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Presenter
Presentation Notes
Acknowledge some will know about program.

Outcomes: give say something but as 2 programs ongoing, don’t have definitive report on these.
Will give a flavour of early indications of outcomes. 

Want to spend more time on 4 and 5.



1. About the DRL Program

The Deakin University Developing Research Leaders Program



Aims

Assist mid-career researchers  (MCRs) to improve their 
research performance

Support and increase networking and cross-disciplinary 
collaborations
Embed quality research mentoring in Deakin’s research 
culture

The Deakin University Developing Research Leaders Program
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Why MCRs? 

Strategic Plan 2008  
“Grow our own” –  mirrors ARC/national concern about recruitment and ageing
Gap in support for MCRs (all universities)








Program design

Four Faculty-based mentoring programs 
Duration:18 months
Self-nomination of Mentees
Mentees matched with senior researchers (A/Prof or Profs)
Recommended minimum number of mentoring meetings: 6 – 7
Research retreats and seminars
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Research Retreats and research seminars not in the initial design. 
More on that later...

Actual average number of meetings slightly higher in 2 completed programs = 7 – 8. 


___________________________________________________________
31.3% of all profs (current nos) are mentors in the programs.  (35/115)
+ others have made an input through their leadership roles. (eg AHRsm ADRs, Deans and Heads)

18%  Assoc Profs are mentors.  (18/100 excludes mentees) 

Meeting frequency
Many pairs met a lot more than 6-7 times.
6/69 pairs in the 2 completed Program met less than 5 times (7%)
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Programs and duration

Program Duration

Faculty of Business & Law August 2008 – May 2010

Faculty of Arts & Education March 2009 – October 2010

Faculty of Science & Technology 
and ITRI August 2009 – April 2011

Faculty of Health, Medicine, Nursing 
& Behavioural Sciences April 2010 – October 2011

Presenter
Presentation Notes
2 programs completed.  2 more end in 2011.



Mentees: criteria for selection 

For the Developing Research Leaders (DRL) Program, mid career 
researchers are defined as staff who:

are five years post completion of their doctorate and/or have been 
employed in an academic role for five or more years; 

have well established research skills and a reasonable track 
record in research on which the mentoring can build.

The Deakin University Developing Research Leaders Program

Presenter
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Mentees put forward Expression of Interest.

EOIs considered by Selection Panel set up by the Program Coordinator.
Included ADR, AHRs and other senior researchers  in Faculty.


All except one Mentee have a PhD. 

Did include some people whose research had stalled because of teaching, administration or leadership roles

Focus on advice on strategies rather than skills.   

______________________________________________
(One has medical quals and is in director’s role.)




Mentors: identifying and matching 

How were Mentors identified?

Senior researchers invited to volunteer & provide CV
Analysis of research outputs and profiles of professoriate
Mentee preferences and suggestions
Recommendations of Selection Panel  (ie ADR, AHRs  etc)
Input from Heads of School, Deans, DVC(R) and other senior 
researchers. 

The Deakin University Developing Research Leaders Program
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31.3% of all profs (current nos) are mentors in the programs. 
+ others have made an input through their leadership roles. (eg AHRsm ADRs, Deans and Heads)

18%  Assoc Profs are mentors.  





How were Mentors and Mentees matched?

Against research objectives identified by mentees
Mentee preferences and suggestions
Recommendations of Selection Panels 
Mostly one-to-one but some triads

The Deakin University Developing Research Leaders Program

Mentors: identifying and matching 

Presenter
Presentation Notes
Mentees identified 4 main research objectives for the program

Eg increase publication output, widen academic networks, work towards ARC grant 

Mentors mostly matched with 1  mentee. 

Many MCRs said they were willing to try group mentoring but majority preferred 1:1.

_____________________________________________________

4 mentors had 3 mentees in same program (David Lowe, Joe Graffam, David Cameron-Smith)
and 1 has 2 across across different  programs (Andy)


Gender - Mentee/Mentor Pairs
33.3% of all matches are F + F
40% are all matches are M + M
26.7% mixed gender




2. Participant data
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Number of  Mentees  and Mentors by Program

Program Mentees Mentors Total

Faculty of Business & Law 17 17 34

Faculty of Arts & Education 25 23 48

Faculty of Science & Technology and ITRI 15 15 30

Faculty of Health, Medicine, Nursing & 
Behavioural Sciences 18 16 34

Total 75 71 146

Presenter
Presentation Notes
A&E  - biggest program.  (48 mentors and mentees) 

S&T -  smallest (30 Mentors and Mentees)
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Mentees: number of applications and selection outcomes

Program Applicants Accepted %  Accepted

Faculty of Business & Law 21 17 81%

Faculty of Arts & Education 41 25 61%

Faculty of Science & Technology and 
ITRI 20 15 75%

Faculty of Health, Medicine, Nursing & 
Behavioural Sciences 31 18 58%

Total 113 75 66%

Presenter
Presentation Notes

Scarcity of good mentors main reason behind decisions to exclude people with more demonstrated research capability.

Faculty provided alternative options  for those not selected. (eg I AHR has set up small mentoring group for ECRs.)

Last 2 faculties  – contract researchers only selected on Advice of Heads/Research Director that they their contracts are likely to be renewed and extend beyond program by at least 1 yr. 
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Demographics 
Gender
• 53.3% of Mentees are women
• 63.2% of Mentors are men
Years at Deakin 
• For Mentees. The average number of years at Deakin is 9
• The number of years ranges from 1 year 7 months to  24 years 7 months
Level 
• The majority of Mentees entering the Program (61.3 % ) were at Level  C
• The majority of Mentors  (64.8 % ) were at level E or above
Type of Position 
• 89% of Mentees hold T&R positions   
• 10.7% hold RO positions 

Age
Average age  of Mentees per Program 
ranges from 40 to 47 yrs

Presenter
Presentation Notes
* Data on entering the Program.

64.8% of all Mentors are at Level E  (ie includes externals).
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Faculty Program Same 
School

Same
Faculty Deakin External Total

Business & Law 3 4 6 4 17

Arts & Education 10 9 4 2 25

Science & Technology/ ITRI 5 1 6 3 15

HMNBS 8 9 0 1 18

Total 26 23 16 10 75

% Total 34.7% 30.7% 21.3% 13.3%

Mentors: same or different School, Faculty or University 

Presenter
Presentation Notes
Two thirds matched outside School. 
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Mentees and Mentors drawn from all campuses – not equally. 

Only half  on same campus.   Benefit and a challenge. 

Most of the pairs who are on same site at Burwood. (B&L influence.)



____________________________________________

NB Locations on entering the Program. 

% pairs on each Campus

Waurn Ponds   8  
Waterfront 	1
Burwood 	30�Warrnambool	 2	
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3. Some preliminary outcomes
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Presentation Notes

Structured & systematic evaluation and analysis of outcomes being undertaken. Will include interviews of mentees and mentors - some already completed + analysis of data of pubns and grants etc 

Need more time and all program completed for outcomes to be evident but some wins already for mentees.  

From responses to interviews – high level of satisfaction of participants and some indications that research performance has and will benefit.

Analysis of early data – some signs of improvement and change in research strategies.
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Some preliminary outcomes

Clearer research focus and direction
The main achievement for me was being able to bring my research into the 
forefront and giving it greater priority.  (Mentee)

The most significant development for me was developing research themes.
(Mentee)

Development of longer term research plans
The program encouraged me to feel that I can take a more formal approach to 
my [research] career rather than a serendipitous one. (Mentee)

Presenter
Presentation Notes
NB For B&L Program only.

Focus and direction – identity as a researcher – more far sighted research plans –  
were particular issues for B&L mentees.   These showed up as program progressed.
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Some preliminary outcomes

Research collaborations
I gained an OSP Grant and used it to create links with people in France …and 
Turkey. (Mentee)

Publications
I think I have a clearer idea about the quality of publications I should target. 
(Mentee)

My main achievement while on the program was publishing 18 papers. 
(Mentee)
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Some preliminary outcomes

Grants
The Program helped to develop a commitment with industry and work as 
part of a team on publications and grant applications. I managed with a 
large organization to get a $100K research grant. The project was well 
received by industry and they in turn supported my ARC applications. 
(Mentee)

I have probably become a lot more interested in the idea of putting 
forward research grant applications and a lot more prepared to have a 
go. (Mentee)

Presenter
Presentation Notes
Some unexpected gains given low number of competitive grants awarded within the Faculty overall. 
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Presenter
Presentation Notes
Figures for 2010 not yet available on web.

Overall money awarded increased.

No. of  pubns down but proportion at A and A* increased markedly. 
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4.  What worked?

Presenter
Presentation Notes
What worked? 

 Excellent response to the program.   

Structured & systematic evaluation and analysis of outcomes being undertaken. Will include interviews of mentees and mentors - some already completed + analysis of data of pubns and grants etc 
Need more time and all program completed for outcomes to be evident but some wins already for mentees.  

Grants  (B&L only)   - list on slide?
Publications 
OSP
Promotion 
New profs!
Smart Bike
Other?	


Structured & systematic evaluation and analysis of outcomes being undertaken. Will include interviews of mentees and mentors + analysis of data of pubns and grants etc 
Need more time and all program completed for outcomes to be evident.  

I want to start with some general comments of how I have found the programs working across all the faculties and schools. Also want to say something about who is most likely to benefit from this kind of a  program. 

Then want to go on to look at a couple of different aspects of the program, and give a flavour of what mentees and mentors have said about these. 

 Comments from mentors and mentees obtained from 
interviews held (B&L),  
feedback in final sessions, 
feedback collected at retreats and seminars, 
anecdotal evidence from informal communication with mentees and mentors. 
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Developing and implementing the program

Adapting the Program to the research profile and culture of 
each Faculty 

Embedding the Program in Faculties with active support and  
input from the Dean, ADR, AHRs, Heads and senior 
researchers. 

Presenter
Presentation Notes
Faculties differed in initial response to the program.  
A&E: much higher level of interest from potential mentees than S&T
S&T: despite smallest number of potential mentees applying - had highest number of volunteer mentors 
 Reasons?

Research profiles and culture of Faculties varied.
 When I came here, I was quickly made aware of the different research profiles of each faculty. 
Necessary to fit the program around the needs of MCRs  in each Faculty and research profiles of mentors available.   
For B&L program
mentees needed to start by developing clear focus for their research. 
Mentors – less NCG experience
Lack of research support generally  (NB this is changing)

Responded by:
More research seminars to support mentoring.
More external mentors
Use of guest speakers eg members of ARC CoE
This story will vary with each faculty and will be a changing scenario. 
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Selecting and matching mentors and mentees

Selecting mentees with demonstrated ability to do research
and motivated to improve performance

Allowing for some flexibility in applying selection criteria

Presenter
Presentation Notes
Selection 

You can’t always predict which researchers will benefit the most. Outcomes can be unexpected.

Which mentees seemed to benefit the most?  Diverse group – as demographics showed.
Attitude a major factor. Many very keen to improve their research performance.
Fit into Mazlow’s – ‘Conscious incompetence” group. 


Matching
Good matching takes time.   Both parties need to be happy with the arrangements. 

Matching outside Schools and even disciplines seemed to work well.

“I received regular ‘disinterested’ (ie outside my School) advice that produced actual research outcomes”    (Mentee)

Show Helicopter view quote. 

Committed mentors made a difference.

Eg Mentors who attended the initial seminar or who were briefed by the Program Coordinator were likely to be more committed to the mentoring process.

The only mentors who withdrew from the program after it started had not attended the initial seminar or were unavailable to be briefed by the Coordinator.  One other person who wasn’t briefed was the only mentor who field to arrange any mentoring meetings with their mentee. 

This seems to support findings in the literature on academic mentoring. 

Having dedicated mentoring meetings
In general,  mentees said they achieved more from the mentoring relationship when they met with their mentor six or more times during the program. 

 In a small number of cases where mentoring relationships were weakest, mentees still said they gained something from the program either through the seminars or through contact with other mentees and mentors. 
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Selecting and matching mentors and mentees

Taking time and care to match people

Matching within as well as outside Schools, Faculties and 
the University

Having a mentor with a fresh, outside perspective meant that we were 
able to look at my research program as a whole, put it into themes and 
give it a structure. I think that mentors and mentees should come from 
different fields. (Mentee)

Presenter
Presentation Notes
Selection 

You can’t always predict which researchers will benefit the most. Outcomes can be unexpected.

Which mentees seemed to benefit the most?  Diverse group –as demographics showed.
Attitude a major factor. 

(Show Mazlow chart)

Matching
Good matching takes time.   Both parties need to be happy with the arrangements. 

Matching outside Schools and even disciplines seemed to work well.

“I received regular ‘disinterested’ (ie outside my School) advice that produced actual research outcomes”    (Mentee)

Show Helicopter view quote. 

Committed mentors made a difference.

Eg Mentors who attended the initial seminar or who were briefed by the Program Coordinator were likely to be more committed to the mentoring process.

The only mentors who withdrew from the program after it started had not attended the initial seminar or were unavailable to be briefed by the Coordinator.  One other person who wasn’t briefed was the only mentor who field to arrange any mentoring meetings with their mentee. 

This seems to support findings in the literature on academic mentoring. 

Having dedicated mentoring meetings
In general,  mentees said they achieved more from the mentoring relationship when they met with their mentor six or more times during the program. 

 In a small number of cases where mentoring relationships were weakest, mentees still said they gained something from the program either through the seminars or through contact with other mentees and mentors. 
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Adding value to mentoring

Providing opportunities for cross-disciplinary networking and 
workshops

Adding value through seminars, retreats, external speakers.

External program coordination and support for Mentees and 
Mentors. 

Presenter
Presentation Notes
The seminars –  bringing people together – both mentees and mentors –as one menteed said 

”are really, really important.  They ground you again. I don’t want to be left to work in isolation with my mentor. They provided the opportunity to learn from others eg how other mentor/mentee relationships work” 

That is important for modeling effective mentoring & research leadership. 

A group of mentees in one program provided following advice to future mentees:

“go in with the expectation that you will learn from a lot of people, not just your mentor – and engage in the program thoroughly.” 
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5. Recommendations

Presenter
Presentation Notes
Preamble 
How can we build on the DRL Program? 
What would be the role of RSD, Faculties and Schools/Institutes in taking the work forward? 

Recommendations

Future programs would be very strategic for Deakin and a useful approach to building research capacity if they are:

Well targetted
Self motivated participants with some evidence of research potential achieve better results regardless of other factors.�	Voluntary participation a good way to measure this as well as encouragement to nominate.
	(Choose those ‘consciously incompetent’)
 
Keen to working with and in a group and with mentors.

Program design allows for:
Cross faculty and discipline groups or mentees self-select where their field fits better with discipline in another faculty.)
Networking opportunities. Not mentoring in isolation.

Could be 2 cohort groups  (Science based – Social Science/Hums based  - mentees choose which one best for them.)

Possible model
2 cohorts of about 10 in each.  2 mentors + RSD Coordinator . (eg 10 in each) of ECRs  per year (Science and  Social Science/Hums based  - mentees choose which one best for them.) 
+
1 MCR group per year. One to one or triads. Alternate science & soc science/hums. By year as ECR’s progress.  


Progression
Build in opportunity for tiered approach to development. ECR cohorts – then move to MCR program. 
Progression of mentees to SRCs (to Research Clusters if ECRs)

Support and recognition
Provide  support and recognition for participation of mentees and mentors from Faculty School and University leadership (not necessarily financial). 

Support from the wider research culture

Programs of seminars, Retreat, practical grant workshop, writing groups etc  provided by all  Faculties. 
International speaker program open to staff and students (can also provide workshops and mentor)
Run by SRCs? Provide some central funding.

How can we build on the DRL Program? 
What would be the role of RSD, Faculties and Schools/Institutes in taking the work forward? 


Will we need?

Committed mentors with necessary level of research expertise. 
Profs/Assoc Profs will good track record in mentoring.  
Practical time commitment. 
Provide good administrative  support from RSD.
Support and recognition from University, Faculties/Institutes, Schools and SRCs/Centres.
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Future programs will be strategic for 
Deakin if they:

are well targeted
have a program design that allows for cross-disciplinary and 
cross-University interactions 
have programs at both ECR and MCR levels
use group as well as individual mentoring models
are supported by the research culture and environment

Presenter
Presentation Notes


Well targetted
Self motivated participants with some evidence of research potential achieve better results regardless of other factors. (Choose those ‘consciously incompetent’)�	
Keen to working with and in a group and with mentors.

Self nomination is a good way to measure this as well as encouragement to nominate from Heads and other senior researchers. 

Provide programs for different levels of researchers. Eg ECR going on to MCR. 
	
 
Program design allows for:
Cross faculty and discipline groups or mentees self-select where their field fits better with discipline in another faculty.)
Networking opportunities. Not mentoring in isolation.

Could be 2 cohort groups  (Science based – Social Science/Hums based  - mentees choose which one best for them.)

Possible model
2 cohorts of about 10 in each.  
2 mentors + RSD Coordinator . 

2 ECR groups  per year (1 Science and  1 Social Science/Hums based  - mentees choose which one best for them.) 
Introduce at least 1 next year. Science/Health?
+
1 MCR group per year. One to one or triads. Alternate between Science & Soc Science/Hums. 
Start with B&L/A&E program next year to begin in 2011?


Programs allows for Progression

Build in opportunity for tiered approach to development. ECR cohorts – then move to MCR program. 
Progression of mentees to SRCs (to Research Clusters if ECRs)

Support and recognition
Provide  support and recognition for participation of mentees and mentors from Faculty School and University leadership (not necessarily financial). 

Support from the wider research culture

Programs of seminars, Retreat, practical grant workshop, writing groups etc  provided by all  Faculties. 

International speaker program open to staff and students (can also provide workshops and mentor)

Run by SRCs? Provide some central funding.
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What  is needed to ensure success of 
future research development initiatives?

Mentors with necessary level of research expertise
Senior researchers with commitment to mentoring
Coordination external to Faculties and adequately resourced 
Support and recognition from the University, Faculties & 
Institutes, Schools, SRCs and Research Centres. 

Presenter
Presentation Notes
 Will we need?

Committed mentors with necessary level of research expertise. 
Senior researchers with a successful track record in mentoring.  
Practical time input. 
Coordination external to faculties/Institutes
Support and recognition from University, Faculties/Institutes, Schools and SRCs/Centres.




Photographs courtesy of Simon Fox and Donna Edwards, KMD Deakin
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