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Many new employees naturally seek out coworkers and informal advi-
sors as a way of learning about their new positions and organizations.
However, a formalized mentoring program is a way to meet the needs
of new employees and effectively impart the information and advice in a
coordinated, ongoing process. This paper focuses on the process of revi-
talizing a formalized mentoring program in an academic library. Included
are details of the process developed by one institution, an extensive
bibliography, sample checklists, and assessment tools.

ndividuals embarking on a
new professional position
bring with them a wide range
of professional skills and ex-
periences. Some are fresh out of a degree
program, and others have worked in the
profession for many years in varying ca-
pacities. However, all individuals starting
a new position can use help in getting to
know the specific expectations, routines,
standards, and organizational culture.
Many new employees naturally seek out
coworkers and informal advisors as a way
of learning about the new position and the
surrounding organization. Unfortunately,
the informal method leads to a patch-
work of input of varying effectiveness. A
formalized mentoring program can meet
the needs of the new employees and more
effectively impart the information and ad-
vice in a coordinated, ongoing process.
Since it is acknowledged that mentor-
ing can be delivered in a wide variety of

ways, how does an organization go about
developing an effective program that fits
the needs of the institution and individu-
als? This paper describes the process and
evaluation of revitalizing a mentoring
program at K-State Libraries (KSL).

Background/History

Kansas State University is a land-grant
institution with approximately 23,000
students. Tenure-track librarians have
faculty status, at the ranks of assistant
professor, associate professor, or pro-
fessor. There is a rich history of K-State
librarians as faculty.

There has been a formalized mentor-
ing program at the K-State Libraries for
about 20 years. The main purpose for
the program was to guide junior faculty
through the promotion and tenure pro-
cess, with one of the key responsibilities
being to help pretenured faculty members
prepare their portfolios for an annual
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review. This program required that each
tenured faculty member be assigned
to one or more pretenured faculty in a
mentoring relationship. There were loose
guidelines suggesting topics each men-
tor should “cover” with the new faculty
member, and care was taken to ensure
that the mentor and mentee were from
different departments within the library.
This arrangement was followed to allow
confidentiality in the relationship and a
safe environment to discuss issues that
the new hire did not want to discuss with
his department or supervisor. The level of
relationship development and mentor-
ing activities were left up to each faculty
member, since there were no standards or
expectations for activities between mentor
and mentee.

As the program aged, it was obvi-
ous that the level of mentoring was
inconsistent. Some pairs had very good
relationships that were truly meeting the
needs of the mentee and were rewarding
for the mentor. Other pairs had mentors
who did not necessarily have the time or
inclination to provide adequate mentor-
ing, and the result was frustration for
both parties. In 2004, there were fifteen
tenured and sixteen pretenured faculty
participating in the mandatory mentoring
program when the Professional Develop-
ment Committee (PDC) of the Libraries
Faculty Association decided to revise
and improve it. The PDC embarked on a
literature review and a series of meetings
focused on restructuring and redesign.

Literature Review

The initial review of the literature was
limited to library science databases,
indexes, and abstracts. The search was
further limited to starting or revitalizing
mentoring programs in academic libraries
for the primary purpose of promotion and
tenure. This resulted in a limited number
of articles. The two most useful were those
by Annalisa R.Van Avery' at the Universi-
ty of Albany and Lois Kuyper-Rushing? at
Louisiana State University. Van Avery pri-
marily discussed the difficulties of getting

promotion and tenure criteria accepted,
and the article attachments influenced
our revised documents. Kuyper-Rush-
ing provided a step-by-step process for
setting up a program and included what
she said were previously undocumented
parts of a program. Basic concepts that
we adopted from these articles included
the following;:

* Mentors should be volunteers.

e Activities should include group
events.

® The pairs should not be from the
same department.

* Mentoring should be focused on the
service, research, and creative activities of
the mentee.

* Assessment and adjustment of the
program should occur regularly.

Most of the retrieved articles focused
primarily on the issues of faculty status
and tenure for librarians at academic
institutions. Many articles discussed in-
formal mentoring within the profession,
while others discussed formal mentor-
ing programs sponsored by professional
organizations (such as ALA, ACRL, SLA,
and AALL). There were also a growing
number of articles on fostering leadership
within the profession through mentoring.
These articles emphasized the need to en-
courage “new” librarians to develop skills
and explore ideas outside the traditional
role of librarians. Two articles on this topic
that influenced the philosophy of the pro-
gram developed at K-State Libraries were
those by Linda Marie Golian-Lui®* and
Harriet Swain.* Both articles advocated
mentoring that developed careers differ-
ent from the careers of the mentors. Swain
discussed the need to respect individual
work styles and encourage mentees to
develop research ideas, including op-
portunities for collaboration. Golian-Lui
stated that, ideally, successful mentoring
is about exercising good leadership skills,
challenging both mentor and mentee and
creating a cycle of support.

While the library literature was help-
ful in identifying many of the elements
needed for successful mentoring relation-
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ships, little additional information on
establishing or revitalizing a program in
an academic institution was found. Nor
did the library literature identify and
describe the skills necessary to be an ef-
fective mentor or how to keep a program
vital for both mentors and mentees.

At this point, the literature search
was broadened to include literature in
the education, management, human re-
sources, career development and youth
counseling disciplines. The broadened
search resulted in retrieval of the de-
sired information, including program
establishment, mentoring skills, program
evaluation, establishing benchmarks, and
use of group mentoring.

The Web was also searched for infor-
mation about mentoring programs, both
institutionwide and in academic libraries.
An excellent resource, the comprehensive
EDUCAUSE Mentoring Information
Kit, was located in this search. All sites
consulted are included in the literature
review bibliography. (See Appendix A.)

Revitalized Program

Prior to efforts to revitalize the program,
the responsibilities of the Professional
Development Committee were minimal.
Committee activities in the mentoring
program were to assign a mentor to each
new hire and to offer a “tenure workshop”
at the beginning of each academic year.
That fall, the committee changed the for-
mat and content of the tenure workshop.
The success of the updated workshop
encouraged the committee to continue
their plans to revitalize the mentoring
program. The PDC developed the frame-
work for a more structured mentoring
program.

The draft proposal subsequently pre-
sented to the library faculty included the
following major changes:

¢ Mentors should be volunteers—fac-
ulty members who have a real interest
and commitment in helping junior faculty
grow professionally. There was a risk
that this revision could result in a short-
age of mentors, but the committee felt it
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was important that mentors be actively
involved rather than viewing mentoring
as an “assignment.”

® The committee changed the pro-
gram focus from “attaining tenure”
and guidance through that process, to
development of the person in all aspects
of professional life. The committee felt
strongly that this type of relationship
would be more rewarding for both the
mentor and the person being mentored.

e Every effort would be made to
match pairs with similar interests and/or
complementary strengths and weak-
nesses. The new guidelines included a
timeline for determining the best match.

e Written guidelines, which included
regular meetings and relationship expec-
tations, were made available as support
for the mentors. The committee knew that
these guidelines would meet resistance
from long-time mentors simply because
change can be difficult.

¢ Each person in the program would
be free to ask the committee for reassign-
ment without guilt if the relationship was
not deemed productive or circumstances
changed for either member. Requests for
changes had happened occasionally in the
past, but both parties often felt awkward,
and some pairs chose to continue in a
deteriorating or less than helpful relation-
ship.

The documentation for the revised
mentoring program consisted of an
outline for the new program, criteria for
mentors, responsibilities of both men-
tors and mentees, timelines, suggested
and encouraged activities for the pair, a
bibliography, and the role of the supervi-
sor in the mentoring program. Prior to
presentation of the draft program to the
library faculty, the PDC asked a newly
formed mentoring pair to conduct a three-
month trial following the draft guidelines
and documents. The feedback from the
pair was positive and incorporated into
the proposal presentation. The com-
mittee presented the documents to the
library faculty at a session that allowed
for thorough discussion of the principles
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and the rationales behind the concepts.
Concerns of the faculty resulted in more
clearly defining the role of the mentee’s
immediate supervisor as well as other
specific language changes in order to
reach consensus on the documents. Ap-
pendices B.1-B.7 reflect the version of the
documents approved at the faculty meet-
ing. As expected, those who had served
longest as mentors expressed the most
doubts about the significant changes in
the program.

Virtually all faculty members agreed
that compulsion can create resentment
and apathy in certain individuals, result-
ing in ineffective mentoring. Therefore,
there was agreement that mentoring
should not be a requirement imposed
upon all tenured faculty members.

Shortly after the adoption of the
documents, the current tenured faculty
members were given the option of vol-
unteering to be a mentor under the new
guidelines. This process resulted in a
few members opting out. The mentees
and mentors who were in an established
relationship were encouraged to use the
practices outlined in the new documents.
The speed of adoption and effectiveness
varied according to the commitment of
the pair and the inclination to actually
adapt to the suggested guidelines.

The PDC initiated quarterly meet-
ings of mentees and mentors to secure
feedback from members of each group.
The groups met separately to encourage
candid conversation about what was and
what wasn’t working as well as expected.
Information gained from the sessions
helped guide incremental improvements
in encouraged practices and also served to
clarify confusing interpretations. For ex-
ample, one of the original guidelines was
for the mentor and mentee to establish
goals for their relationship. Because KSL
also requires goal-setting as part of per-
formance expectations, some individuals
presumed they should be the same goals.
Much of this confusion was resolved by
the PDC giving examples of appropri-
ate goals for the mentoring relationship

(one example would regularly scheduled
meetings).

In the two to three years prior to the
implementation of the rejuvenated men-
toring program, budgetary constraints,
coupled with the transition to anew Dean
of Libraries, resulted in faculty vacancies
that were not filled. With the new Dean’s
encouragement and an improved budget,
hiring began for these vacancies as well as
for newly created positions. Since the new
guidelines called for no mentor to have
more than two mentees, the numbers of
new faculty made it impossible to find
enough volunteers in the fall of 2005. As
a result, the PDC implemented group
mentoring as a new tactic for the new em-
ployees. During their first year, the new
employees were part of a group mentored
by the senior member of the Professional
Development Committee. The group
mentor developed a series of five sessions
to cover the basic information the mentee
would need about the university, the KSL,
and the differences in practices from those
at other institutions. The group mentoring
turned out to be very successful. The new
mentees had an enhanced opportunity to
communicate with each other as well as
to have regular meetings with the group
mentor. Following the first academic year
of group mentoring, the mentees were
then assigned individual mentors. This
was possible in the fall of 2006 because
more tenured faculty volunteered to be
mentors.

Analysis

Feedback from both mentors and mentees
suggests that the enhanced mentoring
program has been a success. Documenta-
tion of expectations has provided more
structure for both parties. The transition
to using only faculty who actually desired
to be a mentor has resulted in more posi-
tive activities and interactions between
the pair.

Following the first year of the pro-
gram, the PDC conducted formal surveys
to gauge the progress of the revitalization
efforts. (See Appendices C.1-C.3.)
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Mentor Feedback
The relationship profile questionnaire
showed that mentors felt they had acted
in the following roles:

e advisor

® advocate

® resource

Strengths of the relationship mentioned
most often by mentors were these:

¢ established a good relationship

* mentee feels free to ask questions

e itis a two-sided relationship

* mentee is willing to follow sugges-
tions

¢ thereis open and honest communi-
cation

Items listed as weaknesses of the rela-
tionship included the following:

¢ never really developed a relation-
ship

* mentee does not seek advice

® too busy to devote the desired time

e mentee only wants to discuss ten-
ure and promotion process

Mentors listed the following as out-
comes of the relationship:

* publications

e presentation/poster at professional
conferences

¢ conducting research

® service activities

Mentee Feedback
The survey on mentoring effectiveness
revealed that most mentees either agreed
or strongly agreed that their mentor was
effective in such areas as:

* accessibility

¢ professional integrity

e approachability

® supportiveness

® answering questions

¢ offering constructive criticism

Mentors were seen as counselors, ad-
vocates, advisors, and resources. There
was reportedly frequent communication
between the pair.

Strengths of the relationship perceived
by mentees included such comments as:

* had meaningful, relevant discus-
sions
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* mentor was encouraging

* mentor was willing to advise and
offer guidance

* mentor was honest

e mentor was willing to meet when
contacted

* mentor truly cares about mentee’s
continued professional development.

The weaknesses of the relationship
most frequently stated by mentees in-
cluded:

* time constraints and conflicting
schedules

* mentor not proactive

¢ did not communicate tenure com-
mittee’s comments well

Mentees listed the same relationship
outcomes as did the mentors.

As part of the continuing assessment,
the PDC consulted with a professor in
the College of Education who specializes
in corporate/employee-centered training
and participation in adult education. He
gave a presentation to the library faculty
about mentoring in general and offered
specific suggestions to have a successful
program. As a follow-up to the presenta-
tion, he met with the PDC to offer insight
regarding future plans and to review his
analysis of the surveys.

The effectiveness of group mentoring
was discussed at a meeting of all mentees
after completion of the first year of group
mentoring. The mentees deemed group
mentoring to be beneficial because they
were learning together, hearing the same
information, and meeting a variety of
other faculty who presented at/partici-
pated in group mentor meetings. Ques-
tions from one person were answered
for the benefit of all and often brought up
topics that others had not considered at
the time. In the spring of 2007, the current
PDC realized that new faculty members
who have worked in their positions for
nearly a year have different questions and
needs than those who are newly hired. As
aresult, the second class of group mentees
was divided into two cohorts.

As the need for group mentoring
diminishes because of fewer new hires
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and more volunteer mentors, lessons
learned from the group experience will
be incorporated into the regular mentor-
ing guidelines.

Conclusion

Even though the revitalization of the KSL
mentoring program was accomplished
with broad, sweeping changes to the basic
structure and perspective of the program,
incremental changes and adjustments are
necessary to keep the program vital. Fac-
ulty discussion surrounding the proposed
changes helped heighten awareness and
increase individual commitment to the
process of mentoring. The membership of
the PDC rotates, with overlapping terms to

provide continuity. The current guidelines
emphasize the importance of continuous
assessment and feedback to determine
strengths and weaknesses of the program.
Adherence to the guidelines, along with
the flexibility to make improvements, will
ensure the vitality of the program.

After working with the new guide-
lines, it is clear that the majority of the
KSL faculty would not be comfortable
returning to the old system of manda-
tory mentoring responsibilities, minimal
guidelines, and no real accountability for
effective mentoring. Most important, our
mentees are clearly receiving far more
meaningful mentoring than has been the
norm in the past.
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Appendix B. Faculty Mentoring Program Documents

Appendix B.1. Faculty Mentoring Program.

Disclaimer. The mentoring program does not remove from the mentee the responsibil-
ity for meeting the criteria for promotion and tenure at K-State Libraries. The mentee
must be accountable for his/her levels of performance, professional development, re-
search, creativity, and service. The mentee is also accountable for the quality of his/her
annual evaluations and portfolios.

Mentors will not be held responsible for the outcome of any personnel actions involv-
ing tenure, promotion, or continuing appointment of their mentees.

Purpose. Provide assistance to untenured faculty pursuing their goal of achieving
reappointment, tenure and promotion, and help new faculty become familiar with
the workings and environment of the Libraries, the University, and the community.
This program is not intended (at this point in time) to mentor those wishing to achieve
further promotion after tenure. This program is intended to supplement, not replace,
the supervisor as the expected mentor of the new faculty member.

Participation. Participation in the program is voluntary for mentors and mandatory
for untenured, tenure-track faculty. An individual mentor/mentee relationship may
be terminated by either party, in which case a new mentor will be assigned to the
mentee by the Professional Development Committee. The mentor/mentee relationship
is expected to officially terminate with the attainment of tenure and/or promotion of
the mentee (usually about 6 years).

Procedures for the Professional Development Committee

e Within the first month of employment, the Library Faculty’s Professional De-
velopment Committee will meet with the new faculty member to learn more about
his/her goals, interests, and career plans.

® The Professional Development Committee will then compare what they have
learned from the new faculty member to what is known about those who volunteered
to be mentors. Realizing that the optimal assignment may not be possible, the Profes-
sional Development Committee will assign a mentor to the new mentee. No mentor
will have more than 2 mentees during a given academic year.

® The Professional Development Committee will consult with the proposed mentor
and the mentee’s supervisor prior to making the mentor assignment.

® The Professional Development Committee will inform both the mentor and the
mentee of their assignment within 2 weeks of the meeting with the mentee.

e The Professional Development Committee will schedule a meeting with all
mentors at least once each quarter to discuss the mentor’s experiences and to share
ideas. One or more of the Professional Development Committee will be present at these
meetings.

® The Professional Development Committee will schedule a meeting with all
mentees at least once each quarter to discuss the mentee’s experiences and to share
ideas. One or more of the Professional Development Commi