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WHAT IS MENTORSHIP?

Mentorship: “a dynamic, reciprocal relationship in a work 
environment between an advanced career incumbent 
(mentor) and a beginner (mentee) aimed at promoting the 
career development of both.”

“Mentees benefit from mentors through developing critical 
thinking skills, advice on research ideas, scholarship, and 
networking opportunities.”

Source: Healy CC, Welchert AJ.  Educ Res. 1990;19:17-21
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THE 4 ARCHETYPES

Team sport; more than the traditional mentor-mentee dyad

4 archetypes – mentor, coach, sponsor, & connector

Chopra et al. JAMA IM 2017
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THE 4 ARCHETYPES

Team sport; more than the traditional mentor-mentee dyad

4 archetypes:

Chopra et al. JAMA IM 2017

Mentor Coach Sponsor Connector
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The Mentor Guides…
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The Coach Improves…
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The Sponsor Nominates…
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The Connector Suggests…
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… And Always,
the Mentee Benefits
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THE 5TH ARCHETYPE…
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The Peer Mentor…
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The Peer Mentor…
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ROLES CAN CHANGE OVER TIME
Mentors change

Promoted (exacerbating time limitations, changing focus)
Change Institutions

Mentees’ needs change
New area      need new coaches
New goals      need different sponsors

Mentees start becoming mentors
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Reflection

1. What categories do you have (hint: one person often fills multiple roles)
1. Mentor, Sponsor, Coach, Connector, Peer

2. Which categories, if any, are you missing?
3. Which category most describes you?
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Chopra V, Saint S. “What Mentors Wish Their Mentees Knew.” Harvard Business Review.

4 GOLDEN RULES OF MENTEESHIP

Select the right 
mentor(s)

Be respectful of 
mentor’s time

Communicate 
effectively

Be engaged 
and energized
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1. LOOK FOR A CAPE MENTOR

Capable?
Available to you?
Project of interest to you?
Easy to get along with?

Vineet Aurora, MD
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2. BE RESPECTFUL OF YOUR MENTOR’S TIME

Your Mentor’s time is precious so manage it wisely

Meet regularly and frequently (agendas!)

Ask for feedback in small bites

Provide Adequate Notice
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3. COMMUNICATE EFFECTIVELY

Goals and Aspirations

Most communication should be during meetings

Use agendas as template/warning
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4. BE ENGAGED, ENERGIZING, AND COLLABORATIVE

Be an energy donor, not a recipient (you drive 
your project!)

Be a “closer”
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NOW THAT YOU KNOW ABOUT IDEAL HABITS… WHAT ABOUT MISTAKES?

Source | Vaughn et al. JAMA 2017; 317: 475-76.
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Background

Universal angst

System issue vs personal issue

What is a mentee’s contribution to the problem?
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MENTEE MISSTEPS: TWO ORIGINS OF MISTAKES

Lack of Confidence

Conflict Aversion
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MENTEES WHO LACK CONFIDENCE

May have a “fixed mindset”

Or suffer from the “imposter syndrome”

Three main phenotypes…
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PHENOTYPES OF MENTEES LACKING CONFIDENCE

The Vampire
Drains the lifeblood of 
the mentor. Typified by 
countless emails, phone 

calls, and meeting 
requests

The Backstabber
May initially perform well. 

However, they resent 
criticism and produce 

excuses for every failure

The Lone Wolf
Although they may 
appear confident, 
internally they fear 

asking for help lest they 
appear weak or foolish
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MENTEE MISSTEPS: TWO ORIGINS OF MISTAKES

Lack of Confidence

Conflict Aversion
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MENTEES WITH CONFLICT AVERSION

Yes people

Often hide or bury own interests in favor of interests of others

Leads to burnout or career disillusionment

Also have three main phenotypes…
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PHENOTYPES OF CONFLICT AVERSE MENTEES

The Over-committer
Says “yes” to everything; 
high-output failure due 
to lack of prioritization 

and development

The Doormat
Often used but seldom 
noticed. Take on tasks 
without recognition or 

advancement

The Ghost
Hides hoping that poor 

performance goes 
unnoticed. Avoidance is 

only a temporary fix
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CASE #1
Your mentor has been looking for someone to help lead the development of a 
new project within your division. Your mentor turns to you and let’s you know that 
they’ve been having difficulty finding someone and thinks that you would be 
great. On the one hand, it is not something you’re really interested in doing and 
you are already swamped with your other projects. On the other hand, your 
mentor really seems to need the help and maybe it won’t be too much work...

Q1: Do you agree to leading the project? If no, how do you say “no” without 
letting your mentor down?

Q2: What issues may be contributing to the problem?

Q3: What can be done to help prevent this situation in the future?
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Set/communicate goals before 
problem arises

Before saying “yes” to a project, 
determine which project is now 
getting a “no”

Learn how to give a “positive no”
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PREVENTING MENTEE MISSTEPS

Open, honest communication (goals, missteps)

Reframe mistakes as a learning opportunity

Develop peer mentoring group
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Chopra & Saint, Harvard Business Review, 2017

6 THINGS EVERY MENTOR SHOULD DO

Choose Mentees 
Carefully

Run a Tight ShipEstablish a Mentorship 
Team
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Chopra & Saint, Harvard Business Review, 2017

6 THINGS EVERY MENTOR SHOULD DO

Head Off Rifts … Or 
Resolve Them

Don’t Commit 
Mentorship Malpractice

Prepare for the 
Transition
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Source | Chopra V, et al. JAMA 2016; 315: 1453-54.
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MENTORSHIP MALPRACTICE: 2 CATEGORIES

Active: Dysfunctional behavior that is easy to spot, 
purposeful and deliberate.

Passive: Insidious, less easy to identify, typified by 
inaction rather than action.
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PHENOTYPES OF PASSIVE MENTORSHIP MALPRACTICE

The Bottleneck
Preoccupied with own 

priorities; lack bandwidth 
or desire to be a 

committed mentor.

The World Traveler
Highly successful and 
sought after by many. 

Little time for trainees on 
a day-to-day basis.

The Country Clubber
Views mentorship as a 
ticket to popularity, to 

build social capital and 
not take responsibility.
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CASE #2
You and your mentor have worked together successfully for more than a year. 
However, she was just promoted to a new position which requires much more 
time. Since then, it's been difficult to find time to meet one-on-one and she has 
rescheduled multiple meetings at the last minute. Furthermore, you just missed the 
deadline for a project submission because she didn’t provide feedback or sign off 
on the project in time.

Q1: What type of mentorship malpractice is this?

Q2: What issues may be contributing to the problem? 

Q3: What can the mentee do to help solve the problem? How about the mentor?
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PREVENTING MENTORSHIP MALPRACTICE

Don’t Be Complicit

Set Boundaries and Communicate Needs

Establish a Mentorship Team

Know When to Walk Away



Considerations for virtual mentorship

Recruit 
mentors from 
near and far

To be 
punctual, 
be early

Get outside 
(or do in 

person when 
you can)

Build rapport
(so much 
harder!)

Schedule 
frequent 

mentor & peer 
check-ins
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CONCLUSIONS
Mentorship is a two-way street, and at its best a team sport

Involves mentors, sponsors, coaches, connectors, peers

Mentee missteps can be avoided with good communication 
and by setting goals and priorities

Mentorship malpractice threatens the mentee-mentor 
relationship, and can lead to major problems for the mentee

Proactive mentorship needed to improve equity
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Thanks to all my 
mentors!





Questions?
Keep In Touch!

@ValerieVaughnMD 
Valerie.vaughn@hsc.utah.edu

mailto:Valerie.vaughn@hsc.utah.edu
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