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The UTEP Collaborative Faculty Mentoring Program 
Gray and Birch (2008) reported that research on faculty development clearly indicates that mentoring is an important contributor to a successful academic career, particularly for women and other minority faculty. Boice (2000) presents research indicating that faculty who do not receive mentoring leave campus early or are terminated, while this does not happen to faculty who received mentoring. Earlier studies (Boice, 1990) indicated that new faculty who were mentored attained above average student evaluations by their second semester at higher rates than those who were not mentored. Furthermore, data show that mentoring leads to better understanding of campus politics, greater research productivity, better teaching and leadership performance, and improved career success (Boice & Turner, 1989; Bova, 1995; Gaff & Simpson, 1994; Johnsrud & Atwater, 1993; Luna & Cullen, 1995).  

Traditionally, mentoring has been perceived as a one-on-one relationship in which an experienced faculty member guides and supports the career development of a new or early career faculty member. Many faculty and administrators still believe that the best mentoring occurs spontaneously, but data does not support this. Spontaneous mentoring does not occur as often as needed, and it frequently does not occur at all for faculty who most need it (Goodwin & Stevens, 1998; Boice, 2000). Boice (2000) pointed out that new faculty and “nontraditional hires” who struggled were likely not to receive mentoring. Spontaneous mentoring is often not systematic, does not address the full range of faculty needs, and frequently dies an early death due to ‘busyness’ (Boice, 2000). This can be a problem even in a structured mentoring program, as we experienced early in the Faculty Mentoring Program for Women (FMPW) at UTEP. Boice (2000) suggested that waiting for spontaneous mentoring to occur is often, “no more effective than waiting at home for new romantic prospects.”

Proponents of spontaneous mentoring assume that “mentoring will happen if it is needed,” and that the Protégé will take the initiative to approach a potential mentor.  Frequently the fear of imposing on a busy senior colleague is enough to quell a mentoring request. Consequently, new PhDs and early career faculty who are most in need of good mentoring rely on their own devices. They repeat mistakes that could have been avoided if an established avenue for sharing collective experiences and wisdom had been present. Research and UTEP’s experiences with the Faculty Mentoring Program for Women clearly shows that a structured mentoring program is a worthwhile investment, because such programs lead to faster socialization of new faculty into the university community, greater confidence in teaching, greater research productivity, better life balance, greater career success, and greater success in recruiting and retaining new faculty for the university. The results of the UTEP-FMPW are illustrative of these outcomes. 

Matt Ouellett (2008), the current president of the Professional and Organizational Development Network, reflected that effective faculty development is clearly a collective responsibility relying heavily on networks of peers. He used the terms “mutual mentoring” and “life-long learning” in relation to peer mentoring among all faculty members regardless of seniority, rank, and history. In his opinion, such a perspective allows us to move beyond hierarchical conversations between seniors and juniors, administrators and faculty, to a more humane and inclusive experience in higher education. Ouellett suggests that we move communication and mentoring models away from the traditional patterns. Traditional mentoring programs often rely on proximity, convenience, personal relationships, or special access; and lead to one-on-one senior-junior matches. An effective mentoring program should take advantage of the many opportunities to learn from each other’s perspectives and strengths, and take place in a model of “mutual mentoring.” The goal of such model is to “create and sustain a mutually beneficial, permeable, and flexible network of peer mentors … founded on respect and reciprocal learning, and move us beyond boundaries constructed by false notions of formal status, gender, age, or race” (Ouellett, 2008, p. 3). 

The aim of the UTEP’s Collaborative Faculty Mentoring Program is to help faculty build non-hierarchical networks of mentors that can help address specific areas of concern through their collective knowledge and experiences, creating partnerships that can benefit all faculty in many different ways. A diverse network of participants of all ranks and experiences can make many valuable contributions in many more areas than a single mentor. The foundation for this model was the realization that no single person possesses the range of expertise on all the issues faculty members face in their career.
At UTEP we believe that all faculty are members of a university-wide community with responsibilities that extend beyond their departments to the mission of the university. Our experiences with the FMPW showed that mentoring strengthened our community and provided many positive benefits to all faculty members involved in the program. The Collaborative Faculty Mentoring Program (CFMP) builds on this success, and emphasizes the importance of collaboration among multiple stakeholders. 

The Collaborative Faculty Mentoring Program is based on the idea that effective mentoring networks may include peers, senior faculty, teaching groups, research groups, administrators, students, colleagues at other universities, and even friends and persons in the community unrelated to the university. All can contribute in varying ways to the professional and personal success of a faculty member. Mentoring can take place between individual mentoring partners via face-to-face or technology-based communications (list serves, email, etc.), but it can also occur very effectively in groups consisting of peers or mentoring partners at all stages of their academic career. 
The program is designed to realize best practices in mentoring. First, faculty new to UTEP are invited to participate in collaborative monthly meetings during which they can start building their networks and identify individual mentors. The monthly meetings bring together a community of peers and experienced faculty for the purpose of building greater cohesion, study and discuss important issues, and speed socialization. Second, the program will assist the new faculty in selecting their personal mentors through the “free lunch” initiative. Through this initiative new faculty are given the opportunity to choose an individual mentors, which increases the probability that Protégé and mentor will be better matched and able to sustain a long-term relationship. Finally, the program meetings will be held in each of the colleges and thus expand participants’ knowledge of our campus and our academic programs. 

Mission of the Collaborative Faculty Mentoring Program 
The mission of the CFMP is to help new faculty become productive members of the UTEP family and advance their careers through collaborative and individual mentoring.
Goals of the Collaborative Faculty Mentoring Program
The program’s long-term goal is to help build support networks for faculty that cross disciplinary and departmental boundaries, and create a collaborative culture of teaching, research and service at the university. The aim is to have teaching become “community property,” and an activity that is no longer the dominion of a single person, but something that is valued, shared, and discussed openly across campus. The program further aims to help build connections between individual faculty that will lead to increased interdisciplinary collaborations in research and a greater interest among the faculty in serving the needs of the university through participation in leadership activities.

The specific goals of the new Collaborative Faculty Mentoring Program are:

1) facilitate and shorten the socialization process of new faculty into the UTEP community 

2) increase the strength of relationships among new faculty by building a true cohort

3) help new faculty connect to supportive junior and senior faculty across campus
4) through collaborative interaction, help solve problems frequently encountered by all full-time faculty members to facilitate their success at UTEP

5) advise faculty, especially those new to UTEP, on how to navigate bureaucratic processes effectively and efficiently to achieve results

6) provide opportunities for faculty, especially those new to UTEP, to identify appropriate mentors

7) establish a vibrant and active university-wide network of faculty who are interested in helping each other succeed at UTEP and in the Academy, especially for minority and women faculty
8) strengthen recruiting efforts of minority faculty members by becoming a permanent and integral part of faculty support structures at UTEP and thus contribute to increasing diversity of faculty at UTEP.
What We Learned From the Faculty Mentoring Program for Women at UTEP 
We learned much from the NSF-ADVANCE grant Faculty Mentoring Program for Women (FMPW) which led to us to establish new processes in the CFMP. 
1) Protégés in the FMPW reported difficulty establishing meaningful relationships with faculty mentors outside their colleges. Lack of proximity and compatible disciplinary interests were significant obstacles. 
a. The CFMP will take an active role in helping Protégés find individual mentors through a lunch reimbursement program for faculty members new to UTEP. For current faculty members the Center for Effective Teaching and Learning can through its contacts on campus help identify potential mentors as well.
2) Female mentors did not provide an inherently better mentoring experience for women faculty than did male counterparts. 
a. The CFMP will encourage Protégés to select an individual male or female mentor from within the college but preferably outside the department if no mentoring occurs within the department. A mentor outside of the department would not displace any mentoring activities that already take place within departments, and the Protégés would have another person from whom to seek advice who is not influenced by departmental politics, but understand the College and its disciplines.
3) Using explicit instructions for both Protégés and mentors regarding regular contacts between them works to their benefit, stimulates both parties to be proactive in this area, and creates mutually acceptable procedures thus removing the barriers of discomfort about contacting one another.
a. Using the process established by FMPW, Protégés and mentors will develop mutually agreed upon procedures, boundaries, expectations and agreements concerning how they will contact and interact with each other.
b. The documents were somewhat lengthy and repetitive. They have been revised for the 09-10 program. 
4) Protégés do better when they are able to prepare for the process.
a. Based on FMPW procedures, new Protégés will attend a goal-setting workshop before they meet their mentors. This session is designed to help Protégés:
i. gain better insight into their current professional standing;
ii. assess their satisfaction with the balance between their personal and professional lives;
iii. set specific goals for the first year of their appointment at UTEP focused on integration teaching, research, and service;
iv. outline expectations for their mentoring relationship.
5) Mentors, while successful in the professoriate, are not innately good mentors.  In-depth mentor orientation is necessary to provide guidance and clarification of the mentor’s role.  
a. The FMPW mentor orientation workshop model will be used in the CFMP to help new mentors learn more about their role. Two sessions on different days and times will be offered to accommodate diverse schedules.
b. Preparation materials have been placed on the mentoring page in the Provost’s Office website.
6) FMPW Protégés indicated that events designed to develop informal contacts among Protégés from all years in the program would be welcomed. Monthly brown bags were designed to create these opportunities, but had limited success. 
a. The program will distribute information about various campus events to new and former faculty of the program. The CFMP will make a special effort to invite all alumni and current participants to join these workshops. 
b. The program will maintain a roster of past and current Protégés and mentors a roster on the Provost’s Office website and invite all to special events. 
7) A lack of available mentors during FMPW forged a group-mentoring model. The group model capitalized on peer mentoring while needing a smaller number of mentors.  FMWP matched up to six Protégés from the same college/department as a group with two mentors from their college, who were outside the Protégés’ departments. Protégés had more opportunities to exchange views with peers. Mentors had a partner-mentor with whom they could discuss sensitive situations or questions that arose with their Protégés. The group-mentoring model used informal monthly group luncheons, where the entire mentoring group assembled to discuss matters of interest.
a. The CFMP program will adopt the group mentoring model where the mentors act as facilitators, discussion leaders, and coaches. 
b. During the fall of 08 the discussion topics were based on readings about major issues relevant to new faculty from Advise for New Faculty Member (Robert Boice). The program will continue to ask departments to buy the book for the new faculty, because the advice provided was valued by those who read it. Topics rated highly will again be used as foci for discussion this year. Mentors or Protégés will be asked to propose topics encountered in the workplace for further study and discussion.
8) Protégés in the FMPW valued individual mentors they could contact about sensitive and confidential issues:
a. The CFMP will continue to help new faculty identify individual mentors (explained further below) and encourage participants to meet one-on-one. The Protégé will be asked to report those individual meetings on a form provided at each of the group meetings solely for assessment of program effectiveness. They will not be asked to disclose any topic or content of their discussion nor with whom they met.
Role of the Colleges in the Collaborative Faculty Mentoring Program
1) College Deans, Department Chairs, and Program Directors are asked to decide on incentives for participation in the Collaborative Faculty Mentoring Program, especially for the mentors. Since the evidence is clear that faculty who engage in mentoring are more successful in their profession and contribute more effectively to the mission of the university, the deans and chairs are asked to, at minimum, give special consideration of the mentors’ contribution during the annual merit evaluation. The program will provide each new faculty member a detailed summary of their participation in CFMP and other faculty development activities at the end of the academic year that they can incorporate in their annual merit review. The faculty member can then add to the evaluation a report on the personal growth and learning that occurred, actions taken as a result of program activities, and prepare an action plan for the next year showing how s/he will extend the benefits obtained from the program to the department or the college. 

2) In 08-09 the Colleges and the School of Nursing each sponsored one meeting of the CFMP at their location to introduce participants to the college and its premier activities. The introductory presentations to the college were too time consuming according to the participants and are eliminated to be able to focus more on mutual mentoring activities. The Colleges will still be asked to sponsor lunch and refreshments for the monthly meeting. The deans will be asked to share their vision of how their college will help the university attain its “Tier 1” goals and how that will impact the new faculty.
3) In the Colleges where an Associate Dean is responsible for faculty success, the CFMP will work with the Associate Dean to coordinate mentoring efforts within the college for new faculty in the program. If special mentoring (such as mentoring related to research) is required, the Associate Dean will work with the faculty member and his/her chair to find an appropriate mentor within the College or School. The Associate Deans are not expected to mentor faculty themselves, unless requested and agreed upon.

Participation in CFMP by Faculty as Protégés and Mentors
1) Faculty on the tenure-track who are full-time employees at UTEP can participate in the program. Mentors in the CFMP will be invited by the director based on nominations from former mentors and Protégés and other faculty.
2) Participation in the program is voluntary, but faculty members do pledge in writing to fully participate and complete the yearlong commitment. Faculty may be excused for two meetings due to other important activities and conflicts, but in principle, they commit to attend all program meetings. To make the program effective, participation in all events is a necessity.

3) Participants may receive reading assignments (possibly selected by them) designed to focus their learning and discussions on relevant and important issues. 

4) Faculty will no longer be assigned to teams as in 08-09. They will be ask to form groups at will of no more than at least 1 mentor and 5 protégés during each session. This will allow participants to broaden their network while, if so desired, still meet in discipline or college specific groups.
5) The CETaL Director will facilitate the monthly meetings and initially set the agenda. As the program progresses, participants will be given the opportunity to set the agenda. 

6) The mentor will initially be responsible for facilitating the team discussions and report their learning to the entire group at the final group discussion. The program director will compile an archive of findings, solutions, suggestions, etc., from the group discussions. If appropriate and agreed upon by the participants, these “helpful hints” will, through website postings, be made available to all faculty members on campus to further extend the impact of the CFMP.
7) The Protégés are expected to gain substantial insights into the organization, policies, processes, procedures, and people on the UTEP campus. Tenured faculty who serve as mentors in each college also may gain much from becoming mentors. First, they will learn more about the university and the various colleges; second, they will expand their own network within the university; third, the reward of helping junior faculty succeed is priceless; fourth, they will receive a special certificate of contribution and individual recognition during the Collaborative Faculty Mentoring Program Gala.
Discipline-Specific Individual Mentoring
· Gray and Birch (2008) indicated that departmental mentors can sometimes best serve some Protégés on certain issues such as research protocols. If such mentoring is indeed a necessity for a faculty member, the CFMP director can help the faculty develop the needed one-on-one mentoring relationship. Continuing the relationship will be left to the individual faculty, the mentor, the department, or the college.
· Based on the UTEP-FMPW experience, having individual mentors outside or inside the department can be of great benefit. The “free lunch” program in the fall semester will give new faculty members some assistance in finding a suitable mentor. In collaboration with Associate Deans, Department Chairs, or Program Directors, the CFMP can present a list of mentors to guide the new faculty Protégé find a mentor. The new faculty Protégé will be encouraged to interview up to 3 mentor candidates during the fall semester. To help them in this effort, they can apply for lunch money reimbursement. The lunch money must be spent on a working lunch with a potential mentor. The Protégé can invite up to 3 mentor candidates from across campus to lunch during the Fall semester only. The mentor candidates may or may not be participants in the CFMP. If the selected mentor is not in the CFMP, s/he will be invited to participate in the program as part of the Protégé’s group in the spring semester. In order to receive reimbursement for the lunches for a total maximum of $55 for Fall 2009, the faculty member must submit all receipts and a one-page summary report on the experiences of interviewing the three candidates, his or her final selection, and how s/he plans to work with the selected mentor in the spring semester. Without either documentation, lunch expenses will not be reimbursed.

Collaborative Faculty Mentoring Program Meetings

The CFMP will conduct eight collaborative mentoring meetings with assistance of the colleges to create multiple opportunities at a university-wide level for faculty to meet, network, learn about, and discuss issues. Collaborative, mutual mentoring is the focus of these program meetings and learning stands at its center.
The program meetings are hosted by each of the colleges from 12 p.m. until approximately 1:30 p.m. on every second Friday in September, October, November, December, January, February, March, and April. On some occasions, the date of a particular session may be changed to accommodate the calendar or an invited speaker. The agenda for each meeting will be loosely based on the topics listed below. Prior to the Fall semester meetings, participants will be asked to rank these topics in order of importance to them, and identify issues specific to UTEP that need attention. 


· Getting to Know UTEP
Participants will spend time learning about the academic culture of departments, schools/colleges, and UTEP; identifying resources to support research and teaching; and creating a trusted network of junior and senior colleagues. The program encourages participants to initiate and engage in such discussions within their department and college/school
· Excelling at Research and Teaching
Finding support for teaching such as advice on course design, assignments, grading, use of instructional technology, and teaching strategies; finding support for research such as developing a research/writing plan, identifying sources of internal and external funding, soliciting feedback on manuscripts and grant proposals. CETaL and ORSP may make formal presentations. 
· Tenure, Promotion, and Merit Evaluations
Improve understanding of the specific steps of the merit evaluation and tenure process, the criteria used in T&P evaluations and developing the tenure and promotion dossier; the criteria for evaluating research and teaching performance and resources available; expectations for annual faculty reviews and 3-yr T&P evaluation. Provost, Deans, or Chairs may be invited to speak on these topics.
· Creating Work-Life Balance
Prioritizing/balancing teaching, research, service, and personal life; finding support for development of professional work plans and goal setting; developing time management skills; effective use of computerized planning tools, balancing work and life, resources to help with childcare and elder care, housing. Possible presentation by Human Resources.
· Developing Interdisciplinary Networks
An important focus of the program is to help participants develop substantive, career-enhancing relationships with others within or outside their College or Department. Mentoring team membership will be flexible to accommodate the needs of the faculty. All meetings will start with lunch and seats will be assigned to facilitate participants meeting others prior to returning to their mentor team. During lunch, representatives of the host-college will welcome the participants and briefly introduce the College. After the college introduction, the participants will gather in their mentor teams for the program. 

Participants will be asked to take some time to prepare for all meetings using structured exercises or readings to increase the impact and usefulness of the meetings. 

Monthly meetings will contain several elements. Participants will serve themselves lunch upon arrival at the meeting site and form discussion groups with at least one mentor. While eating the group members are encouraged to “check in” with each other and share their successes and challenges (“check it out!”). In sharing success stories the Protégés will share the results of their actions, describe what went well and what did not, how they achieved their objective, and remaining challenges. The Protégés thus provides a learning opportunity for the other team members through sharing their own experiences with the group.

Usually, the mentor will start and guide the discussion around the theme of the meeting and keep notes of significant ideas, helpful solutions, difficult issues, etc. to present to the larger group during the final 15 min debrief at the conclusion of the meeting. All participants will be encouraged to reflect on the session and makes notes of significant learning. 
Dr. Natalicio, will send a letter to all new faculty inviting them to participate in the program. The program director assigns faculty to teams within colleges or related disciplines across colleges. Faculty will be notified in advance of the first meeting about the composition of their teams and may request reassignment for mentoring related reasons. For example, a faculty member in Health Sciences may request to be placed in a science-based cohort because of his/her research interests. 

Highly Recommended Resources

A must read for all faculty and especially new faculty:

1. Boice, R.  (2000). Advice for new faculty members: Nihil Nimus. Needham Heights, MA, Allen & Beacon. Considered required reading by some for new faculty members. The writing style is a bit unusual but the research and advice is excellent and pertinent for all faculty. Distilled his advice for new faculty members from years of personal research into why some new faculty members do thrive from the start and why others fail badly after just a short time in the profession.  Highly pertinent advise that applies not only to new faculty. 
Recommended Readings on Teaching (All these books are in the UTEP library):

2. Angelo, T.A, & Cross, K. P. (1993). Classroom Assessment Techniques: A handbook for College teachers. San Francisco, CA, Jossey-Bass. The classic text on how to assess student learning in your classroom. Exercise range from very simple (One minute paper) to complex research-capable tools. 50 tools are included with full descriptions on how to use them.

3. Bain, K. (2004). What the best college teachers do. Cambridge, MA, Harvard Press.  Clear descriptions, compelling anecdotes based on several decades of research on what the most inspiring college teachers do and how they behave in and outside of the classroom with their students.

4. McGlynn, A. P. 2001. Successful Beginnings for College Teaching. Madison, WI, Atwood Publishing. A quick read of very practical suggestions on how to get a college teaching career of the ground. Her work is focused on community colleges but that’s where teaching is most important. Her advise is useful to anyone teaching in higher education.
5. Fink, L. D. (2003). Creating Significant Learning Experiences. San Francisco, CA, Jossey-Bass. A classic work based on extensive research and experience that helps one design an integrated course in which learning outcomes, assessments, and learning activities are directly related and valuable for student learning.
6. Michaelsen, L.K. Knight, A.B. & Fink L.D. (2005). Team-Based Learning: A transformative use of small groups in college teaching. Sterling, VA, Stylus. The seminal work that started the Team-based Learning strategy and devoted community of followers especially in medical schools. Provides the principles of TBL and numerous chapters of real-life experiences of a diverse group of faculty. Many great ideas on active learning assignments for small groups.
7. Arter, J. & Chappuis, J. (2007). Creating and recognizing quality rubrics. Upper Saddle River, NJ, Pearson Education, Inc. Helpful text with numerous examples of rubrics that can be adapted to your teaching situation. Provides principles and procedures for creating your own rubric. Both authors have long histories in assessment.
8. Weimer. M., Parrett, J.L., & Kerns, M. (1998). How am I teaching?: Forms and activities for acquiring instructional input.  Madison, WI, Atwood Publishing. A handy little book with many assessment surveys you are allowed to use in your class to assess without having to get copyright.

9. Weimer, M. (2002). Learner-centered teaching: Five key changes to practice. San Francisco, CA, Jossey-Bass. Maryellen Weimer’s strong research background and interest produced a book that will make you change your teaching practice. Many thought provoking ideas and helpful suggestions on how to make your class more learner-focused and shifting power to the students responsibly.

10. Sheldin, P. (2004) The Teaching Portfolio: A practical  guide to improved performance and promotion/tenure decisions (3rd Ed.). San Francisco, Anker Publishing. Provides detailed information on how faculty members can develop their professional portfolio for annual, tenure, and promotions evaluations. Sheldin has worked in this area for most of his career and the book is very thorough.
