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C) woman] is not told that if she doesn’'t take certain hard courses she will
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**Tha vast majori: cademics who survive graduate schoal, creden-
tialing and pu, g are oither man, or womon who have boeen and
continue to lected and troined by men.’’

{Lionel 5. La@s. Scating the ivory Towar: Ment and s Limits in Academic Carsers.
Johns Hoplans University Prass, 1975)
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‘Womon suffer greatly from lack of advice and encouragoment. [A

be handicapping hersolf. . .[or] that choice of thesis advisor is the mogt
Important decision she wiil hava to make not only in terms of har degree
but also future job possibilities. . . Thero is still the feeling that you
can't invest time and interest in women students o3 you do with men
students."”’ |Response to Call for information)

‘‘The history profossion operetes in large measure by unwritten rules

and historians who have had no coaching in these foikways olten come

to grief. The AHA [American Historical Association) Committes on

Womoen Historians decided that unwritten rules ofien isad to inequity
and )i set out to rovoal the mast importent rules and customs.'’

{Foreword, A Survival Manual for Wornen [(And Qlher} Historiars,

Commiltee on Women Hi ., American Historical A iation. 1980)

INTRODUCTION

Ten years ago, the major problem for women on campus was initial ac-
cess, For women students, this meant admission to an undergraduate or
graduate program; for women faculty, it meant being hired at an entry-
level teaching position. Now, however, with women the new majority of
students and an increasing percentage of junior faculty, the major prob-
lem is advancement through academe and the professions.

Indeed, one of the more striking differences betwean women and men
on campus is that women students and faculty are less likely to advance

This paper was writtan by Roberta M. Hall, Associate Director for Programs, and Bemice R. Sandler, Executive Director, Project on the Status and Education of Women of the
Association of American Colleges. Its development was also guided by an Advisory Committee comprised of Aflene Kaplan Daniels, Profassor of Sociology, Northwestern Universi-
ty: Stewart Edelstein, Assistant Provost, Division of Behavioral and Social Sclences. University ol Maryland; Mabel Phifer, President, Robert R, Moton Memorial Institute: Mary P.
Rowe, Special Assistant te the President, Massachusetts Institute of Technology: and Donna Shavlik, Directar, Office of Women in Higher Education, American Council on Educa-
tion. While members of the committee provided invaluable information and guidance, the views expressed in this paper are the sole responsibility of the Project on the Status and

Education of Women. Special thanks go to Jean Hughes, Staff Assistant.



as far or as fast as their male peers. In fact, women students often suﬂ'er
a decline in academic and career ambitions during their college years;
they are less confident about their chances fer success in and less likely
to apply to graduate school than men of equal ability 2and achievement.’
Women faculty, meanwhile, remain clustered at lower ranks in non-ten-
ure-track positions and/or in lass prestigious institutions.? In science, for
example, although the chances for a first faculty appointment for a
woman Ph,D. are only slighly worse than those of a comparably creden-
tialed man's, his chances of attaining tenure are 50 percent better than
hers.?

What accounts for these disparities? The reasons are numerous and

complex but much anecdotal evidence and recent research suggests .

that in academe, as in the business world, success often depends not
only on what you know but whom you know—not only on hard work, but
also on encouragement, guidance, support and advocacy from those
who are already established in the system. These persons can offer ad-
vice, constructive criticism, and provide an overview of departments, in-
stitutions or disciplines. They can wam about substantive and palitical pit-
falls; and they can give information about, as well as entree to, informal
lines of communication and a variety of professional opportunities. Such
carger helpers—often termed mentors or sponsors*—have increasingly

been seen &s crucial to professional development in general. The help

they provide can be especially important to women's success in the
postsecondary setting.®

Academics, like other professionals, operate primarily through .“col-
league systems."® Standards for professional behavior and criteria for
evaluating teaching, research and publications are largely determined by
“unwritlen” rules handed down from one generation of scholars to the
next,” and cemmunicated informally from one colleague to another. Inter-
related networks of senior persons—both within institutions and across
the disciplines—not only determine in an informal way what issues are
considered important, what jounals prestigious and what research
valued; they also often conftrol access to positions, publications and pro-
motions on the strength of their own reputations and their shared con-
tacts. Those who are already established tend to act as "atekaepers.
Admission to and advancement through a colleague system:is e
when newcomers have the support of an already-established mem f
the system, and thus are presumed to fit the system's shared
standards. In order for newcomers to succesed, merit alop\ rarety
enough; they must also be "socialized” into the professlo
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ons. As one professor ex-

Women students and faculty, as well as other ''n
and professors, may be most in need of mentori
to seek or to find it. In part because of their~
may lack knowledge of how the system wol
it, especiafly in terms of its informal

e ©
. .[M]en make the rules that determine who gets tenure. Because
they have been socialized differenity from men, women are ill-
equipped to see the kinds of hurdies that must be avercome in order
to be allowed into the select fraternity. The rules are seldom verbal-

ized, but the politically naive woman discovers them all too often in
tha breaking of them.®

- Indeed, academic women may need to learn the unwritten rules of their
profession not only to pursue, but even to formulate their goals—to get
aclear picture of what their own situation is jn their department, institution
and discipline, and to determine whether the approach they are taking ia
working for them.® A woman student, for example, may need assistance
with matters such as the following:

@ What courses should she take in preparation for graduata school or
a specific career?

© How can she maximize her chances for acceptance into the best
professional school for her needs? What schools should she con-
sider? Which are most hospitable for women?

© -What can she do to maximize her chances for getting a grant, fei-

lowship or research assistantship—and which are the best cnes to
try for?

A woman faculty member may have questions such as these:
@ |s it best for her to publish her dissertation as several short articles
or as a single book?
@ How can she get the most mileage out of association meetings?

@ Which of the formal criteria for tenure are weighed most heavily in
her department—and what “unwritten" criteria are brought to bear?

Heip with these and other questions will vary substantially among disci-

plines; departments and institutions; often, it can be obtained primarily
from mentors or sponsors.

©

Howaever, the mentoring syste it currently operates in academe
generzlly tends to bolster lh tessional development of men, but to

deny women the.same h advancement. Members of professional
peer systems tend to se persons most fke themselves as pro-
teges—but to overlogkMor actively exclude) newcomers who are “dif-
farent." In higher g%ﬁon. where sanlor faculty and administrators are
predominantly whit: d male, women and minorities'® are frequently ex-
cluded from 4 g-established informal systems: through which senior
persons so e their successors. Indeed, these systems have tended
to function,as “old boys’ networks™ in which male mentors guide and
foster sqale mentees. ™!

)

C)OThIS is especialty unfortunate, because as newcomers women most

>

need the informal knowledge and contacts mentors can provide. Indeed,
being "chosen” or "annointed” as the protege of a senior person can
have a special significance for women. Many women still approach post-
secondary study and some professional areas with some conflict be-
tween the desire for accomplishment and limited preconceptions about
what a woman should—or can—do. Women often don't receive the same
support for professional achievement as men do, and encouragement
from others can be especially influential.'? Indeed, several studies in-
dicate that women students can benefit immeasurably from a close work-
ing relationship with a faculty member, and that women consider in-
dividual faculty encouragement and support to be more important than
men do.'@ Similarly, high tumover rates and slow advancerent of junior
women faculty may be attributed in part to lack of informal encourage-
ment and to professional isclation.™

Insufficient informal guidance and sponsorship has been cited as
especially damaging for women graduate students, who are at the point
of transition between student and professional, and must begin to build a
professional identity.' It has also been considered a significant factor in
women undergraduates’ lack of realistic career pianning, avoidance of
nontraditional - fields and lack of confidence - about their potential for
academic and career success.

Individuals, Institutions, associations and professional organizations
can take any number of steps to encourage the mentoring of women by

men and women at afl levels. Moreover, they can help promote alter- .

natives to give women access to the information and assistance “tradi-
tional” -mentoring often provides. These include facilitating multiple help-
ing relationships with peers and subordinates as well as senior pecple;
fostering networks, career cooperatives and formal and informal gather-
ings on how to achieve in the system; and developing written materials
designed to provide newcomers with inside infermation on the steps to
advancement within a department, institution or discipline. Much that has
been learned about mentoring in the business world can also be used to
help women on campus; in tum, women who leam how to develop and
use mentoring relationships on campus will be more able to do the same
in business and the prolessions.



MENTORING IN ACADEME: DEFINITIONS AND DILEMMAS

In general, the history of traditional mentoring has seemingly been a
history of relationships between men.® The term arose in Homer's
Odyssey as the name of King Ulysses' trusted friend—Mentor—who, in
Ulysses' absence, nurtures, protects and educates Ulysses’ son,
Telemachus. Mentor also infroduces Telemachus to other leaders and
guides him in assuming his rightful place. Thus, Mentor's instruction goes
far beyond the teaching of specific skills: it encompasses personal, “pro-
fessional," and civic development—development of the whole person to
full capacity, and integration of that person inte the existing hlerarchy
through socialization to its norms and expectations.

Daniel Levinson, in The Seascns of a Man's Life, "’ provides an over-
view of what a mentor can do. A senior, experienced person chooses a
younger person as his {sic) protege and teaches specific skills; develops
the protege’s intellectual abilities; intervenes to facilitate the protege's
entry and advancement; serves as a host and guide who welcomes the
newcomer into his profession, shows him how it operates, and in-
troduces him to its most important players; provides advice, encourage-
ment and constructive criticism; and serves as an exemplar who em-
bodies values and an approach to professional endeavor and personal
lite that the protege can emulate.

Levinson sees the mentor as both parent and older peer, whose efforts
and special concern push the protege toward realizing full potential. He
describes the mentoring relationship as spontaneous, exclusive, long-
lasting—and so intense that when the protege has “arrived” or “become
his own man" a complete breach often follows, As many point out, Levin-
son's model of mentoring largely excludes women. Levinson notes that
women have less mentoring then men in part because -“[bleing a
worman's mentor is hardly imaginable to many men,"” and there are few
women in senior positions who might serve as mentors.™

In academe, the primary model for mentoring has been the sometimes
lifelong relationship that can develop between an undergraduate
graduate student and a “special” professor. Ideally, the professor ¢
the novice under his or her wing; helps the person set goals
dards and develop skills; protects the novice from others in y
allows raom for risk and failure; facilitates the novice's sucéesSiul entry
into academic and professional circles; and ultimately passes on his or
her work fo the protege.

BENEFITS OF MENTORINGZ)

BENEFITS FOR THE PROTEGE

Protages can gain a hast of benefits from a lasting relationship with &
single mentor—and also from more limited relationships that address
neads for particular skills or information. Many of these are especially im-
portant for women students and faculty (and for other nontraditional
members of the academic community) and include elements such as:

individual recognition and encouragement;

honest criticism and informal feedback: =

@ advice on how to balance teaching, research and other respon-
sibilities and set professional priorities;

@ knowledge of the informal rules for advancement (as well as political
and substantive pitfalls to be avoided);

@ information on how to “behave” in a variety of professional settings;
© appropriate ways of making contacl with authorities in a discipline;

@)
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© skills for showcasing one's own work;

@ an understanding of how to build a circle of friends and contacts
both within and outside one's institution; and

@ a perspectlive on longterm career planning.

In addition to advice and information, the protege often benefits by the
mentor's direct intervention or through the mentor's own. connections
and contacts. For example, the mentor may:

@ involve the protege in joint projects or get support for a protege's
research;

introduce the protege to top authorities in the field;

“talk up” the protege’s research to senior colleagues;

nominate the protege for awards or prizes; and

support the protege for promotion or tenure.

A protege often benefits Indirectly as well: because the mentor is
respected, established and powerful, a protege frequently snjoys the
mentor's “reflected power""® whigh confers special status and accep-
tance by others. Moreaver, otege may also gain a deeper sense of
teaching and research as K‘mcahon to which he or she wiil contribute
in tumn,

&
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BENEFITS FOR THE MENTOR

\@l‘% it may sound like the mentee is getting all the benefits, this is not
case: the mentor, sponsor or other helper gains many benefils as
well such as:

@ the satistaction of helping in the development of another person
who may carry on his or her own work;

@ ideas for and feedback about his or her own projects from a junior
person who is eager to learn and committed to the project's suc-
cess;

© a network of former mentees at other institutions who can col-
laborate on projects and help place students—thus increasing the
mentor's power and visibility; and

@ becoming part of an expanded network of colleagues, especially if
the mentor takes part in a formal mentoring program. {This can be
particularly important for women faculty, who are often isotated from
senior women in other departments on their own campus.)?°

BENEFITS FOR THE INSTITUTION

institutions as well as individuals have much to gain by fosteting a
climate or developing specific programs to aid in mentoring. Effective
mentoring can:

@ increase productivity and commitment, especially of students and
junior taculty;

@ help prevent attrition of graduate students and faculty—especially
women, minorities and persons from other special population
groups;

© encourage cooperation and cohesiveness for thoss involved in
mentoring relationships; and

©® increase the likelihood that students or faculty who do leave
{especially when promotion or tenure is denied) will feel that they
have been given the skills to aid them in becoming successful else-
where. (Thus, they are more likely to be ambassadors for—rather
than critics of—their inftial institution, and to support it in recruitment
and fundraising efforts.)®



BARRIERS TO “TRADITIONAL' MENTORING
FOR WOMEN ON CAMPUS

Opportunities for developing specific kinds of mentoring relationships
may vary considerably with institutional size and type—as may the “rulés™
for negotiating those systems. Currently a number of factors make this
special kind of support both more necessary and more difficuit. The large
and impersonal nature of many research institutions, for example, may
leave students and junior faculty afike "lost in the crowd."” Moreover, cur-
rent constraints on the number of tenured posts at large universities and
small colleges have left some senior professors cancerned about protec-
ting their own positions and reluctant to build close relationships with
junior colleagues. While these recent problems may make it more difficuit
for any junior parsons to participate in mentoring refationships, women
and minorities face longstanding barriers to being chosen as proteges
and to serving as mentors.

WHY MEN MAY HESITATE TO MENTOR WOMEN STUDENTS
AND FACULTY

1 oxpoctod the graduate experiance to be difforant. I axpoected that

my major advisor would be my mentor. | have racelved vory little

tima. | have noticad that male atudenta seem to dovaiop ditferant

kinds of rolatfonships with profossors and got more halp and sup-

port.” ‘
{Femala Studen, Wumonsmmuatscmnhy Views and Data ony K
Possibic Sox Discrimination it A Prog June 1977.) ((\Q)

?\

. . .[Tihe tenura situation for women io more difficult maﬁ Is for
moa. . . The womaen feculty don't have quite the lyshmﬁ dovolop-
ing as men, in torms of assisting thom fo gef h going.
asoisting them to get rosoarch grants, asalsting t do & wholo
hoat of factors which. . . you will not find out alx nlosg you have
semoono in the coffego to takk ro.”

{Faculty women, Psychology, Division Ne) ity of Maryland,
Division of Behaviorel and Socid ?\ . 1880.)

@
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Several studies and much anecdotal evidence indicate that men faculty
have tended to atfirm students of thair own sex more than students of the
other sex, and to see men—but not women—as capable of excepticnal
work. One professor at a prestigious eastern university, for example,
“observed o his students that while female students studied hard, took
excellent, well organized notes, and got good grades, the only outstand-
ing work was done by male students.”*® Whether expressed or not,
lower expectations for women may account in part for the tact that male
senior faculty have been more likely to give informal encouragement fo
men than to women students, to pick men as teaching or research
asgistants—and to choose men as protages.®

Moreover, the status of many women on campus—such as part-time
enraliment in the case of some women students, ar appointment to tem-
porary, off-ladder or part-time positions in the case of women faculty—is
often both the effect and the cause of an academic environment which
makes women seem unlikely bets for future achievement and hence
makes them “invisible” as candidates for mentoring.

Simultaneously, women's “overvisibllity” may lead senior persons to
avoid the risk of choosing a woman as a protege. Often, in settings where
women are new or few, they tend to stand out because of their very dif-
ference. While a mala protege may fail without anyone’s noticing, "a
woman's mistakes are often loudly broadcast”; consequentty, to protect

their own reputations, men may “maintain higher standards for female
proteges than for male proteges.” or exclude women altogether.2

Additionally, many senior men may hesitate to mentor women because
they tear rumors of sexual involvement (see page 13)—especially
whers mentoring of women is not supported by institutional policies that
make the mentoring of all junior persons a part of senior professors’
responsibilities.

FEMALE MENTORS: WHY THEY ARE HARD TO FIND ON CAMPUS

“. . .[Tihia [lack of senior women fecufty] to serve as professors or
adviacrs has been the singie most Important deficit of the Ph.D. ‘ox-
perienge.’ I have no senae that my advisor andfor department sup-
ports my professionsl efforts, belleves In my ablity or cares
whether or not | succeed. | would spy this feoling is morg porvasive
with lamale studonts.”’

|Woman studant, “The W Women's Education at Harvard Univer-

sity: A Suwuy of Sex Di atian in tha Graduate and Prolessional

Schoots.” June IBSOK
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*Likg the f daughter In the patriarchal famlly, the promising
women s t comes to identify with hor male scholar-taacher
more 8 y than wilh her sisters. He may weil be in a position to
give hef) mora, in tarms of Influence, fraining and emotional
gmlﬂiynkm, than any acadamic woman on the scens. in o doubie

, he confirms hoer suspiclon that she ia ‘sxcoptional’."”

{Adrienna Rich, "Toward a Woman-Cantered University,” in Florence

Howe, ad., Women and the Power fo Change, 1975.)
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The lack of senior women on most campuses is especially dishearten-
ing given findings which suggest that women who attend women's col-
leges (where senior women are more prevalent) generally achieve at a
higher leval following graduation;®® and that women graduate students
with dissertation advisors of the same sex publish more than other
women. .

Ironically, the problem of numbers is often exacerbated because
women facuity frequently find themselves simultaneously scught qut by
increasing numbers of women students and junior facuity, appointed to
innumerable committees which need representation from women, and
assigned heavier courseloads than men.?® This “overload" not only
makes it difficult for senior women to mentor their juniors, but also oRten
impedes their own career development in research and publication.
{Similar problems are faced by senior faculty from mingrity groups, and
especially minority women, as discussed on pages 7 and 8.)

Additionally, some senior women {although their number is declining),
may still identify more readily with their male peers than with women
lower down on the academic and career ladder. Likely to have been men-
tored by men and to view the institution from a male perspective, they
may see themselves as “better than most women,” and as “proof"” that
academe is a meritocracy where differential freatment by sex does not
exist. Thus they may be as likely as their male colleagues to overlook pro-
mising women students and junior faculty as potential mentees.

In addition to the problems noted above, many women's personal
crientation toward influencing others may make it less likely that they
themselves will actively choose mentees. Though women professors
often spend moare time with students, ocne recent study found that women
faculty are much less likely than men to initiate "traditional” one-on-one
mentoring relationships with them. Moreover, once such refationships
are initiated——either mutually or by the student—women professors are
often moré reluctant than men to be directive; instead, they tend to affirm
and encourage mentees o pursue their own development. Some sug-
gest that this hesitance indicates faculty women's own lack of awareness
about the mentoring process, lack of confidence, or sense of conflict
about their professional role. However, as others note, it may be more a
difference of style and values: that is, women may be more “nurturing”
and less directive than men, and more willing to locus on the
novica's—rather than their own—research interests.™®



WHY SOME WOMEN MAY EXCLUDE THEMSELVES FROM
MENTORING RELATIONSHIPS

In addition to facing external barriers, some junior women may tend to
oxclude themselves from mentoring relationships with senior persons.®
Some women may be unaware of how the protege system works. They
may be more hesitant than men about “exploiting” personal ties for pro-
fessional gains and more concerned about the potential confusion of per-
sonal and professional relationships. Some women may feel hesitant
about seeking help from an “imporiant” person, and unaware of steps
they can take to initiate a mentoring relationship. (See p. & for recom-
mendations on how to do s0.) ’

In other instances, however, women may be quite knowledgeable
about how the protege system works on campus and also aware that it
has often excluded women. Some women newcomers may view par-
ticipating in the protege system as compromising themselves to a struc-
ture based on favoritism rather than on merit. However, a mentoring rela-
tionship can provide a newcomer with the perspective and skills to
understand and navigate the system, make connections through it, and
be in a position 1o bring about change,

MULTIPLE MENTORS AND MENTORING
ALTERNATIVES: NEW APPROACHES TO
MENTORING FOR WOMEN ‘

**...[A] focus on menforing. . .cen genorato awarenens and ap-
Pprociation of divorse working relationships. Mentoring Is but one
way for women to acquire what they neod end want. Thore ere othor
linkage modes including the expansion of professional notworks,
the cuitivation of locoi allies, the devaiopment of alilances
downward as well as outward. . . as well as the nurturing of **foster
aponsors.”’

[Manianne La France, "Women and the Mentoring Process: Problems. ’\0

Paradoxes and Prospects,” paper presented at the Annual Mesting of K
the American Psychological Aasociation, Los Angales, CA, 1981} Q)
o
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THE STRENGTH OF WEAK TIES* . OQ
. N
Multiple Mentors . (5\'
Recent research on sponsorship in academe ihdicates that men, in

contrast to women, have historically benefitt ot only from “traditional”
mentoring but also from involvement in a of professional networks
and short-term coilaborative endeavors thal include elements of mentor-
ing.3 Many suggest that instead of ching for a single "all purpose”
mentor, women, too, need to recognize the value of, and be willing to
use “weak ties"—to seek advice, guidance, support and intervention
from a variety of persons and groups on and off campus.® Having muiti-
ple montors (each of whom performs one or severat mentoring func-
tions) can:

9 keep the novice from setting out on the often futile search for the
“perfect mentor”; ‘

@ give the mentes the opportunity to evaluate advice from several
sources and perspectives:

® increase the probability that senior women will aid their juniors

. bacause bath will recognize that the senior person is not expected

fo meet the novice's every need (thus, junior women will be iess
likely to make excessive demands on one person’'s time and
energy, and senior women less likely to feel they must choose be-
tween their own career development and mentoring others); and

© make it more likely that women will have access to both male and
female mentors of the same and other races and in various positions
within the established higrarchy. ;

Indeed, mentoring can be seen as a continuum of helping functions
among seniors. peers, and subordinates: mentors engage the protege
in the most intense and “paternalistic” relalionship, belp shape and pro-
mote the novice's career, and are in a position to intervene on the
novice's behalf, sponsors perform many of the same funclions as men-

tors, but exert a less powerfully personal shaping and promoting in-
fluence; guides help explain the system, point out pitfalls and shortcuts,
and provide general information, but are naot in a position ta be benefac-
tors, protectors or promoters; “‘peer pals' share information and
strategies, act as sounding boards, offer advice, etc., and so help each
other as they help themselves,

Thus different persons can fulfill different functions of the traditional
mentor's role. For example, one person might serve as an advisor on
departmental matters; another might offer information about and help with
career apportunities outside the institution; yet another might serve as a
role model for managing career and family responsibiiities, While some
argue that multiple mentors can never have the same influence as a
single powerful senior person, others point out that the less hierarchical,
more reciprocal nature of muitiple helping relationships may be more
comfortable for women, and may help create a healthier, more inclusive
and supportive environment for all on campus.

The academic context otfers numerous opportunities for muttiple help-
ing relationships. Such relationships, though by no means limited to the
following, may occur between faculty and students; graduate students
and undergraduates; senior faculty and junior faculty; administrators and
students or faculty; alumnae and students; peers, whether students,
faculty or administrators; staff (su secretaries and others who often
have a good deal of inside information about—and sometimes unofficial
control over—how departme% d divisions operate); and persons at
other institutions in parall nior positions.

PR
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Networks 00

In recent ye, omen have developed formal and informal networks
throughout siness and academic communities. On campus, such a
network %? be a group of faculty who mest at regular intervals over
breakf lunch to update each other on concems of mutual interest: it
migh%’a formal organization of faculty and graduate students in a par-
ti iscipline; it could be a group of administrators who attend

hops together and meet pericdically to discuss college problems.

ampus networks, especially when they contain senior as well as junior

women, can be significant sources of information, support and in-
fluence-—even on campuses with few senior woman.

Networks can help senior women who participate recognize how much
they do know about the system—what they have learned and what they
can pass on. Participants can share professional experiences, sound out
approaches for managing difficult departmental situations, and work out
advancement strategies. Moreover, networks can help junior persons
get to know senfor women on campus. Frequently, diferent networks on
campus Intersect through their members, and contacts made in one net-
work can lead to connections in others. Senior women faculty or ad-
ministrators, for example, can often act as a “bridge” between newer
women’'s networks and more established networks on campus. On the
one hand, senior women might give advice to junior persons in a
woman's natwark, and, on the other, promote a promising newcomer to
other senior persons.

In addition to making use of campus networks, women can establish
wider affiliations through personal contacts as well as through off-
campus networks which can provide crucial support for women who are
geographically or otherwise isolaled at their home institution.

Peper Mentors R

Publications which give nitty-gritty “how-to"/"how not to” information
can serve as "paper mentors.” These can be developed by depariments,
institutions, associations, or by individuals and geared to a particular
dapartment, institution or discipline. Often designed specifically for
women, they may include information on how to apply to graduate
school, how to handle interview questions, how and where to publish,
what to seek—and what to avoid—in a first teaching contract, etc.
Several examples of paper mentors are included in “Selected:
Resources,"” page 15.

Other Alternatives

In addition to those described above, a host of other ways can be
found to provide women students and faculty with the kinds of inside in-
formation and assistance mentoring aHords—even when no mentor
seems to be available either in the department or in the institution. Many
alternatives, some geared to individual and others institutional or associa-
tion action, are described in the Recommendations section at the end of
this paper.



HOW TO DECIDE IF YOU NEED MENTORING

Individuals can ask themselves questions such as the following to help
decide whether or not they need mentoring. Some questions are more
applicable to undergraduates, some to graduate students some o
faculty—and some to women at all levels.

@ Who are the powerful and important people in the department,
the institution, the discipline world-wide? Who has thair ear?

@ Which subtielda are expanding or contracting?

© What graduate schoals offer the best programs in a particular
arsa of speclalization? Which profassors have comacts with
{aculty at that institution?

@ How do people in the fleid find aut about, get nominatad for and
win assistantships, fellowships, grants, awards and prizes?

© What are the leading journals in the fleld? Have any cotleagues
published there? How should co-authorships bs handled? Who
can bring a submission to the attention of the editars?

© What organizations are the most Important to join, what con-
ferances are the onas to attend? Who can help a person get on
the program?

% What is the best way of getting feedback on a paper—to cir-
culate pre-publication dratts widely, or te show drafts to a few
colleagues?

@ How do people in the depariment find out nboui job opanings in
academla, private industry and govarnment? What Infarmation
is most affoctive in a vita or a resume? What questions are most
likely to be asked in an interview? What aspects of a contract
are negotiable? Which professors or administrators have con-
tacts at places with appropriate openings?"

@ What ara the appropriate and accepled ways to raise different
kinds of concorns, issues and problems (a.g., verbally or by
memo} and with whom?

@ What are the department’s formal and informal criteria for pro-
motion and tenure? Who can clarify these criterla? How does
ona hulld a tanure-fila? Who sits on the relevant committees?
Who can effectively support a nomination? '

@ What departmental and Institutional decisions are pending that

might affect positions in the department? Who can influence Q@

these decisions? N
| &

&

¥
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WHAT TO LOOK FOR IN MENTORS ;\\OQ

ticular needs in a given field, as well as on ental or institutional
circumstances. Here are some quesﬂons@ onsider. Answers to some
may be easier to find than answers to rs. Newcomers might check
with people slightly ahead of the rofessors in other departments,
members of women's networks, and-teparimental secretaries. In some
instances, official records may be available, such as listings of grants
received and arficles or books published by senior faculty.

What a newcomer looks for in mentors d@ﬁé on the novice's par-

© What is the mentor's own achlievement in key areas? For exam-
ple, what grants or fellowships has the mentor received? Where and
how frequently has the mentor published? What panels and commit-
tees does the mentor serve on? What organizations does the men-
tor belong to, and in what capacities? What influence does the men-

" tor have in developing the discipline?

© Doos the mentor know what Is axcollent in a givon area and set
high standards for him or hersoli? Check on thesa by asking
several people in different situations (e.g., someone new to the
department, a senior person, someone outsie the institution) a set
of questions taitored to your discipline.

@ iz the montor someone whao bellaves whole-hoartedly In your
abilitlea? This may be espscially important for women, since a
mentor's expectations can significantly enhance or undermine self-
confidence. As the authors of Breakthrough: Women into Manage-
ment note, “A person who backs a woman but expects her to fail is
part of her fallure.™*

@ What has happened to thia person's former mantees in terms of
positions, grants, publications, ste.? Are thero significant dit-
feroncos betwdon what has happened to mafe and femalo pro-
teges? For instance, have men tended to go on to their own

research and publishing and to have gotten fairly good positions,
while women have “drifted, failled] to publish, or [had] spotty
employment records™?”

© What is the mentor’s relationship to the various groups and net-
works in the department, institution and discipline? Does the
mentor act as a bridge between networks (for examgple, between an
organization of women faculty and longer-established “insider” net-
works on campus?)

@ Is the mentor not only good at giving advice and direction, but
also able to understand your own views about your needs and
goals?

@ If he or she is unable to provide you with the information, skills
and knowledge you need, will the mentor help you find someone
who can?

HOW TO GET MENTORS TO CHOOSE YOQU

notice their achievements and, g ose them. By actively seeking men-
tors, women can make the a8 more visible as potential proteges.
Several suggestions lollmez

Women can do more than mfg@ait passgively for a senior person to

fessional s . For example, speak to the person after a class,
write a le th a question that requires response, send your
papers o les in draft to senior persons whose work you respect
and reguest comments.
@ Begin v ask for help regarding the strengths and weaknesses in
¥ work. Always express your appreciation for advice and
icism. Be pleasant but persistent.
N\ a the initiative in putting the relationship on a mora collegial
Q) basls if it ssems appropriate. For example, if you are a graduate

@ Introduce yours Iﬁnd make the first contact in relation to a pro-
rﬁ

C) student, ask a professor if you can call him or her by first name

rather than “Professor X." (Men often call professors by first name;
women rarely do so.)

© Try to become a research or teaching assistant, junior collabor-
ator, proposal writer, Intarn or other type of “‘apprentice.” This
will establish a context in which teaching, evaluation, and general
guidance should naturally occur; it will also give you a chance to
demonstrate your abilities and commitment.

@ Ask a colleague to mention you or your work to a potential mentor.

@ If sesking mentors at other institutions, if it is appropriate to your
discipline, send your papers with a letter asking for comments to
persons who work in the same area; whose work you have cited {or
vice-versa); whom you have met at conferences; who have been
recommended by mentors at your home institution. (Do not send
book-length manuscripts or copies of your dissertation without
some very specific encouragement from the person to whom you
are writing.)

@ Volunteer o serve on a task-force, committes, or project where
your potential mentor is also 3 member. Offer to take on a major
piece of work {(e.g., coordinating a project or writing a report) which
will require significant collaboration.

© [Invite your potential mentor to be a guesl lecturer In your class
or before a campus group.

© Consider hiring 2 mentor to pravide specific kinds of advice and
information. One woman identified her mentoring needs but was
unable to find an appropriate person among her colleagues or ac-
quaintances. Concerned that her mentor be female, able to under-
stand her goals, and willing to share time and expertise on an adult-
to-adult basis, she identified an appropriate person in her city and
arranged for a year of paid weekly contacts. ™

TIPS ON HOW TO BE A MENTOR

Men and women alike may find some of the following points useful in
determining how they can be a mentor. Senior women, especially, may
underestimate how much they do know about the academic system;
what contacts they have in their departments or discipline; what avenues
they can use to help a junior person or a colleague advance.



© Recognize and ovaluate what you can offer @ protege, keeping
in mind that you should not expact yoursel! to futfill every men-
toring function.

@ Clarify expectations with your protege about the extent to which
you will offer guidance concerning porsonal ae well as profes-
slonal lzsuas such as advice about how to balance family and
career rasponsibilities.

© Be sura to give criticism (as well 85 praise) when warranted but
prasent It with specific suggesticns for improvement. Do [t
privately and in non-threatening contexis—over lunch or coffes.

© Where appropriate, “talk up'’ your protege’s accompiishments
to others in your departmant, Instiiution, professional associa-
tion, and elsewhere.

2 Include women in informal ectivities whenevor posslbla—a.g .
lunch, discussions following meetings or lactures, dinners at
academic conferences.

© Halp women learn what kinds of avallable institutional support
junior persons should seek in order to further their own career
development—such as funds to atlend conferences or work-
shops, release time for speclal projects.

© Tall your protege if she asks for too much—or too little—time,

GROUPS OF WOMEN WHO MAY HAVE SPECIAL
MENTORING NEEDS—AND SPECIAL PROBLEMS
FINDING MENTORS

WOMEN IN NONTRADITIONAL FIELDS

Women students and faculty in fields traditionally defined as “male™
{such as mathematics, business and the sciences)—frequently an-
counter the same problems faced by women generally, and then some.
Often they feel isolated and excluded from informal interaction with their
professors and colleagues. Indeed, if they are not overiooked, women in
nontraditional areas sometimes encounter outright hostility from depart-
ment members, many of whom may be unused to and uncomfortable
about dealing with women.*®

However, women in nontraditional areas often have profound and spe- <)
N

cific needs for mentoring to address a variety of personal and prole\
sional concerns, including the following:
@ Since their choice of careers runs counter to traditional ial
norms, women may need more personal encouragement.
@ Because of the vertical progression of courses in N"%\v nontra-
ditional areas, women students need expert guid to ensure
they have fulfilled requirements for more ndy:&& study.
© More than scholars in soma othar discipline
tional flelds must have access to a vari
other rasources—such as labs, equi
special research—simply to pursue
tor's recommendation or interventio
woman protege secure these nec
@ In the sciences aspsacially, a/smail group of highly productive
researchers often establish-priorities In a given area of
specialization, recrult and train students to work with them; and
keep each other up-to-date about new developments.*’ To the
exient that women are excluded from thiese “invisible colleges,"
they are likely to fall behind.

se In nontradi-
Institutional and
nt or funding for
work. A powerful men-
n be crucial in helping a

OLDER WOMEN*

With large numbers of older women entering or returning to colleges
and universities as undergraduate and graduate students—and in some
instances as faculty or administrators—mentoring for older women on
campus takes on increasing importance. Indeed, these women may have
special needs for many of the benefits good mentaring provides, such
8s; .

@ a ‘““‘map’ of the departmental and institutional system—which
may be entirely new, or quite differant from the one rsturning
women recall (especially if they previously attended a very different
type of institution or were enrolled in a different major);

@ role model for—or advice asbout—how to balance family and
academic responsibilities;

@ constructive criticism and evaluation, especially about the possi-
ble need for bamc skills or refresher courses, interpersonal styles
that may be counterproductive in the classroom setting, etc.: and

@ advice and encouragement about how to parley old zkills in the
acadamic setling, and entree inte a context (such as an Intern-
ghip) in which this might bast be accomplished.

Unfortunately, older women may be discounted as polential mentees
for a variety of reasons, including the following:

© misconceptions on the part of faculty and others that older
womean ere “'dabblers’ who have retumed to aschool because
“they have nothing better to do";

@ doubts about the commitment of returning women because they
may enroll or teach on a part-time rather than a fulk-time basls;

© tension in entering a mentoring relationship with a person
whose adult status and greater life experience may seem threat-
ening; and

© concern that future accomplishments wlill bae limited by the per-
son’s age, and hence that time spent In mentoring an otder
woman is not a. good investment.

MINORITY WOMEN 5
wO

A
\allr profossor roally taken you in hand
fessionai In your flold?” Vhile one out of
rod ‘Yos,” jast one oul of fronty minority

**The students wore askod
and holped you become
four while students &
students did so0.”
{Birt L. . TMinority Students,” in Jooeph Kaiz and Rodney T. Hatnett,
ads., sa& the Meking: The Development of Gradusts end FProfessional
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woman {(and men)} often have an especially acute need for
rs who are both professionally and personally supportive. Minority

C)?Jdenls tend to stop-out or drop-out for non-academic reasons at a
g

ignificantly higher rate than majority students; some minority faculty may
fail to pursue avenues of professional development—such as research
and publishing—that would enhance their status within their insfitutions
and disciplines. Many suggest that a major reason for these problems is
that minorities are likely to have less informal interaction with senior per-
sons, and specifically less mentoring.+?
Mincrity women may be the first in their family or community to enroll in
a college program or to pursue an academic career (and, like many white
women, may come from an environment that neither recognizes nor sup-
ports women's academic or professional ambitions). Thus, minority
women often have a crucial need for persons who will foster their sense
of belonging in the profession. However, minority women may have a dif-
ficult time finding a mentor for a variety of reasons, such as the
following:44

© Senior persons may be mainly or excluslvely white and/or male,
and may simply be uncomfortable working closely with a person
so ‘‘uniike’’ themselves;

@ Minority women's high visibllity in and of itself may deter would-
be meantors (e.g., where there are very few mingrity women in a
class or department);

@ Mincrity women may have research Interesis that fall outside
the ‘‘mainstregam’ of their discipline and are considered
“‘risky"' by senior persons;

& Minority faculty may be assigned to “‘iringe’’ departments
andior moved into administrative positions before they have
built a substantial research base; and

© Mincrity facuity who do hold senlor positions (and who would
thus seem likely as prospective mentors} may be heavily
burdened with commitiee and other responsibilities and
therefore hesitant 1o ““take on’’' a protege.

Moreover, because they may feel separated from other women by
race, and from minority men by sex, minority women may have some
mentoring needs unigue fo their situation in a department or institutionat
setting. One study, for example, suggests that in addition to career men-
tors, minority women may benefit greatly from relationships with other
minority women—peers and members of other departments—who may
more readily fulfill some mentoring roles, such as those of confidant and
counselor.**

In the case of Black women, Biack sororities often play a significant
part in providing just such support. Because campus chapters are spon-



sored by community chapters and members work on joint projects, these
organizations provide a unique context linking Black women students
with Black professional women. Community or “graduate” members
often provide informal advice and guidance, and frequently make more
formal presentations concerning their own professional development.

DISABLED WOMEN

Disabled women often encounter all the barriers to mentoring faced by
women from other special groups and additional barriers as well. Cn the
one hand, disabled women (and men) are the most “‘invisible™
newcomers on campus. they may he more likely to be inadvertently ex-
cluded from informal interactions than any other campus population-~and
thus to miss out on the kind of interchange that can lead to mentering
relationships. On the other hand, however, disabled women students
and facuity are often the most *‘visibla'' as “different.” Thus, would-be
mentors may be particularly uncomfortable in dealing with disabled
women, aspecially in a one-to-one relationship. Seeing the disabled per-
son primarily in terms of limitations, they may not only doubt the disabled
woman's ability to succeed, but also fear their own inadequacy to mentor
someone who is likely to need special assistance or accommodations
with which they are unfamiliar.*

Disabled women may also face a number of ather problems which can
interfere with the development of a mentoring relationship. They may be
physically isolated from professors and peers: for example, while par-
ticular classrooms may be accessible, professors’ offices, corridors
where colleagues generally teach, and less formal meeting places—such
as the graduate or faculty lounge—may be inaccessible. Moreover, if
disabilities include hearing or speech problems, the exchange of informa-
tion and ideas may require special attention.

PROBLEMATICAL ASPECTS OF MENTORING

interests—for exampla, by dissuading the mentee from pursuing
research in newer and controversial areas, such as Black Studies or
Women's Studies; and

¢ The mentor may lose his or her own status and power within the
institution, thus putting a woman protege at risk unless other senior
persons have been made aware of her abilities.

Because women may be viewed primarily as sexual partners rather
than professional colleagues, mentoring relationships may be viewed by
some as sexual Faisons rather than genuine helping relationships. Addi-
tionally, when a sexual relationship between a mentor and protege does
exist, it can often be calamitous for the junior person for a number of
reasons such as the following:

® A woman protege whose mentor seeks a sexual relationship
may bagin to quastion whether her intellectual abilities or her
sexual attractiveness led her tc be **chosen’’ as a protege in the
first place. Rather than enhancing her self-confidence, such a rela-
tionship can raise doubts that undermine it.

@ Sexual “‘indiscrations®' are usually forgiven men, but held
against women. Even the hisbof a sexual liaison can undermine a
woman's professional re éﬂon—and reinforce others' views that
women's ahilities in pr% ional pursuits are secondary.

© A woman involved ifi @ sexual relationship with a senior col
league is likely to\[dde the support of her peers. They may envy

the woman's a to a senior person and/gr attribute her own
achievemeants t him. Moreover, they may see such a lizison as a
violation gf conflict-of-interest rules.

© If asex elationship ends, the protege usually ioses both her
lover her closast advisor—whe may, If he has been rejacted,
purpesaly use his status and power to hamper her advance-

\Qo en's “outsider status” in the university sometimes makes it dif-
\t:ult or impossible for senior women to be effective mentors. Often,

~O
FOR WOMEN* C) ‘women sludents and junior facuity will naturally look first to other women

Paradoxical it d tori b i 0 (\ on campus as potential mentors, presuming that senior women will have
aradoxical as it sounds, mantoring can De negatve as way a3 f the knowledge and power 1o sponsor them effectively, and will also have

positive: the wrong kind of mentoring refationship—or mentoring rel@

novice's perscnal confidence and career development. Some senjerpger-

sons may wish to help a newcomer but inadvertently do th osite;

some mentoring relationships may suffer from covert, iII-rE&ﬁzed dif-
al

tionship with the wrong person—can undermine rather than anhancz

ficulles, such as a protege’s overdependence or a m ‘s need to
contral; and some supposed mentors may disguise an desire that
the newcomer fail—either because of simple hostili ecause they are
really pushing for another person's success. men as well as
women need to be alert to the possibility that rong mentor may be
more hurtful than helpful, women may be especilly vulnerable to certain
kinds of “negative mentoring.” 6@

Traditional social roles reinforce ew of women as helpers rather
than achievers, and may skew ance between the prolege's and
the mentor's needs. Thus, in some instances, a woman menlored by a
senior man may be seen more as a “teacher's pet" than as a potential
heir. Some mentors may “patemnalistically regard. . . (a] female student
as a charming little girl who does her lessons well but cannot hope ever
to grow up and do a man's work."* Both women and their mentors
should be alert to the following potential problems:

¥ Some mentors may misperceive their protege’s potentlal and
sot goals that ara too high or low;

© As the mentee grows and develops professional stature, men-
tors and manteos may find it difficult to let go, or move to a more
collegizl retatlonship, thus increasing the likelihood that the
mentea's development will be stifled or that a severe breach will oc-
cur;

© Montors may dellbarately or inadvertently use the mentoring
ralationship to get help with and recognition for their own pro-
Jects at the ¢xpense of the mentoe’s recognition, interests and
achievement; _

© The mentor's own neads within the systom may take
precedonce ovor the protege’s needs. For example, rather than
clarifying options for the protege, the mentor may try to pressure
the mentee to do research in a particular area in order to enhance
the mentor's own standing:

© The mentor niay give welkintentloned and correct advice on how
to get ahead but 2t the expense of the protage’s own research

the novide's best interests at heart. While this is to be hoped for, it may
not always be the case. Women seeking only women mentors may some-
times encounter the following problems:

© Some senior women faculty members may not have the status
on a particular campus to be effective mentors, especially in
large research institutions where women may be assigned
heavy teaching schedules, while men of the same rank have
greater opportunities for research and publishing, and are judg-
ed 10 be more successful.*®

@ In some few instances, senior women (or men) may not have
come inta any working relationship with the “‘powers that be'
an campus. Sometimes angry and bitter, such persons may be able
only to criticize but not to influence policies and practices. Being
“mentored” by such a person can put the mentee at risk of becom-
ing an outcast as well as an outsider.

As Mary P. Rowe, Special Assistant to the President at the
Massachusetts Institute of Technology, explains, “Women need mentors
not only of their own race and sex, but of the race and sex that com-
mands the environment in which they are trying to become competent.'?®
Thus, a variety of mentaring arrangements and strategies may be ideal.

CONCLUSION

The currant myth is that everyone needs a mentor for success, that
“gveryone who makes it has a mentor.”** Certainly, mentoring is not a
panacea for every academic and career problem. However, few would
deny that newcomers to academe can gain much from mentoring rala-
tionships. Although in the past mentoring in academe has often served to
keep the real newcomers—such as women and minorities—outside the
“inner circle,” individual women and men, institutions and organizations
can take many steps to make mentoring avaitable to women, and to pro-
vide newer mentoring alternatives, The model programs that follow sug-
gest several ways to address women's mentoring needs. Each combines
within itself the use of diverse campus incentives, resources and support
syslems.



MODEL PROGRAMS

kiodel Program #1

AN INFORMAL INSTITUTION-WIDE APPROACH®

Based on the premise that women will benefit most not from
special mentoring programs designed only for women, but rather
from “an explicit legitimation of their equal right to guidance and
sponsors within guidance programs for all junior peraons,” the
Massachusetts Institule of Technology has developed an
institution-wide framework to sncourage mentoring for students,
faculty and staff. On an Informal basis, it draws together the
following elements:

@ legitimation from top administrators through en explicit
policy that multipie helping resources should be provided to
all junior persons as a matter of course;

© fostering networks of women that can share Information,
provida support, teach skills and be role models and spon-
sors for their members;

© maintaining close relationships between women's net-
works and top administrators so that male administrators
will iearn about women's needs and concems while women:
will gain an overview of how the system works;

@ tralning and encouraging junior women to find their own
guides and sponsors by making specific persons (such as a
dean, or an assistant to the president) responsible for
discussing with junior persons the need for mentors and

other career heipers. Thus, women in particutar are not only
made aware of how mentors and others can help them, but
aiso know that the institution expects them to seek such
help and supports their efforts 1o do so; and

@ onrpecting regular performance appraisais, or “‘mentor-

ship discussions,” batwoon every junlor porson and his

or her supervisor (e.g., faculty advisor, depariment head}) at

least twice a year to includa at a minimum discussion of:

e what the junior person has been doing;

* how he or she could improve;

* how the supervisor thinks the person’s job might change
over the next year(s) to meet deparimental needs; and

» how the junior person hopes to develop in this job and in
subsequent positions.

Mary P. Rowe, Spacial Assistant to the President, MIT, notes
that “[flor faculty members, these discussions should include
frank appraisals of the possibilitie® for promotion and lenure,
sources of grant funds, id on of possible mentors” both
within and outside the insti , while “for administrators and
research and support s ese discussions should be specific
and detailed as to ah s and weaknesses, cother possible
sources of help, % | career ladders.”

Model Program #2

RESEARCH MENTORS FOR

4
>
2

RITY AND

WOMEN FACU\

Designed t¢ help minority and women faculty build research
skills, gain access to a network of researchers, and improve
chances of attaining tenure, this project at the City University of
New York {CUNY) established a group of research teams, eac
headed by a mentor. The project matched GUNY faculty ment §
{who ranged in rank from assistant to full professor but b
research experience)} with senior scholars of national e |on

from the CUNY system. (Smaller institutions might w on
scholars from other campuses.} Each senior perso upto 4
mentees. Major features of the program—whi esulted in
research projects, publications, presentatio professional

d the following:
pport from top ad-
ject director, an in-
icity that focused on

conferences, and proposals for funding—in
@ prostige for the project generated
ministrators, presentations by
troductory conference, and
research opportunity; ?@

@)
&

C) @ salection of mentors based on recommendations from

campus presidents and graduate ceniars;
© seminars by mentors about rasaarch in their disciplines;
" ©® matching of mentors and mentees based on mutual in-
torests;

@ suppori services for menteas in the form of seminars
focused on proposslwriting, statisticel methods, and
panel prosentations;

® development of productivity eriterla with payment of a
smalf stipend to the mentor and the mentes basad on the
mentee's achievement In meeoting each criterion; and

@ vislbllity for the mentess on their own campuses through
colloquia and other presentations.

(See “Selected Resources.”)

Model Program ﬂ's

THE CAREER COOPERATIVE: ONE MENTORING

ALTERNATIVE“

As developed by HERS-New England (Higher Education
Resources Services}, a carger cooperative consists of a small
group of people who meel regutarly .in order to help members
develop advancement skills and share information and contacts
related {o the academic job market. It is “both a mutual support
group for persons building careers and an aid in developing a per-
sonal network of academic women—and men—across institu-
tional, professional, geographic and generational lines."** A
career cooperafive should include fnks to senior faculty—as
members if possible, as guest speakers if not—in order to help
junior women learn the political and social aspects of the profes-
.;:on and the competencies needed to deal successfully with

em.

Specific activities undertaken by career cooperatives will vary
with-discipline and organizational setting, but should include group
discussion and skill-building group exercises to develop:

© skills involved in getting a first (or subsequent) academic

positionor example, vita development with a group critique;

interview practice based on the questions most commonly
asked at interviews for academic positions; role-playing with
one person acting as job candidate and the rest of the group
as a search committee; identification and discussion of what
items in a job offer are likely to be negotiable.

© competenclos necessary for moving up the academic lad-

der (for instance, establishing new contacts based on old
ones; analyzing your departmental or institutional structure to
define your current position and routes of access and also to
Identify pessible career helpers: deciding whom you should
tell about your achievements, as well as whom should not
be told about your disappointments or failures; determining
what kinds of items you should begin compiling in prepara-
tion for a tenure decision, etc.

Specific exercises, along with strategies for moving into ad-
ministration or seeking positions outside of academe are included
in A Wo/man's Guide to Academe: Moving In, Moving Up, Moving
Over, by Martha Tolpin. (See "Selected Resources.”}




Modal Program #4

A MENTORING PROGRAM FOR WOMEN STUDENTS:
A COMBINED APPROACH?*

In order to raise women's academic and career aspirations and
to lessen the effects of sex-stereotyping on career choice, the
State University of New York Collage at Cortland estabiished a
career development program for wemen students. Nine women
faculty and administrators, who came to be known as the "Home
Staff," worked out a three-part model which brought together
coursework, intensive advising/mentoring by Home Staff
members, and guest lectures by women professionals. These
components were combined throughout the program as follows:

© a two-eredit strategy course exposed women studants to

nontraditional career options, encouraged them to take
courses in nonfraditional areas and helped raise their
awareness about careers and life styles. Courses included
20 women guest speakers each term to discuss their
careers and answer questions, and Home Staff members ad-
dressed both personal and professional issues by discussing
such matters as their own careers and life styles, modes of
entry into their current position, etc. The course also re-

quired students to interview three practitionars in a career of
interest to them.

© a mentoring component using the facully-student advis-

ing relationship as the basis for intensive consultation
between women first-year students and Home Staft
members. Meeting individually with most advisees at least
8-10 times a semester, Home Staft members discussed
issues such as personal strengths and weaknesses in rela-
tion to career goals, and also served as sounding boards, in-
formation resources, and role models.

Student participants showed significant growth in sell-
confidence, increased expectation of having the same freedom as
men to pursue a range of careers as well as leadership positions,
and a more realistic view of the labor market. Moreover, women
faculty parficipants found that they met women in other depart-
ments and expanded their own network of friends and allies. (Seea
“Selected Resources” for prograer%ort.)
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Model Program #5-

O
>

PEER ADVISING PROGRAM%

Designed to help women students learn to be and to seek men-
tors and other resource persons, the Peer Advising Program at
Alvemno College (W) is part of an overall effort which also includes
a professional advisor and a faculty advisor. Major etements of the
program include the following:

@ selecting peer advisors from a pool of students com-

>
pleting thelr second full-time semeaster who reflect char\\o

acferistics of the student body population and who haya

shown appropriate skills in handling their own

C)@

QO

@Ing peor advisors through a summer workshop as
\ | as a serias ol mesatings during the school yean;
providing peer advisors with writtan guidelines, and train-
ing them in role-playing and other techniques, to aid
them in helping mentees—and each other—work through
typical problems, and find resources on campus; ]
© offering peer advisors and their mentees back-up
assistance from the counseling center and from

academic advisors.

somester; ,‘\\v
\9/
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SPECIAL MENTORING PHOGRAMS@ WOMEN: LEGAL
AND OTHER CONSIDERATION

Title X of the Education Amendments of 1972 allows the
development of formal mentoring programs, woarkshops or other
alternatives designed especially for women. However, any such
offerings must be also open to men. {For a discussion of single
sex programs and Title 1X, see Single Sex Organizations and Pro-
grams Under Title IX, Project on the Status and Education of
Women, Association of American Colleges, 1975.)*

Some favor the devetopment of special programs aimed at
women: others maintain that women will benefit most fully from an
institutional envirenment which expects and fosters the mentoring
of all junior persons by all senior persons, and also atiends to
women's particular concems—such as the need for women's net-
works on campus.®®
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ADDITIONAL RECOMMENDATIONS FOR
INSTITUTIONS®! ‘

GENERAL RECOMMENDATIONS

@ Issue a policy statoment—reiterated formally and informally in by-
laws, speeches, discussions with deans and department ¢chairs—
that senior persons are expectad o provide helping resources to
all junior persons, Including women and minorltles. Designate
respansibility for implementation, monitoring and evaluating this policy
to a presidential assistant, provost or vice president for academic af-
fairs.

© Raise campus awareness about the importance of memunng for
waomen by such strategies as publishing articlas in the campus
newspaper and faculty bulletin, and dlscussing the issue in facul-
ty meetings.

©® Include development of junior taculty andtor mentoringfadvising
of students as criterla In overall evaluation. of facuity perform-
ance.

@ Identify, by depariment, Iaculty and administrators who are will-
ing to act as mentors for women students and junior faculty
members, Distribufe this fist to ali women junfor faculty,
undergraduate and graduate students, publicize its availability in the
faculty bulietin and other appropriate channels.

© Esiablish training programs through the. faculty development
conter, placemant office, counseling centsr or eisewhere to holp
faculty learn how ia be effective mentors for wamen students and
colleagues. Include sessions on items such as grant-writing, vita
preparation, and article submission.



© Encourage junior faculty—and students—to seek mentors both
within and outside their own department. ‘

© Seek out senior people who are Interested in helping to davise
mentoring/edvising programs and provide them with release fime,
or support staff, as necessary.

© Support the membership of women faculty in women's caucuses,
commitiees and special interest groups of national disciplinary
associations by providing funding, release time and recognition
for thelr participation in campus media.

PROMOTING “TRADITIONAL' MENTORING FOR WOMEN

While it may be the case that a true mentoring retationship grows sponta-
neously and cannot be “forced,” institutions can develop programs and
foster environments in which traditional mentoring is more likely to flourish
—and more likely to include women. Selected approaches o mentoring for
women faculty and students—as well as some more general programs for
junior persons—are described below.

Faculty

©® Encourage a "‘set’’ of academic mentors for each entering junior
faculty person which includes persons within and outside the
depariment end Institution who are familiar with some aspect of
sach individual’s fiald. MIT has ericouraged such a system of infor-
mal connections.®?

© Assist oach now faculty member in identifylng a senior faculty
"“huddy’” In a department other than hisfher own.* This will help
junior facuity gain a wider Institutional perspective and will also pro-
vide access to a senior person who need not make a decision about
whether to promote the newcomer, or compete with her or him for
department rewards. {Faculty at large research institutions can be
helped fo find “buddies™ in their field outside the institution.)

© Establish a two-stage mentoring program in which newcomers.
are Inftially palred with a senlor person (host) of the same sex and
race and then helped by that person to find meantor(s) with dif-
ferent strangths throughout the organization.® Such a program

can take account of women's and minorities’ special mentoring 0@

needs, and al the same time facilitate access to appropriate menior&\

‘at alt levels. ((\
Students ‘\?\

@ Help students seek mentors in prospective career by mak-
ing mentoring an explicit component of intarnships) externships,
and volunteer work. Ensure that both studen their sponsors
know what is minimally required, and provid with suggested
questions, guidalines or other materials.

© Set up a mentoring program specific. r students who have

not yet declared majors. Realizing that ents who did not have an
advisor in an academic division mightfot see any advisor at ali, the
State University of New York at g0 initiated a Mentoring Project
for freshmen. Spaciafly-trained faculty (who receive merit pay for their
participation) and a group of administrators provide students with ad-
vice and guidance. {Following establishment.of the program, the attri-
tion rate of undeclared freshmen dropped from 11 percent to 4 per-
cent.)®

@ Use alumnae to mentor women students. Wheaton College’s (MA)
Mentor Program pairs juniors with alumnae who can provide students
with knowledge about specific fields or occupations; infroduce others
who can offer career guidance: and offer advice and support in work-
related matters, as well as a sense of how personal and professional
goals can be integrated.

© Train resident advisors to {ulfill some mentoring roles for under-
graduates. '

PROVIDING ALTEANATIVES TO “TRADITIONAL™ MENTORING

i1 addition to establishing “fraditional” mentoring programs, institutions
and campus groups can provide junior women (and men} with access to
the kind of information mentors usually provide through a variety of alter-
natives. A number of these are described below. Some are clearly de-
signed for faculty, some for undergraduates and some for graduate

stugenls, but many cai be adapled 1o help women at all levels, including
staff.

Alternatives for Faculty and Staff
]

Sponsor career counseling workshops for Junlor faculty and
women (and man) about to complete Ph.D.’s include information on
academic women's career paths and strategies to promote advance-
ment; teach skills such as interviewing, vita preparation, and contract
negotiation; show participants how to expand their curent contacts
into networks of academic women In related disciplines. A suggested
agenda for such a workshop is included In A Wo/man's Guide to
Acadsme: Moving In, Moving Up, Moving Over. {See “Selected
Resources.”)

Use a facully ‘‘growih contract” deweloped by each faculty
member in consultation with the dopariment or unit haad to help
junior faculty clarify goals, strengths and weaknessos, and
resources needed for development, in the context of departmen-
tal and institutional needs and goals.*®

Designate responsibility for counseling faculty about career
development to a specific person. Several colleges in the Great
Lakes Colleges Association, for example, have designated a
respected faculty member as a consuttant to provide confidential help
to colleagues about issues oot@cted with teaching, research and
general career planning. . @

Bring together small groups-of faculty, Including both senior and
junior men and wome Informal discussion of a campus issue
or problem, or to dis their own careers and how to navigate the
system. This will 'd a context for one-on-one interchange, and
give senior a chance to get to know newcomers from other
dapartmen
Provide oring Information to small groups of women, by, for
examplébhaving senior persons discuss the institution's proemotion
procédure with several junjor facuity. :

[ port the formation of a network of alumnaa that can work with

@)
N\

>

ar networks and groups on campus f0 enhance women’s
advancement in thelr own fields and facilitate their transition from
academe to employmemt. Graduates of Bamard College (NY}
established a group called Barnard Business and Professional
Women, inc. (BBPW). Mambers meet to share information, build skilis.
and exchange contacts. The group also works with. the Office of
Career Services and the Barnard Intemship Program—as well as with
individual faculty members.

Encourage the development of broader. netwerks of women, such
as those within consortia or regional groupings. The Great Lakes
Colleges Association's women's studies program, for example, fre-
quently brings together women scholars from several campusaes.

Ensure that women classified employses have accoss to the kinds
of information about advancement often provided by inentors. The
University of Wisconsin (UW) at Whitewater, for example, offers a
course called “Stepping Stones to Management” to assist women
employees in developing the skills needed for career advancement in
the UW system.

ARernatives for Students
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Where possible, use existing activities—such as academic or pre-
professional advising, internships, independent atudy courses
and Interim courses—to incorporate mentoring activities.®”

Offer a course that will provide an overview of the institution, give
the student a sense of how she can define and meet perscnal
academic goals, and leamn about resources she can use to
negotiate the system. The University of South Carolina at Columbia
(USC), for example, offers “University 101: The Student in the
University.” Facuity help students evaluate what they want to learn at
USC, provide an overview of their own discipline, and infroduce
students fo campus and community resources.

Oftfer seminars and other programs to halp students explore
academic and career options. The University of Denver (CO) for ex-
ample, offers a freshman colloquium which includes lectures, small
group meetings and individual goal-setting interviews with faculty, as
well as a four-year career development program in which each stu-
dent is assigned a faculty and peer advisor.®*

Sponsor a panel or guest lecture series in which successful
women from 2 variaty of fields focus on how they made acedemic
and career choices, how being a woman affected their career



development, and rolated issues. The Center for Research on
Women at Stanford University (CA), for axample, sponsors a series
called “Women at the Top: The Issues They Face.”
Publish articles about successful women at your institution. The
MSU Woman at Michigan State University includes a regular section
on “Women Achievers.” In addition to noting each woman's current
position, the column offers brief descriptions of recent accomplish-
ments, previous publications or awards and biographical data. Such a
column can help women students learn about the steps in a suc-
" cessful academic career, and can also serve as a “list” of potential
mentors.
Pubfish a fist of woman faculty In a handbook geared to helping
women students know thair campus. Those faculty willing to be
contacted by students secking advice might be listed.

Women in Science Program that includes formal workshops, infor-
mal access to women protessors, help in finding internships, etc.

@ Include mentoring responsibilities as a criterlon for special

awards and fellowships. The Nafional Science Foundation's
Visiting Professorships for Women in Science and Engineering, for
example, cites mentoring as one of the fellow's responsibilities.

QOlder Women

© Set up a peer mentoring program especlally for returning

women students, either alone or in canjunction with other advis-
ing services. {See Model Program #5.)

© Establish a mentoring program for older women who plan to

enter or re-anter the wark force. The Center for Displaced Home-
makers at Seattle Community College {WA) sets up informational in-
terviews and matches volunteer mentors from the business com-

munity with displaced homemakers. Materials are provided to men-
tors and mentess with suggested topics for discussion related to
the mentor's own career path, skills the mentee will need, and
similar matters.

Alternatives for Women Graduate Students
{Many of the recommendations fisted for students and for faculty may
also be appropriate for women graduate students.)

© Ensure that advisors are comfortable In working with women and

committed to helping women achieve professional success. En-

eourage advisees and advisors to switch to others in the department if

their assigned relationship Is unproductive.

Establish networks and other activities that will bring together

women graduate students and women faculty. Michigan State

University, for example, has-a Graduate Women's Natwork which

meets monthly and includes activities such as panel discussions by

senior women faculty about how to achieve in the sysiem.

Develop and disseminate written materials that can serve as

“‘paper mentors™ for woman graduate students, to include such

information as what departmental/institutional resources are available

for research and how to seek them; how to apply for a research or
teaching assistantship, etc. Materiats might be developed on both the
departmental and the institutional lavet.

Establish department guidelines for placing graduate students

who ara completing degrees in order to provide some of the

kinds of information and assistance mentoring often affords. For
example:

+ designate a senior person as Placement Advisor; .

. @ hold a meeting to explain how to seek a job and the depanrnen@s
own methods for handling job inquiries; . Q)

« gnsure that placement officers and others are prepar és\ﬁem
women candidates seek adjustments in any offers $hceive
which do not provide the salary, status, or other é‘untages a
man in their position might regsonably expect; and

s inform students about how to make use of %o&c
tunities and consider departmental actiong\!

iation oppor-
increase their

Minecrity Women
@ Establish a paer ©

@ Encourage parilcipation in networks for raturning women

students.

P
O
< st
eling pregram for minarity students to
membars learn the acadamic systein by
rson from thelr own background who has
negotiated | Il and shares their special concerns. Michigan
State Uni;%ity's (MSU) Counseling Center matches clients with

help minority g
working with

under te volunteers.

© Designate a counselor to help guide minority women—and

m through the system and provide Information on how to

age common problems, such as need for financial

\\QA istance, difficulty in Juggling academic and family respon-

C)O

e

sibilitles. Michigan State University (MSU) offers such assistance
through its Multi-Ethnic Counseling Center Alliance, a branch of its
counseling center. '

Support the development of an alumnae network for minority
women. Douglass College {NJ), for example, has established a
Black Alumnae Network and Black Alumnae Resource Bank which
link students and alumnae through projects and presentations. The
Bank also affords the opportunity for one-on-one advice and infor-
mation.

@ Palr minority faculty who need to build research credentials

with senior scholars. (For a more complete description of such a
program, see Modet Program, #2)

@ Support memberships of minority women faculty In nawly-

usefulness for students. 0\ formed national networks for minority women In higher educa-
O tion, such as Hispanic Women in Higher Education, the Black
%@ Women's Educational Policy and Research Network, and similar
organizations.
PROGRAMS AND ALTERNATWE@ ECIALLY FOR WOMEN

Disabled Wemen

© Help establish links between disabled women students and suc-
cesstul disabled women In the workplace. The Office for Disabled
Students at Barnard College (NY) does so on an informal basis.
Ensure that informal departmental activities which bring
together Junior and senlor persons—such as opan-houses for
majors, prolessoristudent rap sessions over lunch, elc.—are
he!d in placas accessible to disabled persons.

In programs where non-disabled students assist those who are
disabled (for example, as "‘accommeodative aldes'’), Inciude in-

FROM SPECIAL GROUPS

institutional policies and programs dealing with mentoring or alternative
ways of providing information should specifically include components
relating to special groups of women. Women in these groups should also
be encouraged to participate in networks geared to their particular o
needs.,

Women In Nontraditional Flelds : ®
@ Adapt the principle of “'paper menfors™ to specific preblems

taced by women In nontraditional areas. The newsletter of the
Gaucus for Women In Statistics, for example, includes a column
which briefty describes a professional/advancement situation made
difficult by being a “woman in aman’s world” and publishes readers’
suggestions for how best 1o deal with the problem.

Initiates a special internship program to match women under-
graduate or graduate students in the sclences with profes-
slonals working In specific areas. The Women's Network in
Science and Technology based at the University of Minnesota, has
done this.

Support the developmant of panels and networks for women in
nontraditional areas. Include women at several leveis—e.g.,
graduate students, through senior facuity. The Center for Continu-
ing Education at the University of Michigan, for instance, has a

formation on paer mentoring as part of the aides’ training.

@ Work with organizations that can link disabled students with
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disabled practitioners in their career areas through summaer
positions of internships. The Project on the Handicapped in
Science at the American Assocciation for the Advancement of
Science, for example, acts as a clearinghouse for internships in the
sciences, publishes a directory of disabled scientists, and, when
possible, matches students and practiioners according to
geographical area, discipline and disability. -

@ Help faculty avercome concerns about how to mentor disabled

students by establishing contact with professors who are
disabled ar who have worked with disabled students. The Pro-
ject on the Handicapped in Science (noted above) will put faculty in
touch with other professors in their field who have done so.



RECOMMENDATIONS FOR ASSOCIATIONS,
DISCIPLINARY GROUPS AND OTHER ORGANIZATIONS

issue a policy statement—relierated formally and informally—
that senior persons are axpecied to mentor junior persons, in-
¢luding women and minorities.
Make mentoring and providing information an established part
of annual mestings and other evenis where junlor and senior-
people aro likely to be brought togethes. The American Associa-
tion for Higher Education’s {AAHE) “Anne Yates Scciety'" provides
a group of "old hands™ who volunteer to help newcomers get the
most out of the AAHE's annua! meeting. The American College Per-
sonnel Association (ACPA) and its Standing Committee for Women
have featured a host of mentoring activities, such as:
o providing speclal ““‘mentor’’ name-tag stickers to senlor per-
sons whe are willing to share experience and offer advice;
¢ ofHfering formal panel sessions, some designed especially for
women, that focus on mentoring and development issues for
racent graduates and new professionals;
o gcheduling brown-bag lunches and other Informal gei-
fogethers for mentors and Junior persons;
= including sessions on specific skilis for advancement, such
as one on how to write for the Association’s journal, led by the
journal’s editor and board. Such sessions also provide oppor-
tunities for asking questions, establishing personal contacts.
Establish helping relationships across eampus lines: The Great
Lakes Colleges Association, for example, is currently setting up a
program through which junior faculty on one campus will be men-
tored by senior persons from other colleges in the consortia.
Designed in part 1o expand the senior experts available to junior

faculty on small campuses, similar approaches might also help over-
come the “shortage” of women mentors on a gwen campus.

Hold workshops for Institutional decisionmaisse responsible for
implementing mentoring programs on Ihollm campuses, and
provide consulting services.

Establish & cloaringhouse to match potential mentors and
montees based on areas of spacialization, research intorests,
goeographical location or concern lor special popuiation groups.
Publish materials that can serve os "‘paper montors'’ by offer-
Ing women *‘Insider information’’ on how to advance in a given
discipline. These may take the form of books, pamphiets, ar-
ticles, workshop guides. {See "“Selected Resources™ for ex-
amples.) ’

Include articles about women and mentoring in the journal,
newsletter or other publications.

Recognize persons who have bean outstanding mentors at
special awards ceremonies, in publications, and at plenary ses-
slons.

Support research about mentoring for women and other new-
comers in your discipline.

Orgenize formal programs n;,l informal soclal evanis where
women ready to move o ladder can mest with people
elready at the top. The %i& of Women in Higher Education at the
American Council on ation (ACE) does this for women ad-

ministrators throu National Identification Program. (See

“Selected Reso ")
Engage rmlrﬁmbers in mentoring program for women. The

tional | ification Program.

Office of in Higher Education of the American Council on
- Educatio E} does this through Senior Associates of the Na-

Hﬁ\TO DEFUSE THE SEXUAL ISSUE
A MENTORING RELATIONSHIP

The sexual issue in a mentoring relationshi Q1 be especially
problematic in the postsecondary setfing.. women students
and male faculty may sometimes misin et each other's in-
terest. Women faculty are iess likely @percelva a colleague’s
intentions; however, should proble ise, faculty women are
often in a more difficult situation women students because
their career may be threatene: en students and faculty need
ways lo make their own professional concemns clear, and institu-
tons need policies to clarify appropriate relationships. Several
suggestions for individuals and insfitutions follow.

- Menteas

© Meet with your mentor in piaces that dlacourage sexusl
~ Intimacy, such as departmental offices, labs and other
work-relatad settings.

whether you are discussing personal or professional con-
cems.

Get to know your mentor’s spouse andfor famlly, and i
poassible, talk about andfor Introduce your mantor io your
own spouse or ‘‘significant other.”’

¥ your mentor suggests & gsexual or romantic relation-
ship, contront the Issue stralghtforwardly and firmly. For
example, say something like, "I'm very flattered by your af-
fection for me, but | don't want to ruin the worklng relation-
ship we've developad.”

i you are unable to discuss harassment problems direct-
ly, a carefully constructed lettar to your mentor may be
helpful. For a sample of such a letter, see “Writing a Letter
to the Sexual Harasser: Another Way of Dealing with the Pro-

Always talk with your mentor in & profassional manner, -

Mentors

Institutions

blem,” Project on the Status and Education of Women,
Association of American Colleges, Washington, DC, 1983,

Avold sexual joking or innuendo, comments about per-
sonal appaarance, and Intimata confidonceas.

Mention your spousa or “‘significant other,'' and, if possi-
ble, introduce your protege.

Call your pratege by name rather than by terms of
endearment such as “‘Doar’’ or “*Honey."”’

Leave the door open whan you meat with your mentee.
Invite a third person along H you are meoting for lunch,
drinks or dinner—especially in the Initial phases of a
maentaring relationship when mentees may be uncortain
about its parameters.

Whera nocaessary, make a clegr statoment that you enjoy
working with the student or junior colleague end do not
wish to jeopardize ihe rolationship or to violate conflict-
af-interest rules.

Develop a conflict-ofdnterast policy which ¢larltias appro-
priate reiationships batween faculty and studonts in their
classes. Ensure that alf are familiar with the policy and aware
that they can cite it in drscouraging inappropriate relation-
ships.

Establish sexual harassment guldolinas.

Set up format and Informal grlovanco procedures for
students, faculty and staft that ancompasses conftict-of-
Intorest and sexual harassment compleints.
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