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MENTORING TASK FORCE
Mary Croughan, PhD, and Dorothy Bainton, MD, Vice Chancellor, Co-
Chairs

MEETING NOTES
Meeting of March 20, 2003

PRESENT: Co-Chairs M. Croughan, and D. Bainton, M. Cooke, C. Des Jarlais, B. Gerbert, H.
Harris, N. Kaltreider, D. Kishi, D. Lowenstein, S. Marshall, G. Padilla, S. Shafer, D. Shoback, S.
Wall (by K. Newman)

ABSENT:  R. Goldstone, S. Jain, B. Margaretten

The Mentoring Task Force was called to order by Co-Chair Croughan on March 20, 2003, at 8:10 a.m.
in MUE 314-316.  A quorum was present.

Chair’s Report

The Task Force has taken the approach of developing a menu of mentoring plans, so that departments
can choose from a variety of mentoring options that best fit their needs.  The overall goal is to enable
UCSF to develop a reputation for excellent faculty mentoring as a means to recruit and retain the highest
quality faculty.  Five subcommittees were formed in January 2003 to work on components of this
concept.  These subcommittees are: One-on-One Mentoring, Departmental Mentoring, Campus-wide
Mentoring, Program Evaluation, and Marketing.  Each subcommittee met at least once, and some
subcommittees met twice, to work on components of the main concept. Each subcommittee prepared a
report.  It was noted that D. Kishi served on all five subcommittees.

Discussion Of Subcommittee Reports

One-on-One Mentoring Subcommittee Report.  One-on-one mentoring is a component of departmental
mentoring.  The Task Force members discussed the subcommittee report and suggested several
additional items for discussion in individual mentoring sessions, including:  competing demands, e.g.,
personal and academic; guidance on how to collaborate and still maintain scientific autonomy; guidance
on personal as well as professional development.

Departmental Mentoring.  The subcommittee recommended that each department have a mentoring
facilitator to oversee training and programs.  The facilitator could be the department chair, vice chair, or
a senior department member.  Division chiefs in the School of Medicine could serve as the primary
department mentor.   Each department can choose how mentors are assigned to mentees.  The
subcommittee also recommended that release time or some other form of compensation be provided to
the mentoring facilitator.  The Task Force agreed that a statement about the philosophy underlying the
design and preferences for a program structure should be developed to limit departmental variations.
Although departments should be able to choose from several program options, some elements of the
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programs should be standardized to allow cross-departmental program evaluation to be performed.  The
Task Force also agreed that hypotheticals should be developed to illustrate how mentoring programs
could be structured to avoid problems, and to identify situations where a faculty member’s needs and
goals may not fit the needs or goals of the department.

M. Croughan and D. Bainton met with Keith Yamamoto, Chair, Department of Cellular and Molecular
Pharmacology, to discuss the mentoring program in this department.  The program includes a grant
assistance component.  The mentee has three mentors, one of whom is from the department.  The mentee
works with all 3 mentors as a group before a grant application is submitted.  The mentors and mentee
meet for an hour and a half several months before the grant submission deadline to discuss the
application and proposed research.  The mentee then provides the mentors with 3 to 5 specific goals, and
the mentors and mentee meet again for an hour and a half to work out any disagreements.  All three
mentors review the grant application before it is submitted.  The timing of this review can be
problematic if the mentors are not given sufficient time to review the application before the submission
deadline.  The department mentor provides a yearly progress report.  This process benefits both the
mentee and the mentors:  the mentees submit more successful grant applications, and the mentors
develop greater interest and investment in the mentee’s success.  It was noted that all faculty who have
gone through this process had grant applications approved on the first submission, and that the program
was cost effective for the department.

Campus-Wide Mentoring.  The subcommittee provided 2 reports.  One sets out the work of the
subcommittee.  The other, prepared by Lynda Jacobsen, Director of Faculty Relations and
Administrative Services, describes the growing umber of campus-wide group mentoring and
development programs available at UCSF.  This subcommittee suggested that it is necessary to have a
central office dedicated to mentoring so that each department need not maintain its own records and
forms.  A central office could work as a liaison to achieve standardized training, materials, and
evaluations, and it could also track and analyze results.  The Task Force members discussed whether this
might be a full-time position, and agreed that the mentoring facilitator should be a faculty member.  It
was also suggested that a permanent advisory committee should be formed, and that a staff member who
reported to the advisory committee could staff the central mentoring office.  D. Bainton indicated that
Lynda Jacobsen could be initially designated as part-time mentoring staff.

Program Evaluation.  The subcommittee discussed various components of evaluation programs to assess
the process, structure and outcomes of mentoring at various levels (one-on-one, divisional, departmental,
and campus-wide).  The Task Force agreed that retention rates were not a good measure of a successful
mentoring program because some faculty join the University without the expectation of staying.  It was
suggested that exit interviews of departing faculty members could be a useful tool.  The Task Force
agreed that the mentoring program should be mandatory, although department chairs should be given
several options for program components.  The Committee considered a timetable for program start-up,
and concluded that 3 to 4 years would be reasonable.  It was agreed that developing short-term rewards,
or “quick wins”, to publicize the program.

Marketing.  The Task Force discussed the subcommittee report and agreed that the key point in
promoting a mentoring program is offering a menu of options to the departments.  The Department of
Medicine is currently considering starting a mentoring program for fellows.  Graduate Council is
developing mentoring guidelines for faculty to mentor post-doctoral scholars.  The Task Force discussed
the possibility of dovetailing a post-doctoral mentoring program with the faculty mentoring program.
The Academic Senate website was suggested as a link for various mentoring programs.  The Task Force
also considered suggesting that each School develop a faculty mentoring award.  Each School might also
choose to recognize mentoring at department meetings, faculty meetings or a faculty retreat.  At the
departmental level, it would be helpful to have a mentor and mentee who had a positive experience with



Page 3 of 5

mentoring discuss the benefits of mentoring.  Campus seminars should be marked as part of the
mentoring program.

Discussion of Other Issues

The Task Force generally discussed additional issues and concerns, including:

•  An additional rationale for a mentoring program is to prevent the high cost of losing
faculty.  The search/recruitment process is expensive.  Other costs of failing to retain excellent
faculty can include a loss of morale and the impact of an increased workload on those who
remain.

•  How to define successful mentoring and targets for success, collecting data, and how to
rate the quality of mentoring.  The Climate for Faculty Report of the Chancellor’s Task Force on
the Climate for Faculty – February 2003 was suggested as a possible source of data to help
develop indicators of success.  The Committee agreed that the goal should be to achieve
mentoring for all junior faculty.  The UCSF Departments of Radiology and OB, GYN both
require that all junior faculty receive mentoring.  The VA has a good program evaluation form
which the Task Force could review.

•  How to ensure that department chairs are accountable for the mentoring program.  It was
suggested that accountability could be achieved through the review process.

Next Steps

Co-Chair Croughan will make an oral report on the Task Force Activities to the Committee on
Academic Personnel, Executive Committee, Coordinating Committee, Deans of the Schools, Associate
Deans of Academic Affairs and Research, and the Vice Chancellors and Chancellor, as well as to
department chairs.  Task Force members G. Padilla and D. Shoback will also make oral presentations.
The goal of these oral presentations is to gain input and feedback before preparing a final written report.
The written report should include information about what the Committee on Academic Personnel will
expect as a review criterion.

The goal will be to have an orientation at D. Bainton’s office, identify mentors, gather resources, and set
a phased schedule for the mentoring program, starting with new and junior faculty in the fall of 2003.
Co-Chair Croughan will prepare a potential timeline.

The meeting adjourned at 11:35 a.m.
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Meeting Attendance Record

MEMBERS 9/1/02 10/1/02 12/4/02 3/20/03

D. Bainton X X

M. Croughan X X

M. Bogetz (liaison)

M. Cooke Absent X

C. Des Jarlais X X

B. Gerbert X X

R. Goldstone Absent
RSVP’d
absence

H. Harris X X

S. Jain Absent
RSVP’d
absence

N. Kaltreider X X

D. Kishi X X

D. Lowenstein X X

W. Margaretten X
RSVPd
absence

S. Marshall X X

N. Milliken Absent X

J. O’Brien Absent

G. Padilla X X

J. Seago
On

Sabbatic
al

RSVP’d
absence

S. Shafer X X

D. Shoback X X

S. Wall Absent X

Senate Staff:
Melanie Fisch
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