           The Many Facets of Mentoring – a GS Pilot-Plan Study Report

                                               (Note prepared by Y. Chan  11/2004)

(I) Brief review of general mentoring practices

The commercial model-

Mentoring:

· Define a target position for the mentoree, could be heir to mentor

· The mentor will build up the mentoree’s general presence (e.g. have the mentoree to accompany travel, attending important meetings, introducing mentoree to business partners etc.). Also will support mentoree by vote in critical hiring decision points.

· Selective

Training and Coaching:

-     Job description/skill related.

The K-12 educational model-


Mentoring = Tutoring/Coaching

The existing lab model (for the research sector)-


Mentoring as part of supervising:

· The goal is to help the employee to find a permanent position, either inside the project, the lab, or in other institutions. Also help the mentoree to seek promotion to more prominent internal positions as well as recognition in the outside research community. Also will support mentoree by vote in critical hiring points.

· Nominate mentoree for talks in prominent conferences, support mentoree to take lead positions within collaborations, participation in proposals. Nominate mentoree to serve in community committees, build up his/her presence to research partners etc.

· Selective

General supervising = mentoring to a lesser degree

Continuous Education/ Training – Mentor takes strong interest in mentoree’s work.

In either case, the main goal is to benefit the employee in his/her career advancement and the mentor’s devotion is vital in the process. Most supervisors serve as mentors automatically to a certain extent. Since mentoring is effort demanding, usually only a subset of the employees will be selected (in reality).

(II)How do significantly underrepresented employees fair in this system?

Even though there had been employees in this category hired by the GS in the past, few or none of them remained in the Dvisions as permanent staff members.

(III)The GS mentoring pilot program

The intend is that (II) could be improved by providing a mentoring program in GS that focuses on helping the underrepresented employee(s) to obtain a permanent position. We have performed some studies and looked into a few options for implementing such a (pilot) plan:

(A) Eliminate the “selective” factor. Whenever there is a new employee under this category, a personal mentor will be offered, to promote the wellbeing of the new employees and prepare them for existing opportunities in GS. The mentor is not necessary the direct supervisor.

(B) Emphasizing the importance of mentoring for underrepresented employees to the hiring supervisors. To have the supervisors to play a more active role (mentoring) towards career building and retention for employees in this category.

(C) Establishing a standing GS Mentor Resource Group, so that upon mutual agreement between the supervisor and the employee, mentoring help can always be obtained.

A major feature that should be emphasized is that for all the plans mentioned above the mentoring process is not performance (rating) related for all parties involved.

(IV) Feedbacks and difficulties in implementation

Informal discussion with several new employees (post-docs) had been conducted, as well as consulting potential mentor candidates for their inputs. Most feedbacks are positive in general but not overwhelming. Here is a collection of main concerns:

(A) Why we need this?

It appears that most post-docs feel that the present supervisor system is adequate for them in terms of career growth. They understand that it is intrinsically a very competitive process. They also pointed out that it is not clear what an additional mentor will do and would actually help them that is different from their present supervisors. There is also a concern that this may complicate the employee-supervisor relationship if the former does request an additional mentor. 

(Note: All people contacted here do not belong to the underrepresented category.)

(B) It is a serious task and mentors may not be able to handle it.

In order for the program to succeed, there need to be a strong commitment from the mentors. Most active and seasoned employees feel that is too much a task for them to take on. A superficial mentor-mentoree relationship can be just wasting time and resource for both sides.

Rebuttal to (A): There may be cases whether an employee is not receiving adequate attention from the supervisor for career path development.

Rebuttal to (B): May be efforts by the participating mentors could be formally recognized by GS.

(IV) Where to go from here …

The planning and preparation work performed so far indicate that the GS (pilot) mentoring program is not mature enough to launch at this moment, as is implied in last year’s plan. The main question is not just how to implement an effective program that may have a chance to succeed, but also on the question - do we really need a mentoring program at this point? Personally I think the original goal – to help underrepresented scientific employees to get permanent positions in GS via closer mentoring is a worthy one. But this may be achieved by the awareness of the GS directors and supervisors.

The lack of input from existing underrepresented scientific employees is also a drawback in this study.

