
 

UL MENTORING SCHEME 
REVIEW  

2007 TO 2016 

 
 

 

M A R I E  C O N N O L L Y  

H R  M A N A G E R  –
O R G A N I S A T I O N  C H A N G E  

A T H E N A  S W A N   

C O - O R D I N A T O R    



2 | P a g e  
 

T H E  H I S T O RY  O F  T H E  F O R M A L  
M E N T O R I N G  S C H E M E  I N  U L   

THE CONTEXT FOR THE REVI EW 

Many organisations advocate the value of mentoring and adopt such schemes for a multiplicity 

of purposes including socialisation, personal development for performance enhancement, 

talent identification and career development (Allen et al 2006).  The research establishes that 

from a career development context both the organisation and the individual benefit. The 

experience of ‘fresh perspective’, ‘new insights’, ‘increased self-awareness and improved 

self-confidence’ are all outcomes attributed to mentoring.  

Good mentoring the literature establishes unlocks new and impactful insights making 

mentoring a powerful tool of change.  Mentoring is deemed to be a ‘reciprocal and 

collaborative learning relationship’ (O'Neil and Marsick 2009) and a form of learning that has 

been linked to ‘career success, personal growth, leadership development and increased 

productivity (Darwin 2000).     

Broadening Horizons (2015-2019) clearly sets out UL’s commitment to ensuring that we are a 

‘university that empowers staff to excel and achieve their potential in a collegial and supportive 

environment.’ 

The report that follows provides evidence, that having a formal mentoring scheme within the 

institution has many benefits, not least that it helps mentees to clarify their career path and 

increases their confidence with some citing that were it not for their mentor they would not have 

gone forward for promotion.  Those volunteering as mentors have sighted many reasons for 

acting as a mentor including ‘wanting to give something back’ to wishing that someone would 

have acted as a mentor for them when they were starting out.  Others have commented that 

acting as a mentor has kept them in touch with the issues facing early stage academics and 

researchers and to understanding the culture of the institution more fully. 
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1. BACKGROUND AND RATIONALE FOR THE SCHEME – THE PILOT 

SCHEME 

 

The lack of representation of women at the most senior levels in Higher Education is not unique to 

Ireland or to UL.  This is an on-going problem with women remaining significantly under-

represented in senior academic and research positions. Women within the Irish HE context still only 

comprise of 19% of the professoriate; 26% of the associate professoriate; 35% of senior lecturers and 

50% of lecturer levels (HEA Figures 2014).  In 2007 similar low representation of women was 

reflected in UL. 

The table below presents the percentage of males and females at academic grades in 2007 compared 

to today’s figures.  During that time, we have seen the number of females at our most senior levels 

(Professor) increase from 8% to 30% ahead of the national average of 19% (22% UK average). 34% 

of women in UL are now at Associate Professor level compared to the national average of 26%.  

While UL is in a leading position in this regard there is still quite a significant amount of work to be 

done. 

 

Figure 1 Female representation across academic grades in 2006  and 2016 

Grade 2007 2016 

  Male Female Male Female 

Professor 92% 8% 70% 30% 

Associate Professor 94% 6% 66% 34% 

Senior Lecturer 83% 17% 68% 32% 

Lecturer 58% 42% 50% 50% 

 

1.2  Origins of the Mentoring initiative  

 

Overview 

The UL Mentoring Scheme has been in place since its inception in 2007 initially set up through 

Atlantic Philanthropies funding. The aim of the initiative was to provide a platform through 
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which experiences could be shared on a one to-one informal basis, thus providing support to 

people at various stages in their careers. The scheme was open to female academic and support 

staff. 

In 2007 the pilot mentoring scheme was developed and administered by the Mentoring Committee, 

a working group of the UL Women’s Forum including academic, research and support female staff.  

Employees were invited to become members of the Mentoring Committee, and the initiative was 

supported by the Equal Opportunities Office and the Learning & Development Section within the 

Human Resources Division at the time.   

The pilot scheme targeted female staff across the university only, despite some resistance from male 

colleagues.   

The role of the Mentoring Committee was to encourage mentoring as an initiative for all female 

employees in UL: faculty, staff, research and technical. Its aim was to provide a platform where 

experiences could be shared on a one-to-one informal basis. 

1.3  The development of the mentoring scheme  

 

Mentoring schemes in existence in other universities in Ireland, Scotland and the USA were examined 

by the Mentoring Committee in particular support was very forthcoming from Queens University 

Belfast who had an all-female mentoring scheme at the time under the directorship of Professor 

Madeleine Ennis.  Research into existing schemes by the Mentoring Committee showed that the key 

to allowing a progressive and supportive mentoring environment to develop was the mentee-mentor 

connection.   

 

 Trusting relationships needed to be built and mentors needed to be encouraged to give 

voluntarily of their time.    

 Group mentoring schemes were considered and also a scheme consisting of a register of 

mentors and mentees was looked at. This is a process where mentees are free to choose 

someone appearing on the register.   

 In the environment at the time it was felt that for the scheme to be effective it needed to be 

carefully managed and monitored assuring confidentially at all times. Unless decided 

differently only the mentor, the mentee and the scheme manager will ever know who is in 

any mentoring relationship.  
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 A process was put in place with a view to supporting the strategic objectives of the institution 

and taking account of existing structures and the need for confidentiality during the process.   

 Principles, definitions, internal guidelines and an application process were agreed. 

 The scheme was publicly launched and applications invited from employees.  Tailored 

training was provided to the applicants to optimise the benefits for all involved.   

 This process resulted in 26 applicants (from a wide range of departments) being anonymously 

matched into 13 mentoring pairs all females. 

1.4  A Review of the pilot 

A facilitated meeting was held on 24 January 2008 to obtain feedback from the mentors and mentees 

involved in the pilot scheme; 60% (14) mentors and mentees took part in the feedback session and 

80% of the attendees completed feedback forms afterwards.  Feedback was sought from the mentors 

and mentees in a number of critical areas; 

Focus Group Questions  

 How satisfied they were with their mentoring partnerships 

 Their views of the process itself and how it was rolled out to their group. 

 Whether the training was adequate to support them in establishing successful mentoring 

relationships 

 Whether the support received from the Mentoring Committee was adequate 

 Recommendations to improve the process 

 Would they recommend the role out of mentoring for personal and professional development 

across the campus 

 

Summary of Focus Group Feedback (2008) 

 

 Generally participants were either satisfied or very satisfied with their current mentoring 

relationships.  While a number of the continuing mentoring relationships had some areas for 

improvement, no major issues were reported.   

 Two of the mentoring relationships had ceased voluntarily. 

 The general consensus within both groups was that the period of time between the training 

and being paired with a partner must be kept to as short a duration as possible to ensure the 

process does not lose momentum.   

 The timing of the launch was seen as crucial.  The academic calendar should be taken into 

consideration, with preference expressed for either a January or September launch each year.  

 More visible support from the Committee.   There was a general agreement that the committee 

could be more active once the partnerships are established.  More contact, from an email 

perspective, and also arranging some get together for mentors and mentees (separately) to 
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give them a chance to share experiences and concerns in the process.  They found the 

feedback session valuable, but this should be planned to help the mentors and mentees refocus 

on their relationship.  

 

Mentoring and Gender  

 

As the pilot mentoring scheme was initially offered to women only the issues of gender and 

mentoring was put to the focus group attendees.  

Initially indications were when designing and developing the mentoring scheme in the University 

that women mentees would only want women mentors as it was felt that only women would fully 

understand the challenges faced by other women in combining careers with the demands of family 

while still achieving career goals. However as the scheme developed this has become less of an issue 

with female mentees just wanting access to the ‘best mentor possible regardless of gender’ as was 

found during the 2016 focus groups and one to one interviews (Section 3). The feedback at the time 

also was that the one to one conversation with the mentoring co-ordinator following the mentee 

training programme provided mentees with the opportunity to be more specific about their 

requirements and to discuss face to face whether or not they had a specific requirements in relation 

to the gender of their mentor.  

In one case the mentee specifically wanted a female “and the reason for that was because I 

wanted to see what somebody else’s perspective was on trying to manage and balance work 

and home. So that’s why I wanted a female mentor and I really wanted somebody who had 

children but I couldn't say that on the form”.   

The feedback at the time was generally that people were either satisfied or very satisfied with their 

current mentoring relationships. The feedback on the Matching Process also was very positive with 

those involved feeling that it was important that they could confidentially refuse a suggested mentor, 

with the mentoring scheme co-coordinator without it causing offence.  

 

Formal Training  

Although many academic staff had some previous experience of in-formal mentoring, in particular 

mentoring of students or being assigned to a new member of staff within their department, few had 

been involved in formal staff workplace peer to peer mentoring.  For this reason it was decided that 
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mentoring training for mentors and mentees would be deemed to be essential in order to participate 

in the scheme.  Having reviewed other mentoring schemes it was agreed that the training workshops 

should be both informative and skills based.  The workshops were designed to give mentors and 

mentees the opportunity to clarify their expectations as well as their own role in the mentoring 

relationships 

The Outcomes of the pilot 

The aim of scheme at the time was to provide support, challenge, and guidance.  The networking 

opportunity was deemed by the participants to be invaluable and the scheme fostered greater 

inclusivity across the University.   The comments back from the focus groups were extremely 

interesting as the Mentoring Committee had gone out of its way to take a back seat in the formal 

programme and not to interfere in any way in the process at the risk of breaking some element of 

confidentiality.  It was obvious from the feedback received that this was an incorrect strategy and 

that more involvement in the process through support workshops, networking events, more 

formalised structures around the system were needed.  All of the comments as set out were taken on 

board when re-designing the formal scheme itself. Taking on board the feedback from the pilot 

mentoring scheme and presenting the findings to the Executive Committee it was agreed that the 

scheme should be formally launched and made available to all staff and both s 

2. LAUNCH OF THE FORMAL MENTORING SCHEME IN UL  

The feedback from the pilot focus groups were taken on board and the scheme was totally revamped. 

The formal scheme was officially launched in October 2008 by Professor Paul McCutcheon, Vice 

President Academic & Registrar.  The aim of the mentoring initiative was reconstituted to reflect the 

inclusion of both genders.  The revised aim stated that “the aim of the UL Mentoring scheme is to 

provide a platform through which experiences can be shared on a one-to-one informal basis thus 

providing support to all staff, across all roles and across all career stages”. 

The application process, the training programmes content, the one to one sessions to ascertain 

mentoring requirements etc. were all adapted taking on board the feedback from the pilot. The 

scheme became fully integrated into key HR practices within the institution with the matching 

process been undertaken by the mentoring scheme co-ordinator as opposed to a sub group of the 

mentoring committee. The mentoring committee continued in its work to promote the scheme and to 
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identify speakers for support lunchtime events.  Today however the Mentoring Committee is no 

longer in existence.   

Providing a formal mentoring scheme for all staff (male and female) was a first for the HE sector in 

Ireland. The scheme grew in strength and impact between the years 2008 to 2013.  Since 2013 the 

scheme has only been operating on a request by request basis, with very limited numbers availing of 

the scheme.  While initially the uptake was almost evenly spread between academic and support staff, 

more recently the uptake has been predominantly from academic and research staff.   

Since the inception of the scheme, there have been 83 successfully matched pairs with 63 trained 

mentors in the period 2008 to 2013. Not all trained mentors have been successfully matched and some 

trained mentors have been called upon in every round.  The matching of Mentors and Mentees is very 

much dependant on the requests. Some staff having availed of the scheme as a mentee and following 

completion of their mentorship have undertaken the training to become a mentor.  

Figure 2.1 – Mentors by Faculty and Gender  

Breakdown by faculty Number of mentors Males Females 

Mentors EHS 15 8 7 

Mentors S&E 14 11 3 

Mentors KBS 10 1 9 

Mentors AHSS 8 0                     8           

Total Mentors  Faculty  47 20            
                      
27           

 
Figure  2.2 – Support Staff Mentors by Gender  

Support Staff  Number of mentors Males Females 

Mentors  17 0 17 

Total  Mentors Support  17 0                      17 

Total Training Mentors UL  64 20                     44 

 

Figure 2.3 Mentees by Faculty by gender 

Breakdown by faculty Number of mentees Male Female 

Mentees EHS 28 5 23 

Mentees S&E 21 7 14 

Mentee KBS  5 0 5 

Mentees AHSS 7 1 6 
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Total number of mentees in  61 13 48 

 
Figure 2.4 Support Staff Mentee data by Gender  

Support Staff  Number of mentors Males Females 

Mentees 22 3                     19 

Total Mentees Support  22 3                     19 

 
 

Figure 2.1 to 2.4 above clearly set out the number of trained mentors by gender and the numbers of 

staff who have availed of the scheme to-date.  As can been seen 20 male academic staff have 

volunteered to act as mentors on almost an even basis with their female counterparts (27) resulting 

in 42% of all trained academic mentors being male.  However, of the 20 trained academic mentors 

none are from AHSS and only one male now left the institution volunteered within KBS.  Within the 

support area also there are no trained male mentors which is concerning.  A key action point in re-

launching the scheme will be to encourage males colleagues to come forward to act as mentors to the 

scheme.  The success of any mentoring scheme depends entirely on the calibre of those coming 

forward to act as mentors.   We are confident that by engaging directly with each faculty by 

department we will secure a number of additional mentors both male and female.   

 

3. REVIEW OF CURRENT MENTORING SCHEME  

 

As part of the Athena SWAN Action Plan – Action 4.23 the University committed to 

undertaking a comprehensive review of the mentoring scheme through conducting focus 

groups and one to one interviews.  The following sets out our findings in this regard. 

 

 

 

 

Mentoring Focus Groups  

 

A review of the mentoring scheme was conducted: 27th January 2016 by Marie Connolly (HR 

Manager Organisational Change) and Caroline Murphy Postdoctoral Researcher on the Gender 

equality in decision-making project (GEM) Project. 
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Aim: To review the current mentoring scheme from both mentor and mentee perspectives with 

a view to re-launching the scheme. The main aim of the focus group was to uncover participant’s 

views with regard to their experiences of the scheme, the level of training provided as part of it, 

the format and duration of the mentoring process and the overall outcomes of the process.  An 

email was sent to previous mentors and mentees requesting them to attend the focus group.  

Format: The focus group was conducted over a one hour period consisting of a brief 

presentation provided by the Mentoring Scheme Coordinator followed by a facilitated 

discussion with the attendees. In total there were 12 individuals in attendance (7 women and 5 

men). The group included individuals who had previously acted as Mentors, both within and 

outside of the UL Mentoring Scheme and individuals who have been through the mentoring 

process as mentees.  In addition, there were some individuals who had no experience of a formal 

mentoring scheme but who had engaged in informal mentoring (either as a mentor or mentee) 

and were able to provide additional insights.   

Overview 

Setting out the background to the scheme the facilitators reminded participants of the aim of the 

mentoring initiative i.e. to provide a platform through which experiences can be shared on a one 

to-one informal basis, thus providing support to people at various stages in their careers. The 

Centre for Teaching and Learning and the Graduate Studies Office Mentoring Scheme provides 

a framework for the mentoring of new faculty and researchers. The UL Mentoring Scheme 

further supports mentoring throughout the institution. 

Between 2008 and 2012 an open call was launched each year requesting mentors and mentees 

to sign up to the programme. The applications were then reviewed and matched by the 

Mentoring Co-ordinator. All Mentee-Mentor exchanges are strictly confidential. The matches 

were always outside of individuals own departments.  A half day training workshop was 

provided to both mentors and mentees following which one to one discussions were held with 

the Mentoring Scheme Co-ordinator and the mentee. Either (Mentor or Mentee) can request not 

to continue the mentoring relationship if they choose at any stage. 

Review Feedback  
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Experience of mentoring 

The group were first asked about their mentoring experiences both as mentors and mentees. The 

group were largely unanimous in their support of mentoring as a concept generally. Some 

individuals had been through the process a number of times acting as mentor on several 

occasions and expressed that they had found sharing their career experiences with others an 

enriching and worthwhile experience. One individual highlighted that they had previously been 

involved in mentoring an individual who was in fact more senior than them (outside the formal 

scheme) and that while this was more task focused initially, it developed into a very positive 

experience. This is something that the mentoring scheme was not initially designed for as 

generally mentors are expected to be one career level/grade above the mentee. However, in the 

review of the scheme, a mentor/mentee match where this level/grade difference is not present 

might be something worth considering. 

The role of mentoring, formal versus informal mentoring and mentoring responsibility  

Two of the attendees mentioned that their best mentoring experiences had come from mentors 

who were very close to them in a working relationship i.e. within one’s own department and 

particular field. The UL Mentoring Scheme expressly operates a partnering system outside of a 

mentees own department as mentoring and coaching is expected to be undertaken with new 

employees within their own departments. However, participants pointed out that the onus to 

provide mentoring at departmental level was not clear and was something which occurred more 

informally and/or adhoc on a department by department basis. In terms of launching the scheme, 

all agreed it would be advisable to include a greater emphasis within the communication of the 

scheme that this formal mentoring is additional to mentoring/coaching that is expected to be 

provided at department level. The responsibility to provide coaching and mentoring should be 

possibly highlighted more explicitly to heads of departments also to ensure that these activities 

are taking place.   

In addition, some participants noted that there was significant overlap between a number of the 

schemes which operate within the University, for example between the formal mentoring 

programme and the research coaching programme. It is likely that this overlap is something 

more likely to affect research staff given the specific programmes offered by HR for researchers 
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and the Graduate Studies/Research Office. Participants felt it would be worth reviewing the 

content of the research coaching programme in tandem with the mentoring schemes half day 

training session to determine if a greater element of differentiation can be achieved. All involved 

felt there was a significant difference between both schemes as mentoring provides individuals 

with support for their overall career with Research Coaching specifically focusing on research 

outputs.  

Matching Process, Mentor Attributes and Confidentiality  

There was a lengthy discussion on the effectiveness of the mentor/mentee matching process. 

There was unanimous agreement that the process should continue to remain confidential and 

that the information should not be disclosed to heads of department unless a mentee so wishes 

to share this information. 

A discussion ensued on whether or not it would be useful to publish the profiles of mentors on 

the website thus allowing mentees to choose who they might like to be mentored by. This is 

something that could be considered but a sense that the current process is very effective with 

only the mentoring co-ordinator knowing what pairs are matched and concern that if publishing 

a list of mentors, mentees will all seek to secure the most senior person while an anonymous 

matching of pairs has proven to be very effective with mentees sighting that they would never 

had thought of the mentor in that department and it worked extremely well.  

Another suggestion was to look at a wider pool of mentors by aligning the scheme with another 

university, thus being more “externally focused”.  

Finally, in order to increase the number of mentors signing up for the scheme, it was suggested 

that in addition to the open call to sign up that the mentoring co-ordinator might also contact 

specific individuals across a variety of disciplines and areas of the university inviting them 

specifically to become a mentor. The group felt that this would be viewed as complimentary yet 

anyone who felt they were not suited to mentoring for any given reason e.g. time constraints 

could decline the invitation.  

Training  
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Only a limited number of participants had actually attended the half day training programme on 

mentoring, but those that had were positive about it and felt it should be retained. Participants 

noted that possibly one of the best elements of the training was a synopsis of “what mentoring 

was not”, as this set very clear boundaries for the mentor/mentee relationship on what each 

should expect from the process.  Therefore a possible recommendation for the future re-launch 

would be to make this workshop compulsory i.e. every mentor (and mentee) should attend this 

workshop at least once before engaging in mentoring process. 

Mentoring Duration and Timing  

There were disparities between participants with regard to how long the mentoring pairing 

should run for. The current 12 month frame was considered too long by some, who felt that in 

some cases all that could be gained from the relationship could be achieved in one or two 

meetings. In contrast, others felt that the 12 month time frame was fine and that some pairs may 

in fact continue their mentoring relationships informally after that point.  

Gender  

With regard to gender the group were asked if the gender of the mentor/mentee mattered 

significantly. Again there was disparity within the group within regard to this. Some females in 

the group argued that many females will often want a female mentor as much of their queries 

may relate to the ability to balance career and family demands. In contrast, others argued that 

the gender should not matter and the aim should be to find the best mentor possible for an 

individual, who will be capable of giving them career insights, irrespective of gender.  

A further point raised on gender was that the mentoring scheme in its current form seems less 

applicable to men. The reference to the Women’s Forum in the handbook was cited as an 

indicator of this. In order to encourage a greater uptake among male mentees, some efforts 

should be taken to make the language and examples cited in the handbook more gender neutral 

perhaps. 

Outcomes 

While the participants noted that mentoring could be a very positive process, not all participants 

felt that the process had played a direct role in career outcomes, however they did accept that 
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the knowledge gained in the process had been helpful. There were two participants, one mentor 

and one mentee who iterated that the mentoring process had most definitely played a crucial 

role in at least one promotion and in securing one competitive funding bid.  

The mentoring application process  

An aim of the focus group was to determine what actions could be taken to encourage a greater 

taken up on the mentoring scheme in the future. Some very worthwhile suggestion was made. 

The first of these related to the timing of the scheme. Participants felt that a September call was 

less effective than a mid-semester as that time of year was often dominated by module 

preparation, conferences etc and that given the 12 month period of mentoring, a September start 

meant that the summer months were somewhat lost. The group felt that running a call mid 

semester either Oct/Nov or Feb/Mar would be preferable and likely to have greater take up.  

Another good point made related to the format of the application form. Some individuals felt 

that the form requested too much information with regard to the reasons for applying for a 

mentor (e.g. feeling isolated at work) and on martial/family status that some people might find 

off putting. It was suggested that the form be condensed. More information could be provided 

informally through the one to one conversation with the mentoring co-ordinator following the 

training.  

Finally, in order to increase take up it was suggested that some positive life stories of case 

studies of the mentoring experience be created and placed on the web page so that individuals 

can see real life examples of how mentoring benefited others.  

With regard to publicity, a number of the participants noted that there needed to be more 

communication of the scheme within the university, perhaps through the induction programme 

as many individual are unaware of its existence. While all the policies are available on the HR 

website, other avenues could be explored to increase awareness. Perhaps the inclusion of 

reference to mentoring when promotions calls are made might be possible? 

One to one Interviews 
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28 one to one semi-structured interviews were conducted by the Athena SWAN Co-coordinator. 

15 Mentors - 5 Males and 10 females and 13 Mentees; 5 Males and 8 females were interviewed. 

See figures 3.1 and 3.2.   

One to one Interviews  

Number of 
Male 
mentors 
interviewed  

 
Level  

Number of 
Female Mentors 

Interviewed   
Level 

Mentors 5  
3 (Prof) 

2 (SL) 
10 

2 (Prof) 

1 (Assoc Prof) 

4 (SL) 

2 (SAO 11) 

 Total 15 5   10  

Figure 3.1 Mentor One to one Interviews  

 

One to one Interviews  

Number of 
Male 
mentees  
interviewed  

 
Level  

Number of 
Female Mentees  

Interviewed   
Level 

Mentees  5  

2 (R Fellows) 

1 (L) 

1 (LBL) 

1 (Librarian) 

8 

2(SL) 

2 (L) 

1 (SRF) 

2 (Exec Admin) 

1 (S Librarian) 

 Total 13  5   8  

Figure 3.2 Mentee One to One Interviews  

Semi Structures Interview Questions 

A range of questions were put to the interviewees on their experience with the scheme, the 

matching process, the training, the use of a contract, the duration of the relationship, if trust was 

established and how that came about;  progression and whether if promoted the mentee felt 

having a mentor had helped them?  What kind of learning, knowledge transfer took place within 

the mentoring relationship etc.  

A common theme as to why Mentors engaged in the scheme was ‘to give something back to the 

institution’.  A number of those interviewed also said that having a mentor had helped them 

immensely so they wanted to do the same for others. While those that didn’t have a mentor 

themselves felt that they wished they could have availed of a scheme like the UL scheme and 
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therefore supported the scheme for that reason.  Comments such as “I was lucky to be guided 

by people who could tell me how things worked around here”. 

 

Comments as to Why “You know, I’ve worked with students for all my career and mentored 

them in terms of their professional development.  So in lots of ways coaching and mentoring is 

part of my discipline” 

 

“You like to think that over a period of time you’ve developed some skills that might be useful 

in a formal mentoring scenario”  

 

“I suppose I always had people come to me when I was in the department to seek advice or to 

bounce ideas off me anyway and I enjoyed that element of the role.  So I think this put a kind of 

formal structure on it.  I always believe in the power of that kind of peer interaction which you 

can formalize through a mentoring programme”. 

The Matching Process  

The scheme has a number of set conditions set out in relation to the matching progress as set out in 

Figure 3.3 

3.3 The Matching Process 

 Mentees are not matched with mentors from their own Departments. 

 Specific requirements with regard to the gender of the mentor are taken on board. 

 Mentors will always be at least one if not two levels higher than the mentee. 

 The matching process will be undertaken by the Mentoring Scheme co-ordinator and details 

of the matching pairs will be held by the co-ordinator in confidence. 

 The Mentoring Scheme co-ordinator discusses the proposed mentor with the mentee in the 

first instance to ensure there are no issues. Following this discussion the co-ordinator then 

approaches the mentor to secure agreement. 
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The Matching Process feedback 

All interviewees felt the matching process worked well. “If I was ‘picking’ my own mentor that 

means as a mentee I am limiting myself to the people I know.   And I don’t think that’s a good thing 

within a mentoring scheme”.  

So while the interviewee did feel she would like a choice to say yes or no she felt that for her “trying 

to identify who was the best person for me to work with would probably have kind of taken away 

from the mentor/mentee scheme”.   

“The mentee that you matched me with was ideal because we were both in support services and we 

were both dealing with academics and administrative staff.  So we are dealing with both aspects of 

the whole community”.  

In a case where we are finding it difficult to find a match we may on occasion ask the mentee who 

their ideal mentor within the institution is and try to secure that person for them.  This process we 

have found to work extremely well, rather than forcing people into a relationship.   

 

Mentoring Duration 

The experience from other mentoring schemes influenced us in the setting of a 12 month time 

line on the mentoring relationship thus ensuring it was hoped that mentees would make the most 

of that time and would be less likely to take the relationship for granted. When asked about this 

all interviewees agreed that a 12 month time line was adequate and did as the scheme had hoped 

ensure that mentees made the most use of that time providing them with very valuable access to 

senior personnel. Some however did feel that there should be scope to extend this by agreement 

for a short period to facilitate something that the mentor and mentee were working on. 

 

Benefits to the Mentee 

The aim of the mentoring programme is to support, to challenge, and to provide guidance to people 

in their careers.   

The feedback from interviewees on the benefits of having a mentor, were varied.  People requested 

mentoring for various reasons.  For some, it was for a smoother adjustment to a new role or position 

or helping to acquire more quickly and comprehensively the skills and knowledge they needed.  For 

others, it was to help with the necessary choices in the development of their careers.  For others yet, 

the access to someone more senior than themselves, other than their line manager was invaluable, 
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and many mentees referred to the importance of a greater understanding of both the formal and 

informal workings of the organisation.  

“I have learned a lot from the whole mentoring experience and you get out of it what you are 

prepared put in.  It’s up to the mentee to do all the work, but the reward is gaining some of the 

knowledge and experience of the Mentor which is invaluable, and you won’t find it written down 

anywhere”. (Mentee) 

“The support offered by my mentor in that first year of work at UL was invaluable. Our meetings 

provided a safe space to discuss the challenges I faced and to celebrate the everyday victories.” 

(Mentee) 

 “I think the breakthrough moment came, it probably came in the first six weeks to  two months in  

the process and I think the real breakthrough was, it wasn’t what I was expecting, but it was the 

realisation that with the starting point I was coming from, at least the academic, traditional career 

that I had envisaged going into the scheme was a vanishingly small possibility” 

The opportunity to discuss work-related matters with a more senior person in the organisation has 

led to increased engagement and a forum for receiving honest feedback.  Mentor input has been 

invaluable in making suggestions for courses of action and the mentees interviewed consistently 

reported improvements in their work as a result of such suggestions. 

Benefits to the Mentor 

While mentors generally entered the programme in order to give something back, they too found 

many benefits to their involvement.  Some mentors said that their own motivation and self-esteem 

increased and it provided an opportunity to hone and improve their own management skills, 

particularly advisory and supporting skills in a safe environment.  Mentors were often provided with 

valuable insights into the perspectives and views of others less senior than themselves and in other 

parts of the organisation and they then had a chance to influence and improve communications with 

others in the organisation.   

 “Being involved made me realise that I have something to offer/share with others and also seeing 

my support being taken on gave me a good feeling of satisfaction.  I got value from being a mentor”.  
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“I wish I had a mentor when I started in UL.  Such guidance would have made me a better teacher 

and researcher faster……… As a mentor I too benefited.  Apart from personal satisfaction I 

developed a potential new collaborator and supporting the professional development plans of the 

mentee certainly made me reflect upon my own professional development”. Mentor 

 

Mentoring and Gender  

Both Mentors & Mentees interviewed were asked about whether the gender of their mentor/mentee 

was of importance.  5 of the 8 females interviewed said they did want a female mentor.   

“I really wanted someone that had children that made it through the bottleneck.  I wanted someone a 

few years ahead of me”.  

All other females wanted access to the best person, stating that the gender didn’t matter.  “I really just 

wanted someone that was experienced”. 

Male Mentors and mentees did not see gender as an issues.  

When speaking to Mentors on the issue of gender one mentor felt that “women really need help with 

articulating their work and presenting their work and understanding the meaning of ‘high 

achievement’. Men are so much better at talking up their work.   

Other challenges a mentor felt women had was that “Women  have that overdeveloped sense of 

responsibility to their students. They can’t say no and are repeatedly shafted for this reason”.  Women 

need help in identifying what they need to focus on in order to progress”.  

Mentor Attributes  

When asked about mentor attributes the mentees felt not knowing their mentors in advance was a 

good thing.  One also felt that the “mentor doesn’t have to have everything”.  The mentor’s ability to 

perceive what the mentee needs, was also cited as very important.  Mentors, the mentees felt need to 

be good listeners and be open and honest about their own experiences.  It is really important that 

“Mentors are not just volunteering to be mentors as a tick box exercise for their promotions 

application” (Mentee) A sense of purpose and a clear timeframe for the relationship was also an 

aspect of the mentoring which most felt was important.  Having a plan and using the formal 

agreement template (provided during the training) it was felt was extremely useful for ensuring the 
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mentoring meetings kept on track. Setting out goals to be achieved over the 12 months and reporting 

on these every few weeks appears to have been key to the success of the relationships.   

When asked had they particular requirements from a mentor one interviewee responded that she was 

looking for “somebody that would help me on the road to promotion”.  

 

Learning & Knowledge Transfer 

When asked about the type of learning that took place within the mentoring relationships all felt that 

‘tacit knowledge’, that knowledge that just happens when sharing experiences, that transfer of life 

experiences was invaluable. 

One mentee felt that the use of the Johari Window technique (Shenton 2007) with his mentor 

developed trust and encouraged openness so “things came out that you are not aware of or are maybe 

in your subconscious… but then you think well yes, one of my objectives is to write a journal article.” 

All felt that undertaking the training encouraged both sides to listen carefully. 

You can prompt the mentee as one of the mentors felt but in the end “they are the ones that have to 

figure it out”  

Tangible outcomes 

The positive relationship between mentoring and promotion is often cited (Chao et al. 1992). Having 

a mentor has also been linked to increased career satisfaction (Burke and McKeen 1997).  When 

asked about the type of outcomes they had experienced from mentoring all felt there was some clear 

intangible outcomes such as, greater job satisfaction, engagement with further training, wider social 

circle at work as a result and for one a collaborative research project.  

3 of the Mentees interviewed had advanced in their careers since the mentoring and they would 

openly attribute having had a mentor as a positive contribution to their advancement. “I would say 

that it was successful in terms of me gathering information that I needed for my career progression 

which was the focus of the entire relationship from a formal perspective”.  Three mentees of one 

mentor had actually advanced but as they were not part of the interviews we are unable to establish 

whether having a mentor had directly contributed to their advancement. 
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Others interviewed did not see a direct link  “I am afraid not, no…… we’ve been through a real 

period of austerity as a university so all the cut backs have had an impact on everybody who works 

here.  So I think it’s just the context in which the mentoring took place that timeline just didn’t make 

it conducive to any type of job satisfaction’.  

Confidence building was another emerging theme in particular one mentee found that she put herself 

forward for a post which she felt she was unlikely to get but due to the support of her mentor felt it 

would be a good learning experience for her.  Her mentor clearly challenged her thinking on not 

going for positions. She felt it was not so much “confidence but more the idea that you know,  don’t 

not go for this because you don’t think you are going to get it”  

 

Other outcomes ranged from improved confidence, better networker, with a number of mentors citing 

better management and organisation skills.  All agreed, without exception that having a formal 

Mentoring scheme in UL was an excellent support.  In addition having a formal agreement to get the 

mentoring relationship off to a good start helped set clear objectives for the relationship and was used 

as part of the meeting process throughout their relationships.  

 

The Queens Mentoring Scheme  

2 Interviews were also held with Queens University on their experience of the scheme to-date. The 

Queen’s Mentoring Scheme is for women only as is managed through the Queens Gender Initiative.  

Their scheme is in existence for 16 years and is for women only.  Following a review of the scheme 

Queens are now considering engaging male mentors with the scheme.  The scheme has been very 

successful in Queens with 75% of mentees and 84% of mentors and 91% of those who were both 

mentees and mentors progressing subsequent to their involvement in the scheme. In the 16 years of 

the scheme 238 academic staff and research members have engaged in the scheme. 38 of whom were 

both mentors and mentees.  There is a lot to be learnt from the Queens Mentoring Scheme in 

particular their tight monitoring and evaluation which is a process we now recommend putting in 

place in UL. 
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4. SUMMARY OF THE RESEARCH FINDINGS 

 

In summary the findings from all interviews was extremely positive with only one person 

disappointed that their mentor really was unavailable to her.  

 The feedback from mentors and mentees has been overwhelmingly positive.   

 100% agreed that the scheme should be re-launched and strengthened with mentors not only 

being asked to mentor through a general call out but also encouraged to act as mentors through 

direct contact by the mentoring co-ordinator.    

 The networking opportunity provided through the scheme was deemed by the participants to 

be invaluable with the scheme fostering greater inclusivity across the University.   

 There is further strong evidence that those involved in the scheme have experienced greater 

career and job satisfaction from their involvement with almost all still in touch with the 

mentor/mentee years on from being matched in the scheme. 

 Participation in the mentoring scheme appears to have a very positive effect on both mentors 

and mentees in the institution. 

 There is some evidence, although limited, that those involved in the scheme have progressed, 

however many of the respondents made reference to having gained in confidence to applying 

for promotion in the future.  

 There is some confusion as to the difference between coaching and mentoring and the 

difference between the ‘Research Coaching’ initiative and Mentoring.   

 There was unanimous agreement that the matching process should continue as is and 

should continue to remain confidential. 
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5. RECOMMENDATIONS  

 

1. The Scheme should be re-launched with an information session involving mentors and 

mentees setting out their experience with the scheme. 

2. The timing for the scheme should run for 12 months from either February each year or 

October/November.  

3. The Mentoring Booklet and forms to be reviewed to reflect the current process e.g. 

Mentoring Committee which is no longer in existence.  The language and examples cited 

in the handbook and information requested in the application forms to be reviewed to be 

more gender neutral.  

4. Wider promotion of the scheme through the induction programme, at promotions call 

out time etc. 

5. The benefits of the mentoring scheme should be more widely disseminated across the 

university through direct contact with the faculties and support areas to encourage an 

increase in participation by both males and females.   

6. The Scheme should be promoted as not only a support for women academic and 

support staff both an initiative that is in place to support both genders. 

7. Mentors should be actively encouraged to volunteer as mentors through ‘call outs’ and 

direct contact  

8. Support should be provided centrally through networking events, lunchtime talks etc. to 

support the mentoring process.  

9. An annual survey should be conducted of mentors and mentees involved in the scheme 

to include the identification of qualitative and quantitative measures such as the link 

between mentoring and promotions.  In addition to help us measure the Impact of the 

scheme and make continual improvements to its materials and format,  a process 

should be put in place to gather information on the before and after experience of 

mentees through requesting mentees to fill in a short pre and post-mentoring impact 

questionnaire. 

10. An annual call out to the scheme should be issued.  

11. A clear communications to be issued setting out the difference between the Research 

Coaching initiative and the Formal Mentoring Scheme to distill any confusion present.  



24 | P a g e  
 

 

 

References  

Allen, T. D., Eby, L. T. and Lentz, E. (2006) 'Mentorship behaviors and mentorship quality 

associated with formal mentoring programs: closing the gap between research and practice', 

Journal of Applied Psychology, 91(3), 567. 

 

Burke, R. J. and McKeen, C. A. (1997) 'Benefits of mentoring relationships among managerial 

and professional women: A cautionary tale', Journal of Vocational Behavior, 51(1), 43-57. 

 

 

Chao, G. T., WALZ, P. and Gardner, P. D. (1992) 'Formal and informal mentorships: A 

comparison on mentoring functions and contrast with nonmentored counterparts', Personnel 

Psychology, 45(3), 619-636. 

 

 

Darwin, A. (2000) 'Critical reflections on mentoring in work settings', Adult Education 

Quarterly, 50(3), 197-211. 

 

O'Neil, J. and Marsick, V. J. (2009) 'Peer mentoring and action learning', Adult Learning, 20(1-

2), 19. 
 

 


