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The Department of Allied Health Sciences (DAHS) is composed of seven very distinct academic divisions.  In addition to different disciplinary degrees and programs, these divisions vary in the types of scholarship expected of tenure track and non-tenure track faculty.   For this reason, the primary responsibility for both monitoring and supporting faculty development in any one division is assigned to the Director of that division.   Thus, by necessity, our departmental plan for faculty mentoring is best presented as a set of basic guidelines that represent a minimum standard for how faculty mentoring is implemented within each division.

Core Principles of Faculty Mentoring in DAHS

Faculty mentoring as one component of faculty development.  In the DAHS, we view mentoring as just one component of faculty development, and view faculty development as one of the most important responsibilities of the Chair and all Division Directors.  The faculty development process is actually started before a new faculty member is hired, when the Chair and Division Director each meet with the job candidate to discuss our expectations, and determine together whether the individual’s professional goals and positional requirements are better suited to success on the tenure or the non-tenure track.   Our specific expectations, in terms of scholarship, teaching, and/or clinical service are then included in the offer letter presented to potential faculty members.  These expectations differ depending on the nature of the faculty position, tenure track or non-tenure track; and primary role(s)  as teacher, researcher and/or clinician.  However, regardless of the track or primary duties,  clear performance expectations are established, as well as expectations for career advancement.   The department uses an annual review process in which each faculty member meets with his or her Division Director to discuss and mutually sign off on that faculty member’s accomplishments for the past year and his or her divisional responsibilities and professional development goals for the coming academic year.  (See attached annual report forms with relevant sections highlighted). This annual process represents the minimal level of monitoring and mentoring provided by each division director to his or her individual faculty members.  

Role of the Division Director / Chair in faculty mentoring.   Clearly, our Chair and Division Directors have a shared and vested interest in the success of all our faculty.  The recruitment of a new faculty member represents a significant investment of departmental resources, and an effective mentoring plan is essential to assuring that the newly hired faculty member will be successful in achieving our goals for that position, as well as the individual’s own career goals.  However, because the Division Director and Department Chair are ultimately in supervisory relationships with faculty, they are not appropriate as primary mentors.  Instead, they are responsible for assuring that each faculty member has a clear understanding of their responsibilities and expectations for advancement in their faculty role; and for the assignment of an appropriate faculty mentor (or endorsement of a mentor already identified by the faculty member).  At least once per year, in the course of the annual review process, each Division Director will seek specific feedback on the mentoring relationships established within the division, from both mentor and mentee perspectives, and make adjustments as indicated.  Similarly, the Chair is responsible for monitoring the implementation of this departmental mentoring policy with each division and will solicit evaluation reports and feedback from Division Directors in the course of their annual review meetings with the Chair.  

Mentor Selection and Development

 For new faculty, the Division Director will appoint one current faculty member to provide basic guidance on procedural and strategic questions essential to managing the day-to-day responsibilities of a faculty member in that Division, and assistance in learning the culture, expectations, and opportunities for faculty at UNC.    It is expected that all faculty at the ranks of Assistant or Associate Professor will have identified at least one faculty member of a more senior rank and/or experience to serve as their scholarship mentor to advise on more specific issues related to that individual’s chosen area of scholarship, whether that be the scholarship of discovery, teaching, integration, or clinical practice.  Further, senior faculty are always encouraged to seek appropriate mentorship to develop their own scholarship, mentoring and leadership skills, or other professional goals.  It is the responsibility of each Division Director, and the Chair, to assist faculty in the identification of appropriate mentors, as needed.  Many faculty members will easily establish professional mentoring relationships (formal or informal) with colleagues in their own divisions; but may need more support in identifying scholarship mentors outside their own division, and possibly outside of UNC.   The Division Director is responsible for monitoring the effectiveness of these mentoring relationships, and intervening if necessary.    In the annual faculty development plan that is a component of our annual review process, junior faculty will be encouraged to incorporate their mentors into plans for achieving their annual teaching and scholarship goals.  Similarly, mid-career and senior faculty will be encouraged to incorporate goals for developing their mentoring skills through reading and relevant CE programs offered by their professional associations, and here at UNC.  

Mentoring Process 

Mentors and mentees are expected to arrange the format, venue and schedule for their meetings in whatever way makes the most sense and is most productive for them.   At a minimum, mentors should be in contact with their mentees at least quarterly; and should be prepared to assist mentees with career advancement in general, including but not limited to developing relevant academic skills (e.g. in time management, teaching, public speaking, publishing, grant writing, networking), overcoming barriers to success, balancing career and personal life, and changing career paths if necessary.  For clinical faculty, mentoring also should focus on developing clinical skills and performance, and balancing clinical and academic responsibilities.  For tenure-track faculty in particular, the mentor should both advise on strategies for and facilitate the attainment of national visibility by the mentee.  For fixed-term faculty, the mentor should assist the mentee in identifying appropriate scholarly goals and opportunities for increasing contributions to the discipline at local, regional and national levels.    Mentees should take substantial responsibility for making the mentoring relationship effective.  Mentees are responsible for arranging meetings with mentors.  If this can not be accomplished with reasonable effort, the mentee should request assistance with scheduling from the Division Director or Chair.  

At least once a year, the mentee should schedule a formal review meeting with her/his mentor(s), and should provide the mentor(s) with an updated CV and a summary of short-term and long-term goals.  At this annual meeting, the mentee and mentor(s) should review progress on prior short-term and long-term goals, and readjust these goals for the future. The mentee should describe to the mentor(s) any perceived major obstacles to success, and strategies should be developed to overcome these obstacles. Of particular importance, mentors should advise mentees on how well they are achieving the requirements for success on the mentee’s academic pathway and rank, which must take into account the specific requirements of the DAHS, the School of Medicine and the University.

Program Outcomes
As noted previously, mentoring activities will be reported and reviewed annually by the Chair and all Division Directors.  Thus, there will be a formative evaluation of all faculty mentoring plans built into this annual review process, with the opportunity for making course corrections at any time that a particular mentoring relationship no longer seems appropriate or functional.  In terms of summative evaluation, the ultimate effectiveness of this program will be reflected in the success of our faculty, as indicated by the multiple indicators we use to judge faculty success, including numbers of publications and grant awards, successful promotion reviews, positive teaching evaluations, and recognition at regional and national or international levels.  Ultimately, these indicators of faculty success, along with faculty recruitment and retention data, are weighed heavily in the five-year reviews of the Department Chair and the Division Directors.   

� Adapted from Dept of Pathology and Laboratory Medicine’s Faculty Mentoring Program
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