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Abstract

Background: Mentoring is a critical component of career development and job satisfaction leading to a heal
workforce and more productive outputs. However, there are limited data on mentorship models in regional

mentors from diverse disciplines have the potential to foster the transfer of knowledge and to positively infl
job satisfaction and build capacity within the context of workforce shortage.

pilot program.
Results:Both academic and corporate mentors provided diverse perspectives to the mentees during the 12

period. On average, corporate mentors met with mentees more often, and focused these discussions on st
and leadership skills whilst academic mentors provided more technical advice regarding academic growth.

working in regional health with mentors from diverse sectors including business, government, philanthropy
health, to provide a holistic approach to improving career satisfaction, institutional productivity and supporti
diverse workforce in regional or resource-poor settings.

Background traditionally focused on financial reimbursement6f8].

reported an improvement in workplace interconnectedness and confidence at the completion of the program.
Conclusion:We developed a framework for establishing a professional mentorship program that matches women
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and in particular for women aspiring to leadership positions. Mentorship programs that leverage off experienced

ience

Methods: This study describes a dual-mentorship model of professional development for women working in| health
in regional and rural Australia. We present the framework and describe the evaluation findings from a 12-njonth

tmonth
rategy
Mentees

and
hg a

Despite the high overall health status of many Australians,Far less attention has been paid to the benefits of profes-

rural and regional areas within this country continue to sional networks and formalized mentorship programs in

experience comparatively poor health outcomesl].[ regional settings9].

Health inequity is a complex issue which is complicated Literature shows that professional networks and formal-

by workforce shortages?] 3] and high turnover of staff in ized mentoring programs preide an opportunity to ex-

regional and remote parts of Australial]. While retention  change knowledge, develop leadership skills and advance

of health professionals is a complex issus, [initiatives to  careers 10]. Mentorship can improve mentee productivity,

recruit and retain regional and remote staff have self-efficacy and career satisfactiohl14] and be a per-
sonally fulfilling experience for mentors1pb, 16. Well-
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researchers across varied disciplind@®[17-24]. Mentoring  with an academic and corporate mentor, supported by
relationships that offer the greatest impact on success ardacilitated mentoring resources and career-development
likely to be influenced by individual attributes?p] and the  workshops (Table 8. The dual-mentor model is designed
social context within which the program is instituted2f]. to not only provide guidance on a broader range of sKills,
Mentoring can be didactic 27], peer-peer 28, formal or  but also to introduce women to potential external funders,
informal, delivered face to face or distanceq. influential supporters and strategic counsellors and
It is widely recognized that career advancement in medi-mentors (corporate, philathropic and academic) who
cine, research and health more broadly, remains in favomay be able to assist in advancing their work inter-
of men [30]. Not only do women receive less mentoring ests and careers. In the pilot Program, a AUD $2000
than men B1, 32], they are under-represented in senior bursary was offered to each mentee to be used on
roles [30], continue to be asked about their job commit- professional development activities.
ment [33, 34], and get paid less. While women comprise Mentees were expected to meet with both mentors
roughly 47% of all employees in Australia, they take homefour times throughout the Program, as well as attend
$242.90 less than men each week (in November 2019) anfive workshops. As part of the workshop resource packs,
the national gender‘pay gap has remained around 15 participants were provided with a meeting framework,
20% for most of the past two decade?q. with objectives and discussion points for each meeting.
We sought to identify the needs of women working in The strategic framework is described in Tabk
the geographically isolated north of Australia and used
these to inform the key elements of a new dual-mentor Program pilot - 2019/20
model, called the Catalyse Mentorship ProgramiP¢o- The Program pilot period was March 2019 until March
gram’) for women working in healthcare within a 2020. During this period, each of the mentees were

resource-poor setting. assigned two mentors; one academic mentor and one
corporate mentor, recognizing that both mentor groups
Methods would bring specific skills and knowledge to the Pro-

Establishing networks and need for mentorship program gram. This unique feature of the Program originated
In 2018, a professional network called Women in Tropical from a qualitative neets assessment which identified di-
Health (WITH) was established as part of a large health re-versity of expertise and networks as a challenge for
search program;improving Health Outcomes of Northern women working in regional Australia.

Australid (HOT North). In November 2018, a needs ana- The mentees were members of the WITH network
lysis survey was conducted to determine the requirementand included healthcare professionals from across mul-
for a formalized mentoring pogram in regional and rural tiple institutions, including Menzies School of Health
Australia (supplement Table 5. Within the scope of the Research, Charles Darwin University, Flinders University
WITH network was the pilot and a formative evaluation of and Torres and Cape Hospital Health Services.

the Catalyse Mentorship Program (tH€rogrami) (Table 1). Academic mentors were either known contacts of the
Program management team who had previously expressed
Catalyse Mentorship Program {Program”) structure an interest in mentoring early/mid-career women or were

The primary aim of the Program is to facilitate diverse identified by the team as possessing the skills and attri-
partnerships which provide women with opportunities butes which would lend them to be appropriate mentors
to reflect on and grow their leadership capabilities, build in this Program.

professional networks, and more effectively navigate car- Corporate mentors were selected from a pool of indus-

eer progression and development . try supporters and ambassadors cultivated by the Men-
There are four main objectives: zies Development Team over several years. A few
however were recruited specifically for the Program due

1. To provide a safe environment where professional to their mentoring experience and/or desired expertise.
knowledge, experience and advice is shared between Most mentors were located along the eastern seaboard of

and within mentees and the Program facilitator Australia and have extensive netrks nationally. Therefore,
2. To cultivate a strategic approach to career planning  these pairings aimed to further offer exposure, scope and re-

and to foster innovation lational opportunities beyond northern Australia, or the na-
3. To expose mentees to alternative career pathways ture of which mentees may ordinarily not have access to.

and opportunities to consider advancing their work  Although many had experience as mentors previously, men-
4. To improve visibility of the mentee and their research ~  tor training and support was provided in the form of an ini-
tial resource pack including guidelines and expectations,
The Program employs a dual-emtor design that is con- on-going intermittent e-resources, regulaicheck-ins and
centrated on matching a femal healthcare professional access to a Mentor Helpline (Table2). Furthermore,
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Table 1 A phased approach to establishing and evaluating the Catalyse Mentorship Program

Planning phase

Selection phase

e To identify the need for formalised mentorship in a regional setting, a needs
assessment survey was conducted (n=42)

¢ Funding was sourced and made available for a maximum of 10 mentees to
participate in the pilot Program

¢ An expression of interest for female applicants across nothern Australia was
sent

¢ A total of 10 mentees were selected following a selection panel discussion

e Pilot Program launched in March 2019 )
e Successful mentees agreed to Terms of Reference to participate
e Each mentee was matched with two mentors and requests for a 'dream
mentor' by mentees were submitted
Pilot phase | o Self-assessment survey was conducted at the completion of each of the five
skills workshops Y,
o\
¢ A formative evaluation of the Program was conducted by an independent
evaluator in 2019-20.
* The evaluation consisted of online surveys sent to mentors (n=18) and
Evaluation mentees (n=9).
J
mentees were provided an opportunity to put forward a - To be linked up to people who are further in their

name of adream mentoft i.e. someone they have researched career for mentorship
and believe had valuable insights, experience or connections — To have a toolkit to develop leadership skills

that would enhance their personal and professional progres-

To have considered with the support of the Program

sion. Of the nine mentees who completed the Program, five facilitator a 5—10-year career plan

secured dream mentors, two were unsuccessful and
matched with an alternative mentor, and two did not sub-

mit a request.

During the first of the five mentee training workshops

To decide the next career step and why

To gain increased confidence

— To be able to promote myself and my work
To gain a more strategic approach to career

(described in greater detail in Supplement Tabl@)Sthe development and change direction if needed
participants collaborated to collectively articulate their — To have dedicated time to reflect on my career

shared expectations of the Program. These were summa-

rized as:

To develop relationships with those who have
blazed the path before me
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Table 2 Strategic framework and potential outcomes of the Catalyse Mentorship Program, Austrafi@22019

Objectives Catalyse Mentorship Program activities Outcomes and
potential impact

1.To provide a safe environment where professional  -Five workshops with Program facilitatooffered face to  -Peer-to-peer
knowledge, experience and advice is shared between afate or virtually for those in remote regions (Supplement engagement and

within mentees and Program facilitator Table 8) encouragement
-Rules of engagement established and directed by the gre@pllaborations between
(Workshop 1) mentees and institutions
-Clear articulation of expectations and boundaries for -Early establishment of
mentees and mentors peer-to-peer and
‘Network opportunities for mentees and mentors mentor-mentee trust
-One-on-one meet ups and progress tracking with Programn inclusive and
facilitator and mentees at Workshop 4 supportive culture
-Structured (and protected) time for personal and -Intentional and strategic
professional evaluation and identification of strategic nextcareer decisions
steps ‘Wider and greater self-
-Cultivate mentee and mentor relationships though regulaawareness
‘check ins

2. To cultivate a strategic approach to career planning aBthotional Quotient and Social Skills Training (Workshop-)more motivated and

to foster innovation -ldentifying roadblocks and challenges (Workshop 2) inspired workforce
-SMART goals, action plans and resource acquisition  «Increased confidence
(Workshop 3) -Professional and
<Intentional continuous personal development cycle personal (i.e. self-care)
(Workshop 5) intentionality
-The art of asking others for what you need for your -Potential for career
professional develop (i.e. networking, funding or other typedvancement
of support).

-At the final workshop (Workshop 5), mentees would reflect
on, and review bios and mission statements drafted in the
first workshop and modify these if needed

3. To expose mentees to alternative career pathways argliccessful matching of mentees with an academic menteDevelopment of

opportunities to consider advancing their work and a corporate mentor management and
-Each mentee could apply to be matched wittdeeam leadership skills set
mentor, connections were made where possible -Expansion of professional
‘How to have effective conversations (Workshop 2) networks
-Mentor training and resourcing including mentor pack  -Broadened career
provided by Program facilitator options
-Each mentee was awarded a bursary to use of professiosigtposure to potential
development opportunities funders and influential

supporters

4. To improve visibility of the mentee and their researchDeveloping a personal mission statement (Workshop 1 asbtential for career
review Workshop 5) and narrative about your professionahdvancement
self
-Professional photography of mentee and LinkedIn profile
created

At each of the subsequent workshops, these expecta- An online, anonymous survey was sent to each partici-
tions were reviewed, and mentees participated in a selfpant of the Program, which included nine mentees, nine
assessment survey to assess progress made towards thesademic mentors and nine cporate mentors (Supple-
objectives, as well as to identify broader learnings (Tablement Table S and Table 8). The surveys did not include
2 and Table Q). questions relating to demographic information or current

workplaces, projects or other information that could be
used by the evaluators to identify any of the respondents.
Evaluation of program Data analysis was performed in Excel with differences
A formative evaluation was anducted between November expressed as the number and percentage of responses.
2019 and May 2020 to ensure that the Program was achiev-
ing its aims, and to document necessary adjustments or im-Results
provements for future prograndevelopment. The evaluation Women working in regional settings want formalized
considered the suitability of the Program resources, the applimentoring programs that offer diverse perspectives
cation and selection processes, the matching process, the profhere were 42 responses provided to the nés@ssess-
gram format and duration, and the inclusion of financial ment survey conducted in 2018 and prior to starting the
support. It also considered whether the Program met its ob-pilot Program (Table 3). Most of these respondents
jectives through achievenme of short-term outcomes. were women who reported being mid-careem (=23,
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55%), with 28%# = 12) early career and 17% (=7) in  Catalyse mentoring program was composed of a diverse
established leadership roles. Despite 9594=(40) of sur-  group of mentors and mentees
vey participants requesting a formalized mentorship pro- The 12-month pilot included nine mentees from north-
gram, the majority did not have the opportunities to ern Australia and one international mentee, with one
participate in one g =38, 90%). The majority (88%) con- mentee not completing the pilot (90% completion). Each
sidered mentoring as a discussion about personal andnentee was matched with two mentors, five of which
professional goals whilst others thought it as an oppor-were ‘dreant mentors. A total of 18 mentors were re-
tunity to be coached on a particular task. When askedcruited to the Program. The mentees represented a di-
“What main areas of development the participant would  verse group of health professional (academic, non-
benefit from the most”, the two main themes that academic) at various levels of seniority. The mentors
emerged were“clear career pathwaysand “diverse represented males (17%,=4) and females (83%) from a
perspective’s range of sectors including health, academia, transport,
banking and insurance.

The process of self-matching mentee-mentor pairs was The mentees met with corporate mentors more often
appropriate than with academic mentors and raised different topics
The Program used a'self-matching process to pair The evaluation survey showed that on average, mentees
up mentors with mentees. This process was recom-met with their academic mentors 3.25 times, and with
mended by corporate mentors based on their experi-their corporate mentors 4 times. During these meetings,
ence that appropriate matching which facilitatégood academic mentors discussed fellowship applications,
chemistry fit was critical to a productive pairing. To work/life balance and career planning, whilst corporate
this end, both mentors and mentees had input into mentors mainly discussed the latter (Fid).
the matching process by providing feedback and pre- Academic mentors provided specifitechnical advice
ferencing their matches. Mentors and mentees wereregarding the explicit and implicit academic growth
provided with a portfolio of possible matches and pathway i.e. explicit pathways such as formal academic
were asked to identify their three¢top choice$s. The progression process and implicit avenues such as the ad-
mentor portfolio included professional bios, as well asvantages of connections, types of journals to publish in,
a personal statement regardingWhat I can offer that and how to distinguish onis specific work. Corporate
is not in my bio". The mentee portfolio included the mentors provided broad and specific objective advice on
professional bio and mission statement compiled in strategy, leadership and interpersonal skills. Specific ex-
workshop one (Table 3), as well as the mentees top amples include how to generate consensus within a team
three challenges that they would like to address withand with external stakeholders, how to have difficult
mentors support. Mentors and mentees used this in- conversations, how to build and express a personal
formation to do an informal personal evaluation to brand in business.
determine who they would be best suited with: men-
tors from the perspective of whose challenges theymentees report an improvement in workplace
identify with and whose work they are interested in interconnectedness, job satisfaction and confidence
supporting; and mentees from the perspective of whoThe evaluation questionnaire asked Program mentees to re-
portrayed aspirational attributes, skills and experience.port any changes (increase, decrease or no change) to vari-
Preferences were then collated and compared in ordeious measures of mentoring benefits during the pilot. Eighty
to identify obvious matches (i.e. where both the men-percent of the mentees reported an increase in feeling of
tor and the mentee ranked each other as @p interpersonal connectedness in the workplace; and 62%
choice). All parties were given an opportunity to con- (» =5) reported an increase in job satisfaction. One mentee
tact the Program facilitator at any stage of the reported an increase in their technical skills (F&).
process, should they believe the pairing unsuitable. Atthe completion of the Program, 71% of the mentees
One mentee reported being'disengaged with their  self-assessed an increase in confidence &dedicated
academic mentor however she did not request anytime to reflect on where things are and new goals to set”
changes be made with this arrangement. (Table 3). Almost one third of the mentees reported
The formative evaluation found that the majority of having tools that can develop their leadership skills.
mentors and mentees agreed or strongly agreed that the
matching process used in the program was appropriateThe perception of having achieved a set of program
Three mentees (37.5%) were neutral, as was one acgoals varied between mentees and mentors
demic mentor and no participants disagreed with the As part of the Program workshops, mentees were
process of self-matching. asked to list three goals which they had hoped to
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Fig. 1 Topics discussed with academic and corporate mentors during Catalyse Mentorship Program pilot, Australia 2019-20

achieve by the end of the program. The goals wereMentee-self assessment survey report increased

categorized into three areas of focusl][‘'Here and confidence and growth potential

Now' e.g. manage workload, streamline tasks, repaiMentees describe how the Program has improved their re-

relationships P]; ‘What’s Next?: e.g. actions needed lationship with their employing organization, by improv-

to move towards the participants vision, upskill in ing their strategic acumen, perspectives on organizational

certain areas, do investigations about options; ar§] [ interdependencies and by reinforcing personal motivation

‘Self-Care”. e.g. identifying practises that can be in- and purpose. Furthermore, many mentees reference an in-

corporate into day-to-day life that will provide open- crease in confidence, and as a result identifying or being

ings for transformation or creativity. identified as suitable candidates for greater or different
At the completion of the Program, the evaluation career progression opportunities.

guestionnaire asked both mentees and mentors to reflect

on how well the mentee achieved these goals. Only onéIincidental” outcomes of the program

third (n =3, 33%) of the mentees rated achieving thisThe Program resulted in several promising and notable

goal as very well or well, whilst the remainder were ei-outcomes that were not initially intended. A summary of

ther neutral or poorly achieved. All the corporate men- these is listed below

tors and 83% academic mentors felt that their mentees

had achieved the goals which were set in the beginning 1. Additional ‘dream’ mentors secured to the Program.

of the Program. As quoted by a mentee when asked what

Number of responses

N w g~ wv a ~ 2] o
1

1 4

0 L

Interpersonal Job satisfaction Technical skills ~ Career opportunities
connectedness

B Increased ONochange M Decreased

Fig. 2 Short-term outcomes of the Catalyse Mentorship Program, Australi2@019




