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How do you define
mentoring?

CONFLUENCE _
of ideas Look for the pink plus
COLORARD ASSOLIATION OF LIBRAZIES Sign to QEt Sta rted!



Presenter Notes
Presentation Notes
Both: Greeting folks, encouraging them to go to the padlet, click on + sign, enter a response – can use gifs, images, words. 


Static To Dynamic:
Reconceptualizing A Library Mentoring Program

Annie Epperson
she/her
Professor and Teaching & Outreach Librarian

Jen Mayer

she/her

Associate Professor and Head, Scholarly Communication —
UNIVERSITY OF

NORTHERN COLORADO

CALCON, September 9, 2022 University Libraries


Presenter Notes
Presentation Notes
Both: Introductions of ourselves, how long we’ve been librarians, and how long at UNC 


Poll
Results

How do you
define
mentoring?



Presenter Notes
Presentation Notes
Annie: bring up link to padlet page show results, 2-3 mins
https://padlet.com/epperhud/1unnb6sjlahep3yr


Confluence of Ideas

Let’s be static

Let's be dynamic

Ice breaker: Who are your professional role model/s and why?
What qualities do you admire in them?


Presenter Notes
Presentation Notes
Annie: 8 mins asks for show of hands on library type, leads static and dynamic activities and ice breaker 

Static: sit quietly and clear head for a moment – what do you hear, if anything.  Just, be still (static) PLAN (OLD)
Dynamic: are you a mover?  A foot tapper, a wiggler	water 	lip 	when my body is tired of being still. This dynamism can also be purely intellectual, whether daydreaming of new directions, brainstorming beyond boundaries of the day to day, or courageous new ways of approaching a situation. Take a moment and be dynamic, however you define it. PROGRAM (NEW)

This presentation is really about taking our mentoring program from static and unchanging, to more dynamic, inclusive, and evolving. Is there an element from the padlet results that connects to this philosophy?

Ice breaker – Invite attendees to talk to each other, 1-2 mins, THEN SHARE WITH GROUP (JUST A COUPLE, NOT EVERYONE NEEDS TO)

Annie describes her role model/s. Jen, who is your professional role model? 


Intended Outcomes for Our Session

Learn Learn Share
how we evolved our Libraries how we did a mid-point your ideas on mentoring (guided
faculty mentoring program from assessment of our program discussion)

static to dynamic


Presenter Notes
Presentation Notes
Jen: 2 mins
Here are the outcomes we hope to achieve with our presentation and discussions today. Learn how we evolved our mentoring program, learn how we did a midpoint assessment of our mentoring program and why, and share ideas with each other about mentoring in libraries. 

Here are a few questions to keep in mind for our sharing discussion later today in our session.
Have you been an informal or formal role model? What worked well and what was a challenge? 
How would our program work in your setting, or not? 
What does early, mid, and later career mentoring mean to you?
Who benefits the most from mentoring relationships and why? 



Librarians at UNC have faculty status and are self-governing via the
Libraries Faculty Collective bodly.

2008: Original mentoring document

Administrator driven

Authored by small team of librarians and administration
Created in response to desire for UL to have a mentoring plan
Not detailed



Presenter Notes
Presentation Notes
Jen: Context 3 mins 
We currently have 14 librarians at UNC whose various roles include the areas of teaching, outreach, scholarly communication, programming, cataloging, e-resources, and archives/special collections. We are a community of peers who represent UL on various campus bodies. We have faculty status and undergo an annual evaluation process by peers and supervisors, and a comprehensive evaluation process tied to tenure and promotion. We meet as a faculty, called the Libraries Faculty Collective. 

We had the same UL mentoring plan in place from 2008 to 2019, in other words, it was static (lacking in movement or change). A former UL Dean suggested we review our mentoring plan, since it was several years old.  What was happening in practice did not always match up with the document. It was a traditional approach to mentoring in that it was limited as to participation, and it was an administrator driven process.
The 2008 mentoring document included: rationale, facilitation, selection of the mentor, mentor responsibilities, mentee responsibilities, and feedback.  1 and ¼ page. Not detailed, didn't want it to be proscriptive, pros and cons b/c of this ambiguity.



2008--2019

*Foster growth and development of faculty members

*To help new faculty work toward their goal of achieving tenure

*To familiarize with the workings of the environment, the university, and profession

2020--

*To assist newly hired librarians to succeed in their careers

*Advising during peer reviews

*Allow for acculturation, encouragement, sharing expertise, promotion of professional growth

*What problem is our mentoring program meant to solve?


Presenter Notes
Presentation Notes
Jen: Purpose, 2 mins 
The purpose of the new program has not drastically changed from the old plan, although it has become more inclusive of who can be mentored, and who can mentor, and how the program is administered.
What problem was it meant to solve? Provide the opportunity for mentees to see organization through different eyes/get the big picture; improve communication; help reduce turnover; support and encourage faculty to succeed in the Libraries, at UNC, and in their careers.


2020: Re-imagined mentoring program

Inclusive faculty process which involved an initial survey, discussion
prompts and analysis of library faculty discussion, document creation and
feedback, revision, approval, mid-point assessment, and improvement


Presenter Notes
Presentation Notes
Jen: Process & Evolution thus far, 5 mins 
Three library faculty volunteers (myself, Annie, and Wendy Highby, who recently retired) led the mentoring revision process. All three of have tenure and several years of library experience, value workplace community, and think long term. We did a literature review and reviewed mentoring programs at other academic libraries, and reflected on mentoring presentations and activities we had seen at CALCON 2019—swipe right for mentoring and speed mentoring. 
Jan 2020: We created and conducted a survey of LFC in January 2020 to gather input about how our old mentoring plan had worked, and did not work. Participants were invited to be put in a drawing to be treated to lunch with our mentoring revision team with an eye to help build community. Results showed that faculty wanted more guidance in mentor role. Some mentees indicated they met with mentor infrequently, they didn't know what to ask, it didn’t seem important to org, mentor wasn’t always available, mentor answered questions but were not proactive, and that they liked having someone to ask questions of besides supervisor. The LFC responses as a whole requested a pool of discussion questions for mentor pairs, and many hadn’t seen or were aware of the document. 
Most respondents indicated yes or probably yes to continuing program. A few said no. We asked about objectives to program, who is eligible to serve—there was a desire to keep the guidance for evaluation as a focus area, and responses indicated a desire for broader participation (ie don't have to have tenure to be a mentor, could be in a temp librarian role).
March 2020: As a follow up to our LFC survey analysis, we developed LFC discussion prompts and broke into small groups and gathered the group's notes which were the responses to prompts. Then Covid-19 happened. We analyzed the results and wrote a mentoring program based on notes from these discussions. We presented the program document, got feedback from LFC. We made revisions and the program was approved by the LFC and the UL Dean and put into action June 17, 2020, revised August 2020. We added serving as a mentor to our evaluation guidelines for service as exceeds expectations. 


Main points that changed:

The process to determine mentee and mentor pairs
More inclusive, more of a partnership philosophy
Guidance provided to participants in the program

Assessment built into program

Administration no longer oversees the process, they are aware


Presenter Notes
Presentation Notes
Jen The new mentoring program, 3 mins
Here are some the questions we asked our colleagues to help us create the new mentoring program. This is very organization specific. For instance, we found that covering evaluation remained one of the important facets of our program.  Other organizations may have a different purpose.  
What guidance or training is needed for mentors? 
Should a minimum number of meetings or a minimum amount of contact time be explicitly required? Realistically, what kind of time investment are we expecting of our mentors and our mentees? 
How should mentor pairs be determined? Some options include: self-selection, supervisor only (but keep Admin in loop), supervisor and UL Admin, pool of volunteers-select from the pool, call for volunteers, mentee chooses. What is the purpose, if any, of cross-departmental pairings? 
When should assignment of mentoring pairs occur? Why?
What should the scope of the mentoring program be--more narrow (local UNC culture) or more overarching (UNC plus wider profession)?  Why?
What should a mentor do for you? What should a mentee do for you?  
Should mentoring be offered to mid and late career UNC librarians? How do you define mid and late career? If yes, what does mentoring look like at this stage? If no, why not?   
How long should the mentoring program last?  Why?
The main things that changed as we went from a static to a dynamic in terms of mentoring. 
Pairs process: Determining mentee/mentor pairs: very mentee driven, and now mentors volunteer. 
Inclusive: made space for temp librarians, later career libns, allow for those who went through 3 eval cycles to mentor, ok if you are not a match, made space for a repairing. 
Guidance: Went from 1 ¼ pages to 5 ¼ pages not including the appendices—questionnaire for pairing, discussion prompts, mentoring in libraries an annotated bibliography.  The 2020 program includes an introduction, program outcomes, program scope, program administration, program benefits, roles, evaluation required, acculturation, what a mentor is not, program assessment, and how to announce the pairing. 
Assessment: need to do this to change and be dynamic. Our old plan made a vague reference to as needed. 
Oversight: Library faculty driven, admin is in the loop
Dynamic means a process characterized by constant change, activity or progress. A dynamic person is positive in attitude and full of energy and new ideas. 
Our program document is freely available via the Digital UNC our open access repository, accessible via the QR code on your handout.





Presenter Notes
Presentation Notes
5 mins total. 
Jen: 2 mins reflection, writing on half sheets. 
Annie: Ask people to share out for 2 mins. Bring it back to confluence of ideas, static/dynamic mentoring plans




Presenter Notes
Presentation Notes
Annie survey and interviews 15 mins 
Quantitative
Qualitative
“Findings” = SMALL n

We had a potential pool of 4 mentors, 4 (new hire) Mentees, and 4 supervisors;  (4/4/4)
 ended up with 4 mentee respondents, 3 mentors, and 4 supervisors; of these,, THREE mentees, TWO mentors, and FOUR supervisors agreed to be interviewed. (3/2/4)

We divvied up responsibility for interviewing, since we both had vacation time slated for the summer.  We used Teams so we could generate a transcript with relative ease, with one exception when we used a voice recording app and them popped that into MS Word to generate the transcript. 





Respondents

Mentees, all new hires

b

Questions

Goals

Documentation
Timeframe

Frequency

Continue the relationship
Follow-up


Presenter Notes
Presentation Notes
MENTEES ONLY – quant and qual combined

We asked about whether the pair had met the goals decided upon at the outset of the relationship, the usefulness of the documentation, the frequency of meeting, whether the timeframe of the relationship was adequate and whether it would continue in a more informal status. 

We also asked some more detailed questions of the mentors, assessing their effectiveness, which I’ll cover in a moment. 

Overall, the mentees and mentors all indicated that the specific goals were “probably met”
Mentees and mentors had more mixed responses about the usefulness of the DOCUMENT itself; not at all useful, slightly useful, or moderately useful.  This is one of the big lessons learned for us

Most pairs met once a month, but some chose a more informal check-in and one pair met every other week.   
The timeframe for the relationship might be adequate, one mentor indicated that it might or might not. 

For the most part respondents indicated that the program was moderately useful.
Annie survey and interviews 12 mins



Helpful to have someone who isn't supervisor to ask questions

Helpful to learn history and politics of organization

Confusion over length of relationship

Was not aware of documentation, would have helped




"Not only are they more veterans
in the profession, but also kind of
like life experience, too...That's a
nice perk of this program, that let
me have...a friend I can confide
in."

Mentee


Presenter Notes
Presentation Notes
Indicative of the unexpected subtleties of these relationships.  As more seasoned members of the Libraries’ faculty, it was good to see that life experience might be valued by a junior colleague, a new friend. 
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Respondents

Mentors

b

Questions

Goals

Documentation
Timeframe

Frequency

Continue the relationship
Follow-up

Assess effectiveness*


Presenter Notes
Presentation Notes

The 3 Mentors were asked the same questions, and were also asked to assess their effectiveness as mentors, using criteria established in the guiding document. 

We asked Mentors to evaluate themselves against the expectations of the role (address briefly) – the nature of the relationship, and the success of the pairing. 

Leadership: take the lead	
	How: Initiate contact with the mentee, scheduling of the first meeting, and setting up of a regular, sustainable schedule of meetings
Positivity: set a positive tone
	How: Praise the mentee for efforts and perseverance; Leverage mentee’s talents and strengths (potentially utilize Strengthsquest or other assessment) 
Create a productive relationship: seek tangible results, encourage accountability
	How: Set SMART (Sustainable, Measurable, Attainable, Relevant, Time-Based) objectives for mentee 
Don’t expect to know it all; if a mentee needs some resources outside of the mentor’s expertise, make referrals
	How: Outsource some tasks (e.g., referral to a colleague, consult outside expertise, recommend a book on the subject—bibliotherapy

Expectation of the mentoring goals include:   
  
Evaluation Process  
•Minimum level required: Guide mentee through Annual/Biennia Evaluation Committee (ABEC) /Peer Evaluation/Tenure & Promotion process (explain what it means to meet or exceed expectations in librarianship, scholarship, and service; how to promote yourself in your dossier management software like Digital Measures).   
•Expansive level: Getting started in research and writing, building a body of work; single authorship versus co-authoring; IRB process; repurposing/repackaging research; writing style; methodology  
  
Acculturation  
•Minimum level required: Acculturate mentee to University Libraries subculture and UNC campus subculture: must I attend extracurricular events? or what does collegiality mean at the University Libraries?   
•Expansive level: Acculturate mentee to subcultures of: Greeley community, librarianship, academia, etc.; For example, why join AAUP; why you should know about Tabor and State of Colorado support of higher ed; town-gown issues; the benefits of ALA/ACRL membership (or other organizations such as MPLA and CAL)  


"It may be helpful to make the document more
ike a guide instead of purely documentation.
One way to do so is to add to the beginning of
the document, here’s how you should use this
document with a dot list including things like:
help guide discussion, help to set goals, etc."

Ventor


Presenter Notes
Presentation Notes

Lesson learned


Strengths: the purpose of the program and discussion prompts
Liked the structure and freedom

Plan needs more promotion, reminder that it exists

Realization of the need to be more proactive



Presenter Notes
Presentation Notes
We learned a lot from this feedback right here. 
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Respondents

Supervisors

b

Questions

Strengths

Problems

Supplementing the supervisor
Intersection/communication
Pairing process

Suggest changes, anything else


Presenter Notes
Presentation Notes
SUPERVISORS OF MENTEES

Supervisors weren’t asked to complete the survey, only for a 30-minute interview covering the more administrative aspects of the program, as well as the overall impact on the mentee’s onboarding and evaluation experience. 

Despite the small pool, we were able to see some themes to inform recommendation to our library faculty collective   


"I think it (our new mentoring program)
means that the mentor has a bigger stake in
it, maybe because they're actually
volunteering to do it.

So, | think it's better to do it this way than
the old way."

Supervisor



The document/process as challenge

Mentor as supplement to supervisor role

Power dynamic
element of privacy

Size of pool




| essons Learned


Presenter Notes
Presentation Notes
Annie survey and interviews 12 mins 

How do we disseminate the document?
Public announcement of pairing
Make the document a set of guidelines rather than looking like a "charge“ - in other words, make it more dynamic!



Discussion

Have you been an informal or formal role
model or mentor? Were you ever a
mentee? What worked well and what was a

challenge?

How would our program work in your
setting, or not?

What does early, mid, and later
career mentoring mean to you?

Who benefits the most from mentoring
relationships and why?


Presenter Notes
Presentation Notes
Discussion 10 mins 
Invite the room to talk about the prompts that interest or are most relevant to them. Don't have to discuss all four prompts. Think pair share, address all prompts, then share. Annie (1st two prompts) and Jen (last 2 prompts) 5 minutes; 5 minutes share back to room. 
Jen: Ask for questions at this time. 



THANK YOU!

CONFLUENCE
of ideas

COLORADRD ASSCLIATION OF LIBRAZIES
2022
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https://digscholarship.unco.edu/libfacpub/138/
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Sources
Butterfly Photo by Boris Smokrovic on Unsplash

Speech-bubble Photo by Volodymyr Hryshchenko on Unsplash

Measuring tape Photo by Diana Polekhina on Unsplash

Stepping stones Photo by Lisa Baker on Unsplash

Calcon 2019 mentoring session, #SwipeRightforMentorship

Calcon 2019 speed mentoring discussion prompts

UNC Libraries mentoring program
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