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Mentoring in Academics -  
Origin of “Mentor” 

 Homer’s Odyssey 
 

 Odysseus placed his old friend  
    Mentor in charge of his son  
    Telemachus when he left for  
    the Trojan war 

 

 “one who imparts wisdom to  
     and shares knowledge with  
     someone less  experienced”   
 

     



Contemporary Definition of 
Mentoring in Academic Setting 

 

 A dynamic, collaborative, reciprocal and 
sustained relationship focused on a junior 
colleague’s acquisition of the values and 
attitudes, knowledge and skills, and 
behaviors necessary to develop into a 
successful independent faculty member 

 
Adapted from Abedin Z…,Feldman M, … et al.  
Clin Transl Sci.  2012; 5:  273-280 
 

 
 

 
 
 
 



Key Mentoring Responsibilities 

 Communication 
 

 Content Mentoring – Research, Education, Clinical 
 

 Career and Professional Development 
 

 Psychosocial Support 



Key Mentoring Responsibilities 

 Communication  
 

 Establish expectations 
 Frequency of meetings 
 Listening skills 
 Prompt feedback 
 Manage disagreements and conflict 
 Foster trust 
 
 



Key Mentoring Responsibilities 

 Content Mentoring – Research, Education, Clinical 
 

 Identify gaps in knowledge and skills 
 Identify training opportunities  
 Identify  resources 
 Help formulate aims  
 Help design and develop plan to accomplish aims 
 Monitor progress 
 Step aside to allow independence 

 



Key Mentoring Responsibilities 

 Career and Professional Development 
 

 Facilitate opportunities and connections 
 Promote mentee in and out of institution 
 Help understand promotion requirements and fiscal 

realities 
 Help ensure sufficient protected time 
 Help navigate the system 
 Model and instruct on ethical behavior 
 



Key Mentoring Responsibilities 

 Psychosocial Support 
 

 Discuss work-life balance 
 Effective time management 
 Demonstrate leadership skills 
 Be sensitive to cultural diversity 
 Encourage peer mentoring (often similar issues for 

colleagues at same level of training) 
 Serve as role model 





Evaluating Effectiveness of A 
Mentoring Relationship 

Mentor Mentee 

Complex Relationship Consisting of Multiple Interactions 
Across a Broad Spectrum of Activities 



Measuring the  
Effectiveness of Mentoring 

 Multiple Outcomes -  Some Difficult to 
Measure 
 

 Quantitative and Qualitative Outcomes 
 

 Both Important 
 



Quantitative Metrics of A Mentoring 
Relationship 

Mentor Mentee 

Objective
Outcomes 

“Demographics” 
of the Relationship 



Qualitative Metrics of A Mentoring 
Relationship 
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Eval. of 
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Evaluating Effectiveness of A 
Mentoring Relationship 

Mentor Mentee 

Objective
Outcomes 

“Demographics”  
of the Relationship Eval. of 

Mentor 
Eval. of 
Mentee 



“Demographics”  of the Relationship 
 Characteristic Measure 
Mentee Dept, Rank, Track, 
Gender, Race, Age 

ENT, Assistant Prof, 
Academic –Clinician, 
Female, White, 35yr 

Mentor Dept, Rank, Track, 
Gender, Race, Age 

ENT, Prof, Academic – 
Clinician, Female, Black, 57yr 

Mentor Contract 
Established?  

Yes 

Career Development Plan 
Established? 

Yes 

Frequency of Meetings Weekly 
Duration of Typical Meeting 1 hour 
Length of Relationship 18 months 
More than 1 mentor? If yes, 
specify number and who 

1 other. Dr. X assists with 
research mentoring  



Evaluating Effectiveness of A 
Mentoring Relationship 

Mentor Mentee 

Objective
Outcomes 

“Demographics”  
of the Relationship Eval. of 

Mentor 
Eval. of 
Mentee 



What is the Ultimate  
Goal of Mentoring? 

 Career Development and Advancement  
 

 Probably Best Measured by Progress to 
Promotion  
 

 Requirements for Promotion Are 
Measurable >>> Quantitative Metrics of 
Mentoring Should be Linked to Promotion 
Criteria 





Mentoring Metrics for  
Research Oriented Faculty 





 
 
 
 
 
 
 
 

Mentoring Metrics for  
Research Oriented Faculty 

 # grants submitted by mentee  
 

 # grants funded 
 

 # first authored original publications by mentee 
 

 # senior authored publications by mentee 
 

 Importance of original publications (e.g., impact factor, 
editorial written on paper) 
 

 Career development progress of mentee, e.g., number of 
presentations of research at national / international 
meetings, invited presentations at meetings or other 
universities, election to study sections or specialty societies,  

 
 

 



 
 
 
 
 
 
 
 

Mentoring Metrics for  
Research Oriented Faculty 

 Mentee’s role as a mentor (for promotion to Professor): # of 
individuals mentored, achievements of these mentees  
 

 Mentee’s contributions to research-oriented committees at 
department, college, university, community, state, regional, 
national and international levels 
 

 Leadership roles in research in appropriate department, 
college, or university 
 

 Other, e.g., Research awards of mentee 
 

 Did mentee get promoted? 

 
 
 



Mentoring Metrics for  
 Clinician-Educators And 

Academic Educators 





Mentoring Metrics for  
Clinician-Educators And Academic 

Educators 
 Clinical load of mentee (e.g., RVUs) 

 

 Innovative clinical care developed by mentee, e.g., 
telemedicine, new surgical technique 
 

 Organization of clinical services to foster clinical care, 
medical  education or research (e.g., developing a data 
base for clinical research) 
 

 Documentation of teaching activities including formal 
courses taught, course materials developed, innovative 
teaching methods developed 
 

 Evaluations of teaching by students, residents, fellows, 
peers, course directors and department chairs  



Mentoring Metrics for  
Clinician-Educators And Academic 

Educators 

 Participation in research 
 

 # first authored original publications by mentee (clinical, 
education or research) 
 

 # senior authored publications of mentee (clinical, 
education or research) 
 

 Importance of original publications (e.g., impact factor, 
editorial written on paper) 
 

 # grants submitted (education or research) by mentee 
 

 # grants awarded 
 



Mentoring Metrics for  
Clinician-Educators And Academic 

Educators 

 Career development of mentee, e.g., # presentations at 
national / international meetings, invited presentations at 
meetings or other universities, election to specialty societies  
 

 Mentee ‘s role as a mentor (for promotion to Professor): # of 
individuals mentored, achievements of these mentees  
 

 Mentee’s contributions to clinical – educational committees 
and leadership  at department, college, university, 
community, state, regional, national and international levels 
 

 Other: honors and awards for teaching 
 

 Was mentee promoted? 
 



Are “Products” The Most  
Important Metric of Mentoring? 

 Product s  key measure of  effectiveness, e.g.,  
successful grant submissions, leading educational 
program at a national meeting, etc 
 

 If mentee productive, mentor presumed to be 
doing a good job 
 

 But 
 

 Could have poor mentorship and successful 
scholar and vice versa 
 

 Product metrics do not provide an opportunity 
for early evaluation of relationship to solve 
problems 
 

 



Evaluating Effectiveness of A 
Mentoring Relationship 

Mentor Mentee 

Objective
Outcomes 

“Demographics”  
of the Relationship Eval. of 

Mentor 
Eval. of 
Mentee 



 





 
 

Barriers to Evaluating Mentors 

 Power differential: career dependence - 
negative feed could compromise mentee’s 
career 
 



Other Barriers to Evaluating 
Mentors 

 Lack of anonymity (i.e., confidentiality) - honest 
feedback difficult 
 

 Feedback is subjective 
 

 Mentors may not be willing to recognize their 
faults or change behavior 
 

 Mentor program directors, Mentor Champions, 
and even Chairs have limited ability or authority 
to fix 
 



 







 



Metrics for Evaluating 
Department-Wide Mentoring 

Programs 



Metrics for Evaluating Department-
Wide Mentoring Programs 

 Survey of faculty: participation and 
satisfaction with the mentoring program and 
satisfaction with career development 
 

 Attrition of faculty in the department, 
especially junior and mid-level faculty for the 
wrong reasons 
 

 Promotion of faculty within the department 
  

  
 



Metrics for Evaluating Department-
Wide Mentoring Programs 

 Research:  
 

 # career development awards of mentees (e.g., K23, 
K08, K99/R00, VA career development awards) 

 # first R01s, VA Merit  Review awards of mentees 
 #  mid-career awards for trained mentors NIH (K05, 

K07, or K24 grants) 
 Total research funding resulting from all mentored 

activities 
 Total # first, mid, last authored publications from all 

mentored activities 
 

  
  

 



Metrics for Evaluating Department-
Wide Mentoring Programs 

 Clinical and Educational 
 

Growth of clinical services, revenue, and 
new programs resulting from mentored 
activities 

New courses, educational activities resulting 
from mentored activities 

# educational grants resulting from 
mentored activities 

 Total # first, mid, last authored publications 
resulting from all mentored clinical and 
education activities 

  
 



Does Mentoring Work in 
Academic Medicine? 

 Not systematically studied 
 

 Sambunjak D, et al. JAMA 2006: “had an important 
influence on personal development, … and research 
productivity, including publication and grant success” 
 

 Palepu A, et al. Acad Med 1998: “faculty with mentors 
rated their research preparation and research skills 
higher than faculty without mentors” 
 

 Windgard DL, et al. Acad Med 2004: “Improved 
retention rates of mentored faculty, savings in faculty 
recruitment greater than cost of the mentoring 
program” 
 





Randomized Trial to Evaluate 
Effectiveness of Mentor Training 

 15 site study (all CTSA sites) led by University of 
Wisconsin-Madison 

 K series mentors randomized to participation in 
mentor training program or not 

 Primary aim: to determine whether a skills-
focused, case-based, mentor training program 
can improve the mentoring skills of K series 
mentors 

 ClinicalTrials.gov Identifier: NCT01184131 
 Final Paper In review (Stephanie House 4/29/13) 

 



Summary 
 More reliable data on best practices  for 

effective mentoring and impact of mentoring 
on productivity of mentees emerging 
  – CTSAs have played an important role 
 

 Available data suggest that effective 
mentoring improves productivity of mentees 
 

 Mentees who have been effectively or 
ineffectively mentored know it! 
 
 
 



Summary 
 Key metrics on each mentor – mentee 

relationship and department-wide mentoring 
programs should be collected 
 

 Quantitative and qualitative metrics important 
to track success of programs and to provide 
feedback to mentees, mentors and program 
leaders 
 

 Qualitative metrics pose potential inter-
personal challenges - can be overcome if a 
priori commitments made between mentor 
and mentee (contract useful in this regards) 
 



Excellent teaching Use of  good content and teaching 
methods 

Scholarly teaching Use good content and methods : include 
strategies for classroom assessment  
(what or how much) and evidence 
gathering 

Scholarship of  
teaching and  
learning 

Public dissemination; open to critique and 
evaluation, in a form others can build on 

Educational 
research   
 

Theoretical base, formal research 
question (why or how), and discipline 
specific methods of  research design 

A continuum 
http://www.ce.umn.edu/~smith/docs/Streveler-Borrego-Smith-SoTL_to_EER-_Improve_the_Academy-2007.pdf 
 



Reframing teaching for 
scholarship 

 Where are you on the 
continuum? 

 What evidence exists in 
your field for teaching? 

 What evidence do you use 
in your teaching? 

 If  none, where might you 
start? 

 If  some, how might you 
continue? 

 If  lots, who are you 
mentoring? 
 

Excellent teaching 
 

Scholarly teaching 
 

Scholarship of  
teaching and  
learning 

Educational 
research   



 
 

Funding teaching-as-research 
  
  
  
  
  
  
 
 
 
 
 
 
 
 
 
Funding 
sources 

Teaching Scholarly teaching Scholarship of  
teaching and 
learning 

Educational 
research 

Based on expertise 
Academic need 

Individual passion  
Thoughtful work 

Individual 
initiatives that 
explore efficacy 
or effectiveness 
of  the teaching-
learning process 
 

Programmatic 
initiatives that 
generate new 
evidence for 
enhancing 
teaching practice 
and learning 
 

Tuition $$s 
Overhead  

Tuition $$s 
Overhead  

Tuition $$s 
Overhead  
Seed money 
Internal/External  

Grants/Contracts 
Private/Public 



Teaching portfolios 
Philosophy of teaching and learning 
Goals 
Responsibilities, percentage of effort   
Synopsis of course/modules/presentations 
Examples of teaching-learning materials, innovation … 

 
 

Evidence 
Student learning  
 Characteristics and assessment of the learners 

Teaching effectiveness 
 Aggregate course evaluations 
 Aggregate teaching evaluations 
 Peer evaluations 
 Awards 

Dissemination 
 Publications, presentations … 

Funding 
Mentoring 

 

Showcasing your efforts 
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