
MENTORSHIP  PROGRAMME
Background  
Mentor is a loyal and trusted friend, an enlightened advisor, and a teacher. One who 

imparts wisdom, nurtures , sponsors , and in general cares for  someone else. A mentor is responsible for the guidance, academic, technical, and ethical development of a trainee. “If you intend to create yourself other than biologically and you want to find the future you academically, a researcher and service provider mentor and be a mentor”

Recipient of the mentor’s actions   is a trainee, an apprentice or mentoree / mentee. Mentors are characteristically, older than the trainee and more experienced than a mentoree. 

Historical note, the word “mentor” originated from the book The Odyssey. The character Odysseus had a close friend named Mentor who cared for his son for ten years while he traveled. Mentor, who was the goddess Athena in disguise, embodied male and female qualities such as being nurturing, supportive, protective, as well as aggressive, assertive, and risk taking. Mentor acted in the role of parent, teacher, friend, guide, and protector to Odysseus’s son.
The Mentoring process 
 Mentoring is a professional relationship in which an experienced person (the mentor) assists another (the mentoree) in developing specific skills and knowledge that will enhance the less-experienced person’s professional and personal growth.
Mentoring or Advising:  
The Process involved is   the distinguishing feature; an academic advisor and advisee are brought together because educational institutions usually mandate that students have faculty advisors. The relationships operate pragmatically, with the advisor providing guidance about courses, requirements, and other academic issues related to the satisfactory progress and completion of the educational program, i.e., getting a degree. There is little choice afforded to the participants when entering into this relationship.  This type of relationship may develop into a mentoring relationship, with the mentor engaging in mentoring however not all advisors are mentors.  This is a conscious choice to the emergence of a mentor-trainee relationship, and it’s a choice that both members are party to.

In pursuit of either a graduate degree or a postgraduate postdoctoral fellowship, the relationship is destined to take on the characteristics of a mentoring one.
Entering into a mentor-trainee relationship is to embark on an extended relationship that allows the mentor to provide advice built on a foundation of both professional and personal knowledge. Mentoring extends beyond the training phase of one’s professional development. Mentor-protégé relationships may continue through out the better part of a career, in science and in other professions. 
Career in mentoring at later professional stages depends on many of the basic principles and strategies that are employed in mentoring trainees at the predoctoral level.

Canons of scientific integrity; emanates from effective mentoring in graduate training programs. Mentors inform, instruct, and provide an example for their trainees. The educational transfer process may be obvious or subtle, effects are: trainees emerge from their program with an intellectual and ethical framework strongly shaped by their mentors.  Trainees often assume the traits and values of their mentors. 
Mentors as  stewards of scientific integrity;  A young faculty member who has just accepted his or her first trainee into the lab is not likely to have much formal education in the principles of mentoring and is very likely to have no experience at all. The direct experience of dealing with trainees improves mentoring skills. 
Caution:  be sure the skills and responsibilities of mentoring do not elude precise articulation and definition, because, as a human activity, there is great variation in the practice of mentoring trainees. There are many effective styles and, although common traits may be shared, there is no prescribed method.

Mentors in research 
Demonstrate and teach style and methodology in doing scientific research
During formal training, mentors share their talents for defining problems, asking questions, and selecting the means for solving problems and getting answers. This may be done in a very calculated way wherein a novice is guided through a problem with considerable assistance from the mentor. The later may convey their style and methods for problem solving by example, allowing trainees to observe the process.

What is learned may range from how the mentor formulates a hypothesis to how he or she keeps up with the literature and developments in the field. It is rare for the mentor not to make an impression in this setting, and the trainee usually assimilates some of the ways in which the mentor deals with the theoretical and practical aspects of doing research. These mentoring issues can remain in play throughout one's career, applying both to the young scientist doing postdoctoral training and to the seasoned faculty member doing a research sabbatical.
Mentor evaluates, critiques scientific research and convey to trainees "how things are going." Whether reviewing results in a data book; listening to a presentation, lecture, or seminar; or critiquing a manuscript or dissertation, the mentor can and should provide constructive criticism. Such activities give the mentor a chance to identify problems and propose remedies and to challenge the trainees to refine their research skills. In practical terms, these often allow the mentor to help improve the trainee's communication skills. These activities also continue throughout a career. For example, scientists may develop mentor-protégé relationships with colleagues who read and critique their proposals, manuscripts, or other writings.
Fostering the socialization of trainees

Mentors provide information to trainees about the workings of science.

This may involve familiarizing trainees with policies, guidelines, and regulations about the conduct of research. Normative standards pertaining to authorship, peer review, data sharing, and collaboration are things that trainees may hear about first from their mentors. Mentors make trainees aware of the ethical responsibilities of scientists and provide by example and instruction the tenets of responsible conduct in research. The trainees' entry into the profession involves learning appropriate behaviors, and mentors take an active role in this process.

Promotion of career path 
Mentors are advocates. They look out for the professional health and wellbeing of their trainees. Mentors can help with insight, information, and advice about career planning, help trainees understand and practice networking by encouraging them to communicate with other scientists and by introducing them to other scientists.
 Mentors help trainees develop and refine appropriate interpersonal skills like negotiation, mediation, persuasion, and poise. Later in a career, mentors may promote protégés by suggesting their names as speakers or conference organizers or by recommending them for service assignments that are part of good professional citizenship. Nominating trainees or protégés for awards can also be done to foster and enhance their careers.

Mentors perform different duties at different times

Primary duties of a mentor change over time, at any moment may involve different aspects of the relationship. 
Switching from the role of mentor-advisor to that of mentor-confidant or mentor-critic might occur over the span of a day. 
Being responsive to the changing demands of the mentor role requires critical attention and oversight.
Mentoring is a one-on-one activity.  Typically depicted as an intense relationship that demands continued personal and intellectual involvement on the parts of both mentor and trainee. 
Mentoring relationships work best in an atmosphere of mutual respect, trust, and compassion.
Mentoring is dynamic and complex. Attempting to simplify the scope of mentoring duties and responsibilities is misleading and counterproductive. 
Mentor role is not." not just a patron (resource advisor), not just a supervisor (one who oversees a dissertation), not just an institutional linkage between the student and the academic administration, and, finally, not just a role model.
Mentoring roles overlap and receive different emphasis depending on specific circumstances and the changing needs of the trainee.

Trainees depend on mentors

Pre-doctoral mentoring is the degree to which the trainee is dependent on the mentor 

dependence is grounded in finances, the mentor's grant provides stipend support and often tuition and fee payments.
Almost always in the biomedical sciences, the mentor's grant provides the resources that are critically needed for trainees to perform and complete their dissertation or research 

The mentor is usually directly or indirectly involved in providing or securing the resources for trainees to attend meetings or workshops that are important to their graduate training experience. 
Trainees are critically dependent on their mentors for a position when they finish their programs. Such positions might entail postdoctoral training or employment in universities, industry, or government. Such dependence on the mentor's evaluation continues well into the trainee's career; for example, applying for a position beyond a postdoctoral training experience usually means that the pre-doctoral mentor provides a letter of recommendation.

A graduate trainee is profoundly dependent on his or her mentor and this at times may lead to trainee being vulnerable to abuses of power.  Such abuse would seem antithetical to the basic premise of mentoring, trainees do fall victim to such circumstances.
Abuses of power can take the form of acts of commission as well as acts of neglect.

The trainee usually finds himself or herself in a difficult position when such situations arise. The very person who should be available to solve the problem at hand turns out to be at the heart of the problem.  Nonetheless, the mentor should be directly approached if such problems are perceived by the trainee. Communication between mentor and trainee can be an effective way to resolve the situation. 
The mentor-trainee relationship is an exclusive one

Students’ programs usually mandate that each trainee be guided by an advisory committee; the mentor usually chairs the committee and is the trainee's principal advocate in this forum. The exclusive and intense nature of the mentor-trainee association in science is underscored by the usual longevity of such relationships.  Mentoring in graduate biomedical research usually marks the beginning of a relationship that significantly outlives the time spent in formal training.

Trainees often continue to rely on their graduate mentors for advice and counsel as they progress through the beginning stages of their professional careers. 
Often viewed in the light of the performance of their former trainees and this association can extend the mentor's responsibilities indefinitely. Evidence of the mentoring relationship can be found even after the death of the mentor.

Staying aware of the academic status, intellectual development, and practical research progress of a trainee requires regular oversight, information exchange, and frequent and regular interpersonal communication.

Critical issue: is the size of the research group, the number of people in a research group increases; there is less time to conduct a proper and effective mentor-trainee relationship.
Mentors need to face up to this reality as they weigh commitment, take on additional responsibilities, and develop their research training programs. There is a point of diminishing returns in the number of trainees who can be effectively mentored. When that threshold is crossed, the ability to responsibly guide trainees is compromised and the viability of the training experience is put in jeopardy. 
Poorly mentored trainees can unknowingly cut corners, make mistakes, or not recognize errors. Over time, such behavior can come back to haunt the mentors by jeopardizing the credibility of their research programs.  Neglect of mentoring responsibilities and duties can harm both mentors and trainees.

At times, members of the graduate advisory committee or even other faculty may assume transient mentoring roles. For example, a trainee in biochemistry may need to produce antibodies against a protein she has isolated. To achieve this goal, she may be scientifically mentored by an immunologist who is a member of her advisory committee. Mentoring activities in this case might involve instruction and advice regarding compliance with regulations concerning the use of animals in research, the handling of animals in the called-for experiments, and relevant immunological methods needed to do the work. 
Mentor-trainee relationship requires trust:  Certain fundamental characteristics must be evident in the actions of both the mentor and the trainee. Personal respect is absolutely necessary on both sides of the mentoring relationship. Mutual trust is another essential ingredient of a successful mentoring relationship. Throughout the relationship, trainees must trust their mentor's advice and actions that bear on their training programs. Most students at the early stages of their programs depend strongly, if not exclusively, on their mentor's knowledge and expertise in helping them select a viable dissertation research project. A mentor who has developed a reputation for recommending changes in a trainee's dissertation project at the least sign of failure may have difficulty attracting and keeping students in the lab. Such actions tend to lessen confidence and undermine trust in the mentor's scientific decision-making style. Mentors, for their part, must cultivate a trust in the caliber of work performed by the trainee over the course of the dissertation research project. In an active mentoring relationship, the mentor is able to gauge a trainee's performance by three principal means: 
(i) direct laboratory observation,
(ii) viewing the trainee's raw and analyzed research data,

(iii)  Listening to trainees present their ideas and data in both informal and formal settings. 
Over time, the mentor develops a degree of confidence in the trainee's operating style based on these observations. Direct laboratory observation is usually a significant component in the early stages of training but may wane or even disappear as the trainee progresses and matures. Data observation and related discussion take place throughout the course of graduate training. This activity should be characterized by regular face-to: face meetings, with data books and other relevant materials at hand. The mentor should observe trainees as they give seminars, write research reports, or lead journal clubs. This activity, which should persist throughout the training experience, serves two functions:
(i) It allows for continuing assessment of student progress in scientific thinking and analysis, and 
(ii) It provides an excellent forum for the mentor to critique the scientific communication skills of the trainee.

Free and open communication flows from an atmosphere of mutual respect and trust in a successful mentor-trainee relationship. Good mentors are critical and demanding of their trainees and these characteristics should be explicit in all forms of communication with the trainee. When combined with compassionate personal support and enthusiasm for the work, trainees are likely to recognize helpful criticism and guidance and not confuse these messages with displeasure, hostility, or intimidation.

Such an interchange, in turn, cultivates a collegial relationship between the participants as together they share and analyze information, critique each other's ideas, and solve problems with each other's help. Attribution of credit and recognition of accomplishments should be clearly articulated.

Taken together, these activities are the important first steps in the broad based socialization of a young scientist. Indeed, such mentoring activities set the stage for a career in science and continue throughout the scientist's career in different contexts and to different degrees.
Selection of a Mentor

There are both subjective and objective criteria that may assist graduate trainees in selecting a mentor.  Active publication record in high-quality, peer-reviewed journals

(Consider using Science Citation Index to determine the frequency of citation of selected papers). 
· Extramural financial support base: competitiveness and continuity of support

· National recognition: meeting and seminar invitations, invited presentations,

Consultantships
· Rank, tenure status, and proximity to retirement age. 
· Prior training record: time it takes trainees to complete a degree, number of trainees, and enthusiasm for previous trainees accomplishments. 
· Current positions of recent graduates. 
· Recognition for student accomplishments (e.g., co-authorship practices)

· Organizational structure of the laboratory and direct observation of the laboratory in operation

In the past several years, electronic communication has greatly facilitated the collection and evaluation of information about potential mentors. The Internet has dramatically lessened the need to seek information in curricula vitae and departmental reports. 

Selection of a mentor is usually based on three principal activities.
 First is education; trainees can read research descriptions in advertisements as well as published works of the prospective mentor to determine if his or her interests coincide with their graduate training goals. 

Second important activity in mentor selection is interpersonal interaction, both with the potential mentor and with members, including trainees, of his or her research group. It is in the best interest of the potential mentor and the trainee to meet on several occasions and to thoroughly discuss the practical issues of dissertation research possibilities and the logistics of selection of a project.

It is also appropriate to discuss issues such as mentoring style (supervision, general expectations, and goal setting) and other personal and academic issues related to graduate training. Candid discussion at this point not only provides the basis for an intelligent decision on the part of both the prospective mentor and the trainee, but it also sets the stage for the free and opens communication that must support the trainee-mentor relationship during formal academic training and dissertation research. Talking with lab members about their view of the training environment provides a valuable perspective for the trainee seeking a mentor. The training climate, enthusiasm of other trainees, and corroborative information on the mentoring style of the laboratory head can make the trainee more comfortable with the prospect of selecting this person as a mentor or can raise more questions that will need to be answered by the prospective mentor.
Third useful activity in the mentor selection process stems from the existence of so-called lab rotation programs now found in many graduate biomedical science departments.

Such programs typically have the first-year graduate student doing a specific research project (or learning specialized methodology) over the course of a few weeks. These programs provide a firsthand view of the operation of the lab and its personnel dynamics, including mentor-trainee relationships. For many entering graduate students, this encounter is often their first exposure to the day-to-day workings of a research environment.

This exposure allows prospective trainees to directly assess the climate they will encounter in their training experience. Does the mentor provide much direct supervision, or are technological skills and data analysis and interpretation relegated to another senior lab member? Has the training environment changed much over time in the experience of the current trainees?

Have the methods of training used by the mentor been successful over time.
The rotation system also allows the mentor to view the prospective trainee at the research bench and thus to acquire useful, albeit brief and casual, impressions of the trainee's potential.

Selection of a mentor requires both formal and informal activities coupled with thoughtful analyses on the part of both mentor and advisee. However, even the most thoughtful decisions, based on the careful collection of facts and data, can result in mentor-trainee relationships that do not work. Conflicting personal styles that emerge overtime, disenchantment with a general area of research, and evolving changes in aspects of mentoring responsibilities or discharge of duties all can cause a mentor-trainee relationship to degenerate. When this happens, resolution at an early stage is the best course of action for all involved. Candid mentor-trainee discussion of problems may need to be augmented by third-party mediators (e.g., departmental chairs or graduate program directors). Intractable problems should be recognized and accepted; switching mentors in a pre doctoral training program can and should be implemented to solve such problems. Prolonging problems by failing to face up to them often creates tension in the training environment and unnecessarily lengthens the duration of the training program for the trainee.

Mentoring Guidelines

Guidance on mentoring in research training exists in various forms.

Frequently, institutional policies on academic standards or on responsible conduct of research include mentoring. Examples of such policy statements may be found by searching institutional websites. The results of a study that examined standards-of-conduct documents at U.S. medical schools have provided an informative overview of responsibilities and expectations of the mentor-trainee relationship in graduate education.

Some institutions have prepared position papers or have published mentoring "handbooks." The following is a distillation of mentoring guidance from all of the above sources. Categories of information are not presented in any order of priority, nor is any relative importance implied based on, for example, the number of times a particular item turns up in these documents. Instead, this summary is meant to fully describe the content of these documents in order to provide the broadest possible perspective.

Assignment of a mentor

Specific assignment of trainees to faculty mentors must be made, with responsibility for the trainee residing unambiguously with the faculty member.

Mentoring relationships in training begin with the assignment of a temporary advisor and continue throughout the training program with the selection of a dissertation advisor, who becomes the trainee's primary mentor. The duties of the temporary advisor and the permanent advisor should be clearly articulated.

Mentor-trainee relationship
The relationship should be characterized by professional courtesy and trust. Creating and fostering an environment of collegiality are mandated: both mentor and trainee need to properly recognize and acknowledge their respective contributions. Mentors should always keep the trainees' best interest in mind. Some guidelines say or imply that the individual interests of trainees should take precedence over those that further the research group or the mentor. The mentor should provide enough time for the trainee. Mentors should place value on diversity and dealing with mentoring issues attendant to diversity. Mentors are cautioned against conflicts of interest that may interfere with their duties (e.g., familial or personal relationships).

One specific admonition raised in this context is that projects in which the mentor has a monetary stake or other compelling interest are not acceptable training experiences. Occasionally, guidelines mention that avenues for problem solving related to the relationship should be available and that trainees should be aware of them and not reluctant to use them.

Mentor-trainee ratio

The ratio of mentor to trainees in a laboratory group should be small enough to foster scientific interchange and to afford supervision of the research activities throughout the training program. Few would argue with the assertion that, at some point, the size of a laboratory research group curtails and may even preclude responsible and effective mentoring. However, defining that point is difficult, because it depends on such factors as the type of trainee ,entry level or advanced, the nature of the work being performed, the overall time commitments of the mentor, and the mentor's management skills. Active mentoring of more than 10 to 12 trainees is not possible.

Larger groups must have a secondary mentoring network in place, wherein senior members of the lab also serve as mentors. Such an infrastructure may enable the laboratory head to delegate mentoring duties, but this practice can be argued against on the grounds that such systems are not in keeping with some mentoring guidelines. Specifically, mentoring is predicated on mentor-trainee interchange and, as such, does not afford the latitude for delegation of such responsibility.

The mentor's supervisory role

The mentor should have a direct role in supervising the designing of experiments and all activities related to data collection, analysis and interpretation, and storage. The emphasis is on close supervision of the trainee's progress, highlighted by personal interaction. In some guidelines, this is stressed especially for trainees in the early stages of their programs. Some of the standards-of-conduct documents underscore the importance of direct, active supervision by providing a contrasting statement: mentors who limit their roles to the editing of manuscripts do not provide adequate supervision.

Communication

Collegial discussion among mentors and trainees should pervade the relationship, and this should be highlighted by regular group meetings that contribute to the scientific efforts of the group and, at the same time, expose trainees to informal peer review. The definition of "regular" is usually not provided, although in at least one instance once a month was suggested.

Group meetings should be augmented by mentor-trainee meetings that are held regularly and privately. Individual attention provides the mentor and the trainee with a unique opportunity for uninhibited communication, critical analysis, and problem solving on matters that may be unique to the trainee or the specific project. Some guidelines noted that a mentor needs to communicate a clear map of expectations leading to a trainee's academic goals.

The mentor is responsible for providing trainees with all relevant rules, regulations, and guidelines that may apply to the conduct of research (e.g., responsible conduct of research, human- and animal-use documents, radioactive and hazardous substance-use documents, and others). The mentor has a responsibility for oversight and enforcement in this area, too.

Trainees must comply with rules and regulations as observed directly or monitored indirectly by the mentor. The breach of any established policy will come to rest with the mentor as the individual with overall responsibility for the laboratory group.

In addition to the mentor's role in ensuring that trainees are aware of and understand relevant material, some guidelines mention that mentors should be role models in conducting their research according to these policies, rules, and regulations.

Some responsible-conduct guidelines have included personal assessment issues that fall in the category of mentoring responsibilities. These include the formulation of realistic expectations for the trainee's performance, which should be made explicitly known to the trainee. The mentor has an obligation to provide a realistic appraisal of a trainee's performance. Some guidelines say that the mentor should be alert to behavioral changes in trainees that might indicate problems such as stress or even substance abuse. The mentor must be prepared to provide more careful supervision and guidance in these cases. Another document emphasizes that the research laboratory experience should be at all times a learning experience, engendering appreciation of proper methods and conduct and appropriate ethical consideration of all those touched by the research. The document stipulates the duty of a mentor to provide a meaningful training experience for the trainee.

Career counseling

Institutional guidelines occasionally contain recommendations about the mentor's role in promoting the careers of his or her trainees. These span such things as writing candid letters of recommendation and assisting trainees in job placement. Mentors should encourage trainees to view job prospects realistically.

Responsibilities of trainees

Trainees should act in a mature and ethical manner and be mindful of the mentor's time constraints and professional demands. They should be proactive in their training and education, taking the initiative in seeking information, maintaining open lines of communication with the mentor, and in general helping navigate the direction of their training.

Trainees are encouraged to devote appropriate time and energies to achieving academic excellence. Trainees also should recognize the responsibilities of their mentors in monitoring the integrity of the trainee's research.
Pre-doctoral trainees. 

Those new to mentoring often rely on the departmental or graduate program guidelines to help them formulate the expectations of the trainee. Seasoned mentors can benefit from using such documents as well. The language in these documents can be translated into easily understandable goals. "When wedded to a time frame, the guidelines create a perspective that affords clear milestones for evaluation by the mentor, while at the same time providing motivation for the trainee. Although this aspect of mentoring is general and rather pragmatic, it provides the foundation for communication and correctly transmits, from an early point, the active involvement of the mentor in the training process. The International Union of Immunological Societies

(IUIS) has recognized a need for uniform standards in graduate training in immunology. A proposal describing such guidelines serves as a useful model for discussion. This and similar documents can help guide the articulation of expectations and standards, which, in turn, can be made clear to trainees. Ultimately, this process greatly assists the mentor, especially during the early evaluative steps of a training program.

Although the timing of achievement of specific outcomes may vary according to experience and individual preference, the general standards of a given program might parallel those recommended by the IUIS report.

These standards are presented and briefly annotated here to provide useful examples.

· The candidate should demonstrate a general knowledge of basic immunology

· This means understanding experimental methods in a way that fosters appreciation of basic concepts rather than simple acceptance of conclusions reached by others. It also means reading and comprehending the primary and secondary scientific literature in the discipline.

· In the IUIS report, specific examples of appropriate journals are listed. Mentors and graduate advisory committees should likewise offer guidance in journal reading to the new trainee. The candidate's level of understanding can be evaluated by direct observation of the mentor and by performance in courses and comprehensive examinations.
· The candidate should be familiar with the immunology literature and be able to acquire a working background knowledge of any area related to immunology

· The ability to read critically and to use such information to ask further questions and propose relevant research problems is essential. Active journal clubs (where students present and discuss the primary literature), seminars, and the writing of research proposals and research papers all provide good indicators of students' appreciation and comprehension of the literature.

· The candidate should possess technical skill

· Through course work or independent training and study, the student must display the ability to master techniques needed to conduct the assigned dissertation research project. Evaluation in courses and direct observation of laboratory techniques and resulting data are needed to assess performance.

· The candidate should ask meaningful questions

· Subjective evaluation by the mentor, together with reviewing the student's critical evaluation of the literature as a component of seminar presentations and writings, provides an indication of performance and points out that "acquisition of the ability to formulate meaningful questions is a major step in the candidate's transition from a passive to an active role in research."

· The candidate should demonstrate oral and written communication skills

· Seminar and journal club presentations are expected; regular participation may be specifically defined. Verbal communication skills are best honed through regular practice. Informal or, if appropriate, formal evaluation of performance should be provided by the mentor, graduate advisory committee, and other faculty. Comments and guidance should be constructive, candid, and provided at every opportunity.

· Writing skills are also improved through practice, and informal peer review involving mentors, faculty, and scientific colleagues is essential.

· The candidate should demonstrate skill in designing experimental protocols and in conducting productive independent research

· These skills are evaluated by the mentor on a frequent basis and by the student's graduate advisory committee on a periodic basis.

· With time, evidence of progress in this area becomes apparent to the mentor; less description and detail are needed to launch the student into specific aspects of the project.

· The candidates and supervisor should adhere to the ethical rules accepted by the scientific community

This point embraces the expectation that the mentor-trainee relationship is the principal vehicle for the scientific and professional socialization of the trainee. It further expects that students will have available to them appropriate relevant training opportunities (e.g., good laboratory practice, appropriate use of animals and human subjects). In summary, careful articulation of expectations is essential to pre-doctoral graduate training. Clear expectations provide a perspective for the trainee and can motivate her or him. Equally important, they help mentors carry out their duties by holding students to explicit, recognized standards that can be easily communicated, readily monitored, and reasonably enforced.

Clear expectations are a special help to inexperienced mentors by providing them with specific parameters for guidance and evaluation.

They can and should be worded in general terms, taking into account the variances of differing programs and disciplines while at the same time not inhibiting the creative processes that underlie graduate dissertation research.

Postdoctoral trainees. 
Promotion and development of an individual’s development plan (IDP).   The IDP is a written document that is crafted by the postdoctoral fellow and his or her mentor. This is a flexible document and its content is modified as the goals and needs of the fellow change during the training period. The IDP contains both professional development needs and career objectives for postdoctoral fellows. By its very nature, the crafting and use of the IDP promote communication between mentor and trainee. The creation of the IDP is meant to follow a series of steps described on the website (http://www.faseb.org/opar/ppp/educ/\ridp.html). (IDP) to aid in the training of postdoctoral fellows.  It describes a plan for action and forms the basis for periodic evaluation.   
A mentor’s functions

· Teaches the mentoree about a specific issue  

· Coaches the mentoree on a particular skill  

· Facilitates the mentoree’s growth by sharing resources and networks

· Challenges the mentoree to move beyond his or her comfort zone   

· Creates a safe learning environment for taking risks

· Focuses on the mentoree’s total development

Mentoring characteristics: 

· Takes place outside of a line lecturer –student relationship, at the mutual consent of a mentor and the student.

· Is career-focused or focuses on professional development.

·  Relationship is personal - a mentor provides both professional and personal support

· Relationship may be initiated by a mentor or created through a match initiated by the establishment.  

· Relationship may last for a specific period of time (nine months to a year) in a formal program, at which point the pair may continue in an informal mentoring relationship

Mentoring is a more complex relationship and focuses on both short- and long-term professional development goals.  Mentoring is for both employees and students development.

A mentor may be a peer however often a mentor is a person at least one level higher in the organization who is not within the mentoree’s direct supervisory line of management.

Institutional employees’ development  

Implementation of mentoring programs for the employees  
Interest in mentoring vary over time and is affected by the institutional core objectives. In addition, the organizations recognize that workforce demographics have changed dramatically in recent years, as women and members of different groups have joined the workforce in greater numbers. Technology also affects delivery of services and on-the-job performance, altering the way people see themselves within the corporate structure.

Organizations find today’s employees exhibit a more flexible approach to work. Employees may feel less loyal to the organizations for which they work.
Organizations now look to mentoring to implement   strategic plans that includes: Recruitment, Retention, Professional development and development of a multicultural workforce

Types of mentoring 
Informal mentoring occurs all the time and is a powerful experience. The problem is that informal mentoring is often accessible only to a few employees and its benefits are limited only to those few who participate. Formal or structured mentoring takes mentoring to the next level and expands its usefulness and corporate value beyond that of a single mentor-mentoree pairing. 


Informal and formal mentoring 

Informal mentoring:  

Goals of the relationship are not specified

Outcomes are not measured

Access is limited and may be exclusive

Mentors and mentorees self-select on the basis of personal chemistry

Mentoring lasts a long time; sometimes a lifetime

The organization benefits indirectly, as the focus is exclusively on the mentoree

Formal mentoring: 

· Goals are established from the beginning by the organization and the employee mentoree.
· Outcomes are measured.
· Access is open to all who meet program criteria.
· Mentors and mentorees are paired based on compatibility.
· Training and support in mentoring is provided.
· Organization and employee both benefit directly from mentorships. 

Organizations need a structured mentoring program 
Many managers demonstrate mentoring behavior on an informal basis, it is very different from having a structured mentoring program. There is a qualitative difference between a manager-employee relationship and a mentor-mentoree relationship.

Managerial Role

The manager-employee relationship focuses on achieving the objectives of the department and the institution. The manager assigns tasks, evaluates the outcome, conducts performance reviews, and makes recommendations.

Mentoring Role

A mentor-mentoree relationship focuses on developing the mentoree professionally and personally. As such, the mentor does not evaluate the mentoree with respect to his or her current job, does not conduct performance reviews of the mentoree, and does not provide input about salary increases and promotions. This creates a safe learning environment, where the mentoree feels free to discuss issues openly and honestly, without worrying about negative consequences on the job.

The roles of manager and mentor are fundamentally different. That is why structured mentoring programs never pair mentors with their direct reports.

Benefits of mentoring
Mentoring benefits the organization, mentors and mentorees. A successful mentoring program benefits your organization by: 

· Enhancing strategic initiatives

· Encouraging retention

· Reducing turnover costs

· Improving productivity

· Breaking down the "silo" mentality that hinders cooperation among company departments or divisions.

· Elevating knowledge transfer from just getting information and to retaining the practical experience and wisdom gained from long-term employees.

· Enhancing professional development.

· Linking employees with valuable knowledge and information to other employees in need of such information

· Using your own employees, instead of outside consultants, as internal experts for professional development

· Supporting the creation of a multicultural workforce by creating relationships among diverse employees and allowing equal access to mentoring.

· Creating a mentoring culture, which continuously promotes individual employee growth and development?
Mentors’ benefits

Gains insights from the mentoree’s background and history that can be used in the mentor’s professional and personal development. 

· Gains satisfaction in sharing expertise with others.

· Re-energizes the mentor’s career.

· Gains an ally in promoting the organization’s well-being.

· Learns more about other areas within the organization.

Mentorees’ benefits 
· Gains from the mentor’s expertise

· Receives critical feedback in key areas, such as communications, interpersonal relationships, technical abilities, change management and leadership skills

· Develops a sharper focus on what is needed to grow professionally within the organization

· Learns specific skills and knowledge that are relevant to personal goals

· Networks with a more influential employee

· Gains knowledge about the organization’s culture and unspoken rules that can be critical for success; as a result, adapts more quickly to the organization’s culture

· Has a friendly ear with which to share frustrations as well as successes.

Creating a mentoring program 
The Mentoring Program Manager forms a task force of 6-8 people. Members of the task force should represent a cross-section of the organization, including potential mentors and mentorees, supervisory personnel and any stakeholders who can bring value to the process. 
The task force:  

· Determines the goals of the program

· Chooses the proper mentoring model

· Selects criteria for mentors and mentorees

· Defines other critical components of the program

· Interviews potential candidates

· Matches participants

· Evaluates results at the end of the pilot program

Mentoring models 
Mentoring can be adapted to any organization’s culture and resources. There are several mentoring models to choose from when developing a mentoring program, including:

· One-On-One Mentoring
The most common mentoring model, one-on-one mentoring matches one mentor with one mentoree. Most people prefer this model because it allows both mentor and mentoree to develop a personal relationship and provides individual support for the mentoree. Availability of mentors is the only limitation.

· Resource-Based Mentoring
Resource-based mentoring offers some of the same features as one-on-one mentoring. The main difference is that mentors and mentorees are not interviewed and matched by a Mentoring Program Manager. Instead, mentors agree to add their names to a list of available mentors from which a mentoree can choose. It is up to the mentoree to initiate the process by asking one of the volunteer mentors for assistance. This model typically has limited support within the organization and may result in mismatched mentor-mentoree pairing.

· Group Mentoring
Group mentoring requires a mentor to work with 4-6 mentorees at one time. The group meets once or twice a month to discuss various topics. Combining senior and peer mentoring, the mentor and the peers’ help one another learn and develop appropriate skills and knowledge. 

Group mentoring is limited by the difficulty of regularly scheduling meetings for the entire group. It also lacks the personal relationship that most people prefer in mentoring. For this reason, it is often combined with the one-on-one model. For example, some organizations provide each mentoree with a specific mentor. In addition, the organization offers periodic meetings in which a senior executive meets with all of the mentors and mentorees, who then share their knowledge and expertise.

· Training-Based Mentoring
This model is tied directly to a training program. A mentor is assigned to a mentoree to help that person develop the specific skills being taught in the program. Training-based mentoring is limited, because it focuses on the subject at hand and doesn’t help the mentoree develop a broader skill set.

· Executive Mentoring
This top-down model may be the most effective way to create a mentoring culture and cultivate skills and knowledge throughout an organization. It is also an effective succession-planning tool, because it prevents the knowledge "brain drain" that would otherwise take place when senior management retires. For further information.


Importance of having diversity in mentoring 


Mentoring can be of great value to women and people of different socioeconomic backgrounds. These are the employees who have often been disenfranchised within organizations and have not been “chosen” by informal mentors.   
By including the broadest spectrum of people, mentoring offers everyone the opportunity to grow professionally and personally without regard to gender or social background. A successful mentoring program needs to balance the need for inclusion with the need for fair representation.

Diversity is equally important when choosing mentors within organizations. Because many mentoring programs are geared to management levels, today’s mentor population still tends to be made up of senior employees.
As organizations seek to devise mentoring programs, using the resource-based or group-based models, tied to the one-on-one mentoring model, can help diversify the mentor population.

For example, one of the mentoring goals might be to learn how to navigate effectively through the organization’s culture. Using the group model, an organization might have a panel of diverse employees meeting with the entire mentor-mentee population to share how they have successfully navigated that culture. However creating a structured mentoring program requires a solid understanding of mentoring dynamics.

Lecturer as mentor

The role of a mentor varies, depending upon the level of commitment established by both the mentor and mentee.  Types of mentoring relationships include:

· Teacher, trainer, coach

· Positive role model

· Developer of talent

· Opener of doors Protector Sponsor

· Successful leader
A mentoring relationship can be established based on just one of these areas or a mentor can serve in all of these functions.  Typically, a mentoring relationship is developed between someone who is new to the profession and a more experienced person in the field.  However, mentoring relationships can involve someone who has been in the field for a while, but is changing career paths and is looking for guidance and support.  It can also be someone who is just looking for support and direction.

The role of a mentor 
Mentors can serve in a variety of roles, again, depending on the level of commitment in the relationship.  Since the mentee has chosen to find a mentor, this person is most likely looking for a role model, a leader to look up to who has what he/she wants.  Mentors can convey their aspirations and goals and share with the mentee the knowledge, skills, and attitudes (competencies) necessary to get where he/she is.  In turn, the mentor can assist the mentee in assessing his/her strengths and weaknesses and determine which competencies need to be developed.

A mentor can also help the mentee with developing a network by providing guidance of where to go to develop a professional network such as chapter or division activities and, if the mentor feels comfortable, introduce the mentee to those in the mentor’s network.

Other roles that a mentor can play are to provide emotional support and suggest ways that the mentee can become more involved in the profession.

The characteristics of a mentor
The most important characteristic of a potential mentor is the motivation to serve as mentor.

Though the level of mentorship is up for negotiation, mentors must be willing to invest the necessary time and energy.  Mentors should have the skills to assist others in a positive, constructive way.  This includes excellent communication skills, especially the ability to be an active listener and to provide feedback in an effective manner.  Mentors should also have an active network of professional contacts.
The characteristics of a potential mentee
There are some qualities that mentors should look for in a potential mentee to have the most effective relationship possible.  Mentees should exhibit the potential for leadership.  In addition, they should be open to feedback and advice.  Mentees should also exhibit the commitment to advancing him/herself and the profession.  
Steps of developing a Mentoring Relationship

There are several stages which mentoring relationships typically go through, though the sequence and pace may vary:
Exploration                -Assessment

-Finding out about each other

-Is there a match?  Comfort level, personal and/or professional interests, personality, etc.

Negotiation
   -What do you and I want from this?  What’s important to you?  Me?

                          -Establishing expectations; what are the “givens” and negotiable...roles?
                           -Good feeling and comfort with relationship begins

Affirmation   -Investment in the relationship begins

-Risk taking; willing to be taught as well as teach

-Continue to define and redefine relationship
-Having a reciprocal relationship
-Upholding responsibilities of the relationship
-Over long term, relationship may be viewed more as a friendship than a

“Mentorship”


Termination -Done, hopefully by mutual consent

-One’s commitment to program is over

Option             -Some participants continue the relationship
-Being thankful of the relationship and the foundation from which to move on

-Student may now feel able to assume a mentor role with another individual

If a potential mentor and mentee agree to the mentoring relationship during the Exploration stage, the parameters of the relationship must be established during the next stage, Negotiation.

Being clear about the parameters of the relationship is vital in order for the mentoring relationship to work.  One tidbit of advice is for the mentor and mentee to reevaluate their ability to participate on a monthly basis once the relationship is in full swing.  Many of us have good intentions, but when it comes down to it, our busy schedules may preclude us from sticking to our commitments.
Setting up a mentorship program
Steps

Educate members: 
Solicit volunteers

Have potential mentors and mentees complete a profile.
Match up mentors and mentees.
Contact mentors and mentees.  
Follow up.  In order for continuously improving the program, it is recommended that there be the mentor and mentee evaluating the effectiveness of the mentoring program.  

MENTORSHIP PROGRAM
Mentee Profile 

Name…………………………………………………………………………

Tile……………………………………………………………………………

Organization…………………………………………………………………

Address………………………………………………………………………

Phone………………………………………… 

Fax……………………………………….

Email…………………………………………………………………………

Preferred area of expertise of mentor

Subject area…………………………………………………………………

Preferred background of mentor

State…………………………………………………………………………

Preferred gender of mentor:

Male…….

Female ………………   No preference……………….
What would you like to get out of a mentoring relationship?
………………………………………………………………………………

………………………………………………………………………………

How much time are you expecting a mentor to commit to working with you?

………………………………………………………………………………

…………………………………………………………………………………

What is your preferred manner in which to communicate with your mentor?

…………………………………………………………………………………

…………………………………………………………………………………

What are the personal qualities you are looking for in a mentor?

…………………………………………………………………………………

MENTORSHIP PROGRAM

Mentor Profile

Name…………………………………………………………………………

Tile…………………………………………………………………………

Organization…………………………………………………………………

Address………………………………………………………………………

Phone………………………………………… 

Fax……………………………………….

Email…………………………………………………………………………


Area of expertise of mentor

Subject area ………………………………………………………………..

Gender:

Male…………    Female …………    No preference ……………………

Please describe why you want to serve as a mentor.

………………………………………………………………………………

………………………………………………………………………………

How much time are you willing to commit to your relationship?

…………………………………………………………………………………

…………………………………………………………………………………

What is your preference manner in which to communicate with your mentee?

…………………………………………………………………………………

…………………………………………………………………………………

What are the personal qualities you are looking for in a mentee?

………………………………………………………………………………

………………………………………………………………………………

MENTORING BIBLIOGRAPHY 
Echavarria, T. and others.  "Encouraging Research through Electronic Mentoring: A Case 

Study [ACRL project to create mentor relationships through E-mail]."  College and Research Libraries, v56 no. 4, p. 352-61, July 1995.
Field, Judith J.  “The Information Interview.” InfoManage, 5(4) March 1997: 1-5.
Fisher, B.  Mentoring.  Library Association, 1994.
Hardesty, L.L.  "College Library Mentor Program [ACRL College Libraries Section library director mentor program]." College and Research Libraries News, v55 no. 1, p. 7, January 1994.

Hernandez, M.N.  "Mentoring, Networking, and Supervision: Parallelogram, Vortex, or Merging Point?"  Reference Librarian, no45-46, p. 15-22, 1994.
Jeruchim, J. and Pat Shapiro. Women, Mentors, and Success. New York: Fawcett Columbine, 1992.
Maack, M.N. and Passet, J.E. Aspirations and Mentoring in an Academic Environment; Women Faculty in Library and Information Science. Greenwood Press, 1994.
Maack, M.N.  "Women as Visionaries, Mentors, and Agents of Change." (In Grotzinger, L.A. and others. Women's Work. University of Illinois at Urbana-Champaign, Graduate School of Lib. & Info. Sci., 1995.)
Massey, T. "Mentoring:  A Means to Learning [for support staff]."  Journal of Education for Library and Information Science, v36, p. 52-4, Winter 1995.
Pollack, M. and others.  Recruiting for the Library Profession:  A Mentoring/Intern Process; a Project
Description and Handbook.  American Library Association, 1992.
Career Strategies:  The Power of Mentoring. An SLA Information Kit. Washington, DC: Special
Libraries Association, 1990.
Tolson, Stephanie D.  “Mentoring Up the Ladder.” Information Outlook, 2(6) June 1998: 37-38.
Van Fleet, C.J.  "Advising and Mentoring:  Complementary and Essential Roles." (In A Service
Profession, a Service Commitment. Scarecrow Press, 1992.
Wordsworth, A.  "MLS Students Find Internet the Virtual Link to Mentors." Wilson 
Library Bulletin, v69, p. 16, April 1995  
1

