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Goals
• Explore definitions and attributes of effective mentoring
• Articulate the roles you expect your various mentors to play in the
next year
• Discuss the expectations you have of your mentors and explore
the concept of “Mentoring Up”
• Learn about research mentor training and the evidence to support
our process-based approach
• Learn about the National Research Mentoring Network (NRMN)
and our D&I work around research mentor training

A Mentored Research Experience and Strong
Mentorship has been linked to:
• Enhanced science identity, sense of belonging and self-efficacy
(Palepu et al, 1998; Garman et al, 2001; Paglis et al, 2006; Lopatto,
2007; Bland et al, 2009; Feldman et al, 2010; Cho et al, 2011;
Chemers et al, 2011; Thiry and Laursen, 2011)
• Persistence (Gloria et al, 2001; Solorzano 1993; McGee and Keller,
2007; Sambunjak et al, 2010; Williams et al, 2015; Bordes-Edgar et
al., 2011; Campbell and Campbell, 1997
• Research productivity (Steiner and Lanphear, 2002; 2007; Wingard
et al, 2004)
• Higher career satisfaction (Schapira et al, 1992; Beech et al, 2013)
• Enhanced recruitment of URMs (Hathaway et al, 2002; Nagda et
al, 1998).

Defining Mentoring
A collaborative learning relationship
that proceeds through purposeful
stages over time and has the primary
goal of helping mentees acquire the
essential competencies needed for
success in their chosen career.
It includes using one’s own experience
to guide another through an
experience that requires personal and
intellectual growth and development.
Applies to research mentoring, career
coaching, peer mentoring, virtual
mentoring, and in some cases advising

Pfund et al 2016: McGee 2016

Success in Mentoring
Mentor Success means a mentor has gaining the skills and
knowledge to:
1) effectively support mentee development
2) facilitate the attainment of the transferrable
“competencies” necessary to meet individual mentees’ goals.
This requires the ability to come to a clear understanding of each
mentee’s unique needs and desires and the flexibility and humility
to adjust one’s approach to support a mentee’s success.

(Pfund et al., 2016)

Mentorship Malpractice
Mentor Success Does Not Mean:
•Hijacking mentee ideas
•Promoting personal interests over a mentee’s
•Limiting mentee interactions with others
•Becoming a bottleneck to mentee progress
•Forgoing mentee advocacy to avoid conflict
•Failing to prioritize a mentee’s needs due to lack of time
Engaging in mentoring practices that “ put a mentee’s academic
career at risk.”
(Chopra et al , 2016)

Attributes for Effective
Research Mentoring Relationships
RESEARCH SKILLS
•
•
•
•
•

Developing disciplinary research skills
Teaching and Learning disciplinary knowledge
Developing technical skills
Accurately assessing mentees’ understanding of
disciplinary knowledge and skills
Valuing and practicing ethical behavior and
responsible conduct of research

INTERPERSONAL SKILLS
•
•
•

Listening actively
Aligning mentor and mentee expectations
Building trusting relationships/ honesty

DIVERSITY/CULTURALLY-FOCUSED SKILLS
•
•
•
•

Advancing equity and inclusion
Being culturally responsive
Reducing the impact of bias
Reducing the impact of stereotype threat

SPONSORSHIP SKILLS
•
•
•
•

Fostering mentees’ independence
Promoting professional development
Establishing and fostering mentee professional
networks
Actively advocating on behalf of mentees

PSYCHOSOCIAL SKILLS
•
•
•
•
•

Providing motivation
Developing mentee career self-efficacy
Developing mentee research self-efficacy
Developing science identity
Developing a sense of belonging

Pfund et al. 2016

What do you need from your mentoring
relationship?

Roles for your mentors during the next year
Role

Train me in specific areas of
D&I research (skill building)
Improve my verbal
communication skills
Improve my written skills
Provide constructive
feedback
Help build my self-confidence

I expect
my MTDIRC
mentor to
play this
role

I expect
my local
mentor(s)
to play this
role

I have
additional
mentors and
expect one
of them to
play this role

I do not
have
anyone to
play this
role

I do not
currently
need
anyone to
play this
role

What do you need from your
mentoring relationship?
• Read through the list of roles
• Rank the roles from most to least important
(#1 = most important)
• Rank your top 3 at a minimum
• Share your top 3 choices with a partner
(find someone from your own cohort)
• Large group discussion

Helping Mentors to be More Effective
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Key Elements of Mentor Training
•Process-based using case studies and group
problem-solving
•Aimed at awareness-raising
•Provides a forum to share the collective experience
of mentors across a range of experiences
•Links to resources to improve mentoring

Clinical and Translational Research Mentor
Training Curriculum
Research Mentor Training Schedule
Session

Topic

Session 1

Introductions
Maintaining Effective
Communication

Session 2

Aligning Expectations
Assessing Understanding

Session 3

Addressing Diversity
Fostering Independence

Session 4

Promoting Professional
Development
Articulating a Mentoring
Philosophy and Plan

Part of the Entering Mentoring Series

Training Implementation and Evaluation:
Flowchart of Research Mentor Training Trial
Mentors
Allocated to
Control Group
N=139
Recruited
283 mentor/
mentee pairs
across 16
sites

Mentor and
Mentee Baseline
Interviews
(MCA)
N=566

Mentors
Randomized

Mentors
Allocated to
Training Group
N=144

Training
Implemented
(6-14/site)

Mentor and
Mentee Follow-Up
Interviews
(MCA)
N=552; 98%

Mentor
Post-Training
Surveys

= Implementation
= Assessment
Jan 2010

Sept 2010 – Feb 2011

Aug 2011

Mentor Satisfaction with Training (n=128)
Would you recommend the
sessions to a colleague?
6%

4%

Very Likely
Likely
Unlikely
Very Unlikely
45%
45%

Pfund C, et al. 2013. A Research Mentor Training Curriculum for Clinical and Translational Researchers.
Clinical Translational Science 2013; 6:26-33
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Primary Trial Outcome: Mentoring Competency
Assessment (MCA)
Improvement in Global Mentoring Skills
Across Six Competencies
(Based on 26 items)
1. Effective Communication (6 items)
2. Aligning Expectations (5 items)
3. Assessing Understanding (3 items)
4. Fostering Independence (5 items)
5. Addressing Diversity (2 items)
6. Promoting Professional Development (5 items)

Post Interview
Mentor MCA Example Questions
1
Not at
all
Skilled

2 3

5 6
4
Moderately
Skilled

7
Extremel
y Skilled

Working with mentees to set clear
expectations of the mentoring
relationship-BEFORE
Working with mentees to set clear
expectations of the mentoring
relationship-NOW
Accurately estimating your
mentees’ level of scientific
knowledge-BEFORE
Accurately estimating your
mentees’ level of scientific
knowledge-NOW
Fleming M, House S, et al. The Mentoring Competency Assessment: Validation of a New Instrument to
Evaluate Skills of Research Mentors. Academic Medicine, 2013;88(7):1002-1008.

Significant Change in Mentor Self-Reported
Effectiveness

Pfund et al. Academic Medicine 2014

Significant Change in Mentee Ratings of
Mentor Effectiveness

Pfund et al. Academic Medicine 2014

Sample Quotes from Mentees of
Trained Mentors
“I’ve seen a shift from general mentoring advice to specific mentoring advice
about where I’m at and what I need to do in the next five years…I didn’t know
those discussions could be so helpful. In terms of the people I mentor, it will
definitely help there too.”

Helping Mentees to be More Effective

Success in Mentoring
Mentor Success: Gaining the skills and knowledge to:
1) effectively support mentee development
2) facilitate the attainment of the transferrable
“competencies” necessary to meet individual mentees’ goals.
This requires the ability to come to a clear understanding of each
mentee’s unique needs and desires and the flexibility and humility
to adjust one’s approach to support a mentee’s success.
Mentee Success: Gaining:
1) personal and professional competencies necessary to
define his/her career goals
2) experience needed for that career
3) the ability and opportunity to progress toward that chosen
career goal
This requires mentees’ taking proactive roles in finding the support
they need to achieve these goals.

Mentoring Up
Taken from Lee, S., Pfund,C., Branchaw, J., and McGee, R. (2016). “Mentoring Up:
Learning to Manage Your Mentoring Relationships” In The Mentoring Continuum:
From Graduate School Through Tenure. Glenn Wright, ed. Syracuse, NY: The Graduate
School Press of Syracuse University.
Adapted from Gabarro and Kotter (1980) Harvard Business Review.
Entering Mentoring Topics:
•Maintaining Effective Communication
•Establishing Expectations
•Assessing Understanding
•Addressing Diversity
•Discussing Ethics
•Fostering Independence
•Developing a Mentoring Philosophy

Maintaining Effective Communication:
•Determine your mentor’s preferred medium of communication at
a distance (Skype, phone, or email) and acknowledge if it differs
from your own personal preference.
•Schedule a regular time to meet or check in with your mentor.
•Keep track and share progress toward project and professional
goals, both verbally and in writing.
•Identify challenges and request your mentor’s advice/intervention
when appropriate.
•Prepare for meetings with your mentor by articulating specifically
what you want to get out of the meeting and how you will follow
up after the meeting.

Discussion: Advice from your Peers
•Form pairs/ groups of 3 with:
• 1 - 2015 scholar
• 1-2 2016 scholars
•Share:
•2015 Scholars: What advice can you give the 2016 scholars so
they can maximize their relationship with their D&I mentors?
•2016 Scholars: What questions do you have about how to
initiate and sustain an effective relationship with your D&I
mentor?

RESOURCES FOR MENTORS AND MENTEES

National Research Mentoring Network (
NRMN is a nationwide consortium of biomedical professionals and
institutions collaborating to provide all trainees across
the biomedical, behavioral, clinical and social sciences with
evidence-based mentorship and professional
development programming that emphasizes the benefits and
challenges of diversity, inclusivity and culture within mentoring
relationships, and more broadly the research workforce.

Supported by the NIH U54 GM119023

)

NRMNet.net

NRMN serves as a national training hub to
improve mentoring relationships
Activities:

•
•
•
•
•
•

Face-to-face mentor
training workshops
Face-to-face mentee
training workshops
Self-paced online training
Synchronous online
training
Train-the-trainer
workshops
Master Facilitators

NRMN Mentor Training Core:
Building Capacity of Trained Facilitators

35 NRMN Master Facilitators
from 11 institutions

Training Participation to Date
0
Mentors: Face-to-face (high
dose)
Mentors: Face-to-face (low
dose)
Mentors: Asynchronous
Online
Mentors: Synchronous
Online*

Mentees: Face-to-face (high
dose)
Mentees: Face-to-face (low
dose)

200

400

18 Train-theTrainers
>400 Participants
>250 Subsequent
implementations at 48
institutions including
BUILDs
>1200 Mentors Trained
>1000 Mentees Trained

www.cimerproject.org

Thank you!

Research Mentor Training Funding
•Original Entering Mentoring curriculum (HHMI Professors Program, PI: Handelsman)
•Adapted for use across science, technology, engineering, math, and social sciences (NSF
#0717731, PI: Pfund) and clinical and translational science (CTSA) award mentors (NIH/NCRR
ARRA UL1RR025011, PI: Dresner)
•Workshops and curricula have been developed for faculty mentors (NSF #0717731, PI:
Pfund) including training workshops for T32 and R25 trainer
•NIH has funded a study to develop better understanding of specific factors in mentoring
relationships that account for positive student outcomes (NIH #1R01GM094573-0 PI: ByarsWinston, co-I: Pfund) and renewal to focus on cultural aspects of mentoring relationships
(PIs: Byars-Winston and Pfund)
•The curriculum has been adapted for use in a synchronous, online venue through the NSFfunded Center for the Integration of Research, Teaching and Learning (CIRTL) Network (NSF
DUE-0717768, PI: Mathieu)
•CIRTL and APS partnered to adapt the curriculum for physic mentors.
•NIH has funded legacy website (3UL1RR025011-05S1, PI: Drezner), randomized controlled
trial (3UL1RR025011-03S1, PI: Drezner) and train-the-trainer workshops (R13GM106445, CoPIs: Pfund and Sorkness)
•NIH as funded the National Research Mentoring Network (NRMN) (NIH U54 GM119023; PIs
Burgess, Ofili, Okeyemi, Pfund, and Vishwanatha)

