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During 1989, The National Dropout Prevention Center
conducted an analysis of dropout prevention literatureand
more than 300 programs in the ROCUS database to find out
what really works. The result was a publication titled,
Twelve Effective Strategies in Dropout Prevention, which
identified mentoring as a primary strategy and worthy of
additional research.

After conferring with experts in the field such as Jerry
Willbur, Bill Gray, Ricki Wertz, Tom Evans and Doug
Holliday, we determined that mentoring programs were
especiaily effective for at-risk youth. Later that year the
Center published Mentoring Programs for At-Risk Youth, in
an attempt to offer some basic information to those who
wanted to implement their own programs.

Still, judging by the number of calls wereceived, it was
not enough. Our callers wanted and needed step-by-step
instructions on how to develop a mentoring program—
instructions that were generic enough to adapt tothe needs
of their young peopleand communities. They did not want
to “reinvent the wheel” or repeat the mistakes of others.
They wanted toknow the problems they would encounter.

This manual is our attempt to meet the needs of those
who have called the Center. Thedocumentisbased onour
experience in operating two mentoring programs, hours
spent on the phone with our colleagues across the nation
who have done the same, analyses of more than 60
mentoring programs in our FOCUS database, as well as
others we heard about, and conferring with many indi-
viduals through conferences, workshops and seminars.
We hope that it accomplishes this purpose.

No document, however well-written or researched,
can cover every contingency. We do feel that this manual
will amply prepare those who are interested in mentoring
by offering considerable food for thought. The forms
contained in the back have been designed to enable plan-
ners and managers to work their way through the process
by gathering as much information as possible to ensure

success. Those we have used from other pro-
grams are identified as such. Additional mentoring pro-
grams and resources are listed.

Mentoringisnot simple, butitiseffective. Ittakestime,
patience and planning. We eamestly encourage you to
consider it. To those who do, good luck. We will help you
in any way we can.

PREFACE
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CHAPTER ONE

As sodiety has changed, so has its structure. | \fENTORING
Formerly, young people looked to their parents AS AN
or other close relatives for models to follow. APPROPRIATE
Young men and women were trained for the
“famnily” business and their career paths were AND
clearly outlined. However, the increasing tran- | EFFECTIVE
sience of America’s population and technologi- STRATEGY
cal advances have resulted in many societal
changes. The nudear family is almost nonexist-
ent. Families are no longer closely knit and
nearby. Members are far flung, and contacts are
infrequent. Role models are not always readily
available and career paths are less distinct.

The added pressures of modern life have
contributed to the growing number of single
parent homes. Homes in which the parent con-
tends with daily problems of balancing jobxs),
children and financial obligations are much
more common. In many cases, children are left
to their own devices.

Frequently, they feel as if no one cares
which, in tumn, leads to social and behavioral
problems that spill over into school. These
problems require immediate and effective solu-
tions for children at-risk.

-l
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Mentoring at-risk students has become one
of the fastest growing and frequently used strat-
egies across the nation to help young people.
An analysis of dropout prevention and retrieval
programs conducted by the Illinois State Board
of Education concluded that certain services
were more effective for at-risk students, while
others were more effective in encouraging drop-
outs to return and complete their education
(July, 1990).

Programs that included a mentoring compo-
nent were successful with 83 percent of the at-
risk students and 70 percent of the retrieved
dropouts. Schools establish links between
youths and adults in order to reduce absentee-
ism, improve grades, and to prevent dropping
out of school. Communities fund and imple-
ment programs for young people that provide
positive role models to counteract the lack of ap-
propriate family guidance and to offer new and
varied options for young people as they become
adults. Even businesses recognize the value of
pairing experienced workers with new employ-
| ees to “teach them the ropes.” And schools
| match seasoned teachers with new ones to re-
duce frustration during the first year.

This document examines the structure and
implementation of mentoring programs. Com-
ponents which have contributed to the success
of these programs have been synthesized in or-
der to provide a working document which will
enable the reader to develop and implement a
mentoring program.

ERIC
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Many sample forms which can be used by
program planners are included and discussed in
the appendix of this document.

Mentoring is defined as a supportive rela- THE
tionshipbehveenayouthorymmgadult and MENTORING
someone who offers support, guidance and con- | RET ATIONSHIP
crete assistance as the younger partner goes
through a difficult period, enters a new area of

jence, takes on important tasks or corrects
an earlier problem (Flaxman, Ascher, & Har-
rington, 1988).

The relationship that develops (or doesn’t)
between adult mentors and their younger prote-
ges defines the success or failure of any pro-
gram. After all, program planners are trying to
facilitate a relationship that generally evolves
through a natural process of selection and mu-
tual attraction.

Mentoring usually takes place when the pro-
spective mentor sees some natural talent or skill
in a protege or when the protege performs some
important task in a visible manner. Moore
(1982) terms this “recognition.” It is soon fol-
lowed by other test situations after which the
actual mentor-protege relationship is initiated
by either or both parties or by a third party or
agency.

The relationship itself can be described as
fragile and frightening because of the inherent
potential for reward and failure (for both the

©
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mentor and protege). The structureis highly
developed and occurs at five separate and dis-
tinct levels, even when occurring naturally.
Gray’s Mentor-Protege Relationship Model
(1989), shown below in Figure 1, illustrates the
various stages or levels of the process.

GRAYS Pouns 1

MENTOR-
PROTEGE :‘_" Mpw MPup mP = P

RELATIONSHIP 1 —Lm’ m% . ¢

lsvm 1 Lava 2 Lsvm §

Level 1 Tkmentvrmminfommtionoraqnﬁsetlmtﬂw
protege doesn’t. Recogrition and introduction of partners
generally occurs kere. (Capital M stands alone.)

Level 2 The mentor shares with the from a position of
mmwm'mm%m.%swmm
mutual trust is budlt and the protege begins to acquire informa-
tion and skills to put into practice. Protege still relies on
mentor. (Characterized by the capital M and the lower case P.)

Level 3 The mentor and protege gain more equal footing. Protege

bsssimilalingbdnviorsors.gsaudusing as well as
making more dedisions without consulting the mentor, (Both
Ietters are capitalized.)

Level 4 The protege becomes less dependent on the mentor and

utilizes new information and skills, turning less to mentor for
assistance. mmhhbnshipsh:rtstod'ss:iemdtkepdr
becorne more separate. (Letter M is lower caseand P is
capitalized.)

Level 5 Protege has acquired desired expertise and can stand
alone. The relationship between pair may be redefined to
permit friendship. However, it can also be characterized by
dissolution of or separation of the relationship. The protege
may even become a mentor at some future point. (The letter P
is capitalized and stands alone.)

Ivu




Progression of a mentoring relationship is
not necessarily linear. Because of individual dif-
ferences and rates of achievement, a mentor-

level can move from Level One to Level
Three or Level Two to Level Five, and so onin
any number of combinations.

In order for mentor and protege to benefit
fully from the relationship, careful thought must
be given to structure and organization, espe-
cially in the selection and matching of partici-
pants. However, this will be discussed in
greater detail in subsequent chapters.

While mentoring which occurs naturally NATURAL
within various organizations is successful, there VERSUS
are drawbacks. First, not everyone is men- PLANNED

tored—cutting off obvious routes to success

through a lack of awareness of practices which MENTORING
enhance forward progress (Watkins, Giles, &
Endsleg, 1987). Second, those who are not men-
tored may feel neglected or perceive themselves
as unworthy. This can lead to resentment or an-
ger that may manifest itself in inappropriate
ways and lessen an individual’s chances for suc-
cess. Third, there may be policies or behaviors
of which the protege is unaware because of his
or her background. He or she has no one to
consuli or even to model which can minimize
opportunities for advancement.

Planned mentoring programs are advanta-
geous. They assess the needs of young people
and determine specific goals and objectives that
are measurable. They can be tailored to achieve

11
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THE NEED
FOR DATA

PROGRAM
TYPES
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certain objectives and to correct any problems
early in the process. They can be refined and
adapted. And they can identify and fully use
resources available within a community, school
or business for the benefit of all. The previously
mentioned Ilinois study also determined that
mentoring was one of the most cost-effective
strategies in its dropout prevention and retrieval

programs with a cost of $40 per student (July,
1990).

As the popularity of mentoring programs
has grown, so has the need for hard data to vali-
date assumptions about their effectiveness.

Much of the literature has been based on anec-
dotal information. However, more and more
planners and managers are recognizing the
need for valid and reliable evidence to substan-
tiate and improve upon a program. Many early
programs operated under the best of intentions
but with little structure or management. Now
planners realize that while programs must ad-
dress varying community or school needs, there
are common elements that can enhance pro-
gram operation.

Mentoring programs vary greatly in their
approaches and methodology. Schools are most
frequently the focus of mentoring programs.
First, they contain the groups that planners wish
to target, supplying a pool of clients as well as
potential program staff. And second, there are
many resources already present within the sys-
tem that can be used for identification, referral,
monitoring and measurement.

12




The following are some examples and com-
mon characteristics of successful programs.
Some forms used by planners of these programs
are included in the appendix.

These programs are initiated, designed and
operated by school personnel (at either indi-
vidual school sites or the district level). Goals
and objectives often focus on school achieve-
ment and school-related behaviors such as test
scores and/or attendance. Mentors are fre-
quently teachers and other school personnel,
but can include volunteers from local business
and the community.

The ABC (Attitude, Behavior and Change) Program at
Coconut Beach High School in Coconut Baach, Florida
matches teachers, known as facilitators, with ninth through
twelfth graders who are having problems with grades, atten-
dance or discipline. Facilitators meet with their proteges for
one hour at least once a week during school. They discuss any
problems or situations that are of concern to the student and
offer academic assistance. Participation by teachers is volun-
tary and mentoring has extended to social situations outside of
the classroom, such as attendance at school sporting events.
Since the program'’s implementation two years ago, attendance
and grades have increased, and discipline referrals have

The Norualk Adopt-A-School Program is another school-
based mentoring program. This pmject;sngwmtai by the
school district of Norunalk, Connecticut and includes several
schools throughout the city. Students in grades two through
eight are identified by school personnel on the hasx;?sblls
deficits and poor self-concept. Mentors are recruited at their
workplace and spend one hour each week with their protege at
the school site. Mentors and proteges can read, visit the library

games. Mentors are also granted release time

or play
their place of employment. Operational since 1986, t

1
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COMMUNITY
PROGRAMS

THE GREENVILLE
URBAN LEAGUE

Projrer Live
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Norwalk Program has demonstrated an 86 percent incresse in

attendance, discipline refermls, as well as improvemen
mshdmtmabomﬂmnsdwgdm;;myﬁgm t

Most of these are designed and managed by

community groups such as service clubs or so-

cial service agencies. They can operate within a
school setting and may focus on school-related

behaviors such as grades or attendance. How-

ever, these programs may also be directed at

certain target groups or specific problem behav-
iors exhibited by young people outside the
school setting.

The Greenville Urban League of Greenwille, South
Carolina matches minority students in grades ten throu
twelve with black professionals from the community.
primary objective is fo help people make a smoother
tmmtwnfmmsc}woltoﬂwmlm Mentors spend at least
one hour week with the Mentors are encour-
aged to time on their job with their student as well as
mifzw social activities. Students attend weeldy skill-

ing cmﬁucmzomammdmymm
surmmer jobs. Local and princi-
paLs ;obsdunngthesxmnanmmn thetr understanding of

the business world and, emblxqumtownveyﬁtstimndto
students, the realities of the workplace.

Project Live, managed by The Children’s Aid
New York, provides seventh grade at-risk students with
of extra help in acquining reading skills. Those who are two
years behind in reading and will not be promoted to the eighth
gmdeampcimiwit)mrmloymsﬁomlomlbusinm.
tudents are bussed to the workplace once each week where
spend two hours working with their volunteer tutors/
mentors. Students nd very positively to the individual
attention from an ad andtlwmluntarismouragedto
show the student around his or her workplace. Manyht;ndesthe
rela just tutor and student. Students’
skﬂb%&%%t improvement (most all are

14



promoted to the eighth grade). An independent study found
that students in Project Live have a lower dropout ratc, nine

percent compared to the city-wide rate of 32.5 percent.

These mentoring programs link schools and BUSINESS -
Jocal businesses. They are nearly always spon- | EDUCATION
sored by individual businesses or local cham-  [PARTNERSHIPS
bers of commerce. Frequently they focus on de-
veloping academic and job skills or relating edu-
cation to the job market and can be managed by
a school or business person.

The Mentor Program, originally a joint project of The MENTO
FaiemIBarComﬂmldﬂleNewYorkAHwagfubﬁc Trz Mo
Schools, helps high school students realize how law influences
their lives. Lawyers and other legal professionals from some of
the nation’s most prestigious law act as mentors to
students. Young people observe how law firms
function. Dun'ngﬂremurseof (generally one-half
the school year), proteges meet with , tour law fimts,
: day-to-day legal fons as well as visit federal and
courts in session. may also participate in mock

trials or mock depositions. jals have been developed for
teachers to help classroom lessons related to Mentor
activities. a basic curriculum and activities are pro-
vided, participating firms are encouraged to design their own
Evaluators report a significant increase in students’ knowledge
oft}wlawaswdlasanimpmmﬂinthdratﬁmdeswwd
authority figures. Thepmgrmhmdtoschoolsin
Arizona, Washington State and ington, DC.

The Calloway County Mentorship Program of Murray, THE CALLOWAY
Kentucky pairs high school students with local employers in County
order to experience the business world. During the second MENTORSHIP
semester of their senior year, students intern in a local PROGRAM
business. Hours vary and are set by the business and student
based on school and family responsibilities. Students are not

id, participation is voluntary and parental consent is
required. Permission forms require fo assume
responsibility—the school is not liable. Students find out

ERIC
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HIGHER
EDUCATION
SPONSORED
PROGRAMS

THE CLEAMSON
CROSSROADS
PROGRAM

THe Cuny-Bok
STupENT MENTOR
PrOGRAM

quickly that the skills acquired in school carry over into the
workplace. Grades and attendance are carefully monitored.
rporeilty radhermet 1o el o s
responsibility for to rudes and regulations regarding
attendance and behavior on the job. This has a positive effect
on school attendance as the lessons learned on the job carry
over into the school setting. In ifs three years of operation, the
program has paired more than 400 students with 160 busi-
nesses. Evaluation data is gathered from mentors, proteges,
parents and school personnel.

Many community colleges and universities
have piloted programs to help disadvantaged
students acquire academic skills and to expose
them to the idea of postsecondary education.
Generally these programs are collaborations be-
tween a local school and the college. Some pro-
grams are university-wide while others utilize
mentors from a single club, class or service
group.

The Clemson Crossroads P operating from
Clemson University in Clefnsonmm Carolina matches
university factdty, staff and students with seventh and eighth
grade students from a local junior high school. These mentors
offer academic assistance, exposure to campus life and events,
and act as friends and role models to thet:rotzgs Mentors are
encouraged to share jobs and classes with proteges and inpolve
them in cultural and social events. Activities extend

the to surrounding metropolitan areas. Proteges are
rdeﬂﬁ?tamhasorm:ﬁsdmsaﬂmﬂienﬁﬁadby test
scores, grades, attendance and disciplinary information.
Parental pernission isﬂ:draifor;mﬁcqn' tion. Although in
ifs first year, teachers and parents report an improvement in
grades and attendance. Students are exhibiting an increase in
self-esteem and attitudes toward authority figures.

The Student Mentor Program operated by the City
University of New York (CLINY) and the Board of Education
(BOE) pairs CLINY students with disadantaged Zfﬁ
school students. CUNY mentors recefve course credit for

10
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tege. Activities can center around classes or
ife or career exploration. This attempts fo
at-risk students to skay in through a series of

pzm:mhonand must spend at least two hours every week
with
campus

that are designed to provide guidance and suppor.
A package of materials has been developed by
program coordinators.

Sponsorship and management of mentoring
programs, as can be seen from the programs
profiled, vary greatly according to the needs of a
particular community, site or population. (Con-
tact information for programs cited as well as
others is located in the appendix.)

One important point to remember is that MENTORING
mentoring programs are supplemental to regu- PROGRAMS
Jar education programs. They are not designed | ¢;1ppr EMENT
to duplicate or replace existing teaching strate-
gies or programs. They provide individuals
and organizations with opportunities for
growth and positive change. Furthermore, they
provide a focus for greater involvement and
success by the proteges in an educational set-
ting.

Mentoring programs have proven particu- MENTORING
larly effective in assisting at-risk students im- PROGRAMS
prove their self-image, acquire knowledge (aca- ARE
demic and job-related) and gain social skills. In EEFECTIVE
a recent US Department of Education study of
921 college-sponsored mentoring and tutoring
programs, 90 percent were rated as very suc-
cessful at “providing role models” while 70 per-
cent were successful at “improving basic skills”
(Educating At-Risk Youth, 1991).

17
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Young people are influenced through their
relationships with others. Mentors provide
youth with the role models needed to become
proficient in planning and working for the fu-
ture.
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CHAPTER TWO

The first step in planning a program is dem- NEEDS
onstrating a need for the program. In addition | ASSESSMENT
to justification, planners can target appropriate
populations, identify sources of administrative
and programmatic support, develop appropri-
ate activities as well as obtain sources of fund-
ing.

There are several ways to gather information
about young people, schools or a community.
These methods are explained below and forms
1,2 and 5 in the appendix can assist planners in
determining what information should be col-
lected and the approach to take.

Social Factors Approach Data COLLECTION

Mmahoduﬂ:zesmfomuﬂonmdﬂyobmbk{mm
service agencies routinely tally and record data related fo their
constituencies. However, this information must be incorpo-

rated in a usable form for of and -
ality maintained .Formp desires to a
program to keep young, pregnant : dropping out of
school, ke or she will

m'edﬁgms s

of the population. mism to be based on
bathgenderandethrdcoﬁginandwuldbeobtaimbleﬁmn the
local school district office.

Survey Approach

This method involves ing information from
indtpiduals about ived needs. Surveys can be conducted
in several ways. Planners can use mail or conduct

interviews either in person or by telephone. advantage of
ﬂrisapprmchistimtphrmerscanfocusonaunﬁemngeof

13
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people who work with particular populations (i.e., school
person?d,pnrmts,hmlthoﬁ‘idals,mmnurﬁtymdbzsim

Key Informant Approach

This approach allows planners to refine the focus of needs
mmmmwmmmmymmmw
life of a school or community. Heads of businesses, religious
leaders or community leaders would be questioned. This
method also helps planners in establishing a solid core of
support from influential individuals in the community.

Community Forum Approach

This the opportunity to reach le
meﬁm&m@mum%m
several locations throughout the community in which the
audience is inoited to its opinions. Viewpoints shared
at these meetings must be recorded and considered. Outcomes
or decisions should be communicated with the community,
mﬂwhriyﬁmuﬂwmerddﬂwmeetm‘gs Public meetings
are a good source for building community mterest in and
support for a mentoring program. They are also an excellent
recruiting tool for program participants.

Planners may choose to use one or a combi-
nation of ways to gather information. No mat-
ter which they choose, the data obtained will be
invaluable.

WHO IS A primary consideration in planning a men-
MENTORED? | toring program is who will be mentored. Cer-
tain questions must be answered:

*  Will the program target a specific
population such as male vs. female ora
certair ethnic group?

*  Will the program focus on at-risk
students or include gifted students?
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*  What ages will the prograin
incorporate (are participants limited by
age or grades or will it span K-12)?
» Wil the program target selected schools,
or spedific students in middle or junior high
schools?

Figure2 illustrates briefly how the informa- | ANALYZING
tion obtained from forms 1, 2 and 3 may be ar- DATA
ranged and summarized to simplify planning.

Roums 2
Nead | Sex Ethnic Grade Level Other | Goal
Type | Type Origin Links | Plans
Need | M | F |W | Minority [Eem. | Ir High | Existing | Frogmm
{Specify) Hi | School | Resouree | Goal
Jobe 6 |24 |38 | Black® N/A 18 75 JTPA Link
Hisp &3 School
Asias 1 1o Work

The data indicate that a significant percent-
age of male high school students and minority
students need jobs. Some resources already ex-
ist to meet this need. Planners may want to link
school and the workplace by pairing proteges
with male role models in the workforce to in-
crease access to the job market.

Activities could include mentors working
with their proteges on acquiring job skills, ex-
posing them to the workplace and even assist-
ing the proteges academically.
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Mentoring programs come in every shape
and size, just like the students they serve. Care-
ful identification and consideration of specific
needs and resources will enable planners to tai-
lor programs to fully meet those needs in local
schools and communities.

PROGRAM Some mentoring programs have elaborate

COSTS budgets while others operate on a shoestring
and the generosity of volunteers. Costs will
vary depending on the number of young people
served and the types of services offered. Once
this information has been determined, planners
must consider funding for the program. Short-
term and long-term funding strategies must be
developed and undertaken.

Some of the primary factors to consider in
planning a budget are:

¢ housing and program site location
¢ materials

* reimbursements for volunteers

* staffing needs and requirements

Another important consideration is will the
program simply be a supplement to an existing
program or will it be a project independent of
the schools or communities? This can substan-
tially increase or reduce program costs. Form 4
is a worksheet that will help planners determine
how much the program will cost and target po-
tential sources of finandal support.

16
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Any kind of project that deals with young
people must address the issue of liability. If an
accident or other unforeseen circumstance
should occur, who is responsible? Program
planners must carefully consider this and make
every effort to ensure that volunteers, proteges,
their families and the program are adequately
protected.

First of all, volunteers should supply some
references regarding suitability for participa-
tion. References can be obtained from sources
such as employers, pastors, coworkers, or neigh-
bors. It is recommended that references come
from individuals who have known the volun-
teer for a designated length of time. In addition,
some program planners may require finger-
printing or a criminal record check through the
local police department. However, if this is the
case, inform the volunteers of this requirement
as soon as they inquire about the program.

Because of a revised statute in Nevada re-
quiring fingerprinting of those who work with
young people, the Washoe County School Dis-
trict Mentor Program includes fingerprinting as
part of the screening procedure. Mentor appli-
cations and contracts require compliance as a
condition of acceptance into the program.

Another way of limiting liability is to con-
duct mentoring activities only at a school site.
In these situations, activities can be carefully
monitored by school personnel, and the volun-
teers may be covered by the school's insurance

ERIC
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while on site. However, this does limit mentor-
protege activities and can decrease the availabil-
ity of potential mentors.

Mentoring activities planned for and car-
ried out as a group may be designated as
school-related field trips. These may be cov-
ered by a school’s existing insurance policy.
However, parents may be required to sign an
additional permission form for these outings.
The Norwalk Adopt-A-School Mentor Program
in Connecticut covers all mentors under the
School Board'’s $2 million liability insurance
while at school and on school-related field trips
or activities.

Informed consent is another way to address
liability. Proteges and parents should receive
written information about the program. Parents
should submit a signed consent form for their
child’s participation. Additionally, parents
should be queried about their preferences re-
garding the mentor-protege match. (Would
they prefer a same sex match, younger-older
mentor, same or different ethnic group? Does
the young person have any special problems
which planners need to consider?) Forms12,
12A and 12B, located in the appendix, demon-
strate how two programs addressed this issue.

Legal requirements vary from school-to-
school and from community-to-community.
The best method to ensure protection is to seek
legal counsel regarding this issue and planners
are urged to do so very early in program
development.
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Support, programmatic and finandal, is es- SUPPORT
sential to the success of a program. One usually
affects the other. Planners must have the com-
mitment of any school or business administrator
involved with the program. Support must
come from the top, otherwise it will be difficult
to generate enthusiasm and participation.

In many mentoring programs, principals
and superintendents become mentors. This, in
turn, encourages school personnel at all levels to
become involved and sends a clear message of
commitment to the community at large.

Program planners must be wary of adding
to the duties of school staff. Participationina
program should not be mandated, but volun-
tary (and enthusiastic). An unwilling partici-
pant can have a tremendously negative effect
and can undermine the morale of other mentors
or affect protege participation.

Communication is vital. Everyone who
works with a program needs regular informa-
tion regarding changes in policy or personnel.
Informing those who work around or in a
project of the program's positive effects and suc-
cesses will stimulate enthusiasm for what is be-
ing done and maintain desired momentum. It
contributes to a sense of teamwork and involve-
ment. Everyone who comes in contact with the
program (even in the smallest way) should feel
as if they are vital to program outcome. Non-
communication creates an atmosphere of dis-
trust undermining effectiveness.

19
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Operating a program takes money. Locat-
ing money is not always easy. With persever-
ance and patience, planners can find the dollars.
Many organizations that assist young people
will help programs start. The United Way, pri-
vate foundations, or large corporations can pro-
vide short-term funding or “seed money.”
Other methods of funding include grants from
business and industry councils, state depart-
ments of education or federal agendies.

Business and industry can use their re-
sources to help young people think about their
futures and career plans as well as to work on
their academic and personal problems (Pritz,
1988). Access to sporting activities, donated
travel or incentives for student recognition are
welcomed. Companies may offer their
personnel’s expertise as workshop presenters or
open up their sites to visits. They may agree to
use proteges as interns or help them find jobs in
other companies. Additionally, equipment and
other in-kind donations may be obtained from
those whose budgets do not permit cash gifts.
Individuals may agree to donate their time and
expertise in serving on committees to manage,
monitor or plan the program.

Consider every source of support and go af-
ter them. Seek out everyone: churches, volun-
teer groups, service organizations and small
businesses. Even if turned down, planners can
still publicize program needs and build a net-
work of potential resources. Each person or or-
ganization contacted is a source of information.
Don't hesitate to ask for other names!

20
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CHAPTER THREE

As with any type of program and organiza-
tion, there must be a solid infrastructure from
which to operate. Additionally, in order to en-
sure efficdent implementation, all participants
must possess a clear understanding of their
roles and responsibilities.

Analysis of many mentoring programs
across the nation reveals a basic personnel struc-
ture outlined below.

Program Coordinator /Project Director

Oversees the initial planning and operation of
mentoring program. Generally collects and analyzes
needs analysis data. Recruits and organizes steering
committee members and formulates mentoring program
activities based on data. Identifies and secures agree-
ment of site(s). Monitors the overall administration of
program and budgetary functions. Makes periodic

reports to program participants and sponsors.
Steering Committee (5-10 members)

Composed of project director, community volun-
teers, teachers and/or school administrators, as well as
site coordinator(s). Responsible for the final design and
implementation of mentoring project such as: setting
goals and objectives, identification and selection of
potential school site(s), generating support among
community, recruiting mentors, developing and imple-
menting activities and orientation programs, and
evaluating the program. Also appoints a matching
committee.

PROGRAM
MANAGEMENT

STRUCTURE

ROLEs AND
RESPONSIBILITIES




Site Coordinator(s)

Oversees the day-to-day administration of mentor-
ing program including identification and recruitment of
proteges, selection, matching and evaluation of mentors
and proteges. Mostfoc?mnmd\oimmcmnsdomor
teachers especially for programs within a
school. Actsaspﬁm:ysoumeofmﬂonmgmdmg
proteges. Also serves on the steering committee. Usu-
ally designated by school administrator.

Matching Committee (3-5 members)

Compv.. Jof project director, at least one steering
committee member, site coordinator(s), school
counselor(s) and/or teacher(s). Parents can be included.
Responsible for matching mentors and proteges.

Mentors

May be actively recruited through various public
relations strategies or referred to the program. Undergo
careful screening by project personnel. Paired with
protege. Meets with protege for designated length ¢
program. Types of mentor activities and contact are
determined by steering committee in designing the
program. Should receive written notification of
tions, program rules and conditions. Should establish
regular contact with other mentors and site coordinator
to supply and receive feedback.

Proteges

Identified and recruited by counselors, teachers,
school administrators or project personnel. Must
demonstrate interest in the pm the opportunities it
offers and chance of success. receive and signa
contract outlining commitments and tions. Must
be encouraged to communicate regumth site
coordinator to supply feedback about the match.

Parents

Must be informed of program procedures, policies
and expectations. Gives written consent for child to
participate. Can serve on a committee and are encour-

aged to participate in some program activities.

F &S




This structure can be adapted to meet the
needs of program planners. It can be replicated
and refined for programs that are based solely
in schools or link school and community re-
sources. Form 6 breaks down program plan-
ning into individual functions of design, identi-
fication, selection, recruitment, training, man-

t and evaluation. Planners may use this
form to outline their program and to assign spe-

cific duties and responsibilities.

Every program must have an overall pur-
pose or a set of predetermined goals in order to SETTING
achieve desired results. Goals reflecta GOALS,
sponsor’s philosophies and resources and are CLARIFYING
determined from needs analysis information. OBJECTIVES
Objectives are outcome-directed activities that AND

are measurable and developed from program EVALUATING
goals. Form 7 was designed to help planners A RAM
use needs assessment information in developing PROG
goals, objectives and evaluation methods. Plan-
ners will be able to extract the following infor-
mation from earlier forms which will help in se-
lecting appropriate goals and objectives for the
program.

Program Plan:\ing Data

e Problems faced by youth

¢ Services provided by other organizations and
agencies (to avoid duplication)

Target audience

Program site

Possible types of activities

How activities can be measured

Data collection methods and techniques
Purpose for data collection
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Program planners will, of course, want to
know the effect (if any) that the program has on
the target population. They will use this infor-
mation to detect and correct any problems early
in the process, to refine or expand the program
and to seek any additional funding that the pro-
gram may require. It is important for planners
to determine what to measure, how to measure
and how to use the results during early plan-

ning stages.

The project director is ultimately responsible
for evaluation. He or she must develop and
implement procedures so that information is
available for future planning. He or she may
conduct the evaluation or locate those with the

necessary expertise.
Evaluation focuses on:

* stated goals and objectives
* program elements and activities described in
materials or program proposal

* any additional areas requested by sponsors or
other program participants

There are specific and orderly phases to the

Prases OF evaluation procedure.

EvALUATION

1. Identify the elements and activities to
evaluate.

2. Prepare questions for each element or
activity.

Q 3 J
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3. Select an evaluation design.

4. Determine data collection methods,
analysis processes and set timelines for
collection and evaluation reports.

Form 8 in the appendix can help planners
outline their evaluation procedure by identify-
ing objectives, data sources, evaluation pro-
cesses and deadlines.

There are two types of evaluation: process
(also known as formative) and outcome (known
as summative).

Process evaluation focuses on two major
points:

Does the program accomplish what is set forth in
the program description or original proposal?
How well is the program operating?

This method examines each component and
is more common during the first year of pro-

gram operation.

Sample questions for evaluation:

» Have the required number and type of mentors

been recruited?

Do the training sessions offer the kind of
information mentors need about their

|
?
proteges? |
e Arc the suggested activities relevant? s

31
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The second type of evaluation is outcome
evaluation. This method asks:

How well are the program’s goals and objectives
being met?

What effect is the program having on participants?
Outcome evaluation determines whether the

participants in the program have changed in
some manner and if changes are directly related

to the program.

Sometimes these methods overlap and data
can be collected for both simultaneously. Pro-
cess evaluation data are prepared during pro-
gram operation and are invaluable in adjusting
the day-to-day management of a
Outcome evaluation is not completed until the
end of each cycle of operation or at project's end.

GOALS Four common goals of mentoring programs,
4 their rationales, an objective and an evaluation
RATIONALES | 1\cscurement are outlined below in order to
AND help planners grasp the relationship between
MEASURES | goals, objectives and evaluation procedures.

GOAL ONE: Promoting Academic Achievement

RATIONALE: Too frequently young people experience
failure in school. They are held back because they have
not acquired a sufficient grasp of simple basic skills. Ac-
tivities designed to compensate for this deficit can im-
prove their chances for success and increase the likeli-
hood that they will graduate from high school.

OBJECTIVE: Ninety percent of the proteges will in-
crease their standardized test scores in math and reading
after two hours of weekly tutoring during the school
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EVALUATION: Protege's test scores before tutoring
serve as baseline data. Differences in scores during and
after completion of the program determine how effective
the tutoring has been. Protege's grades are monitored
during the school year to detect incremental improve-
ments. An additional evaluation measure can be the
actual number of tutoring hours, the frequency of tutor-
ing for individual students or attendance data.

GOAL TWO: Increasing Self-Esteem

RATIONALE: Constant failure ora perceived lack of
concern from adults or authority figures can negatively
affect a young person’s self-image. One of the most fre-
quently cited reasons young people give for dropping
out of school is that no one cared (Walz, 1987). Parents
may contribute to a child’s poor self-concept through
abuse, neglect, or indifference to physical or emotional
needs. Frequent and consistent contact by a mentor can
demonstrate that someone does indeed care. A block of
time set aside for the young person reinforces a sense of
meaning and importance.

OBJECTIVE: Ninety percent of the proteges will dem-
onstrate improved attitudes about school and will in-
crease their participation in classroom activities by at
least twenty percent after attending six workshops.
[They could focus on personal development and goal
setting.]

EVALUATION: Pre- and posttests can be administered
to determine changes in proteges’ attitudes. Information
obtained from observation by school personnel, parents
or mentors can also serve as a measure of program effec-
tiveness. Proteges may be required to keep a journal
which can be used to measure change in attitudes or to

monitor the program.

GOAL THREE: Increasing Economic Self-Sufficiency

RATIONALE: Many young people come from poor or
impoverished environments in which access to adult
models of success are scarce. It is very easy to fall prey to

35




problems such as teen pregnancy, substance abuse or
criminal activity. Many young people become dients of,
rather than contributors to, the social service system.
Mentoring programs can offer these young people en-
couragement, assistance and skills that enable them to
avoid or successfully resolve problem situations, thereby
improving their chances of becoming productive citi-
zens.

OBJECTIVE: Ninety percent of the proteges will dis-
play increased awareness of job skills and appropriate
workplace behaviors after interning in a local business
for 18 weeks. [Each protege will be assigned a “work”
mentor who will guide and monitor him/her through
thirty-minute counseling sessions every other week.]

EVALUATION: Performance reports by the employer,
job attendance or nonattendance are measures of effec-
tiveness.

GOAL FOUR: Expanding Career or Academic
Options
RATIONALE: Young people do not always realize
there are many jobs or careers from which they can
choose. They don’t always grasp that education beyond
high school is a viable option and relevant to their future.
Many mentoring programs expose proteges to the world
of work and offer them a wealth of information on ca-
reers and what skills are required in order to enter a cer-
tain profession.

OBJECTIVE: Ninety percent of the proteges will dem-
onstrate improved skills in completing job applications,
identifying skills needed for various jobs and developing
an educational/occupational plan after attending a series
of six interrelated workshops taught by local employers.
[The workshop topics will cover work-related behaviors
such as: identification of specific job skills, proper dress/
language, and interviewing.]

EVALUATION: Proteges’ knowledge of skills will be
tested and graded after each workshop. Attendance at

3



the workshops is also a measure of interest and certain
school subjects may be monitored for related improve-
ment. Proteges may be videotaped for critique. Proteges
may be monitored from time of initial participation until
postsecondary education or employment in order to de-
termine effectiveness of the educational/occupational
plan.

REMEMBER:

JKKEEP PROCRAM GOALS AND OBJECTIVES REALISTIC.
SET SHORT-TERM GOALS TO KEEP PARTICPANTS' INTEREST ALIVE,
EARLY SUCCESSES SET THE STAGE FOR ADDITIONAL
ACHIEVEMENTS,

Program planning takes time. Planners SETTING
must be realistic as they put a program into op- TIMELINES
eration. One of the precepts of planning is that
things always take more time than allotted.
Those who progress in a logical and orderly
fashion will encounter fewer problems than
those who attempt to put together a program in
too short a time. A proposed timeline for pro-
gram planners is outlined on subsequent pages.
It can be shortened and some tasks undertaken
consecutively for those who have the time and
the nerve.

Form 9 is a monthly task outline and can be
used to set up a schedule of activities. It will
also serve as a record/ checklist for planners.

29
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TIMETABLE | Month1 Conduct needs analysis.

FORA Identify and secure steering committee
MENTORING members.
PROGRAM Call initial meeting to assign tasks
and design mentoring program,

Identify and obtain agreement of
sponsors and participating sites.

Month 2 Hold second steering committee

meeting for progress reports and to
finalize details.

Identify and secure agreement of the
matching committee participants.

Design mentor orientation program.

Month 3 Devise match and evaluation forms.

Set timetables and guidelines for
activities,

Identify and recruit proteges and
mentors.

Secure protege and parent
commitments.

Hold protege orientation session.
Interview mentors.

Meet with committee to determine
acceptance.

Inform mentors of acceptance.

Month 4 Match proteges and mentors.
Hold mentor orientation session.

Hold initial meeting to introduce
proteges, mentors and parents.

30
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Months 5-6

Month 7

Months 8-11

Month 12

Contact proteges and mentors to
obtain feedback on program and to
resolve any problems.

Hold a meeting for the mentors in

which they can exchange ideas,
strategies and support.

Obtain preliminary information from
parents, counselors, teachers, and

mentors regarding any changes in
attitudes and/or behaviors of

proteges.

Hold a group activity in which all
mentors and proteges can participate
and share their ideas and experiences.

Periodic check on proteges, mentors
and parents.

Could hold another group activity
during this time.

Have proteges and mentors complete
evaluation forms and collect for
analysis.

Analyze data and prepare reports.
Meet with steering committee, site
coordinators and sponsors to report on
progress of the program.

Determine what changes need to be
made.

Establish timetable for next year's
program.




PROGRAM Another consideration for planners is the

LENGTHAND | length of the program and how often mentors
UEN and proteges meet. Analysis of programs by the

g;lé%m Acg;. National Dropout Prevention Center reaffirms
that the most effective programs span the entire
school year (Mentoring Programs for At-Risk
Youth, 1989). Short programs do not allow the
time required to establish the personal bond be-
tween mentor and protege.

Research also indicates that contact between
the pair should be regular and consistent (Cam-
pus Compact, 1989). A one hour a week mini-
mum is the optimum, but programs which av-
erage this over a month have been successful.

These are important points for program
planners. They are the basis of the program and
establish the framework for mentor and protege
participation.
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CHAPTER FOUR

Finding and recruiting protegesisnotan ex- | PROTEGES
act science. Often intuition or personal knowl-
edge is part of the process. However, planners
must accumulate as much concrete information
as possible on each protege in order to minimize
mistakes in selection and maximize potential for
success.

nformation (oage gaoep, 385/ GaGe1eve || PROTEGES.
rmation group, age elevel,

problems, and activities) obtamg;a from the PROTEGES
needs analysis (refer to form 3). From this data
certain behaviors, attitudes or traits are targeted
and proteges located who will benefit from the
goals and objectives of the program.

Methods for identifying proteges range from |
using sophisticated testing instruments to ac-
cepting referrals. A combination of techniques
usually works well since this covers a broader
spectrum and enlarges the protege pool.

For example, if a program focuses on aca-
demic improvement, planners will want to ex- |
amine grades. Those young people who are
performing below a designated level will be the
most likely candidates for this type of program
which may be based in a school setting.
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Form 10 in the appendix is used by the
school site coordinator to identify potential pro-
teges for the CROSSROADS Program.

If planners want to develop a self-esteem
building component, they may wish to use an
instrument which tests for self-image or atti-
tudes such as the ESP Profile, developed by The
National Dropout Prevention Center (NDPC),
or the Stanley Coopersmith Self-Esteem Inven-
tory. ESP is a quick test which helps young
people examine their feelings about school, fam-
ily and self. (It may be obtained from the
NDPC.)

Orter Common Other common indicators used by planners
INDICATORS are:

® test scores

*  number of grade retentions
* discipline referrals

* attendance reports

»  social indicators such as relationships with
others or attitude toward authority figures

Referrals by parents, teachers, counselors,
community group and social agency personnel
can provide potential participants. Referrals
should be in writing and forwarded to the ap-
propriate program personnel for consideration.
Form 11 is a sample referral form that can be
| used to identify and validate the protege’s
' needs. It helps identify proteges by determining
their specific needs (academic, sodal, self-image
or career, etc.).
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Choosing young people to participate in a SELECTING
program is not easy. Many times those who PROTEGES
could benefit the most may not participate be-
cause of personal or parental choice or unusual
circumstance. Planners must develop critecia
which will eliminate many of the problems well
in advance of the program’s implementation.
Listed below are factors to consider and ques-
tions to ask during protege selection.

Q Do the goals of the program match the needs of
the protege?

O Does the protege have any special requirements
or obligations that must be considered (ie., an

after school job or family responsibilities)?

@ What possible benefits can the protege gain from
the program?

0 Is the protege accessible (i.e., by phone, geo-
graphically, or at program site)?

C

Does the protege seem interested?

U Does the protege seem enthusiastic about other
things?

U Do the program activities fit the protege’s hobbies
or interests?

Q@  Does the protege seem discouraged about the

direction of his or her future and want to improve
it?




Pavental Interesi and Consent,

Q Do the parents seem enthusiastic about the op-
portunities offered by the program?

Q  Are the program goals consistent with parental
goals?

Q  Are the parents willing to support the program
(i.e., by providing transportation or spending
money if needed)?

U Have parents given written consent for par-
ticipation?

Q Do they fully understand program requirements
and policies?

J  Are the parents willing to communicate with the
mentor or program personnel?

Protege Commitment

Q s the protege willing to spend the time required by
the program?

U How does the protege respond to and interact with
others?

J Does the protege stick with things or does he/she

; have a short-term span of interest?

Q' Does the protege understand the requirements of
the program? Has he or she signed a contract?

QO  Will the protege actively participate in program
activities?

Selection criteria must be dlearly developed
and communicated. If not, the program will in-
clude proteges with such an extensive range of
needs which will, in turn, overly tax the re-
sources of mentors and other program staff.

i




After identification and selection, proteges RECRUITING
must be approached about participation. Plan-
ners may choose to recruit in one of two ways:

1. Make a general announcement and
select participants from those who

respond.

2. Use predetermined identification data
and selection criteria to approach those
who “fit.”

Sharing information about the mentoring
program with young people can be done either
in a group setting or in a series of one-on-one
meetings—and must be handled carefully.
Young people must not perceive that the pro-
gram singles them out or labels them nega-
tively.

Involve parents in recruiting. Send a letter
to the parents outlining the program and re-
questing permission for their child's participa-
tion. Parents must sign and return the form by
a predetermined date.

Answer quesiions about the program either
by telephone or meeting. Forms 12, 12A and
12B are used by the CROSSROADS Program to
inform parents and to obtain consent. Students
who receive parental permission sign a contract
outlining program rules, regulations and termi-
nation procedures (form 13). Both protege and
project coordinator retain a copy of the contract.

13
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TRAINING Young people who choose to participate as
AND well as their parents, need to know what to ex-
ORIENTING | pectfrom the program and their mentors.
Training sessions for both mentors and proteges
are recommended.

Convenience is a consideration to ensure at-
tendance. The location must be easily acces-
sible and the time appropriate. The meeting
should begin promptly and last no longer than
two hours. Those interested individuals will re-
main as long as necessary to obtain information.
Serving refreshments also helps promote atten-
dance. Videos and prominent community lead-
ers may be included as part of the agenda.

A training session should offer a complete
discussion of the program—what mentoring is,
who the potential mentors are, types of activi-
ties, rules and regulations as well as a time for
open discussion and questions.

Any materials developed for proteges
should be distributed and discussed at their
training session. Proteges complete a profile
(form 21) which is given to the mentor before
meeting the protege for the first time.

A sample agenda for protege orientation
and training is outlined on the following page.
Planners may add to it or subtract from it to fit
the needs of their proteges.
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I. Introduction to Program ORIENTATION

A.Explanation of mentoring mA:vac
B. Types of mentors AGENDA
C. Mentor motivation

D. What to expect from the mentor

II. Explanation of Program

A.Program activities

B. Program rules and regulations
C. Problem resolution

D. Termination procedures

II. Explanation of First Meeting

A.Date
B. Time

C. Location
D. Agenda

IV. Questions and Answers

An orientation program can be conducted
by one person or by several people. Itis the
perfect time to familiarize proteges with pro-
gram staff to encourage and facilitate feedback
during the program. Before the question and 1
answer period, separate the groups since paren- |
tal presence inhibits protege questions.
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Additionally, have proteges state what they
want as a program outcome. This focuses pro-
teges and program staff. Also itis a good
mechanism for proteges to evaluate their
progress throughout the program (Fertman,
1990).

40
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CHAPTER FIVE

Mentors are the core of the program. With- MENTORS
out them all planning and development is
wasted. Yet, finding and recruiting mentors is
not as hard as most planners may imagine.
There are many caring and competent individu-
als who are ready and willing to spend time to
help those in need. Thekey is knowing where
to look and getting the word out.

Once again, planners must return to the FINDING
program’s goals and objectives. These will help MENTORS
identify the kind of mentors a program requires.
For example, if expanding knowledge about
and access to job opportunities, then planners
may target businesses as a source of mentors.
However, if the mentor’s role is one of friend or
companion, planners may seek caring and
qualified mentors from a number of different
sources—schools, churches, businesses, colleges,
service organizations, etc. Form 14 was de-
signed to assist planners to identify a wide
range of mentor sources (types of organiza-
tions, businesses, service groups), contact
people and approaches to each.

Those responsible for mentoring programs |PUBLICIZING
must inform others of the opportunity that THE
awaits them. Planners can create a publicrela- | pROGRAM
tions campaign that will successfully recruit
mentors and publicize the program by using the
following information and form 15.
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PusLicrry Radio and Television
Sources

Many radio and television stations offer free
public service announcements to school and
community groups. Many of these stations also
carry some form of community programming
that features current activit