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Purpose
Academic medical literature contains an extremely large number of studies documenting the importance of mentorship in every realm of professional life. This is particularly true for early and mid-career faculty. (Detsky and Baerlocher, JAMA 2007;297(19):2134-2136).  Successful mentoring promotes scholarly productivity related to clinical activity, as well as basic, clinical, and population research.  Effective mentoring provides optimal guidance and support necessary to improve career satisfaction, stress management, and work-life balance. A committed mentor and mentorship team are both important ingredients to the scientific and professional growth of the mentee, and is best characterized as a relationship that is considered safe, respectful, and effective in meeting the mentee’s goals and needs.

The purpose of these guidelines is to outline the goals and responsibilities of mentee, mentor, chiefs, and the Director of the Joint Office of Faculty Mentoring in initiating and supervising mentorship activities for all faculty members at all levels other than Professor or Associate Professor with Tenure. The approach is a mentee-centric model, where the needs of the mentee guide all activities, and the mentee takes primary responsibility for their mentorship experience.

Faculty Mentee Responsibilities
We encourage all mentees to design their mentorship program around their academic, clinical, and professional goals and needs. All decisions about mentorship will be based on these goals. The Joint Office of Faculty Mentorship’s role is to serve the mentee’s developmental needs to optimize this experience. Attendance at the mentorship programs offered by the Joint Office of Faculty Mentorship as well as those offered by the Rutgers community will ultimately enrich your experience and foster success.
For all faculty mentees, there are some basic responsibilities:
· Establish mutually beneficial expectations for your relationship with your mentorship network 
· Clearly communicate your expectations for the mentoring relationship 
· Create your Personal Goal Plan and organize mentorship activities around that plan
· Identify your needs (e.g., training in disciplinary research, improve communication skills, provide or help find funding, provide growth experiences, manage career, help with managing clinical responsibilities, facilitate networking with colleagues, help navigate the system)
· Work closely with your mentorship team on plans to address your needs
· Advocate for your mentorship needs with your mentors and chief/supervisor
· Take responsibility for your mentorship goals and meeting your plans 
Primary Mentor Selection 

Selecting a primary mentor is an important choice. Within three to six months from the initial appointment, a new faculty member at the rank of Associate Professor without tenure and below will select a primary mentor. This selection will ideally be achieved with input and agreement from the Section or Division Chief, the Director of the Joint Office of Faculty Mentoring, and discussion and agreement by the faculty member selected as primary mentor. The primary mentor may or may not be the same individual listed on the offer letter and should not be the faculty mentor’s direct supervisor who serves in an evaluative capacity, if possible.

Initial Mentorship Phase

After the primary mentor is selected, the faculty and primary mentor should meet regularly to discuss the scientific, clinical, service, and professional goals and agree upon roles and expectations for mentee and mentor. The team will work together to create a Goal Plan which describes the scientific, clinical, service, and professional goals and accompanying activities/plans to meet these goals. 

Any unmet resource needs, including funds for laboratory/research, travel funds and allotted time to attend professional meetings, training needs related to scientific and professional development, and administrative support needs for their goals will be identified and included in the Goal Plan.

Once this plan is developed, the mentee should share this plan with the Section/Division chief and identify a plan to address the unmet resource needs that may pose a barrier to achieving goals. The mentee may involve the primary mentor in this discussion.

Ongoing Mentorship Phase

Meetings with the primary mentor should be held regularly and in accordance with the mentee’s preferences and goals. Ideally, for tenure track scientific faculty, bi-weekly or monthly meetings should be held. For non-tenure track clinical and research faculty, meetings should occur at least bi-monthly (6/year) to discuss clinical, academic, and professional concerns, needs, and to review progress on the development plan.
If, at any point in time, the faculty mentee or mentor has concerns or issues with the selection of the primary mentor, this should be discussed as well as brought to the Director of the Joint Office of Faculty Mentorship, so that the process is handled in an appropriate and effective manner. Mentee and mentor should feel confident that they have the right match for the mentee’s development.

Primary Mentor Responsibilities
The key responsibility of the primary mentor is to optimize the scientific, clinical, and professional development of the mentee. This process is important for the mentee and requires a commitment. As a mentor, it is important to be in a space where you can reasonably commit to:
· Creating sufficient time in their schedule for regular meetings and attending those meetings
· Assisting the mentee in meeting their scientific, clinical, and/or professional goals
· Identifying training and resource needs and coordinating any funding or time need with the Supervisor/Chief
· Discussing the mentee’s progression in promotion in their academic track and assisting the mentee in addressing issues (e.g., publications, grants) that may need attention
· Re-evaluating the Goal Plan with the mentee on a regular basis
· Communicating with other members of the mentorship team about mentee progress or concerns
· Reviewing academic grants and manuscripts, if in the mentor's scientific/clinical expertise. If not within the mentor’s expertise, facilitating a review of this work with the mentee and other relevant scientific faculty (e.g., setting up a Works In Progress)
 
Mentor Teams: Adding Members to the Mentorship Team
Given the multidisciplinary nature of current academic and professional environments, we encourage the mentee to consider adding additional mentors to their team. Additional formal or informal mentors are extremely desirable and, in many cases, necessary to successfully achieve scientific, clinical, and/or professional goals.  Building a mentor network is a work in progress. This decision should be discussed with the primary mentor, so that communication between the team is optimized for the mentee. 

The choice of more than one mentor is up to each faculty member. How this process is structured is also at the discretion of the faculty member and the primary mentor. If it is the decision that regular group meetings of the team are helpful, then the mentee and mentor can set up these meetings.  No formal record keeping is necessary, other than letting the Mentorship Office know that you have added members to your team, so that we can send them the mentorship guidelines.

Responsibilities of Mentorship Team Members
Building a network of mentors is ideally based on the unique needs of the mentee. Examples include providing expertise in scientific, clinical, or professional areas and/or sponsorship and networking the mentee with professional opportunities. It is up to each mentee as they develop their scientific, clinical, and professional goals to consider adding specific expertise. For example, as a faculty mentee develops their academic and professional focus, it may be desirable to add a relevant expert to the team. Some faculty mentors may have a strong interest in professional development and provide ongoing advice and input. Responsibilities will depend on the match of mentee needs and mentor skills.
The responsibilities for other members of mentorship team depends upon their role. However, all mentors are expected to:
· Create time for meetings with mentee
· Provide appropriate guidance and support to the faculty member to achieve agreed upon scholarly, clinical, and professional goals 
· Discuss concerns about scholarly progress with the mentee and with the primary mentor, if agreed upon by mentee
· Communicate with the primary mentor if there are needed resources

We want to thank you for your decision to mentor junior and/or mid-career faculty. It is such a crucial relationship for our faculty mentees!

 	 

