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1. INTRODUCTION

Welcome to the faculty mentoring program at the Faculty of Medicine, University

of Ottawa. The purpose of this program is to assist and encourage junior faculty



members to develop successful personal and professional careers in academic

medicine.

In 1993 the report of the Task Force on Gender Issues at the University of
Ottawa (chaired by Dr. Y. Lefebvre) recommended the establishment of
mentoring systems for junior faculty. The mentoring program for junior women
faculty has been in place since 1995. A survey of this program was conducted in
1996 and 1998, and changes implemented in order to better meet the needs of
our faculty. Although this work was initiated by the Advisory Committee on
Gender and Equity Issues, the Handbook is written and intended for all Faculty

members.

A mentor is an individual who takes an interest in the professional development
of a junior colleague, and provides a source of guidance and support. The key
ingredient to a successful mentoring relationship is a genuine commitment from
both parties. This handbook provides information on mentoring and suggestions
for how to structure your mentoring time. While there are a number of guidelines
included, we encourage flexibility in the program. Ultimately, there are no "rules"
on how to mentor or be mentored: whatever works for both of you is fine. Feel
free to use any information that you find to be helpful, and do not hesitate to

contact us if you have questions about the program.

Rose Goldstein, MD, CM, FRCPC Chair, University of Ottawa, Faculty of Medicine
Advisory Committee on Gender and Equity Issues. Co-Chair, Women Faculty Mentoring
Program, Faculty of Medicine, University of Ottawa Tel: 562-5800, ext 8263 Fax: 562-
5457 E-Mail: rgoldstein@ottawahospital .on.co

2. MENTORING: BASIC CONCEPTS
How to Mentor

A mentor has the unique opportunity and privilege to encourage the professional
and personal development of a junior faculty member. When we have
approached individuals to become mentors, a frequent comment is: "l don't know

how to be a mentor... | need one myself!", or "I have made so many mistakes,



how could | serve as a mentor?" or "l am sure you could find someone
better/wiser/more perfect...". In fact, having gone through the process of being a
faculty member, with its inherent challenges and difficulties, and the experience
you have gained along the way makes you well-equipped to be a mentor. The
only real "requirement" is a genuine interest and willingness to help guide

another individual.

The mentoring relationship is characterized by mutual trust and respect. The most
effective mentors are attentive and effectively communicate caring and interest.

" | do not need to establish a lasting, time-consuming personal relationship ... what |
must do isto be totally and nonsel ectively present.. to each student, as he or she
addresses me ... the time interval may be brief, but the encounter istotal. "' (Selenky)

A. The Myth of the Perfect Mentor

The word "mentor" conjures up images of a single remarkable individual with
whom there is an intense, longstanding, and meaningful relationship. In reality,
few of us have a single influential person to fill this role. While access to such an
individual appears to be ideal, it may not be necessary in order to be "mentored”.
There can be encounters with any number of individuals that are brief, yet
meaningful, and enable you to move forward. In other words, mentoring does not

have to come from one individual,.

The idea of aspiring to become the "perfect" person, doctor, scientist, or mentor
is not realistic or reasonable. None of us is, or needs to be "Perfect" in order to
be an effective and valuable role model. It is important for junior faculty to see
and appreciate that we all make mistakes, encounter difficulties, have
uncertainties, and nevertheless can overcome these and thrive.

The mentor need not be all knowing in all areas. Your role is to function as a
facilitator and to direct your mentee* to the source that can provide the needed
assistance. For example, if help is needed with grant writing, you may refer
apppropriately to other faculty (unless this area is a specific forte for you). This

introduces the concept of primary and secondary mentors: you function as the



primary mentor; your mentee has available to him or her the expertise from any

number of individuals, who function as secondary mentors.
‘I'mless a role model than a cautionary tale.

*mentee” is used in this handbook to refer to the individua who is being mentored.

B. Mentoring Relationship or Friendship?

It takes time and commitment from both parties to develop a strong mentoring
relationship. Regular meetings to get to know one another make it easier for your
mentee to approach you when there are difficulties. There is, however, no
requirement for a time-consuming, personal relationship! Some mentoring
relationships evolve naturally into long-lasting friendships, but this is not
necessary for effective mentoring to occur. Some would suggest that the most

successful mentoring relationships do not involve a close personal friendship.

C. Mentoring Across differences

Not everyone has the same access to the mentoring process. Groups of
individuals with the most in common and who are represented in the largest
numbers may be in a better position to find effective mentors. Individuals who are
from different social, economic, cultural, and ethnic backgrounds may have more
difficulty accessing effective mentors. Those who are shy or lack confidence are
less likely to request assistance. In some cultures it may be considered a sign of
personal weakness to ask for help or support. Women may find few female role
models in senior academic positions to look to for guidance. At some institutions,
women faculty are less likely to report having had a mentor compared to male
faculty, although those with mentors have more publications and experience
greater career satisfaction. Clearly, diverse role models are needed. The
following excerpt discusses the need to open ourselves to attend to those most

unlike us:

"While learners may often seek mentoring from those with whom they share attributes



such as value, race, or gender, they may also also need help in acquiring skills or
knowledge from a teacher or a colleague who is very different. Those of us with accessto
power and influence, and with expertise to offer, can go a long way toward reversing
those subtle and not so subtle messages from earlier experiences.” (Townsend)'

3. NUTS AND BOLTS: Getting Started

At.the University of Ottawa, Faculty of Medicine, we have established a pool of
interested mentors, and try to accommodate the specific interests and needs of
junior faculty when assigning mentors. Mentors are initially assigned in order to
avoid the inevitable delay involved in new faculty members finding a mentor, and
to ensure early access to guidance and support. It is understood, however, that
in the course of a faculty member's academic career she/he is likely to meet
other individuals who will function naturally as mentors, and this is encouraged.
Your assigned mentor can remain available to you as needed. Participation in
this program is voluntary, and you may withdraw at any time. If things are not
working out with your assigned mentor/mentee, simply contact the program

coordinator. We will provide guidance, and if needed, can reassign you.

A. Step 1: The First Meeting
It does not matter where or when this takes place (over coffee, lunch, on or off

site, whatever works for both of you), as long as it happens within a few weeks of
your being assigned to one another. We recommend that mentors be responsible
for setting up the first meeting. Set aside at least 30 minutes for this initial
meeting. The main purpose of the meeting is to get acquainted - what are your
backgrounds, interests, hobbies? Be sure to exchange telephone numbers, e-
mail addresses, and discuss the best mode and times for each of you to be
reached. Request a copy of your mentee's CV and assessment form (see
appendix 5A), which will help you to structure subsequent meetings. Finally, don't

forget to schedule the next meeting!

B. Step 2: Subsequent Meetings
Regularly scheduled meetings are strongly recommended, at least for the first

few months, in order to establish a solid mentoring relationship. After the first few



months, feel free to individualize. Some of you will prefer to continue with
regularly scheduled meetings, others may be comfortable making contact on an
"as needed" basis. Be sure to allow your mentee to express her/his preference,
rather than assuming that regular meetings are not necessary. Scheduling time
that is convenient can be difficult, but make an effort to commit to protected
mentoring time, which can be as valuable as any other academic activity that the
junior faculty member participates in. If at all possible, avoid being interrupted
during your meetings, and avoid scheduling meetings at times when you know

you will be preoccupied or rushed.

C. What to talk about?

Some areas you may want to explore include the following:
Define expectations (this applies to both of you). Early in the course of your

meetings, it is worthwhile to define your expectations for the mentoring
relationship. Are there particular areas that your mentee wants help with? What
are his/her strengths and weaknesses? The assessment form (Appendix 5A)
may provide useful baseline information.

Determine what your short and long term career goals are. This is crucial, as
many of us go through our academic careers without ever clearly establishing
what our personal and career goals are. Without establishing long term goals, we

run the risk of ending up somewhere that we ever intended to be.

We suggest having written | and 5 year goals, and reviewing these regularly. Determine
what aspects of your career and personal life are most valued, and set priorities that
reflect these values. Refine and review research, administrative, clinical, and teaching
objectives. Does your current "job description” make it possible to meet these goals?
Often we are approached to participate in numerous activities that are worthwhile and
interesting, but take time away from areas that may be of vital importance in allowing us
to meet our long term goals. Junior faculty may feel obliged to say yesto all requests,
when it may be appropriate at times to say no.

Academic Promation.

Refer to Appendix 5C. It is usually a number of years before ajunior faculty member
begins to think about promotions criteria. Thisis an areato discuss well in advance of the
time for application, for anumber of reasons. First of al, if promotion to higher academic



rank isacareer goa for you, then you need to be certain that your clinical, teaching,
administrative and research portfolios are such that they will readily lead to promotion.
Secondly, you will need objective documentation of your teaching abilities and it can be
extremely difficult to obtain thisinformation after the fact (imagine filing income tax
formsevery 5 or so years and not having saved any receipts). Request copies of formal
and informal evaluations of teaching assignments and presentations to keep in ateaching
portfolio: this folder with scraps of paper randomly thrown into it will save time and
angst when you are ready to apply for promotion. If you set up your CV according to the
University's specifications now, and update it as you go, thiswill also make the
application easier. Finaly, keep in mind that any work you do that has impact nationally
or internationally will be valuable, and it may be helpful to start to build these contacts
early. If pursuing academic promotion is not agoal for you, be certain that the reasons for
thisreflect your own values.

Professional development.

Explore opportunities to participate in professional development seminars (see appendix
D). Some examples include sessions that promote skillsin leadership, communication,
conflict resolution, negotiation, time management, presentation, teaching, computer use,
grant and paper writing.

Balancing career and personal goals.

Junior faculty members need readlistic role models. Mentors should try to model a balance
between their persona and professional lives. This areais a challenge for many of us.
Both female and male faculty have family and personal involvements that require time
and commitment. Development of time management skills and prioritizing of goals may
be helpful. Mentors are encouraged to be open about their own limitations and any
difficulties they may have experienced. If junior faculty members have accessto redlistic
role models rather than an image of "perfection” (for example, someone who appearsto
always do everything well, efficiently, without making mistakes, and without ever
looking stressed), they are more likely to set realistic expectations of themselves.

Stressand distress.

Explore any symptoms or signs of emotional distress. All faculty members, no matter
how well adjusted and supported, can expect to experience stressors in the course of their
academic careers. Whether these are due to work demands (meeting deadlines, difficult
patient care issues, pressures to publish) or personal/family needs (insufficient time for
self, spouse, significant other, children; personal or family illness), additional support and
attention may be required. It is helpful to discuss stress management strategies before
they are actually needed. The University of Ottawa has a Committee on Faculty Stress
that is available to provide . expertise to any faculty member who isin need of assistance.
See appendix 5D for more information. |

Preparation for key events.

It may be helpful to meet prior to annual reviews with the Chairperson, Department
Head, or Supervisor. Also, consider reviewing grant submissions, papers, and important
presentations as needed.



D. A Noteto Mentors

Remember to...
Listen carefully to your mentee, obtain clues from verbal and nonverbal communications
such asfacial expression, demeanor, and body |anguage.

Encour age independence: your mentee should not feel obliged to do things the way you
do, or follow your advice without question. Once guided along a career path, your mentee
may ultimately make decisions that are different from what you might have chosen to do.
Moving forward in anew direction is to be considered a mentoring success. (ie, cloning
isnot an objective!)

Assist with networking by putting your mentee in contact with key individuals who may
be helpful with research projects, committee work, and other academic interests.

Be honest with feedback. Be direct, constructive, and kind when making observations or
suggestions. Don't shy away from giving "negative" feedback, but avoid being
unnecessarily critical. Don't overprotect your mentee. Use praise appropriately and
gparingly to reflect excellence in achievement.

Ask for feedback regularly on your own performance as a mentor so that your input can
be fine tuned to effectively respond to your mentee's needs. Encourage your mentee to be
proactive, assertive, and open about his/her needs.

Refer your menteeto other individuals as needed to assist with problem solving. If
your mentoring relationship is taking up too much of your time, you are likely trying to
do too much.

"Don't let being a perfect mentor get in the way of being a good one" . Network with
other mentors to exchange ideas and experiences. The names of other mentors interested
in participating can be made available through the Program Coordinators.

Build trust and maintain confidentiality. Assume that all. communications are private and
confidential rather than common knowledge that can be shared with others.

Build on your mentee's strengths and potential. Encourage and challenge your mentee to
excel with tasks rather than accepting an average performance.

Make notes that will help maintain the focus of your discussions from one meeting to the
next.

Be arole model at al times, not just during your mentoring sessions. Junior faculty learn
in part by watching how you interact, communicate, prioritise, perform, and problem
solve. Promote collegiality and professionalism by example.



E. Mentoring Pitfalls (from the "Circles of Mentor Hell" J Bickel)

Don't abuse your authority as a mentor. Recognize that a power differential exists and
don't expect your mentee to defer to you.

Don't use your mentees achievements to further your own agenda/career goals.

Be aware of your own gender and cultural biases. Particularly with crossgender
mentoring, avoid dealing with your mentor/mentee in terms of his or her socia rather
than professional roles. Promote and encourage female and male mentees equally and
based on their skills and potential. Don't assume, for example, that women are not
capable of or interested in taking on leadership positions, or that men necessarily are.

Be aware of and guard against boundary violations or the appearance of boundary
violations: define limits and stick to them.

F. Annual Review and Evaluation
At the end of each year, both members of the mentoring pair should evaluate the
mentoring relationship formally and informally.

We will be asking you to complete the annual evaluation of the mentoring, program
(form enclosed, appendix 5B) and return it to us. Y our feedback is extremely valuable,
and will help us to continue to improve the program. All information will remain
confidential.

We are available to you for questions, and to discuss any concerns you have. Do not
hesitate to contact:

Rose Goldstein, MD, CM, FRCP Chair, University of Ottawa, Faculty of Medicine
Advisory Committee on Gender and Equity Issues. Co-Chair, Women Faculty Mentoring
Program, Faculty of Medicine, University of Ottawa Phone: 562-5800, ext 8263 Fax:
562-5457 E-mail: rgol dstein@ottawahospital.on.ca
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5. APPENDIX A

Faculty Mentoring Program

Baseline Assessment Form for Mentors and Junior Faculty
mentor

junior faculty (mentee)

1. Name:

2. Position:

3. Location(s):

4. Telephone:

Fax:

E-mail:

5. 1 have a preference for a mentor/mentee who is:
on site

off site

no strong preference

male

femae

no strong preference

6. Circle your level of expertisein the following aress:

1:1 am reasonably competent in this area; | can mentor/do not need mentoring in this area



2: | am somewhat competent in this area

3:Thisisnot an area of strength for me, | am in need of some assistance/mentoring in this
area

resident/student teaching
123

resident/student evaluation
123

formal teaching/presentations
123

informal/small group teaching
123

time management

123

grant writing

123

study design/methodol ogy
123

statistical analysis

123

paper writing

123

obtaining research funding
123

communication skills



123

computer skills

123

integration of clinical and research duties
123

balance: personal life and career
123

devel oping a promotions package
123

conflict resolution

123

team building

123

leadership skills

123

Any of her comments regarding your involvement in the faculty mentoring program are
appreciated:

* Adapted from the University of Arkansas for Medical Sciences 'The Mentor's Mentor-
The Mentoring Handbook, a Guide to Mentoring” 1, and 'Faculty Mentoring Guide,
Virginia Commonwealth University Medical College of Virginia"

5. APPENDIX B




Faculty Mentoring Program

Annua Evauation Form for Mentors and Junior Faculty
mentor
junior faculty (mentee)
1. Name (optional):
2. Date: (D/IM/Y):
3. In the past year | met with my mentor/mentee:
monthly
other: specify
4. The frequency of meetings was:

not at al appropriate
not very appropriate

appropriate
very appropriate
5. 1 would like to meet with my mentor/mentee:

monthly
other: specify

6. The time commitment involved in meeting was:

excessive
not excessive

7. Onascaefrom | to 5, how helpful have you/has your mentor been in the following
areas?

(either by providing the needed assistance, or by referring appropriately)
1. not at al helpful

2. somewhat helpful
3. helpful

4. very helpful



5. not applicable

hel ping me/my mentee determine her/his career goals
12345

time management

12345

conflict resolution

12345

being approachable and available when needed
12345

advocating for me/my mentee

12345

encouraging development of my/my mentee's research ideas
12345

grant writing

12345

paper writing

12345

referring me/my mentee to other individuals as needed
12345

providing roe/my mentee with constructive feedback
12345

preparing me/my mentee for promotion

12345



computer skills

12345

devel oping my/my mentee's leadership skills
12345

career counselling

12345

bal ance between career and professional goals
12345

emotional support around work related issues
12345

emotional support around personal issues
12345

presentation skills

12345

patient care issues

12345

ethical issues

12345

being arole model for me/my mentee

12345

8. Overdl, the mentoring programmeis:

not at all useful



somewhat useful

useful

very useful

9. Any comments and suggestions for improving the mentoring program are appreciated.
Please return to Rose Goldstein, MD, CM, FRCPC Chair, University of Ottawa, Faculty

of Medicine Advisory Committee on Gender and Equity Issues. Co-Chair, Women
Faculty Mentoring Program, Faculty of Medicine, University of Ottawa

5. APPENDIX C

University of Ottawa Resources
Office of Gender and Equity Issues/Bureau d'Equité en Matiéres des Sexes:
http://www.uottawa.ca/academic/med/genderequity.html

Policy on Conflict Resolution Policy for Flexible Work Arrangements for GFT Faculty
Policy on Standards of Ethical and Professional Behaviour Information on Leadership
Workshops

Information on the above can be obtained f rom the Off ice of Gender and Equity Issues,
Faculty of Medicine, University of Ottawa, Director: R. Goldstein. Phone: 562-5800, ext
8263 Fax:562-5457 E-mail: rgol dstein@ottawahospital.on.ca

Policy on Sexual Harrassment:

Rose Goldstein

Phone: 562-5800, ext 8263 Fax:562-5457
E-mail: rgoldstein@ottawahospital.on.ca
Sylvie Forgues-Martel

Dean's Office, 562-5800, ext 8117
E-mail: sfmartel @uottawa.ca,

Sexual Harrassment Officer:
Diane Roller 562-5222
E-mail: droller@uottawa.ca www.uottawa.cal/services/sex-har/

Sexual Harrassment Officer: Diane Roller, 562-5222, E-mail: droller@uottawa.ca
Employment and Education Equity: www.uottawa.ca/services/equite

Promotions Information: Sylvie Forgues-Martel, Dean's Office, 562-5800, ext 8117, E-
mail: sfmartel @uottawa.ca



Emergency Guide: www.upttawa.ca/services/annuaire-Urgence.pdf
Task Force on Faculty Stress. Dr. M. Gautarm, 737-2723

5. APPENDIX D

Evaluation of The Handbook on Faculty Mentoring
Please give us your feedback on this handbook so that we can improve future editions.
1. Was The Handbook on Faculty Mentoring helpful to you?
not at al helpful
somewhat helpful
hel pful
very helpful

2. Were there sections that were particularly useful ? yes no
comments?

3. Which sections were |east useful ?
comments?

4. How can we improve this handbook?




Name (optional):
Date:

mentor
junior faculty (mentee)

Please return to Rose Goldstein, MD, CM, FRCPC Chair, University of Ottawa, Faculty
of Medicine Advisory Committee on Gender and Equity Issues. Co-Chair, Women
Faculty Mentoring Program, Faculty of Medicine, University of Ottawa Tel: 562-5800,
ext 8263 Fax: 562-5457 E-Mail: rgoldstein@ottawahospital.on.co
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