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The ABCs of School-Based Mentoring

Letter from the Administrator:

Mentoring programs enrich children's lives, help meet their need for positive adult contact, and
provide one-on-one support and advocacy. Most notably, positive mentoring experiences have
proven to be an effective tool to help youth overcome the risk factors that can lead to prob-
lems such as educational failure, dropping out of school, and involvement in delinquent activi-
ties, including gang crime and drug abuse.

In addition to providing direct funding support to local mentoring sites through the Juvenile
Mentoring Program (JUMP), the Office of Juvenile Justice and Delinquency Prevention (OJIDP)
provides training and technical assistance through the National Mentoring Center at Northwest
Regional Educational Laboratory (NWREL) to assist local mentoring programs in their efforts to
strengthen the connections between children and caring adults in the community.

As part of this technical assistance component, OJIDP is supporting the development of eight
mentoring technical assistance guides to be distributed periodically over the next twelve
months in cooperation with Public/Private Ventures, Big Brothers and Big Sisters of America,
and NWREL. These technical assistance guides will provide local mentoring programs with spe-
cific information and resources to support their efforts to offer the highest quality services to
the youth they serve.

| am delighted to make this first mentoring technical assistance guide, The ABC's of School-
Based Mentoring, available to mentoring program operators and staff. It focuses on the pro-
grammatic innovations that school-based mentoring programs have achieved, including
reduced operational costs, the recruitment of nontraditional mentors, and an emphasis on
school success. Upcoming technical assistance guides will continue to focus on other relevant
mentoring issues, support effective program strategies, and encourage healthy and productive
mentoring relationships.

Our goal is to provide every child with the opportunity to benefit from a one-to-one relation-
ship with a caring adult. This guide and the seven to follow will serve as valuable tools for
mentoring programs as they work to make that goal a reality.

John J. Wilson
Acting Administrator
Office of Juvenile Justice and Delinquency Prevention
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INTRODUCTION

The program director and | used to talk about what was wrong with the
world, and we always used to say that if somebody could just hold these
kids' hands sometimes—not drag them along, but just walk along with
them—maybe a lot of them would find their way.

—Mentor, Washington, D.C.

Both research and common sense leave little doubt that youth need caring and
consistent relationships with adults in order to navigate their way through adoles-
cence and beyond. For many youth, however, there is no adult who is naturally
available to provide this kind of support. Thus, public policy is encouraging, and
organizations are increasingly developing, programs that create mentoring relation-
ships. These relationships can make a significant difference in young people's lives.
Evaluation results provide clear evidence that involvement in consistent, long-term,
well-supervised relationships with adults can yield a wide range of tangible benefits
for youth, including improved grades and family relationships and decreased alcohol
and drug use.*

Given these positive outcomes for youth and the enormous number of young people
who might benefit from the support of a caring adult, youth-serving organizations
are eager to implement new mentoring programs or expand their current ones. To
complement the traditional community-based model—where mentors and youth
decide where and when they will meet—organizations are increasingly looking to
school-based programs as a strategy for reaching larger numbers of youth.

The following material provides practical information for youth-serving organizations
that want to implement new school-based mentoring programs or strengthen existing
ones. Drawing on promising practices developed by organizations around the coun-
try and on initial research findings about this relatively new approach to mentoring,
the material leads readers through the steps of forming partnerships with schools;
designing their program; recruiting, screening, and training mentors and matching
them with youth; and supervising and supporting the match once it is underway. It
also includes worksheets to help guide planning, sample forms that programs can
adapt and use, and a list of additional resources. Research on community-based pro-
grams has demonstrated that a strong infrastructure is necessary if the adult-youth
relationships are going to be effective and make a positive difference in the lives of
youth. The focus throughout this material is on building that infrastructure within the
particular context of school-based programs.

1 Tierney, J.P., & Grossman, J., with Resch, N. (1995). Making a Difference: An Impact Study of Big
Brothers/Big Sisters Philadelphia: Public/Private Ventures.

Sipe, C. (1996). Mentoring: A Synthesis of P/PV's Research: 1988-1995 Philadelphia: Public/Private

\entures.
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But first, a few important questions:

WHAT IS SCHOOL-BASED MENTORING?
School-based mentoring programs generally have these four characteristics:

1.  Teachers or other school personnel refer students who could benefit from
adult friendship and support.

2. Mentors commit to meeting with the students for an hour a week throughout
the school year.

3. Mentors meet one-to-one with the students at the school during the school
day.

4. While mentors and students might spend some time on school work, they
also engage in other activities (such as playing sports and games, exploring
the Internet, doing artwork, writing a story, eating lunch together, talking)
that help build a strong relationship.

Obviously, there is variation among programs. For example, some school-based
programs allow and even encourage mentors to meet occasionally with youth
outside of school. Some use group mentoring, where one adult meets at the school
with several youth. There are advantages and drawbacks to any variations. Allowing
a mentor to meet with a student away from the school provides opportunities for the
youth to engage in new experiences and for the mentor and youth to develop a
deeper relationship. At the same time, it has implications for recruiting and screening
mentors (screening must be more rigorous), and for the cost of running the program
(the costs will be higher). Similarly, group mentoring allows more youth to be
matched with a mentor instead of being placed on a waiting list. However, it is not
known what benefits group mentoring might have. The findings about positive out-
comes of mentoring are drawn from youth in one-to-one relationships; the potential
value of group mentoring is only now beginning to be explored. Thus, while the
strategies and procedures described in this material can be adapted to a range of
school-based mentoring programs, they are based on the assumption that your pro-
gram will, most likely, be designed to include the four characteristics listed above.

WHY WOULD | WANT TO START A SCHOOL-BASED PROGRAM INSTEAD OF
USING THE COMMUNITY-BASED MODEL?

Early research on school-based mentoring programs suggests they provide an oppor-
tunity to:

| Recruit greater numbers of volunteers. Because school-based programs
require a shorter and less intensive time commitment than traditional
community-based programs, they can attract categories of volunteers—such as
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corporate employees, college students, and military personnel—with limited
amounts of free time. And because the mentor-student meetings take place in
the relative security of schools, the programs are also attractive to older adults
and others who may be concerned about their physical safety.

Address the needs of children and youth who are most at risk. Many of
the young people who might most benefit from having a mentor are precisely
those whose parents or guardians lead such stressful lives that they are
unlikely to refer the youth to a community-based program. In school-based
mentoring, teachers refer youth to the program.

Serve greater numbers of children and youth. Because it should be rela-
tively easier to recruit and screen mentors, more young people can be served.
In addition, there is more cross-gender matching in school-based programs.
Thus, a larger number of male youth—who tend to remain on waiting lists for
long periods of time in community-based programs—can be matched.

Reduce program costs. The cost per mentor-youth match is significantly
lower in school-based programs than in community-based programs.

(See the chart at the end of this section for a comparison of characteristics of
community-based and school-based mentoring programs.)

ARE THERE ANY DRAWBACKS?

Like everything in life, there are trade-offs when an organization chooses to
implement a school-based, as opposed to community-based, mentoring program.
School-based programs seem to be:

More suited for elementary schools than for middle and high schools.
Elementary schools are relatively small, and students are with the same teacher
for most of the day, making it easier to schedule mentor-student meetings. In
contrast, middle and high schools are usually large and administratively com-
plex, and this has made it difficult for mentoring programs to gain entry. And
once programs are officially accepted into a middle or high school, it may be
difficult for mentors to arrange a regular time to meet with the youth because
of the complexity of course schedules. In fact, mentors often find they can
only meet with students in the cafeteria during lunch while students are eating.

Limited in the range of new experiences that mentors can provide to
youth. Because of the place-based nature of the meetings, school mentoring
may not be a good approach for programs whose goals are to help youth
develop job-readiness skills, provide career exploration opportunities, or
expose youth to other experiences requiring activities that take place away
from the school.

Limited in their ability to provide a youth with a mentor for an
extended period of time. High-risk children and youth tend to move
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frequently, and when the move results in their enrolling in a different school,
they are lost to the program (unless, of course, the program is also operating
in the new school). In addition, some of the groups of people who might be
recruited as mentors—for example, college students and military personnel—
are themselves highly mobile and are likely to leave the program after a year.
And finally, because of the difficulty of establishing mentoring programs in
middle schools, students most often lose their mentor once they graduate from
elementary school.

There is also the possibility that adult-youth relationships created through school-
based mentoring programs could have less depth than relationships that develop
through community-based programs. This is because each mentor-youth meeting is
shorter (generally, one hour as opposed to the longer meetings that characterize
community-based programs) and because mentors commit only for the length of a
school year, typically nine months.

Research on community-based programs has found that a close, supportive relation-
ship is the first step toward achieving positive changes in the youth's life as a result
of having a mentor. Early indications are that relationships that develop in school-
based programs are similar in quality to those that develop in the community-based
model, but research in this area is still in its early stages.?

WHAT HAS RESEARCH SHOWN SO FAR ABOUT OUTCOMES FOR YOUTH IN
SCHOOL-BASED PROGRAMS?

There have been two recent studies of school-based mentoring programs that are
part of Big Brothers Big Sisters of America (BBBSA). In one, Public/Private Ventures
examined two BBBSA school-based programs in order to gather preliminary informa-
tion about the potential effectiveness of this approach to mentoring. The study found
that “strong relationships can develop within the school context and these relation-
ships can make a difference in the lives of youth.”™ In particular, teachers noted
improvements in the students' behavior, attitudes, and self-confidence.

The second study, conducted by BBBSA, looked at outcomes for youth in five
school-based mentoring programs. According to the teachers who referred youth to
the programs:

| 64 percent of the students developed more positive attitudes toward school
| 58 percent achieved higher grades in social studies, languages, and math

| 60 percent improved relationships with adults, and 56 percent improved rela-
tionships with peers

2 Herrera,C., Sipe, C., & McClanahan, W. (2000). Mentoring School-Age Children: Relationship Development
in Community-Based and School-Based Programs Philadelphia: Public/Private Ventures. Prepared for the
National Mentoring Partnership's Public Policy Council.

3 Herrera, C. (1999) School-Based Mentoring: A First Look Into Its Potential (p. 16). Philadelphia:
Public/Private Ventures.
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55 percent were better able to express their feelings
| 64 percent developed higher levels of self-confidence

| 62 percent were more likely to trust their teachers

In addition, students involved in the programs were less likely than their peers to
repeat a grade, and their average number of unexcused absences dropped.*

School-based mentoring is clearly an important complement to more intensive com-
munity-based programs, and a promising strategy for reaching large numbers of at-
risk children and youth. We hope the remaining sections of this manual help you
plan and implement a program that fulfills the promise of mentoring.

By definition, a school-based mentoring program requires an active partnership with
a school. Investing time to forge strong relationships with key school personnel
might mean it will take longer to get your program up and running, but it is an
investment that will pay off. The school will be supportive of your program and the
mentors; and the mentors, in turn, will feel a greater commitment to the school and
the youth.

4 Curtis, T., & Hansen-Schwoebel, K. (1999). Big Brothers Big Sisters School-based Mentoring:
Evaluation Summary of Five Pilot Programs Philadelphia: Big Brothers Big Sisters of America.
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The ABCs of School-Based Mentoring

PARTNERING WITH A SCHOOL.:
BUILDING THE FOUNDATION

You have to build relationships first. You can't just walk into people's
offices and tell them what to do.
—Program Director, San Antonio, Texas

Organizations with experience building partnerships between schools and mentoring
programs recommend following these key steps:®

1.

Identify any connections your organization may currently have to the
school system or individual schools. Talk to staff, board members, funders,
volunteers, and current institutional partners to learn about any connections
they have that could help provide access to the school district or individual
schools. In addition, investigate to learn whether any local businesses have an
Adopt-a-School program and are looking for someone to help them get their
program focused and implemented. They can help provide access to the
school—and an immediate source of potential mentors.

Seek access to the highest-level decisionmaking authority available to
you within the school district. Your initial contact might be with the school
district's board of education or office of the superintendent, at the subdistrict or
school cluster level, or with an individual school.

Show how your program will help achieve existing educational objec-
tives. In forming any partnership, you want to focus first on your partner's
interests. Before approaching the school district or an individual school,
identify the ways your mentoring program can contribute to existing educa-
tional plans or priorities. Use research findings to demonstrate the effects that
mentoring can have on student attendance, attitudes, behavior, and grades.

In addition, the state education agency or local school district may have an
“umbrella” mentoring initiative underway or in the planning stage. If so, learn
everything you can about it, and be ready to describe how your program will
be a great fit.

Find a “champion.” During your early meetings at the district level or with
individual schools, identify a key supporter—someone respected in the schools
who will help promote the program to other school personnel. In some cases,
your champion might also collaborate in planning the mentoring project.

5 Much of the information that follows is drawn from effective practices identified by the National
Association of Partners in Education, Inc., Big Brothers Big Sisters of America, and Public/Private
Ventures. See “Additional Resources” for publications by these organizations.
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5. Get buy-in from key school-related groups. The National Association of
Partners in Education (NAPE) recommends connecting with:

| The school district board or office of the superintendent—While you
may not need official approval, you want officials to know about
your mentoring program, and you also need to learn about any rele-
vant district policies. In addition, superintendents may help you get
buy-in from school principals.

| Principals and counselors—Their cooperation and logistical support
are obviously essential, and they will also encourage teachers to
participate in the program.

| Teachers—Teachers are often the last to hear about a new program in
their schools. As NAPE stresses, you will “gain high marks by respect-
ing their key role in the lives of students and their knowledge of
which students may benefit from mentoring.”

] School councils and parent groups—Some school districts have
adopted site-based management, in which school councils (sometimes
working with parent groups) have authority and responsibility for indi-
vidual school buildings.

In your discussions with each of these groups, use research findings to empha-
size the benefits of mentoring for students, teachers, and the school as a
whole. While research on school-based mentoring is still in its early stages, the
initial findings are very promising. (See the resource list for information

on obtaining reports on evaluation findings.)

6. Be alert to potential “turf” issues. These could include conflicting work
styles and different “languages” or professional jargon that interferes with good
communication. They could also include issues such as the use of space in the
school and use of equipment like copying machines and computers. There
could also be potential turf issues with other outside programs that are operat-
ing in the school. Thus, it is important to find out what other programs are in
the school so you can communicate with their staff early and avoid problems.

7. Be sure there is a shared understanding of a mentor's role. Mentors are
not tutors; their primary roles are to become a friend to the youth and to be a
caring and supportive adult. That relationship, in turn, may lead to positive
outcomes for youth in a number of areas, including school performance. While
some mentors might occasionally do some tutoring during their weekly
meetings with youth, a focus on tutoring can frustrate the broader and longer-
term goals of the mentoring relationship.

To avoid problems once the program is up and running, it is important that
principals and teachers are clear about, and supportive of, the mentor's role.
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Particularly during the current emphasis on school “accountability”—which
often focuses almost exclusively on raising students' scores on standarized
tests—principals are under pressure to bring about rapid gains in schoolwide
test scores. They may see your program as a way to help achieve the quicker
results they perceive coming from tutoring, as opposed to the more indirect,
friendship-based approach of mentoring. Teachers, too, are understandably
often eager to have a mentor help the student with a particular assignment or
work on a particular academic skill the youth is finding difficult. In fact, one of
the major problems that school-based mentors face is receiving conflicting
messages from the school (“please tutor this student”) and from the mentoring
program (“be a friend”).

Be sensitive to schools' concerns about the well-being of their students.
Schools are responsible for the students in their charge. While they might
welcome the concept of mentoring, they need assurance that the mentors will
be safe and responsible. It is important to stress that mentors will be carefully
interviewed, screened, and trained before they are matched with students, and
that they will be carefully supervised after the match begins. Schools, in turn,
will need to be able to give these same assurances to parents.
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WORKSHEET #1: OPENING THE SCHOOL DOOR

1.

Who among your staff, board members, funders, volunteers, and current
institutional partners has connections that could help provide access to the
school district or individual schools?

Do any local businesses have an Adopt-a-School program? If so, could they
help provide access to a school (and also become an immediate source of
potential mentors)?

What are the current educational priorities and plans of the school district or
school you are approaching?

How can you “sell” your proposed mentoring program to the school district or
individual school? For example, what national research findings will you use to
demonstrate the effects that school-based mentoring can have on student atten-
dance, attitudes, behavior, and grades? What can you describe about your par-
ticular program to help school personnel understand its value?

How will you get buy-in from each of these key school-related groups?

[ The school district board or office of the superintendent
[ Principals

[ Counselors

[ Teachers

| School councils and parent groups
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PARTNERING WITH A SCHOOL.:
GOALS, ROLES, AND RESPONSIBILITIES

Michael could have been having the worst day in the world, and
Martin [his mentor] could walk in and his posture would change and
his attitude would change. He would be like that for a few days. And
there is that pride that this person comes to see me... It's a big boost to
the kid's social standing; the other kids respect them more.
—Teacher, Tulsa, Oklahoma

During your conversations with school personnel, you will have identified the
school's major educational concerns and priorities, convinced them of the value of
your mentoring program and your own reliability, and reached a conceptual agree-
ment about operating the program in the school. Now it's time to get down to
details.

To help you design your mentoring program and agree on those details, this section
is organized around a series of questions that you and the school should ask, and
answer, together.

WHAT ARE THE GOALS OF THE PROGRAM?

The goals of your program might not directly address school performance, but they
should be aligned with the school's priorities and concerns. Examples of goals
include: reducing students' truancy or tardiness, reducing school dropout, reducing
teen pregnancy, improving student academic achievement, improving anger manage-
ment or other life skills, improving students' classroom behavior.

Your program goals should be written and refined until they clearly describe the
desired outcomes for youth participating in the program. The goals should be
achievable and measurable. (Some goals, such as “improved self-esteem,” are diffi-
cult to measure.) Setting clear goals will help you identify any special training your
mentors should receive. It will also enable you to develop a strong evaluation plan
that measures the program's progress toward achieving its goals.

WHAT WILL BE THE INITIAL SIZE AND SCOPE OF THE PROGRAM?

With any new program, it is always a good idea to start small and build gradually.
While mentoring seems like an uncomplicated concept, mentoring programs need to
develop a strong infrastructure to support the adult-youth relationships. In addition
to the time it may take to build trust with your partner (the school), it requires time
to develop and implement effective procedures for recruiting, screening, training,
and matching mentors, and for monitoring and supporting the matches once the
mentors and students have begun to meet.
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Allow yourself a pilot year to solidify the partnership, build your program infrastruc-
ture, and learn from your successes and mistakes. As you work with the school to
formalize your plans, you can address these questions:

| How many mentors will you match with students during the first year of the
program?

®  Will you recruit students from only one or two grades, or from all grades in the
school?

B When during the school year will the matches begin?

®  Will you continue to provide new mentors during the school year as teachers
identify additional students who could benefit from one-to-one adult support?

| How often will mentors meet with students? How long will each meeting last?

B  What is the length of commitment you will expect mentors to make to the
program?

®  Will you encourage mentors to return to the program and meet with their
mentees during the following school year?

Don't promise more to the school than you will be able to deliver.

WHO ARE THE KEY STAFF RESPONSIBLE FOR THE MENTORING

PROGRAM?

While you or someone on your staff will have primary responsibility for the day-to-
day operations of the mentoring program, it is also important to have one person
from the school who serves as a liaison. This helps ensure that lines of communica-
tion remain open between your organization and the school, and it helps promote
buy-in from other school personnel.

Depending upon the amount of time she or he can devote to the mentoring pro-
gram, the school liaison might also be responsible for, or help with, a number

of important tasks. These could include providing the school orientation to new
mentors, promoting the program to teachers, and participating in decisions about
matching individual mentors and youth. (See Worksheet #3 at the end of this section
for a fuller list of responsibilities.) During your initial discussions with the school,
you might be able to identify someone who could be the liaison. It should be some-
one who has been at the school for at least a few years and who is not too over-
whelmed by other duties. In some cases, a school counselor may be the ideal
candidate.

WHAT IS THE ROLE OF THE PRINCIPAL AND TEACHERS?

It is obviously essential to have the support of the school principal, although her or

his role will likely be limited to such activities as encouraging teachers to participate,
explaining the program to parents, and speaking at mentor orientation sessions and

recognition events.
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Teachers, however, have a key role to play, although you must be careful to respect
their workloads and inflexible daily schedules. In school-based mentoring programs,
teachers generally:

] Refer students
] Help with the matching process

®  Assist with support and supervision by communicating to the mentor and to
the program the youth's perceptions of the match and progress made, and by
letting the program know if the match is meeting inconsistently or if there are
other problems

| Encourage parents of mentored youth to become involved in the program

| Participate in program evaluation, often by completing a questionnaire at the
end of the school year about changes in the student who has been mentored

A teacher might also participate in deciding which available mentor would be best
matched with a particular student.

WHAT ARE THE VARIOUS LEGAL AND LIABILITY ISSUES?

Be sure you and the school discuss potential liability issues and agree on how you
are going to share responsibility. Issues to examine include: screening mentors, con-
fidentiality, student safety, and mentor safety. Agree on the insurance coverages and
limits each partner should have and the procedures that will be used for reporting
and tracking any incidents.

ARE THERE ANY FINANCIAL AGREEMENTS THAT NEED TO BE MADE?
Schools, like mentoring organizations, operate on extremely tight budgets. Generally,
a school's contribution to the program will be in the form of in-kind donations, such
as space for mentor-student meetings and materials and equipment to use during the
meetings. However, the school might be able to budget small amounts of money for
such events as mentor recognition ceremonies. It might also consider budgeting a
small incentive for the school liaison.

WHAT PROCEDURES WILL BE USED TO INFORM PARENTS ABOUT THE
PROGRAM AND GAIN THEIR CONSENT TO HAVE CHILDREN MENTORED?
Work with the school to develop a form that parents sign to give permission for their
children to have a mentor. In addition, develop procedures for communicating with
a parent who hesitates to sign the form. The same assurances you have given school
personnel about the qualifications of mentors in your programs are important to
parents, too.

At the beginning of the school year, the school can inform all parents about the
program by including a description in the school newsletter or other materials that
parents receive, placing a flyer on a bulletin board near the school office, or having
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brochures (created by your organization and endorsed by the principal) available for
parents to pick up when they are at the school. Having this information should help
parents buy into the program. However, it also creates a risk that parents will
request mentors for their children—and these might not be the students you are tar-
geting and the ones teachers would refer. Thus, you might want to give the school
contact information for local community-based mentoring programs, so they are pre-
pared to refer parents to those programs if they request mentors that the school can-
not provide.

Finally, be certain to create accurate translations, if necessary, for informational mate-
rials and parental permission forms.

HOW WILL YOU EVALUATE THE PROGRAM?

How will you measure the accomplishments of your program and the effectiveness
of the mentoring relationships? How will you and the school identify whether you
have met the goals you have set? You will want to look at your program both on
an ongoing basis and at the end of the school year to see if you have met your
objectives.

You and the school should agree on what you want to measure. Examples include:
] The number of mentors who were matched with students

[ The length of the matches

[ ] Student, mentor, parent, and teacher satisfaction

]

Outcomes for students (what changed—Dbetter attendance? improved classroom
behavior? improved communication skills or life skills?)

You should also agree on how you will collect the information (for example, sur-
veys, focus groups, mentor sign-in logs at the school, student report cards, school
records).

Some of the data will be important for funders as well as for communities where
you want to generate support and recruit additional mentors. The evaluation findings
should also provide useful information that helps you recognize your strengths and
build on them, and identify areas where you need to strengthen your efforts.

WRITE IT DOWN!

Develop a memorandum of agreement that clearly defines the goals of the program
and describes the roles and responsibilities of your organization and the school. Oral
agreements can be misunderstood when they are made, and they are easily reinter-
preted later by one partner or the other. A written agreement helps ensure that both
partners—the school and your organization—have clear expectations. (An outline for
a memorandum of agreement is included in the Appendix.)
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WORKSHEET #2: PARTNERSHIP GOALS, ROLES, AND RESPONSIBILITIES

1.

10.

What are the goals of the school-based mentoring program?

What will be the initial size of the program?

Who are the key staff responsible for the mentoring program? (See Worksheet
#3 on the next page for help in identifying specific responsibilities of key staff
members.)

What is the role of teachers?

What is the role of the principal?

What legal and liability issues do you need to explore?

What financial agreements need to be made between your organization and
the school?

What procedures will be used to inform parents about the program?

How will you evaluate the program?

Have your organization and the school developed and signed a memorandum
of agreement?
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WORKSHEET #3: RESPONSIBILITIES OF PROGRAM COORDINATOR AND

SCHOOL LIAISON

Who in your organization has day-to-day responsibility for the school-based mentoring
program? (That person might be called a program administrator or coordinator, or a case
manager.) What staff member at the school acts as the program liaison? Who is responsible
for what tasks? Which responsibilities will be shared?

Responsibility Program Coordinator or School Liaison
Informs school staff about mentoring
program and referral process

Provides referral forms to school staff

Arranges for space in school where mentor
and student meet

Works with teacher to identify best times
for student to meet with mentor during
the school day

Accepts written referral of students from
teachers

Decides on the mentor-student match

Sends parental permission form; handles any
problems with its return

Arranges first meeting between mentor
and student

Is present at first mentor-student meeting

Has ongoing contact with mentor, student,
teacher, and perhaps parent

Recruits potential mentors
Screens potential mentors
Provides orientation to mentors
Provides orientation to mentees
Trains mentors

Keeps track of mentor hours and performs
other ongoing data collection

Handles year-end data collection

Responsible for mentor recognition

Other:
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REVIEWING THE BASICS: TIPS FOR
RECRUITING, SCREENING, & MATCHING

I'm more a brother or a friend, | guess, than a parent or anything.
That's the way | try to act and be with him. | don't want him to think
—and | don't think he does—that I'm like a teacher or a parent or
something.... I don't want him to be uncomfortable, like I'm going to be
there always looking over his shoulder and always there to report him
for things he does wrong and that he tells me. | just want to be there as
his friend to help him out.

—Mentor, Minneapolis

The first goal of mentoring programs is to foster strong relationships between men-
tors and youth; those relationships, in turn, can lead to positive changes in youth's
lives. Programs have learned that the foundation of those strong relationships is
built through strategic recruiting and careful screening and matching. This section
describes effective practices for school-based programs in each of those areas. It also
includes a brief discussion about referring students to the program.

RECRUITING MENTORS

Recruiting mentors is an ongoing challenge. In most communities, there is increased
competition for volunteers—especially for people who possess both the available
time and the kinds of personal characteristics that are required of mentors. There are
no easy solutions for dealing with the challenge of recruiting sufficient numbers of
qualified mentors, but the following strategies can improve your chances of success:

1. Identify features of school-based mentoring that may have particular
appeal to volunteers. All mentoring programs offer volunteers an opportunity
to make a difference in the life of a child or youth, to learn new skills, and to
have fun. But school-based programs have particular characteristics that can
make them especially appealing to some volunteers. School-based mentoring
programs:

| Require less time from mentors, including both the length of each
meeting and the overall length of the commitment

| Are highly structured, with regularly scheduled meeting times for each
mentor and student

[ Have meetings that all take place during the day and in the relative
safety of the school

| Do not have meetings during the summer and other school vacations




Technical Assistance Packet #1

2. Identify your target audiences. Programs have found that those characteris-
tics of school-based programs can help them attract volunteers who do not feel
comfortable about serving as a mentor in a community-based program, or do
not have the available time to make the commitment that community-based
programs require. These groups of potential mentors include:

| Older adults, who may be concerned about their safety in community-
based programs

] Employees, whose businesses might offer one hour a week free time
or flex time so they can mentor students in a nearby school

] Military personnel, who generally do not have the available time
required by community-based programs and are too mobile to make a
long-term commitment

| College students, who typically do not have large blocks of free time
and are generally not available in the summer

In addition, some programs have begun to recruit high school students to
mentor elementary-aged children. Many states or school districts now have
service-learning requirements for graduation, and serving as a mentor may be
one particularly rewarding way that students can fulfill these requirements.
Note, though, that high school students who serve as mentors will probably
need some additional training, or different training, than adult mentors, and
they will also require additional match supervision and support. (The Appendix
includes suggested interview questions specifically geared to high school
students.)

3. Identify the most effective way to reach those audiences. The general
strategies for recruiting mentors range from the uncomplicated and cost-free to
the more complex and relatively expensive. They include word-of-mouth;
information tables at community events; presentations to community groups,
organizations, and businesses; recruitment meals, such as potluck dinners or
breakfasts that include presentations about your program; print materials, such
as posters and brochures; articles or press releases in local and community
newspapers or organizational newsletters; and paid advertisements in the
media, or radio and television public-service announcements.

Recruiting for school-based programs provides an opportunity to target your
approaches to the particular groups of people who are most likely to be
attracted to the features of place-based mentoring. You can do outreach to
these groups in a variety of ways, including:

] To recruit older adults — 1) Make connections with senior centers
located near the school. 2) Contact local chapters of the American




The ABCs of School-Based Mentoring

Association of Retired Persons (AARP) and the Retired and Senior
Volunteer Program (RSVP). A good place to get initial information
about these organizations' volunteer programs is at their Web sites
(for AARP, go to www.aarp.org/volunteerguide; for RSVP, go to
www.cns.gov and then click on “Senior Corps”). 3) Make connections
with unions—including teachers' unions—to explore their retired
members' interest in volunteering.

To recruit corporate employees — 1) Ask the school if it is currently
working with a local corporation or has any kind of affiliation with
local businesses. 2) Identify which local corporations currently have
programs that provide flex-time so employees can volunteer during
the work day. 3) Contact the community relations manager at local
corporate offices to learn about the corporation's volunteer interests,
programs, and policies, and to find out whether the corporation would
be interested in learning more about your mentoring program.

To recruit college students — 1) ldentify which local colleges and uni-
versities have service-learning requirements. 2) Explore the possibility
of connecting with early childhood education courses and education
degree programs as a source of potential mentors.

Wherever you decide to focus your recruitment efforts, remember that building
relationships is a key factor in developing effective linkages with organizations
that can provide help. Whether those organizations are senior centers, corpora-
tions, unions, or colleges, the process of developing trust requires patience and
persistence.

Create your recruitment message. It is a good idea to develop a consistent,
but adaptable, recruitment message you can use to “sell” your program to both
organizations that can help you with recruiting and to the potential mentors
themselves. Consider the following questions as you think about how you can
appeal to your audiences:

Why do people volunteer to become mentors?

What characteristics of school-based mentoring programs might further
motivate people to volunteer?

What is it about your program's mission, goals, and population of
participants that would motivate people to volunteer for your specific
program? What successes has your program had to date that can con-
vince people it is worth their contribution of time?

While your message will be consistent, you will also want to adapt it so it
strikes a particularly responsive chord among people in the specific group you
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are targeting for recruitment. Older adults, for example, might be concerned
about their safety, and you would want to emphasize the place-based nature of
school mentoring programs. Some people might believe they can't afford to
become a mentor because they think they would be expected to buy gifts for
their student, and you would want to note your program's ground rules about
gift giving. Other people might think they need particular skills, and you would
want to describe the mentor's role and the training all volunteers receive.

In addition, when you meet with corporate community relations managers to
enlist their support in recruiting from a business, be sure to talk about the
benefits that corporations report they gain from having their employees serve
as volunteers in the community. These include improving a company's public
image, improving employee teamwork, and increasing employee morale and
job satisfaction.®

5. Provide good customer service. As you recruit, be sure your program is
ready to respond to the people who are interested enough to contact you for
more information or to apply to become mentors. While that point seems obvi-
ous, programs, at times, set up unintentional barriers that discourage the very
people they are trying to recruit. Every contact with the public leaves an
impression about your program. Having a good recruitment message and get-
ting it out to the right places are not enough. Your program has to be sure that
it appears friendly and inviting to the people it is recruiting—Ilike any success-
ful “business,” it has to provide good customer service.

Your program should always be prepared to respond to inquiries from poten-
tial mentors, even during periods when you may not be actively recruiting.
Have someone on your staff who is specifically responsible for responding to
initial telephone inquiries, and develop guidelines for the staff member to fol-
low. (These guidelines could include asking the caller how she or he heard
about the program so you can track which of your recruitment strategies are
working.) Have materials ready to mail to people who call. These could
include materials about your program and its goals, a mentor job description,
an explanation of your screening process, and an application form. Finally, be
ready to follow up. If a caller completes and returns the application, be pre-
pared to take the next steps.

SCREENING MENTORS

The purpose of the screening process is to separate safe and committed applicants
from those who would not be successful mentors. Within the context of that large
purpose, each program's screening policy for mentors needs to be appropriate for
the program's goals, characteristics of the youth it serves, and other program
features.

6 points of Light Foundation. (1999) Corporate Volunteer Programs-A Strategic Resource: The Link
Grows Stronger Washington, DC: Author.
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Your screening tools should include a written application; a face-to-face interview;
references from friends, co-workers, and/or an employer; and criminal records and
child abuse registry checks. These tools will allow you to screen for safety and for
suitability, and also help you develop a profile of the applicant's interests and
strengths that you can use for making decisions about matching the applicant (if he
or she becomes a mentor) with a student.

SCREENING FOR SAFETY

To protect youth from risk, and to protect the organization from liability, each pro-
gram must develop a process for screening potential mentors to be sure they are
safe. Establish screening requirements based upon your program design and youth's
exposure to risks. Most importantly, determine whether your school-based mentoring
program is likely to ever include contact outside of school—this will affect your
screening policy. If all contact between the mentor and student will take place at the
school, screening for safety can be somewhat less intensive than for community-
based programs. In particular, you will not need to do a driver's license check or
make a home visit.

The process of screening for safety should include:
B A criminal history records check and child abuse registry check
[ Checking references

B A personal interview

In addition, you are responsible for learning whether there are any state, local, or
school district requirements concerning safety checks for volunteers who work with
children or youth. Some states, for example, require fingerprint-based criminal
records check, and a number of localities require tuberculin tests.

Who Will You Screen Out?

Develop a list of disqualifying offenses. Ask: “Given the program's goals, the youth it
serves, and the settings where the mentor-mentee meetings take place, what offenses
would disqualify someone from being a mentor?” Also identify mitigating circum-
stances to be taken into account. For example, you might include “drug convictions”
as a disqualifying offense. But if an applicant was convicted 10 years ago, at the age
of 17, for possession of marijuana and has no later criminal record, then his age at
the time of conviction and the absence of later convictions could be mitigating cir-
cumstances because it is reasonable to expect the behavior will not recur.

Note, however, that youth-serving organizations generally agree that anyone who has
ever been convicted of a violent crime should be permanently barred from being in
a volunteer role where there is substantial contact with children or youth. “Violence”
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includes sexually exploitive behavior. In addition, your state, locality, or school dis-
trict may have regulations that automatically bar people who have been convicted of
particular crimes.

SCREENING FOR SUITABILITY

Your program might want to identify specific “suitability” criteria for mentors that are
directly related to the program's goals and the characteristics of the youth it serves.
However, there are three essential qualities that all mentors, in all programs, need to
possess in order to establish the kind of trusting relationship that can make a differ-
ence in a youth's life:

1. They need available time. While all applicants believe they have the time to
mentor, one purpose of the screening process is to make sure they are being
realistic. However enthusiastic they may be about mentoring, if they are too
busy to maintain the meeting schedule there is potential damage to the youth,
who could feel abandoned by yet another adult.

2. They have to be dependable. A second key quality that mentors have to
possess is “dependability.” In fact, they need to be both physically present and
emotionally dependable. Early in the relationship, a youth is likely to test his
or her mentor in order to discover whether the mentor is just another adult
who fails to come through. The mentor has to pass this test by regularly show-
ing up for meetings, despite whatever obstacles the youth may create. In
addition, mentors need to be emotionally dependable. They need to maintain
their interest in the youth and his or her well-being over a period of time.
During the screening process, you will want to learn whether applicants have a
history of following through on their commitments, or whether they are people
who become excited about something and then lose interest and fade away.

3. They need to have a developmental attitude toward youth. Do applicants
see their role as “fixing the youth's problems” or as helping the youth to grow?
During the screening process, it is important to gain an understanding of appli-
cants' sense of a mentor's role and their expectations for the relationship.
Applicants who seem controlling or judgmental, or who expect to transform
the youth's life and believe they will see a rapid improvement in behavior, are
likely to have great difficulty developing a meaningful relationship with the
youth. Youth will walk away from the relationship because the mentor will
become just another adult telling them how to be and what to do. Or the
mentors themselves will become frustrated because they see no magical results,
and they will give up on the relationship.

The written application, face-to-face interview, and reference checks should,
together, enable you to assess an applicant's suitability. (The Appendix includes a
sample application and suggested interview questions.) Throughout the process, be
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sure that applicants have CLEAR EXPECTATIONS. While describing the potential
benefits of mentoring, also be straightforward about the potential challenges.
Otherwise, if mentors later run into problems, they will be more likely to drop out.

Who Will You Screen Out?
As you go through the process of screening for suitability, be alert to applicants who:

| Don't have enough time, or have work schedules or other responsibilities that
may make it difficult for them to show up reliably at the assigned meeting times

| Seem to have a history of not following through on commitments

| Seem to be volunteering because they think it will help their status in the
workplace

] Believe they can transform the student
| Hold rigid opinions and do not seem open to new ideas

[ ] Seem too concerned about what a mentee can do for them, or want to be a
mentor so they can work out problems from their own past

These people should be offered other, non-mentoring volunteer opportunities with
your program or screened out entirely. In some cases, people with a “fix-the-youth”
attitude might make good tutors, and you could refer them to a tutoring program at
the school.

REFERRING STUDENTS

When you meet with the school, discuss their priorities, and define the goals of the
mentoring program, you most likely will also identify the kinds of students who will
be asked to participate. The following questions can help you plan the process of
recruiting and preparing those students:

1.  What are the criteria for selection? For example, will the program target
students who have behavior problems? Are underachievers? Are new arrivals in
this country and are having difficulty getting comfortable? All of the above?

2. Who will make the referrals? Generally, teachers or counselors recommend
students for the program. The school must then send a permission letter home
to the parents or guardians.

3. How will stud