

1. Adapted from Ann J Brown, MD MHS, Vice Dean for Faculty, Duke University School of Medicine.
Accessed 5/28/10 at http://facdev.medschool.duke.edu
2. Montgomery, B. L. (2017). Mapping a Mentoring Roadmap and Developing a Supportive Network for
Strategic Career Advancement. SAGE Open(June), 1-13.
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Cultural Diversity Awareness for Race/Ethnicity Scale for Mentors
The following survey assesses Cultural Diversity Awareness related to Race/Ethnicity (CDA-R/E)
in the following dimensions: CDA attitudes, CDA behaviors, and CDA confidence, respectively,
and is to be used with research mentors.

CDA Attitudes
A. Please indicate how much you disagree or agree with
each of the following statements by circling the number
corresponding to your answer.

It is important to consider the mentee's and the mentor's
race/ethnicity in mentoring relationships.
It is important for mentors and mentees to talk together
about the mentee’s racial/ethnic background.
It is important for mentors and mentees to discuss how
race/ethnicity impacts the mentee's research experience.
My racial/ethnic identity is relevant to my research
mentoring relationships.
Racial/ethnic differences between mentors and mentees
enrich the research mentoring relationship.
Mentoring someone with a different racial/ethnic
background benefits the research (e.g., exposure to new
ideas).

1

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

CDA Behaviors
B. Please indicate how frequently each of the following
has occurred in your mentor-mentee relationship by
circling the number corresponding to your answer.
I created opportunities for my mentees to bring up issues
of race/ethnicity as they arose.
I encouraged mentees to think about how the research
relates to their own lived experience.
I reflected upon how the research experience might differ
for mentees from different racial/ethnic groups.
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CDA Attitudes
A. Please indicate how much you disagree or agree with
each of the following statements by circling the number
corresponding to your answer.

I raised the topic of race/ethnicity in my research
1
mentoring relationships when it was relevant.
I implemented specific strategies to address racial/ethnic
1
diversity in my research mentoring relationship.
I approached the topic of race/ethnicity with my mentee(s)
in a respectful manner.
1

2

3

4

5

0

2

3

4

5

0

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

1

2

3

4

5

0

CDA Confidence
C. How confident are you in your ability to do the
following in your research mentoring relationships?
Please circle the number corresponding to your answer.
Discuss with mentees how it feels to be a minority in
science.
Take advantage of opportunities to address race/ethnicity
in the research mentoring relationship.
Recognize aspects of the research experience (e.g., lab,
fieldwork) that may make racial/ethnic minority students
feel vulnerable to confirming stereotypes.
Provide opportunities for mentees to talk about their
racial/ethnic identity as it relates to their research
experience should the occasion arise.
Notice interactions in the mentoring relationship that could
be insulting or dismissive to mentees because of their
race/ethnicity.
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Calculate your assessment scores:
1.
2.

In the table below, write the total score for each of the subtests (A, B, and C).
Calculate the combined total score for all subtests.

Section A - Attitudes total:
Section B - Behaviors total:
Section C - Confidence total:
Combined Total:

You have completed the assessment, what now?
•
The Cultural Diversity Awareness for Race/Ethnicity Scale was developed
to help understand the role cultural diversity plays in mentorship relationships by
capturing mentors’ beliefs about the attitudes and behaviors in their mentoring
interactions.
•
This measure may serve as a self-assessment to prompt mentors’
reflection on their mentoring practices and spark consideration of new ways they
can acknowledge cultural diversity in their mentoring relationships.
•
Higher scores on each subscale are indicative of areas of strength, while
lower scores are indicative of areas that require improvement.
•
Low-scored areas may require a self-learning intervention to create a selfdevelopment plan for improvement. Mentorship resources and tools are
recommended for growth in those areas.
•
Resources can be found in the NASEM Science of Effective Mentorship in
STEMM Online Guide (www.nap.edu/resource/25568/interactive)
1. Adapted from: Byars-Winston, A. & Butz, A. (2021). Measuring research mentors’ cultural diversity
awareness for race/ethnicity in STEM: Validity evidence for a new scale. CBE Life Sciences
Education, 20(2). https://doi.org/10.1187/cbe.19-06-0127
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Faculty Onboarding Checklist Example
About The Faculty Member
1. First Name

2. Last Name

3. Career Track:
 Educator
 Educator-Clinician
 Clinician-Educator
 Researcher
 Clinical-Investigator
 Research Scientist

4. Department Name

5. Date of Hire

6. New Faculty Member Email

7. Department Chair Name

8. Department Chair Email

9. Onboarding Mentor Name

10. Onboarding Mentor Email

11. Date of Mentoring Meetings

12. Additional Mentors (if applicable)
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Task Checklist

Tasks
Review Clinician Resources (see Wynnyee et al.,
2019 for clinician checklist example)

Review New Researcher Resources
Review and Request Updates to OneUSG
Connect
Review Human Resources Policies and
Procedures
Review Employee Handbook

Visit the Faculty Affairs Website
Review Promotion and Tenure
Information
Review Mission and Values
Schedule a Consultation with the MCG
Office for Faculty Success

Check one box










Completed
Not Completed
N/A





Completed
Not Completed
N/A











Completed








Completed
Not Completed
N/A

Completed
Not Completed
N/A
Completed
Not Completed
N/A

Not Completed
N/A
Completed
Not Completed
N/A
Completed
Not Completed
N/A

Completed
Not Completed
N/A

Date Completed: ________________
1. Adapted from the Faculty Institutional Onboarding Checklist page from Penn State College of
Medicine website
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Mentee Needs Assessment
Check your level of need or desire for mentoring in the following areas listed below. YES – I
need or would like mentoring in this area NO – I do feel I need or am interested in mentoring in
this area Don’t Know – I am not sure if I need mentoring but would like to discuss the option

Mentoring Topics
Academic Administration
Advocate for Career Development
(i.e.: Career Skills)

Check one box







Yes
No
Don’t know
Yes
No
Don’t know

Availability for career guidance (i.e.:
selecting the right track, selecting
another sub-specialty)

 Yes
 No
 Don’t know

Availability for guidance on research
efforts




















Balancing Personal/Professional Life
Budgets (e.g., creating,
understanding, following)
Clinical /Patient Care Area of
Expertise:
Clinical Administration (including
staffing issues)
Clinical Operations

Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
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Clinical Research
Area of Expertise:
Desired Area of Collaboration:
Clinical Teaching Skills

Collaborative Research
Committees, councils, boards –
meaningful services
Communication Skills

 Yes
 No
 Don’t know













Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know

Conflict Management (handling
“difficult” patients, colleagues,
discussions, or Administrators)

 Yes
 No
 Don’t know

Dealing with ethical dilemmas in
clinical encounters

















Developing a Curriculum Vitae

Developing a teaching portfolio

Education/Teaching
Encouragement to submit
abstracts/grants

Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
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Faculty Governance

Finding a niche on medical campus

Grant-writing skills

Institutional Networking
Integrating research and clinical
activities
Interdisciplinary Research

Listening Skills

Manuscript Writing/Review

National Networking

Navigating Political Waters

Negotiating Skills

Presentation Skills




















Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know

 Yes
 No
 Don’t know
















Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
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Publishing (e.g., manuscript review,
authorship of book chapters,
contributions to published symposia)
Resident teaching and evaluation
Sharing same gender/ethnic/sexual
orientation background
Time management, setting priorities
and organization skills
Understanding the promotion
process
Other -- Please describe:

Name: ______________________________

 Yes
 No
 Don’t know
















Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Yes
No
Don’t know
Date: ________________

Department: _______________________________ Rank:_______________________________

1. Adapted from the Mentee Needs Assessment from the Faculty Mentoring Program at the
University of Kansas Medical Center.
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Developing a Career Vision Statement
Your vision is a “picture” of what you aspire to – and what inspires you – in your work life.
Articulating your vision statement for your career is the first step in helping you eventually
reach your career goals.
Career visions should be revised throughout one’s career.
Steps:
1. Carve out a chunk of time. Career visioning cannot -- and should not -- be rushed. It's also
something that may take several efforts and false starts before things begin to clear and you
start getting a grasp of your ideal future.
2. Review your career goals and core work values. Identify your current career goals and the
values most important to you.
3. Suspend logic and pragmatic thinking. Remember that with a career vision anything should
be possible to accomplish, so find a way to turn off any negative thinking that will block you
from thinking big. Don't assume the future is limited to what is happening today.
4. Try one or more of these visioning exercises to help get your creative juices flowing. Think
deeply about the questions and answer each as authentically as you can:
o

How do you define career success right now? Are you achieving some level of success
in your current job?

o

If absolutely no obstacles stood in the way of your achieving it, what would you most
like to attain in your career?

o

Do you feel as though you have a gift or calling? How can you share this gift or best
answer the call in a way that will fulfill you?

o

What's the one activity you most love? Is it part of your career? If not, how can you
make it part of your career?

o

Where would you like to be in your career in 5 years?

5. Put it all together. Using one sentence or a concise paragraph, write your career vision.
Consider writing a short vision statement along with a short description of how you
currently see yourself accomplishing it - reaching your vision.
6. Consider practical steps and key individuals who could help you move toward your career
vision. List these out and create a timeline for contacting individuals and making steps
forward.
7. Share your career vision: If others (supervisors, colleagues, mentors) aren’t aware of your
vision, they need to be. Even if you are incredibly successful on your own, letting others
share in your vision may help with barriers you encounter along the way.

Available at: https://ed4career.com/blog/7-steps-developing-career-vision-statement
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Section IV: Special Types of Mentoring
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E-Mentoring
Benefits of E-mentoring

E-mentoring has not been the primary mode for mentoring in academic medicine; however, it has
become a particularly germane option under the social distancing necessary during the COVID-19
pandemic and facilitates support and career progression when live meetings aren't possible. Bierema
and Merriam (2002) define e-mentoring as "a computer mediated, mutually beneficial relationship
between a mentor and a protégé, which provides learning, advising, encouraging, promoting, and
modeling that is often boundary-less, egalitarian, and qualitatively different than traditional face-to-face
mentoring." E-mentoring also has the unique benefit of connecting mentees with mentors from all over
the world, some of whom may be uniquely qualified to support a mentee's developmental needs. For
example, "e-mentoring might encourage women and persons of color to explore non-traditional
occupations by providing access to role models and advocates" (Bierema & Merriam, 2002).
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Impactful Ways to Use E-mentoring

Many of the ways one uses e-mentoring aren't so different from face-to-face mentoring.
Still, e-mentoring provides a multitude of ways to share, review, and collaborate, connect in
between formal mentoring meetings, offer team-based mentoring with mentors at different
locations, and celebrate a mentee's successes with a broader audience through social
media.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information to support usage of e-mentoring and related e-mentoring
platforms.
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Steps for Action

1. Learn more and watch this Zoom discussion from Arizona State University on How
to Effectively Mentor Faculty in a Virtual Setting
2. Learn more about what platforms are useful for the e-mentoring process by
reviewing the E-mentoring Technology Handout at the end of this section.

Continued Reading
Bierema L. L., & Merriam, S.B. (2002). E-mentoring: Using computer mediated
communication to enhance the mentoring process. Innovative Higher Education, 26,
211–27. https://doi.org/10.1023/A:1017921023103
Chong, J.Y., Ching, A.H., Renganathan, Y., Lim, W. Q., Toh, Y. P., Mason, S., & Krishna, L. K.
(2019). Enhancing mentoring experiences through e-mentoring: A systematic scoping
review of e-mentoring programs between 2000 and 2017. Advances in Health
Sciences Education 25, 195–226. https://doi.org/10.1007/s10459-019-09883-8
Garringer, M., Kaufman, M., Stelter, R., & Kupersmidt, J. (2019) E-mentoring: Elements of
effective practice for mentoring. Mentor. Retrieved from https://www.mentoring.org/wpcontent/uploads/2019/11/Final_Elements_Publication_Fourth.pdf
Griffiths, M., & Miller, H. (2004). E-mentoring: Does it have a place in medicine? Postgraduate
Medical Journal. 81(956), 389-90. https://doi.org/10.1136/pgmj.2004.029702
Salemi, G., Mohammadi, M., & Hosseini, N. (2017). Presenting a framework for effective e
mentoring relationships in medical sciences: A meta-synthesis method.
Interdisciplinary Journal of Virtual Learning in Medical Sciences, 8(4), e13860.
https://doi.org/10.5812/ijvlms.13860
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Peer Mentoring
What is a Peer Mentor?

Unlike traditional mentoring relationships in which a more senior colleague provides career
guidance and support to a more junior colleague, peer-mentoring is a style of mentoring where
mentors and mentees are close in academic rank. Peer mentoring is a level playing field between
two or more colleagues, allowing for mutual benefit and robust support for mentor and mentee.
Though different in format, peer mentoring, shares a focus on research, teaching, and professional
development, much like traditional mentoring. Although peer-mentoring doesn't supplant
traditional mentoring, it has been used increasingly in academic medicine to cultivate productive
relationships with others in the same "trenches," review one another's work, swap ideas, and
provide a safe space to discuss work/life challenges.
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What are the Benefits of Peer Mentoring?

Research on peer mentoring outcomes in academic medicine indicates that facilitated peer
mentoring (where there is structure and support for these relationships) increases perceived
skill mastery, self-esteem, and scholarly productivity. Peer mentoring may especially benefit
women and minoritized in medicine faculty who may have difficulty finding senior mentors,
particularly those from a shared background. For the mentee, peer mentoring can
improve self-worth, accelerate achievement, and expand networking. For peer mentors, it
can increase confidence, relationship-building skills, and problem-solving skills. Both peer
mentor and mentee can gain "cultural capital" from the relationship—an accumulation of
knowledge and skills to promote social mobility in an organization and field.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about the research and practice of peer mentoring.
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Steps for Action

1. Use the Peer Mentoring Report at the end of this section to document peer
mentoring goals, meetings, and progress.
2. Check out our Mentoring Minute Issue on High Impact Meetings in Section I to learn
more about how to have a high impact mentoring meeting.

Continued Reading
Cree-Green, M., Carreau, A. M., Davis, S. M., Frohnert, B., Kaar, J. L., Ma, N. S., Nokoff, N. J., Reusch, J.
B., Simon, S. L., Nadeau, K. J. (2020). Peer mentoring for professional and personal growth in
academic medicine. Journal of Investigative Medicine, 68(6), 1128-1134.
https://doi.org/10.1136/jim-2020-001391
Prendergast, H.M., Heinert, S.W., Erickson, T.B., Thompson, T.M., & Vanden Hoek, T.L. (2019).
Evaluation of an enhanced peer mentoring program on scholarly productivity and
promotion in academic emergency medicine: A five-year review. Journal of the National
Medical Association, 111(6), 600-605. https://doi.org/10.1016/j.jnma.2019.07.001
Varkey P., Jatoi, A., Williams, A., Mayer, A., Ko, M., Files, J., Blair, J., & Hayes, S. (2012) The positive
impact of a facilitated peer mentoring program on academic skills of women faculty. BMC
Medical Education, 23, 12-14. https://doi.org/10.1186/1472-6920-12-14.
Willias, N., Ravenell, J., Duncan, A.F., Butler, M., Jean-Louis, G., & Kalet, A. (2020). Peer mentor
development program: Lessons learned in mentoring racial/ethnic minority faculty. Ethnicity
and Disease, 30(2), 321-330. https://doi.org/10.18865/ed.30.2.321
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Worksheets for Section IV
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Platforms to Enhance the E-Mentoring Experience
Purpose

Example
Functions

Access

Email platforms,
such as Microsoft
Outlook, are one
of the primary
forms of direct
communication
between mentors
and mentees.

 Synchronous or
asynchronous when
sending messages
 Use of the calendar
function, which can
create ease to
share schedules
and set up
appointment and
meeting times

Outlook is free and
provided by
Augusta University.
It can be used via
computer or
smartphone.

Project
management
platforms, such as
Trello, are
excellent visual
organization tools
that mentors and
mentees can use
to create and
monitor a
mentoring plan.
File-sharing
platforms, such as
Box, are great
tools for
collaboration on
research, CVs and
other various
projects.

 Create timelines
 Develop plans with
checklists
 Take notes
 Share links and
information
 Create multiple
project boards that
can be private or
shared

Trello is a free*
website available
online and can be
downloaded as an
app to a
smartphone.

 Share files for
collaboration
 Download, edit and
update files with
ease
 Immediately
updates in the
cloud

Box is free and
provided by
Augusta University.
Box also can be
downloaded as an
app to a
smartphone.

Videoconferencing
Video
Conference platforms, such as
Microsoft Teams,
WebEx and Zoom,
are useful tools for

 Defies physical and
geographical
limitations
 Has chat features
to communicate
with others

Microsoft Teams
and WebEx are
both free and
provided by
Augusta University.
Zoom is free and

Email

Trello

Box

Links
https://www.augusta.
edu/its/email.php
*You will use your
Augusta University
login to create an
account

https://www.trello.co
m

*Some expanded
functions are for
purchase.

https://www.box.com
/resources/downloads
*You will use your
Augusta University
login to create an
account.
Teams
https://www.microsof
t.com/enus/microsoft-
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face to face
communicating
between mentors
and mentees
when a live option
isn’t feasible or
optimal.

 Has screen share to
easily give
demonstrations
and/or collaborate

available online.
Apps for
smartphone usage
are available.

365/microsoftteams/download-app
Webex
https://www.webex.c
om/support/productiv
ity-tools.html
Zoom
https://zoom.us/

Social
Media

Social media
platforms such as
Facebook or
Twitter are useful
tools to develop a
more personal
relationship with
the mentee.

 Check in on life
events
 Discuss mutual
hobbies/likes
 Share the mentee’s
achievements and
accolades
 Get feedback on
ideas and projects
from a broad
audience

Facebook and
Twitter are both
free websites
available online.
Apps for
smartphone usage
are available.

Facebook
https://www.faceboo
k.com
Twitter
https://www.twitter.c
om
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Peer Mentoring Progress Report
Peer Mentee
Name
Peer Mentor
Name
Date of Meeting
Peer Mentoring
Goals

Main Topics
Covered During
Meeting

Progress on
Career
Development Plan
Since Last
Mentoring
Meeting

Outcomes/Action
Plan Steps with
Due Dates
Next Meeting
Scheduled
Peer Mentor &
Peer Mentees’
Signatures

1. This report was adapted from the Mentoring Progress Report from UC Denver.
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Section V: Mentoring Program
Development
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Building a Culture of Mentorship

Benefits for the Mentor

It is well-documented that there are significant career and personal benefits to academic
medicine faculty who receive ongoing, quality mentoring. Additionally, though less
frequently examined, are the many meaningful benefits to participation as a mentor in the
mentoring process. Building a cadre of skilled mentors across faculty roles (clinical, research,
education) can create a more productive, satisfying work environment.
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How Institutions Can Demonstrate the Value of Mentoring

Building a culture of faculty mentoring can be challenging. Even willing faculty find that
mentor-training deficits, time constraints, and other institutional priorities may create
barriers to full engagement in mentor opportunities. Programs, departments, and schools
should routinely assess the extent to which demonstrating the value of mentoring is built
into their culture through measurable and visible behaviors.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about building a culture of mentorship.
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Steps for Action
1. Assess your current mentoring competencies with the Mentoring Competency
Assessment at the end of this section and make a plan for ongoing development.
2. If you are in a leadership role, consider the extent to which your unit currently
demonstrates the value of mentoring. Discuss with faculty what next steps would be
most meaningful to increase value and develop a plan for implementation.

Continued Reading
Choi, A. M., Moon, J. E., Steineke, A., & Prescott, J. E. (2019). Developing a culture of
mentorship to strengthen academic medical centers. Academic Medicine, 94(5), 630633. https://dx.doi.org/10.1097%2FACM.0000000000002498
Maisel, N. C., Halvorson, M. A., Finney, J. W., Bi, X., Hayashi, K. P., Blonigen, D. M., &
Cronkite, R. C. (2017). Institutional incentives for mentoring at the U.S. department of
veterans affairs and universities: Associations with mentors' perceptions and time
spent mentoring. Academic Medicine, 92(4), 521-527.
https://doi.org/10.1097/ACM.0000000000001507
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Fostering Faculty Mentoring in Departments
What Is The Current Status of Mentoring in the Department?

Faculty want and need ongoing mentoring throughout their academic medicine careers; and it is pivotal to
their satisfaction and retention. Before implementing or revitalizing a department mentoring program, it is
imperative to assess the current status of mentoring within the department and institution, as well as identify
mentorship gaps, faculty needs, and available resources. Leadership should carefully consider each of these
key issues and seek input from stakeholders (i.e., junior faculty, potential mentors, SOM Dean) in mapping out
an overall framework for mentoring within the department.

102

What Will The Mentoring Program Look Like?

After a global assessment of departmental mentoring needs and resources, there are a number of specific
factors to consider in the development of a mentoring program that will reach the intended audience and
achieve the desired outcomes. Taking into account program specifics such as the scope, format, and metrics
for success will provide the necessary building blocks for meaningful implementation. It is also recommended
that mentoring programs have training components for both mentors and mentees to foster personal
investment and a shared understanding about the program and expectations. Ongoing refinement of a
mentoring program will keep it current to the needs and challenges of the faculty.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute provide additional
information about how to establish a culture of mentoring and assess mentoring needs within a department.
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Steps for Action

1. Learn more by reading our Mentoring Minute on Creating a Mentorship Culture at
the beginning of this section.
2. Determine your department's needs with the Department Mentoring Needs
Assessment at the end of this section.

Continued Reading
Choi, A. M. K., Moon, J. E., Steinecke, A., & Prescott, J. E. (2019). Developing a culture of
mentorship to strengthen academic medical centers. Academic Medicine, 94(5), 630633. https://doi.org/10.1097/ACM.0000000000002498
Efstathiou, J. A., Drumm, M., Paly, J. P., Lawton, D. M., O’Neill, R. M., Niemierko, A.,
Leffert, L. R., Loeffler, J. S., & Shih, H. A. (2018). Long-term impact of a faculty
mentoring program in academic medicine. PLoS ONE, 13(11), 1-12.
https://doi.org/10.1371/journal.pone.0207634
Kashiwagi, D. T., Varkey, P., & Cook, D. A. (2013). Mentoring programs for physicians in
academic medicine. Academic Medicine, 88(7), 1029-1037.
https://doi.org/10.1097/ACM.0b013e318294f368
Pololi, L., & Knight, S. (2005). Mentoring faculty in academic medicine. Journal of
Internal Medicine, 20, 866–870. https://doi.org/10.1111/j.1525-1497.2005.05007.x
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Evaluating Mentorship

Frameworks to Assess Mentoring

Professional development, learning facilitation, and psychosocial support are key elements in
mentoring. Mentoring effectiveness in these domains can be evaluated through assessment
of the mentoring relationship, process, and impact.
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Excellence in Mentoring: How to Communicate It

The strategies for mentoring evaluation can range from simple to complex; it can be a low
stakes conversation seeking feedback or an evaluation system to formally assess
effectiveness. Mentoring effectiveness should be regularly monitored. Use the evidencebased storytelling approach to share your mentoring stories, demonstrate your impact as a
mentor, and to inspire, excite, and uplift others.
The "Steps for Action" and "Continued Reading" in this issue of the Mentoring Minute
provide additional information about evaluating mentorship.
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Steps for Action
1. Use the Mentoring Relationship Evaluation Worksheet at the end of this section to
evaluate your current mentoring relationship.
2. Use validated assessment tools like the Mentoring Competency Assessment and the
Mentorship Effectiveness Scale at the end of this section to assess your mentoring
relationship, process, and impact.
3. Use the Storytelling Checklist at the end of this section to make your mentoring
accomplishments stand out and communicate these to others.

Continued Reading
Chen, Y., Watson R., & Hilton, A. (2018). The structure of mentors' behaviour in clinical
nursing education: Confirmatory factor analysis. Nurse Education Today, 68, 192-197.
https://doi.org/10.1016/j.nedt.2018.06.018
Geraci S. A., & Thigpen S. C. (2016). A review of mentoring in academic medicine. The
American Journal of the Medical Sciences, 353(2), 151-157.
https://doi.org/10.1016/j.amjms.2016.12.002
Pfund, C., Byars-Winston, A., & Branchaw, J. (2016). Defining attributes and metrics of
effective research mentoring relationships. AIDS and Behavior, 20, 238-248.
https://doi.org/10.1007/s10461-016-1384-z
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Worksheets for Section V
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Mentoring Competency Assessment (MCA)
Please rate how skilled you feel you are in each of the following areas with your mentee(s).
Following the assessment, please review the questions for self-reflection to begin an Individual
Mentor Development Plan.
1
(Not at
All
Skilled)

1

Active listening

2

Providing constructive
feedback

3

Establishing a
relationship based on
trust

4

Identifying and
accommodating
different
communication styles

5

Employing strategies to
improve
communication

6

Coordinating effectively
with other mentors
with whom the mentee
works

7

Setting clear
expectations of the
mentoring relationship

8

Aligning your mentee’s
expectations with your
own

9

Considering how
personal and
professional differences
may impact
expectations

2

3

4
(Moderately
Skilled)

5

6

7

8

(Extremely
Skilled)

(Not
Applicable)
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1
(Not at
All
Skilled)

10

Working to set clinical,
educational or
leadership goals

11

Helping to develop
strategies to meet
clinical, education or
leadership goals

12

Accurately estimating
your
mentee’s level of
scientific
knowledge

13

Accurately estimating
your mentee’s ability
to conduct clinical,
education or leadership
goals

14

Employing strategies to
enhance your mentee’s
understanding of the
clinical, education or
leadership goals

15

Motivating your
mentee

16

Building your mentee’s
confidence

17

Stimulating your
mentee’s creativity

18

Acknowledging your
mentee’s professional
contributions

19

Negotiating a path to
professional
independence for your
mentee

2

3

4
(Moderately
Skilled)

5

6

7

8

(Extremely
Skilled)

(Not
Applicable)
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1
(Not at
All
Skilled)

20

Taking into account the
biases and prejudices
you may bring to your
mentor/mentee
relationship

21

Working effectively
with mentee’s whose
personal background is
different from your
own (age, race, gender,
class, region, culture,
religion, family
composition, etc)

22

Helping your mentee
network effectively

23

Helping your mentee
set career goals

24

Helping your mentee
balance work with their
personal life

25

Understanding your
impact as a role model

26

Helping your mentee
acquire resources

2

3

4
(Moderately
Skilled)

5

6

7

8

(Extremely
Skilled)

(Not
Applicable)

The following questions, based on your responses above, may help to guide your mentor
development:
1.
2.
3.
4.

Goals: which one or two mentoring skills do I want to improve?
Actions: what actions can I take to improve my desired mentoring skills?
Assessment: how should I monitor my progress?
Outcomes: How should I determine that I have mastered the desired
mentoring skill?

1. Adapted from: University of Wisconsin, Madison Mentoring Competency Assessment for Mentors
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Departmental Mentoring Needs Assessment
Your responses to the following questions may assist the MCG Office for Faculty Success in
better preparing for our mentoring consultation. You may provide answers in written form
ahead of the consultation. Alternatively, we can plan to briefly discuss this information at the
outset of our meeting to best tailor our time together.
1.

Name/Role

2.

Department/Unit

3.

Describe how junior colleagues are currently mentored in your department, if at all (i.e.,
formal or informal/dyadic, team or group mentoring)

4.

Is mentoring a requirement in your department? For whom, if anyone? (new faculty,
early, mid, advanced career)

5.

To the extent faculty have mentors, are they provided with a mentor/s or are mentees
responsible for finding their own mentor/s?

6.

What training opportunities, if any, do your faculty have available to become more
effective mentors/mentees?

7.

In what areas are your mentees greatest needs for mentorship?

8.

To what extent does your departmental faculty possess the skills, experiences, and
connections to effectively address these identified needs? Are mentors from outside the
department needed?

9.

In what areas, if any, do you perceive your faculty to be in need of development to be
effective mentors?

10.

What are potential challenges do you see to implementing/expanding a mentoring
program within your department?
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Mentoring Relationship Evaluation Worksheet
Candidly evaluating the mentoring relationship on a regular basis allows both mentors and mentees to
make adjustments to ensure the highest quality mentoring relationship. These prompts can prepare you
to talk about how you are each doing and how the relationship is going overall.

How Are We Doing?
Aspects of our relationship that are working well are:
Our relationship could improve if:

I need more of:
I need less of:

This has been most useful to me:

This has been least useful to me:
The quality and frequency of our communications is:

My overall evaluation of our relationship is:

Additional Areas of Reflection for Mentors
Where is progress occurring?

Is the mentee asking good questions and demonstrating personal reflection?
What extra support, guidance, challenges, or experiences could the mentee benefit from right now?

Additional comments or observations

1. Adapted from The Ohio State University, Human Resources Mentor Toolkit.

113

Mentorship Effectiveness Scale
Directions: The purpose of this scale is to evaluate the mentoring characteristics of __________, who has
identified you as an individual with whom he/she has had a professional, mentor/mentee relationship.
Indicate the extent to which you agree or disagree with each statement listed below. Your responses will
be kept confidential. The ratings may be presented item-by-item based on the 0 –5-point quantitative
scale or summed across all 12 items for a total rating, ranging from 0 – 60. Higher scores represent more
effective mentorship based on mentee’s perspectives.
0 = Strongly Disagree (SD)
1 = Disagree (D)
2 = Slightly Disagree (SlD)
3 = Slightly Agree (SlA)
4 = Agree (A)
5 = Strongly Agree (SA)

1. Mentor was accessible
2. My mentor demonstrated professional integrity.
3. My mentor demonstrated content expertise in my area of need.
4. My mentor was approachable.
5. My mentor was supportive and encouraging.
6. My mentor provided constructive and useful critique of my work.
7. My mentor motivated me to improve my work product.
8. My mentor was helpful in providing direction and guidance on professional issues (e.g.,
networking).
9. My mentor answered my questions satisfactorily (e.g., timely response, clear, comprehensive).
10. My mentor acknowledged my contributions appropriately (e.g., committee contributions,
awards).
11. My mentor suggested appropriate resources (e.g., experts, electronic contacts, source
materials).
12. My mentor challenged me to extend my abilities (e.g., risk taking, try a new professional
activity, draft a section of an article).

1. Adapted from: Berk, R. A., Berg, J., Mortimer, R., Walton-Moss, B., & Yeo, T. P. (2005). Measuring
the Effectiveness of Faculty Mentoring Relationships. Academic Medicine, 80(1), 66-71.
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Mentoring Performance Review: A Storytelling Checklist
Storytelling is a powerful tool in engaging people and connecting each other with quality
improvement work. Follow this storytelling checklist to make your mentoring accomplishments
stand out. Share your mentoring stories.
Gather stories about your accomplishments
If your department wants to present one of your mentoring accomplishments to others, what
would you want it to be?

What are your biggest contributions to your mentees’ professional growth this year?

What makes these contributions above and beyond your call of duty?

What positive impact have you made this year that few people might have noticed?

What materials or data you can use to support your accomplishments and impacts?
 Reflective Journal

 Self-assessment

 Work Plan

 Review

 Conversation

 Rubric

 Observation

 Interview

 Portfolio

 Focus Group

 Survey

 Questionnaire

Gather stories about improvement
What was the biggest investment you made as a mentor this year?

What have you read or listened to about mentoring this year?

What difference has it made to your colleagues?

What does it tell you about how you want to grow?
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What materials or data you can use to support your ideas for improvement?
 Reflective Journal

 Self-assessment

 Work Plan

 Review

 Conversation

 Rubric

 Observation

 Interview

 Portfolio

 Focus Group

 Survey

 Questionnaire

Choose stories about your goals.
Is this story most logically tied to the institution’s overall goals about mentoring?

Does this story build on the accomplishments you have already achieved?

Structure your stories
Start with an intriguing beginning (first sentence or two)

Have a riveting middle (next sentence or two)

Conclude with a satisfying end (final sentence or two)

1. Adapted from Choy, E. (2018). Use This Storytelling Checklist To Ace Your Performance Review.

