Version 1.0

Monday, November 16, 2015

[image: image1.png]SCHOOL OF DENTISTRY

UNIVERSITY OF MICHIGAN




Faculty Mentoring  and Support Plan

Introduction

The objective of a school-wide mentoring program is to ensure a culture where all members of our community of scholars participate in the success of colleagues, guide junior faculty through the promotion and career development process and support continued career growth of faculty at all levels.

For junior faculty, the intent of a mentoring program is to help new faculty adjust to the university environment and become fully aware of the steps necessary to progress through the system of advancement.  A new junior faculty member is confronted with many issues that he/she may not have previously encountered.  Scholarly activity, student training, formal teaching, and service frequently represent new challenges.  The new recruit therefore is likely to benefit significantly from advice offered by more experienced faculty.  This mentoring relationship will not only increase faculty productivity, advancement and retention, but also sustain the vitality and satisfaction of well-established faculty.

A mentoring program may also benefit senior faculty.  In addition to changing school and university needs, the interests, experiences and expertise of senior faculty may evolve during the course of one’s career.  Appropriate mentoring and support systems may be a vehicle to maximize productivity and job satisfaction of senior faculty 
The School of Dentistry is committed to the recruitment and retention of excellent and productive faculty. The School strongly supports and encourages faculty mentoring as fundamental to the attainment of this goal.  
Mentoring


A mentoring relationship is a close, individualized association among mentors and mentees that develops over time.  Although there are similarities between mentors and advisors, not all mentors are advisors and not all advisors are mentors. Mentors are:
Advisors, people with career experience willing to share their knowledge; supporters, people who give emotional and moral encouragement; tutors, people who provide specific feedback on one’s performance; masters, in the sense of employers to whom one is apprenticed; sponsors, one providing sources of information about, and guides to accessing resources; models of identity, of the kind of person one should be to be an academic (Zelditch, 1990)
.

It is important to note that mentoring involves a collection of activities that goes beyond advising or guiding a mentee through their academic career.  Instead it involves a variety of ways for assisting and supporting mentees through their careers. We are aware that not all the needs of faculty members (junior or senior) will be met by a single mentor, nor may be effectively legislated by committee.  In fact, one responsibility of a mentor and the department chair is to help to identify multiple mentoring relationships inside and outside the Department, the School and University
.
Departmental mentoring programs should focus on the career development of new and junior faculty.  This requires the support of the chair and the guidance of a willing faculty member(s) who is experienced with institutional culture and expectations for promotion.  Providing support for junior faculty by such activities as facilitating re-appointments and promotions can reduce faculty stress and provide the tools necessary for academic success.

The Department Chair should evaluate every potential mentoring relationship to determine the mentee’s needs and the possible mentors’ resources and time availability.  A properly chosen mentor can assist, advise and support less experienced faculty by:

· Facilitating an understanding of the institutional culture and socio-political dynamics.

· Leading, guiding, supporting, counseling, teaching, coaching, demonstrating and challenging, within a relationship of mutual trust and respect.
· Identifying existing resources to support teaching, research and service.

· Making introductions to build networking among colleagues and other professional contacts and promoting collegiality.

· Clarifying academic expectations and the promotion and tenure process.

· Advising on the quality and quantity of the mentee’s work for promotion and tenure consideration.

· Offering constructive feedback on grant and research proposals.

· Assisting the development of a research focus and writing a research plan.

· Suggesting effective teaching strategies.

· Advising on appropriate use of time and commitment of service.

A good mentoring relationship can be very valuable to the career development of the mentee.  It is of vital importance, however, that the mentee assume a proactive role, taking primary responsibility in establishing career development goals and developing a plan for achieving those goals.  
Support for senior faculty

Both formal and informal mentoring or supporting relationships should also be made available for senior faculty.  Over the course of one’s career, a faculty member may experience significant shifts in expectations and responsibilities.  For example, changes in teaching assignments, school organization, technologic advances, and availability of space and funding for scholarly activities are only a few examples of the many changes that can occur over time.  A positive support structure should advance the individual and school community by working to assure a sense of belonging, professional growth and productivity.

The School of Dentistry is committed to provide support for any senior faculty who makes a request.  Although informal mentoring or support may be initiated at any time among colleagues, a faculty member who wishes a more formal or structured environment should begin the process by discussing the options with the department chair.  These discussions could be related, but not limited, to questions about sabbatical requests, changing professional focus, decisions to take on more or different responsibilities, how to maximize their talents in a changing environment, or how to plan for retirement.  After initiating these discussions, the faculty and department chair will determine the best plan of action tailored to the senior faculty members needs.
Responsibilities of the Department Chair

As the “first mentor,” the chair must maintain an active role to ensure that faculty members receive appropriate mentoring.  In this process the chair should:

· Clearly articulate Departmental policies for:

· Teaching (initial assignments)

· Scholarly Activity

· Service

· Patient Care

· Faculty Practice

· Promotion/Advancement/Tenure

· Moral/Ethical Concerns/Responsible Conduct
· Financial Policies
· Work with both the mentor and mentee to identify clear goals and expectations for each mentoring pair.

· Establish a partnership between new junior and senior faculty members focused on the 1st year of appointment. 

· Facilitate multi-year partnerships
· Be available as an individual to support the mentoring activity.

· See that mentors are aware of the current promotions & tenure process and requirements.

· Balance teaching, research, service and patient care to insure optimal advancement.

Mentee Responsibilities 

The ultimate responsibility for the success of mentoring lies with the mentee.  If the relationship with the mentor is not helping to accomplish desired goals, the mentee should bring this to the attention of the Departmental Chair for assistance in finding a new, or additional mentor(s).  In the mentoring process, the mentee should:

· Clearly define and articulate career development goals with the Chair.  Make plans to achieve established goals, as they will form the structure of the mentoring relationship. 

· Assume responsibility for his/her professional growth and development (see Appendix I). 

· Ask for career, professional and personal advice on issues of teaching, research, service, promotion, tenure, and the school/university/professional culture.

· Participate in networking opportunities and introductions to key individuals by mentor. 
· Be respectful of the mentor’s time and resources.

· Be receptive to constructive feedback.
· Be open to reevaluate the career development plan and modify as necessary.
Mentor Responsibilities 

In providing guidance and advice to the mentee, the mentor should:

· Focus on the mentee’s career development goals. 

· Provide professional and personal (if requested) guidance.

· Assist the mentee with the problem solving process.

· Participate in open, honest and constructive feedback, avoiding negative confrontation.

· Introduce the mentee to individuals who can facilitate career advancement. 

· Be respectful of the mentee’s needs and challenges, and value the mentee as a person.

· Participate in developing mutual trust and respect, maintaining confidentiality.
· Advise mentee on taking reasonable risks.

Successful mentoring relationships contributing to mentee career development and promotion occur when all parties are aware of their responsibilities as listed above and when all parties genuinely work together to promote mentee achievement for the good of the mentee, the department and ultimately the institution.
Implementation 


It is the responsibility of the department chair to initiate mentoring discussions once a new faculty member is hired.  This is, in fact, the initiation of a mentoring relationship.  The chair and faculty member should discuss issues related to developing and sustaining an exceptional academic career, tenure timelines and expectations, and where to find information on the rich resources and programs already established at the University of Michigan.  

When a new faculty member joins the Department (or an existing faculty member expresses an interest in engaging a mentor), he/she will be asked to fill out an informational questionnaire (See Appendix 2) and submit it to the Department Chair.  After reviewing the responses to the questionnaire, the Chair will meet with the faculty member to discuss his/her expectations and to establish career development and other goals with which the mentors will assist. 

After consultation with the mentee, the chair will contact the senior faculty member that he/she deems appropriate to determine his/her willingness to act as a mentor.  If the prospective mentor agrees, the mentee must contact the mentor to arrange a mutually convenient time and place to meet.  It may be useful to have two mentors: one relatively junior (recently promoted) and one more senior.  Clinical faculty may want to consider one clinical and one scientific mentor according to their needs.  Contact should be on a regular basis. 

The mentor and mentee may discuss any issues they choose and establish goals and guidelines for the mentoring experience. It will be up to the pair to establish the actual mentoring relationship. (See Appendix 1)

After 2-3 meetings, the mentee and mentor should separately contact the Chair and provide a brief assessment on whether or not the arrangement is mutually agreeable.  If it is not, the Chair must work with the mentee to identify another mentor. 

If the relationship appears to be satisfactory, the mentee and mentor should continue to meet on a mutually agreeable basis.  After six months, the Chair should meet with the mentor and mentee to determine the value of the relationship and to ensure that the relationship is working to the satisfaction of those involved.

The relationship and its duration also should be assessed by the Chair (See Appendix 3) and subsequently discussed yearly at the mentee’s annual review evaluation.  A list of additional useful information is provided in Appendix 4.

Appendix 1
Things about the Department, School, and University you should know: 

· Knowledge of the annual faculty performance evaluation and assessment process, and the importance of scholarly activity, teaching and service. 

· The faculty funding model.
· In getting his/her research going, the junior faculty member should be aware of the various grant opportunities that are offered locally (i.e., within the University, Rackham & OVPR). It is also important that there be familiarity with the steps necessary for applying for larger extramural support (e.g., from NIH or NSF) and opportunities from foundations and corporate sponsors.
· A correctly formatted University of Michigan curriculum vitae should be prepared and updated regularly. The faculty member should also initiate a “faculty portfolio” representing teaching, scholarly activity and service documentation and other information necessary for reappointment, promotion and tenure. 

· An important part of academic career advancement is the establishment of significant “connections” both within and outside the university. When it comes time for promotion, letters from outside the University will be requested to evaluate the candidate for promotion and tenure. In addition, letters from more local faculty are usually sought to include evaluation of teaching. 

Other helpful information 

· It may be helpful to attend lectures in related courses to get a feel for different teaching styles of the dental school.  Additional teaching support and resources can be found at the Center for Research on Learning and Teaching (http://www.crlt.umich.edu).
· It can be useful to make an effort to get together one-on-one with each member of the Departmental faculty during the first 6-12 months in order to get to know more about the Department and the nature of the research and teaching being done by various faculty. Potential collaborations might evolve from such contact.

· Participate in journal clubs, research groups, and seminar programs within and outside the Department and the School. 

Possible Issues to be discussed between Mentor and Mentee 

How to balance teaching, research and service.

How is teaching evaluated, what are the evaluation criteria?

How do you obtain feedback regarding teaching?

Are there resources available for teaching enhancement?

How can a good graduate student be identified and recruited?

How are the graduate students supported?

What can be expected of graduate students?

What are the graduate program requirements?

How is scholarly activity evaluated?

What are the criteria for research evaluation and excellence?

How does the merit, promotion, and tenure process work?

What service opportunities are appropriate?

How much committee work should be taken on?

In planning for my future, how can I learn more about the University’s retirement plan? 

Appendix 2

Confidential:

Mentoring Worksheet:          Name:  



Prior to forming a mentoring partnership, it is helpful to consider how much time you can devote to the partnership, what skills and knowledge you need assistance with, your personal boundaries, and your expectation of the partnership. Completing the following questions will clarify your role and level of participation in a mentoring partnership. Based on your responses, the department chair will direct you to an appropriate mentor(s). These questions are also a starting point for your interviews with potential mentors.

Reviewing the mentoring program description and tips, what do you expect in a mentoring partner?


What are the specific objectives you wish to achieve during this partnership?


What knowledge, skill, and abilities possessed by your mentor will most benefit you in achieving these objectives?


What tips would you give your mentor so he/she can be most successful in working with you? 

Do you have any special circumstances that might limit your choice of a mentor?  What are those circumstances?


Would you want to have more than one mentor for different areas of advice?

How do you wish to establish and structure your meetings with your mentor? 

Will the meetings be scheduled?

Who will initiate the meetings?

How often will we meet? When and where?

How will we contact each other between meetings? Telephone, email? How often – regular check-ins and/or as needed?

Will your conversations be confidential? How do you want to define confidentiality? 


How will you know the partnership is successful? 

How will you discuss things when they are not satisfactory? 

Do you have suggestions as to whom you would desire to serve as a mentor for you?

Additional information you would like to share with your mentor. 

Additional information that you would like to share that may help in selecting a mentor.  

Appendix 3
Mentoring Relationship Assessment Tool

Mentor:





Mentee:





Date:






1. Considering the established career development plan and the current academic clock/timeframe, is the quantity and quality of the work accomplished appropriate?

2. What improvements could be made to the career development plan to better accomplish the goal of promotion, tenure and academic success?

3. In your opinion, is the mentoring relationship generating the desired results?  If not, how could it be improved?

Appendix 4 

Important Information/Documents for Faculty:



· Important Documents:

· School Mission Statement

· Appointments, Promotions & Tenure Document

· School By-laws

· Faculty Funding Model
· List of School Committees and Membership

· Organizational Chart of the School/Departments

· Compliance and HIPPA requirements

· OSEH information and guidelines

· UCUCA, IRBMed and IBC websites

Helpful Information:

· School phone directory & phone usage information

· Faculty benefits

· Bus schedules

· Xerox, mailing, library access

· Entrance key card access

· Parking Policy/Sticker/Options

· Faculty M-Card

· Maps for Benefits Office and Parking Services

· Faculty Handbook

· University’s Standard Practice Guide

· U of M and Dental School core facilities

· TIAA/CREF, Fidelity Investments and other retirement planning tools

· The Advance Program

· Information for Teaching Activities

· Course Catalogue

· Bulletin on non-credit courses offered by CRLT, CSCAR, ITD

· Information on Media Union, UM. Coursetools, UM Lessons, etc.

· Dental Stores

· Clinic Coats

· Safety Glasses

· Supplies, how to request – where located

· Computer Desktop Support – 763-3318

· Lecture Room set-up

· Photography – 

· Annual Performance Evaluation Requirements

· Performance Plan 

· Teaching Review

· Updated CV

· Reappointment/Promotion/Tenure Requirements

· Necessary components: Teaching, Scholarly Activity, Service

· Discuss with Chair

· Research, what constitutes scholarly activity for appointment type

· Write a research plan

· Teaching assignment, course director opportunities

· Service opportunities

· Faculty portfolio – 

· Preparing a Dossier/Portfolio

· Teaching evaluation process (Classroom Observation Form)

· Peer evaluations

· Curriculum vitae in required format

· Internal/External letters of support

· Other

· DFA policies/outside practice issues

· Consulting policies

· Work outside the University

· CE policies 

· Information regarding University-sponsored professional organizations

· Information on internal grants (OVPR, Phoenix, etc.)

· Initiate department web page profile
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