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Mentoring: What Is It and
Why Does it Matter?

Kyoto University Schoollof PubliciHealth

Mitchell D. Feldman, MD, Mphil
Fulbright Scholar and Visiting Professor
Kyoto University

Professor of Medicine
Associate Vice Provost, Faculty Mentoring
University of California, San Francisco

Co-Editor in Chief, JGIM

) Mitchell D Feldman, MD, MPHiL

cnancerton's councie on Faculty Lif

Mitchell D Feldman, MD, MPhil

Fulbright scholar/Visiting
Professor, Kyoto Univ.

Associate Vice Provost,
Faculty Mentoring, UCSF
Co-director MDP

Behavioral and
psychiatric (depression)
issues in primary care
Mentoring in medicine
IMPACT program

Does Mentoring Matter?

Systematic review found association between
having a mentor and:

v Completing a research project

v Number of publications

v Likelihood of obtaining a grant

v’ Personal development

v’ Career guidance and career choice

— Sambunjak 2006

Faculty with mentors have greater job satisfaction
— Wasserstein 2007

Faculty with mentors have greater academic self-
efficacy
— Feldman 2010

D Feldman, MD, MPHi.
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What is Mentoring?

COACHING , CONSULTING

!, )
ADVISING | 4 > MANAGING

TEACHING COUNSELING

tchell D Feldman, MD, MPhiL

What is Mentoring?

* .. aprocess where mentor and mentee work
together to discover and develop the mentee’s

abilities.

* ... along term relationship with a responsibility to
provide the support, knowledge and impetus that

can facilitate professional success.

What is Mentoring?

e ... process whereby an experienced, highly regarded,
empathic person (the mentor)

D Feldman, MD, MPHi.




What is Mentoring?

guides another individual
(the mentee) in the development and examination of
their own ideas, learning and personal and
professional development.

tchell D Feldman, MD, MPhiL

What is Mentoring?

The mentor, who often, but
not necessarily, works in the same organization or field
as the mentee, achieves this by listening and talking in
confidence to the mentee.

Mentoring is

“ A dynamic, reciprocal relationship in a
work environment between an advanced
career incumbent and a beginner aimed at
promoting the development of both.”

D Feldman, MD, MPHi.




What is Mentoring?

Levinson DJ: “The Seasons of a Man’s Life”.
New York, Alfred A Knopf, 1978

» The mentoring relationship is ‘one of the
most complex and developmentally
important”in a persons life.

» The mentor will . . . “assist and facilitate the
realization of the dream.”

Mentor as Role Model

» A person considered as
a standard of excellence
to be imitated

Mentor as Teacher

* Educate mentee
about research
content and methods

« Clinical/teaching skills
* How things work




Mentor as Superhero

» Protector
— Protege = Protogére (to protect)

» Advocate

Wk

“Mentor can manipulate the world
around him with his mind.”

Mentor as Advisor
and Guide

- ‘a trusted counselor or
guide’

» Self reflection and
value clarification

aculty Life




Why be a Mentor?

“You have been asked by some students and
younger junior faculty to be their mentor . . .
Should you say yes? Why? Why not?”

<- What are the rewards of being a mentor?

< Whom should you mentor? How do you decide?

Why be a Mentor?

* Attract good students

» Stay on top of field

* Learn new things

+ Personal satisfaction and growth
» Develop professional network

» Extend your contributions

+ (Get promoted)

“DEFINING THE IDEAL QUALITIES
OF MENTORSHIP”

« Qualitative analysis of letters of recommendation for a
lifetime achievement in mentoring award

* Five themes - qualities of admired mentors:
Personal qualities: enthusiasm, altruism,
Act as a career guide
) Time commitment
Support personal/professional balance
Leave a legacy of how to be a good mentor




The Art of Mentoring

)

“He knows what each plant in his garden needs to thrive:
this one a little more sun, this one more fertilizer; this is a
good metaphor for his mentoring [as] he takes the same
careful approach with ‘growing’ his fellows and takes
great joy in watching them bloom.”

UCSF Lifetime Achievement in Mentoring Award Nominee

“During the launching of my career, [she] was like a Solid
Rocket Booster, ensuring that | achieve the lift and
trajectory to make it into orbit. But rather than dropping
off at that point, she has remained a constant feature, like
Mission Control, monitoring my progress.”

“Most importantly, (my mentor) has no intellectual
Jealousy. She was always happy to see others succeed,
pushing them forward into the limelight while standing
back in the shadows herself.”

UCSF Lifetime Achievement in Mentoring Award Nominees

il

There are many types of mentors




Many Types of Mentoring Models

Traditional dyad (senior/protégé)
Peer mentoring

Near-peer mentoring

Team or group mentoring
Distance mentoring

Enhancing Mentoring
Competencies

w Faculty Life




~ Mentoring Skills Model

Acquiring _ .
Mentors  S¢If RE‘IHE‘CIIOII

Learning

Inspiring

Providing
Corrective
Feedback

Identifying Goals

Quickly
& Current Reality

Showing Encourage
Litiacs Building Trust
Opening
Doors

Following
Through

Encouraging
Sense of Humor .
Instructing/
Developing
Capabilities

Managing
the

RelationshipACtive Listening

cuancerLon's councit on Facult

Emotional Intelligence
and Mentoring

‘Emotional Intelligence is the capacity for

recognizing our own feelings and those of

others, and for managing emotions well in
ourselves and in our relationships.”

» Daniel Goleman, 1998

Copyright © Mitchell D Feldman, MD, MPhi,

Mentors Support and Challenge
Influence on Mentee Development

(Daloz, 1999)

Retreat Growth

Challenge

Confirmation

Low
Hitchll  Flciman, MD, MPhi

ERS IF CHANCELLOR'S COUNCIL ON
Office of Academic Affairs and Facuit




1

Direction-Self-Direction Scale

Mentoring Goal: Guided independence and accomplishment

Micromanagement Sink or Swim
p) 3 4 8 9 10

tchell D Feldman, MD, MPhiL

“3 Cs” of good mentors

» Competence

v'Professional and interpersonal skills,
knowledge, and experience

» Confidence
v'Shares network, resources and credit
v'Provides opportunities, supports risks

e Commitment
v'Invests time and energy to mentoring
v'Mentor should be available and accessible

D,

Mentees Must Learn to Take Charge
of the Relationship

“The mentee is not an empty vessel
receiving the mentor’s advice and
wisdom but, rather, an active
participant, shaping the relationship.”

Zerzan et al. 2009

D Feldman, MD, MPHi.

- 11 -
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Managing Up

“Managing up” -- the mentee takes
ownership of and directs the relationship,
letting the mentor know what he or she
needs . . . Managing up makes it easier for
a mentor to help a mentee, which makes
the relationship more satisfying and
successful for both.”

Copyright © Mitchell D Feldman, MD, MPhi.

The Individual Development Plan (IDP)

Self evaluate career success skills and
[NEERS

v Clinical

v Creative/scholarly

v' Teaching/mentoring

v Leadership/management

v Interpersonal

Prioritize your interests and reflect on
your values

Set short and long term goals
Measure progress and recalibrate

tchell

The University of California, San Francisco
Faculty Mentoring Program




UCSF Faculty Mentoring Program

» Faculty Mentoring Program was started in
2006 - 2007 in response to a needs
assessment of UCSF faculty members

> Now is the largest and most comprehensive
mentoring program for health sciences faculty
in the U.S.

» Seen as a model program for peer institutions
of UCSF

D Feldman, MD, MPHi.

cnancerton's councie on Faculty Lif

UCSF Faculty Mentoring Program

> Mentoring Facilitators (senior faculty) were
appointed in every department

» One on One career mentoring

v'the mentee is expected to send their mentor an updated
CV and Individual Development Plan prior to each
meeting.

» Mentor/mentee development

v'Workshops (eg speed mentoring), Dept retreats, Grand
Rounds, etc

A Mentoring Team: 3 Key Mentors

Career Mentor: Responsible for overall career guidance and
support for their mentee. The career mentor should not be the
mentee’s direct supervisor. Scheduled meetings take place at
least 2-3 times per year and are structured around review of the
CV and IDP.

Research (Scholarly) Mentor: Responsible for developing the
creative and/or independent research careers of their mentees.
Unlike the career mentor, the scholarly mentor must have
expertise in the mentee’s area of scholarship and help provide
resources to support the mentees work. Scheduled meetings
take place 1-2 times per month.

Co-Mentor: Works with the mentee and scholarly mentor to
provide specialized content area or methodological expertise.
Scheduled meetings every 1-3 months.

D Feldman, MD, MPHi.

- 13-
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Creating a Culture of Mentoring
¢ Mentoring Counts in Advancement and Promotion

FACULTY MENTORED: [List all st the current position of the faculty mentored; list dates; describe Mentoring

role,e.g. career ady

view, etc.]

Position while
Dates Name Mentored Mentoring Role Current Position
1995-2000 [ Jane Doe PhD. Asst. Prof. Academic and Research [ Assoc. Prof, Bioch.,
o s

19992001 | James Jones MD. Assoc. Prof. Reviewed grant ‘Assoc. Prof,, Surg,

application UCSF

20002002 | Sally Brown Asst. Prof. Career Advisor Asst. Prof,, Can.Ctr,,
ucta

¢ Mentoring Awards

v “FMP Lifetime Achievement in Mentoring Award”, Academic
Senate DIM Awards; “FMP Who mentored you?”

¢ Evaluation of Mentors

counci on Faculty [

UCSF Clinical Translational Science
Institute Mentor Development Program
v Goal: To train mid-career and early senior CT resea

in mentoring skills - and to build a community of
mentoring excellence at UCSF

v 10 case based seminars over 5 months
— http://ctsi.ucsf.edu/training/mdp-materialsr

MDP Seminar Topics

* Rewards & Challenges of Mentorship

» Communicating Effectively with Mentees

» Understanding UCSF Academic Advancement Policy
» Economic & Fiscal Realities of Research

* Human Subjects and Research

* Leadership Skills

* Grants: NIH, intramural

« Balancing Work & Life

- 14 -
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Mentoring in Japan

v
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Winning mentors: Hiroaki Kitano (left)
and Fumio Oosawa. They have broad
vision, a keen interest in challenging
students and a willingness to help them
network to advance their careers.

akagashira | shateigashiral £ ~ 8
loutenan liutenant B
shingiin .
s

kaikei shatei

It bothers

Mentoring in Japan

Senior — junior relationships are important
feature of much of Japanese traditional culture
— Hierarchical relationships

— Respect for senior person

More akin to apprenticeship and teaching then
mentoring — but life guidance clearly a central
part of some relationships

Perhaps better developed in the business
world then in health care

Miche D Fedme
aculty Life

- 15 -
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Mentoring in Japan

» Mentoring is viewed more like a business
“strategy” in the US and Europe and as a
“relationship” in Japan

— Bright 2004

« Little prior research in health care settings in
Japan
— Barriers to mentorship include mentor busy-ness,

mentee reluctance to bother mentor and

hierarchy of relationships
— Mishina 2011

Mentoring in Japan

Senpai-kohai (senior-junior) relationship: senior
person in an organization guides the junior recruit
in the customs, behaviors and competencies
needed to succeed. Informal relationship based on
honesty, gratitude and trust.

Oyabun-kobun (leader-subordinate) relationship:
Apprentice system. Training and teaching are
central to the relationship. Respect, obligation and
protection (paternalism?).

itchell D Feldman, MD, MPhi.

Mentoring in Japan

» Oyabun-kobun relationship in medical training:
clinical and research efforts of young doctor
enhance the status and power of the professor.
Personal guidance is left to mid-level mangers or
done informally by a friendly senpai (Long 1998)

itchell D Feldman, MD, MPhiL




Mentoring in Japan — Characteristics of
Traditional Relationships

» Focus on expertise of the teacher rather then the
development of the junior person

» Clear hierarchy; little or no questioning of superior

» Main focus was on teaching of skills and
knowledge; but more personal relationship could
develop over drinks after work

» Teaching is more passive-- junior person observes
what the superior is doing- less explicit feedback
and guidance

Mentoring in Japan — Qualitative
Research at Kyoto University

Semi-structured interviews with Kyoto
University faculty members in the Faculty of
Medicine

Purposive, snowball sampling
18 interviews completed to date
Grounded theory approach

itchell D Feldman, MD, MPhi.

Mentoring in Japan

* Qualitiative Research: Themes to be compared
with findings from UCSF and Univ of Toronto

Survey Research: also underway at 6 medical

centers in Japan with Prof. Fukuhara and others
1) Hokkaido University

2) Shinshu University

3) Kanazawa University

4) Okayama University

5) Ehime University

6) Saga University

itchell D Feldman, MD, MPhiL

- 17 -



Mentoring in Japan — Qualitative
Findings to Date

» Themes emerging from interviews (very tentative, not for
quotation etc)
» Many participants mentioned a variety of mentoring
relationships in their current or past work
» Many terms mentioned:
v Oben / chuben / koben -- (oyabun-kobun)
v “Kenkyu-Sido-Kyoin”
v Shido or Shidoi (finger/lead)
v’ Shitei-Seido
v Shi Tei Kankei (teacher/student (younger brother) relationship

Mentoring in Japan:
Qualitative Findings to Date

» Most mentors do not expect reciprocity in the
relationship

> The mentors (professors) see their main role as
teaching and providing advice to their students/
junior faculty — and the student’s role is to listen
and implement the advice

» Change from Jyo Kyoju to Jun Kyoju was in name
only-- the essence of the relationship between
Professors and Associate Professors has not
really changed (according to Jr faculty)

I, MPhi.

- 18 -
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Mentoring in Japan:
Qualitative Findings to Date

» Jr faculty are stressed and seeking mentorship —

> There is no formal mentoring system, and no
rewards for being a mentor

» For junior faculty, there is no clear path to
independent research career and no explicit
system for evaluation of success

» Funding from Ministry of Health supports the
status quo— does not encourage mentoring of jr
faculty to independence

Mentoring in Japan — Qualitative
Findings to Date

» Many faulty talked about the importance of good
communication skills in mentoring--

» Career guidance seen as a reasonable topic for mentoring
discussions by most -- but it happens rarely and usually
informally— networking is common however

» Special challenges face women in academic careers
> Lack of female role models and mentors
> “Old boys club” still exists in some departments

» Balance of work and life is the responsibility of women in 2 career
families

I, MPhi,

Mentoring in Japan — Qualitative
Findings to Date

» Oyabun-kobun system is going away —
» introduction of match system, young doctors choose where to train
and often moving from hospital to hospital.
» Also- diminishing loyalty to a single professor or organization.

» All of these changes have threatened traditional system of
work relationships.

» Now, perhaps there is an opportunity to establish a new
type of mentoring system - take the best aspects of the old
system and integrate in the relevant and mentoring
concepts from US

I, MPhi.

- 19 -
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‘Mentoring has the capacity to
imply the crucial nature of broad
values in medicine, to link the
young to their intellectual and
professional heritage, to make the
pursuit of excellence an enduring
preoccupation of future faculty

and of the profession generally.”

JA Barondess

Copyright © Mitchell D Feldman, MD, MPhi.
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