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1. Benefits of good mentorship.

2. Purpose of the Faculty Mentoring Program.

3. Expectations for the mentor and the mentee. The partnership is always 

mentee driven and mentor guided.

4. Phases of the mentoring partnership: What to expect.

5. Tips and ideas for the mentoring partnership. 

6. Challenges you may encounter and potential solutions.

7. Transition the partnership once the learning has been completed. The 

mentor may decide to continue the partnership unofficially or take on a 

new mentee.

Topics to cover
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• Healy and Welchert define the mentorship-mentee dyad as “a dynamic, reciprocal 

relationship in a work environment between an advanced career incumbent 

(mentor) and a beginner (protégé) aimed at promoting the development of both.”

• Tobin defined a mentor as: “an older academician who takes a special interest in a 

younger person—a fellow or a junior member of faculty.”

• An effective mentoring relationship serves 2 key functions: a career function (i.e., the 

mentee learns how to become a productive researcher) and a psychosocial function 

(i.e., the mentee becomes enculturated with respect for the values and practices of 

his or her research team and institution). 

Definition of mentoring

Healy CC, Welchert AJ. Mentoring Relations: A Definition to Advance Research and Practice. Educational Researcher. 

1990; 19(9): 17-21. 

Tobin MJ. Mentoring: seven roles and some specifics. Am J Respir Crit Care Med. 2004; 170(2): 114-117
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Benefits of Good Mentorship

Good mentoring relationships can promote 
institutional diversity and inclusion.1 Positive 
effects for individuals include enhanced 
science identity,2 sense of belonging, and 
self-efficacy – which lead to increased 
persistence,3 research productivity,4 and 
career satisfaction.5 In turn, these benefits 
can enhance our institution’s ability to 
attract faculty from underrepresented 
groups. 

1. Byars-Winston AM, Branchaw J, Pfund C, Leverett P, Newton J. Culturally Diverse Undergraduate Researchers’ 
Academic Outcomes and Perceptions of Their Research Mentoring Relationships. Int J Sci Educ. 2015;37(15):2533-2554

2. Hathaway RS, Nagda BA, Gregorian SR. The Relationship of Undergraduate Research Participation to Graduate and 
Professional Education Pursuit: An Empirical Study. J College Student Development 2002; 43: 1-18.

3. Sambunjak D, Straus SE, Marusic A. A systematic review of qualitative research on the meaning and characteristics of 
mentoring in academic medicine. J Gen Intern Med. 2010;25:72-8. 

4. Steiner JF, Lanphear BP, Curtis P, Vu KO. Indicators of early research productivity among primary care fellows. J Gen 

Intern Med. 2002;17(11):845-51. 
5. Beech BM, Calles-Escandon J, Hairston KG, Langdon SE, Latham-Sadler BA, Bell RA. Mentoring programs for 

underrepresented minority faculty in academic medical centers: a systematic review of the literature. Acad Med. 
2013;88:541-9. 
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Goals: 

1. Enhance the likelihood of successful promotion to associate professor regardless of 

(non)tenure pathway.

2. Maximize faculty well-being and professional fulfillment.

3. Implement an individualized career development plan for academic advancement, which 

recognizes the aspirations of faculty members as well as the needs of the divisions where 

they work. This plan will help faculty members define and describe their intellectual 

focus, clarify personal values, and long-term career goals, and identify areas where skill 

development is necessary.

Purpose of the Faculty Mentoring Program
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1. Participation

• Strongly recommended for new and junior faculty

• Voluntary for mentors, but encouraged

• Tenure & non-tenure-track & part-time faculty equally mentored

2. Focus

• Promotion from assistant to associate professor

3. Culture

• Collegial and supportive 

• Collaboration and advocacy

• “Pay it forward”

4. Process

• Formal, time, and event driven

• Biannual mentoring committee meetings

• Oversight and feedback loop 

8 key components
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5. Product

• Template-guided mentoring committee minutes

6. Recognition

• Mentoring excellence as a component of annual evaluation, and counts for 

promotion & tenure

• Mentor of the year awards

7. Resources

• Online handbooks 

• Workshops and seminars

8. Goal

• Recommend for Department of Medicine promotion and tenure review

• Maximize faculty well-being and professional fulfillment

• Implement an individualized career development plan

8 key components
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Mentoring Committee formation

Mentoring Committee meetings & 

minutes

Communication & feedback

Overview of the Faculty Mentoring Program

MC recommends review of mentee by Dept of Medicine P&T committee

MC: Mentoring committee

FMP: Faculty Mentoring Program

Multiple

years
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Junior faculty identified by Division Chief (April)

Orientation of the identified faculty 

member about Faculty Mentoring 

Program (April)

Faculty Mentoring Program director, mentee, 

and division chief select mentors (April)

Official formation of mentoring 

committee & setting expectations (April)

Mentoring committee: Steps to formation

Memo 1 (introduction of 

Faculty Mentoring 

Program)

Memo 2 (official formation 

of Mentoring Committee)
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MC chair convenes meeting & obtains mentee documentation (May)

MC meets 2x per year (May & October-November)

MC and mentee complete minutes based on standard 

template (May & October-November)

MC: Mentoring committee

FMP: Faculty Mentoring Program

Mentoring committee: Meeting and mentee progress

Memo 3 (Potential 

agenda for first 

meeting)
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MC chair provides minutes to FMP director (May)

FMP director provide minutes to division 

chief for feedback (May & October)

Division chief provides 

feedback to FMP director

FMP director communicates 

with Dept Chair & MC chair

MC chair provides feedback to mentee & MC

MC: Mentoring committee

FMP: Faculty Mentoring Program

Agree

MC Chair, Division chief, and FMP 

director discuss & resolve issues

FMP director provides recommendations 

to Dept Chair & division chief

Rereview for remaining issues

Disagree

All reach agreement on minutes & mentor’s goals 

are established in preparation of P&T review

MC recommends review of mentee by Dept of Medicine P&T committee

Mentoring committee: communication and feedback

Multiple

years
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Structure
• 2-3 members
• Chair is an associate or full professor in the Department of Medicine
• The chair of the mentoring committee should be on the same pathway
• Other members may be from outside the division or outside the Department of Medicine

• 1 mentor should be recently promoted to associate professor in the Department of Medicine
• Division chiefs cannot serve on the mentoring committee for faculty members in their 

division in order to enhance open discussion of potential issues
• Members of the mentoring committee can be modified to meet the needs of the mentee. 

Responsibilities

• Chair: convening meetings every 6 months & documenting formal minutes
• Other mentors: contribute to the meetings and approve overall assessment
• Mentors should be available more often when requested by the mentee

Process

• Mentors serve on no more than 4 committees simultaneously
• Meetings occur every 6 months
• Mentee’s wishes & focus and the division chief will help identify mentoring committee 

members
• All discussions between the mentoring committee and mentee are confidential. 

Mentoring committee
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Mentor expectations

• Know the P&T Guidelines

• Know the mentee’s pathway, FTE, time in rank, and effort allocation

• Get the mentee’s CV evolving P&T packet, and other pertinent materials prior to the 
meeting

• Evaluate mentee performance according to the UAMS and College of Medicine P&T 
guidelines in the following areas:
– Clinical service

– Research

– Teaching

– Administrative service

– Other scholarly activity

– Professional recognition

• Discuss work-life balance and avoidance of burnout

• Discuss strategic career planning and goal setting

• Provide mentee feedback on other issues that arise

• Review and approve MC minutes before submission



14

Mentoring chair expectations

• All of the mentor expectations

• Ensure meeting with mentoring committee and mentee twice per year

• Lead the mentoring committee meeting 

• Get the candidate’s CV in advance to review for general idea of how things 

are going

• Be available between meetings to the mentee for additional mentoring 

needs

• Obtain approval of the mentoring committee minutes from mentee and 

mentoring committee members before submission

• Provide mentoring committee minutes to the Faculty Mentoring Program 

director
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Mentee expectations

• Know the P&T Guidelines and the (non)tenure pathway

• Provide the following to the Mentoring Committee:

– CV  - updated and highlighted

– FTE Sheet Summary of recent accomplishments

– Teaching evaluations

– Short and long-term Goals (6 months; 1 year; 5 years)

• P&T Packet is started from Day 1 and helps to build the 
promotion package

• Work with the mentoring committee Chair to ensure that:

– Your MC meets twice per year during “Mentoring Season”

– Minutes are submitted through RedCap
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Mentee assessment 
Mentee Documentation

• Information provided by mentee (e.g., updated and 
highlighted CV, summary of recent accomplishments, 

teaching evaluations, sample P&T packet, etc.)

Education

• Summary of recent activity

• Teaching evaluations

• Recommendations (Goals) from last meeting and 

results 

• New recommendations with timelines

• Mentee’s personal goals

Research

• Summary of recent activity (include publications in 

progress and grant preparation status, QI projects)

• Recommendations (Goals) from last meeting and 
results 

• New recommendations with timelines

• Mentee’s personal goals

Clinical

• Summary of recent activity

• Status of clinical programs

• Recommendations (Goals) from last meeting and results 

• New recommendations with timelines

• Mentee’s personal goals

Administration

• Summary of recent activity

• Committee membership and scientific conference 

attendance and presentations

• Recommendations (Goals) from last meeting and results 

• New recommendations with timelines

• Mentee’s personal goal

Well-being/diversity, equity, inclusion

• 9-item Well-Being Index (Mayo Clinic)

• Recommendations to reduce burn out

• Work-life balance

• Sense of belonging
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Mentoring minutes

• Submitted minutes will be reviewed by the Division Chief and 

Director of the Faculty Mentoring Program

• Once reviewed, the minutes will be forwarded back to MC Chair.  

If any disagreements exist, a meeting will be arranged to address 

concerns.

• All records will be maintained in the RedCap database 

(confidential)
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Division chief expectations

• Provide an environment conducive to success

• Assist mentee with goal setting 

• Provide input on mentoring committee formation to the Faculty 

Mentoring Program director

• Meet with the mentee on a regular basis to provide assessment 

and feedback

• Provide feedback on mentoring committee minutes to the Faculty 

Mentoring Program director

• Address any issues identified in mentoring committee minutes
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Memo 1: Awareness of mentoring program
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Memo 2: Official formation of mentoring committee
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Memo 3: Orientation to first mentoring meeting
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Mentee fills out for every mentoring committee meeting 

UAMS guidelines: Clinical Educator Criteria
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Mentee fills out for every mentoring committee meeting 

UAMS guidelines: Clinical Educator Criteria
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Mentee fills out for every mentoring committee meeting 

UAMS guidelines: Clinical Educator Criteria
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Mentee fills out for every mentoring committee meeting 

UAMS guidelines: Clinical Educator Criteria
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Phases of the mentoring partnership

Time spent in each of these phases may vary, but the progression is uniform

Preparation

of the relationship

Negotiation

of the nature and 

process of the 
relationship and how 

to work toward 

mutually agreeable 

goals

Enabling growth 

towards the agreed-

upon goals

Closure/redefinition

a time to evaluate, 

celebrate, and to 

decide how to move 

forward from here.
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Phase 1: Preparation

Take time to get to know each other. Share past 
mentoring experiences and their influence. Talk about 
the learning and development goals. Determine the 
personal expectations of the relationship. What does 
the mentee need from the mentor? Candidly share 
personal assumptions and limitations. Discuss 
personality and learning styles. How do your 
strengths shape the way you approach life, work and 
relationships?

If taking time to become acquainted with one 
another’s interests, values, and goals is given a high 
priority, the relationship seems to get off to a better 
start. In this stage, there may be a lack of 
communication, or difficulty in communicating. 
Mentees may be reluctant to trust mentors initially.
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Phase 2: Negotiation

Decide on how much time can both of you 
commit to the relationship on a regular basis? 
How often will you communicate with each 
other/meet? Clarify which media of 
communication works best for both of you. 
Establish ground rules (e.g., confidentiality, 
boundaries, “hot topics”, feedback). Decide 
together which role and responsibilities mentor 
and mentee will have concerning: scheduling 
regular meetings, choosing topics and goals to 
work toward, accountability, keeping supervisor 
informed about progress. Clarify what success 
would look like. Understand the expectation of 
mentors and mentoring committee chairs.
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Phase 3: Enabling growth

Use the times together optimally by setting clear 

agendas. Actively listen/ask forward leading 

questions/advise. Advise on what you know and 

don’t be afraid to admit what you don’t. Find other 

resources, if you can’t provide guidance. Create 

appropriate challenges to facilitate learning. 

Provide timely support. Ask for and give timely 

feedback so that the learning experience is 

satisfactory and the pace is comfortable. Reflect on 

feedback and make changes, if necessary. 

Encourage, encourage and then encourage again. 

Don’t shy away from difficult conversations. 

Evaluate progress, milestones, goals throughout 

the process together. Celebrate each small success.
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Phase 4: Closure/redefinition

Decide together when the formal relationship should come to an end. Evaluate 

your journey together. Give and receive thanks. Celebrate. Even if you are 

disappointed in the outcome, identify and express the benefits you gained as a 

result of being in the mentoring relationship. Discuss if and if yes, in which way 

you want to continue the relationship.
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Challenges of the partnership & potential solutions

As a mentor you might face one of these challenges when dealing 

with your mentee:

• Assessing mentee's background (knowledge and skills)

• Identifying mentee's motivation

• Dealing with mentee's inexperience (knowledge and skills)

• Addressing mentee's misconceptions about science

• Setting reasonable goals for the project

• Keeping mentee engaged

• Supporting the mentee financially

• Building mentee's confidence

• Fostering mentee's independence

• Deciding on the best solution to a given mentoring challenge

• Setting limits and boundaries for the mentor/mentee relationship

• Addressing lack of planning

• Giving negative feedback to the mentee on lack of progress

• Allocating time

• Finding resources

• Remaining patient
https://accelerate.ucsf.edu/training/mdp-cases

https://accelerate.ucsf.edu/training/mdp-cases
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Challenges of the partnership & potential solutions

Potential issue Potential solution

Perceived overlap between required template 

in the FMP and annual faculty evaluation

Information in the FMP template can easily be used for faculty 

annual evaluation, making the annual evaluation more efficient for 

the mentee and division chief.

Lack of mentor time Mentors spend an average of 5 hours per year per mentee (Dept 

of Pediatrics). Often, mentoring minutes are completed during the 

mentoring committee meeting.

Mentoring Committee of the Faculty 

Mentoring Program is the same as the 

Promotion & Tenure Committee

The Mentoring Committee will inform the Promotion & Tenure 

Committee, but they are not the same
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Mentoring committee is different than the P & T committee

Mentoring committee

• Formed in Year 1  (usually within 6 

months)

• Meets biannually until the faculty 

member is promoted

• Recommends review by Department 

of Medicine P&T

Dept of Medicine P&T committee

• Reviews for Promotion/Tenure – in 

Year 4, 5 or upon request 

• Provides detailed feedback about the 

P&T packet

• Recommends review by College of 

Medicine P&T
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Resources

Screenshot of DoM website
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Appendix
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Faculty Mentoring Program director expectations

• Explain the Faculty Mentoring Program during new faculty recruitment and orientation

• Work with new mentee and the Division Chief to identify most appropriate mentors

• Invite identified mentors and officially form a mentoring committee

• Provide all background materials and instructions to support the mentoring committee meeting 
process

• Review all mentoring committee minutes 

• Follow-up on the recommendations from the mentoring committee minutes 

• Work with mentee to change pathway or track if needed

• Present Faculty Mentoring Program workshops and seminars to enhance the mentoring process

• Maintain a library of video-archived presentations

• Advise or refer mentee on any aspect of faculty development or work-life balance as needed

• Update department chair if a concern about a mentee or mentor arises

• Maintain Faculty Mentoring Program database and provide periodic reports

• Provide mentoring committee recommendations to department P&T committee when mentee 
is reviewed

• Make changes or adjustments to Faculty Mentoring Program process when needs

• Conduct ongoing evaluations of the Faculty Mentoring Program to identify potential 
opportunities for improvement 
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Department of Medicine chair expectations

• Provide financial support to the FMP

• Emphasize and be a role model for the importance of mentoring in 
the department

• Recognize and reward mentoring excellence

• Sponsor Mentor of the Year awards

• Evaluate Faculty Mentoring Program and P&T process in annual 
faculty development review

• Enable and facilitate recommendations from the mentoring 
committee

• Mediate and resolve disagreement between the mentoring 

committee and the Division Chief if cannot be resolved by the 
Faculty Mentoring Program director


