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	Statement of Satisfactory Completion
	Participants in Boys & Girls Clubs of America (BGCA) learning opportunities must be present and actively participate throughout the entire learning experience. BGCA has developed performance measures to monitor participant achievement and to help ensure that the learning experience is efficient and effective. Performance measures ensure economical choice of instructional content, provide a basis for participant accountability during and after instruction, and help align participant achievement to strategic goals. The following are among the types of assessments used: essay; fill-in-the-blank; multiple choice; true/false; demonstrations; oral response; and matching. Participants must satisfactorily complete the entire learning experience before either a BGCA Verification of Learning Credit (VLC) or Continuing Education Unit (CEU) is awarded. In order for participants to receive a CEU credit, a participant must also complete a demonstration of learning assessment form. BGCA does not award partial credit for learning experiences.

	
	

	Course Welcome
	Welcome to the School of Youth Development’s Mentoring at Boys & Girls Clubs course.
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OJP Performance 
Measures

	For those of you selected by Boys & Girls Clubs of America to participate in the “Boys & Girls Clubs National Youth Mentoring Programs”, funded through the Office of Juvenile Justice and Delinquency Prevention, Office of Justice Programs and U.S. Department of Justice, related OJP performance measures are aligned to content throughout this course. A full list of the OJP performance measures can be found online at the BGCA Federal Grant website, http://www. bgca.net/ Departments/FederalGrants/OJP TYM_2010.aspx.  

	
	

	Resources
	To support your ability to fulfill grant related expectations, resources aligned to content throughout the course include sample forms and handouts found on BGCA’s Mentoring:  Intentional, Structured and  Life-changing website, http://www.bgca.net/Departments/Mentoring/Default.aspx; BGCA learning opportunities, and other websites as noted.  

	
	

	Required OJP Forms 
for Mentorship 
Case Management
	For those participating in the “Boys & Girls Clubs National Youth Mentoring Programs”, required OJP Forms for mentorship case management are referenced and highlighted.

	
	

	Goal
	The goal of this course is to ensure that you can successfully plan and implement a mentoring program that meets the needs of at-risk youth in your Club.

	Learning Outcome
	By completing this course, you will be able to generate a plan to assess the needs of your Club and community, and develop, implement, track and report the results of a Club-based mentoring program.  

	
	

	
	Your program will help you achieve your goals and objectives for youth, including improved academic, social and career outcomes, as well as behavioral and personal development.  Additional services will be initiated, expanded and enhanced to address the pathways to delinquency.

	
	

	What is Mentoring?
	Mentors are caring individuals who, along with parents or guardians, provide young people with emotional support, counsel, friendship, reinforcement and a constructive example in a structured and trusting relationship.  However mentoring is not a one-size-fits-all program. Every young person who would benefit from a mentoring relationship has individual needs. Effective mentoring programs should offer enough flexibility to help meet each youth’s personal needs, and at the same time allow mentoring relationships to flourish within a safe, structured environment.

	
	

	Three Basic Frameworks of Mentoring
	The three basic frameworks of mentoring are:
· Traditional One-to-One Mentoring
· Group Mentoring
· Peer Mentoring

	
	

	Traditional 
One-to-One 
Mentoring
	One-to-one mentoring places one adult in a relationship with one youth.  To help foster a successful mentoring relationship, the mentor and mentee should meet very regularly, especially at the beginning of the program, and continue for the duration.  There are exceptions – such as in school-based mentoring, which coincides with the school year – and other types of special mentoring initiatives. 

	
	

	Group 

Mentoring
	Group mentoring involves one adult mentor forming a relationship with a small group of young people. The mentor assumes the role of leader and makes a commitment to meet regularly with the group over a long period of time. Most interaction is guided by the session structure, which includes time for personal sharing. The program might specify certain activities that the group must participate in, or in some cases the mentor may choose or design appropriate activities. Some group mentoring activities may be intended as teaching exercises, while others may simply be for fun.

	Peer

  Mentoring
	Peer mentoring provides an opportunity for a caring youth to develop a guiding, teaching relationship with a younger person. Usually the mentoring program specifies activities that are curriculum-based. For example, a high school student might tutor an elementary school student in reading or engage in other skill-building activities on site. These youth mentors serve as positive role models. They also require ongoing support and close supervision. Usually in a peer mentoring relationship, the mentor and the mentee meet frequently over the course of a semester or an entire school year.

	
	

	Mentoring in 

Boys & Girls Clubs
	Mentoring in Boys & Girls Clubs takes many forms:

· Both formally and informally, in day-to-day contact with Club staff, either one-on-one or in small groups
· In regular and periodic contact with Club volunteers, including board members and other community leaders, employee groups from corporate supporters, etc.

· Through proven programs specifically structured to include a mentoring component or aspect

	
	

	Duration and Frequency
	Because relationships and the bond between mentors and mentees develops over time, the duration and consistency of each mentoring relationship is very important. At a minimum, mentors and mentees should meet regularly – at least twice a week for at least a year. There are exceptions, such as mentoring that coincides with the school year and other types of special mentoring initiatives. Mentees need to know from the outset how long they can expect the relationship to last so they can adjust their expectations accordingly.

	
	

	At-Risk Youth:              The Need for Mentoring


	Mentoring youth is important to the Boys & Girls Club Movement.  The fact that the mentoring needs of at-risk youth are growing at the same time that there is a shortage of mentors to help them is deeply troubling. 

	
	The mentoring gap is particularly disconcerting in regards to African-American, Latino and Native American male youth. Clubs are uniquely positioned to address the mentoring needs of at-risk youth residing in distressed areas.

	
	

	Proven Youth Development Strategy
	Clubs deliver a proven youth development strategy, access to Club services several days a week, a safe and clean environment, life-changing programs, and the opportunity to receive mentoring experiences and relationships with diverse, trained and caring staff and volunteers in a supervised and structured environment.

	Key Elements for Positive Youth Development


	Through extensive research, Boys & Girls Clubs of America has identified certain elements that make it possible for Clubs to assure positive developmental experiences for Club youth. We have learned that the level of impact a Club has on young people depends on how often and how long members participate, and how well the Club implements five key elements: 

· A Safe, Positive Environment
· Fun
· Supportive Relationships 
· Opportunities and Expectations 
· Recognition.

	
	

	A Safe, Positive Environment
	Club staff, facilities, program offerings and age-appropriate settings create stability, consistency and a sense of physical and emotional safety for members. The Club provides structure and clearly defines acceptable behaviors.

	
	

	Fun
	Clubs generate fun for members. Members develop a strong sense of belonging through connections they establish with staff and peers. Staff members make the Club feel like home, fostering a family atmosphere and creating a sense of ownership for members.

	
	

	Supportive 

Relationships
	Club youth develop meaningful relationships with peers and adults. Staff members actively cultivate such relationships to ensure that every member feels connected to one or more adults and peers. Staff members demonstrate warmth, caring, appreciation, acceptance and proper guidance in their interactions with members. Supportive relationships are critically important to creating positive outcomes for youth through mentoring. 

	
	

	Opportunities and Expectations
	Club youth acquire physical, social, technological, artistic and life skills. Clubs encourage members to develop moral character and behave ethically. Staff members establish and reinforce high expectations, and help young people do well in school and pursue a post-secondary education. 

	
	

	Recognition
	Clubs recognize and affirm young people’s self-worth and accomplishments. Staff members encourage youth and provide positive reinforcement as they make improvements and experience successes. The Club showcases young people’s achievements.  Incorporating these elements into your mentoring program will help ensure its success.

	
	

	Benefits of a Mentoring Program


	Not only does mentoring benefit youth, implementing a mentoring program will also be a good investment for the Club’s board development, community relations, and resource development efforts, as well as an enhancement to existing Club programs.  

	
	

	Board 

Development
	Motivating board volunteers is an on-going process and a common strategy for most organizations. When board members get actively involved in their Clubs, good things happen. Overall participation in board meetings, special events and fundraising activities are significantly increased. 

	
	

	
	Community volunteers who participate as mentors become strong advocates for the Club and may help identify potential board prospects. Most mentors express great personal satisfaction in sharing their life's work and experience. 

	
	

	Community 

Relations
	Developing a mentoring program provides an opportunity to establish partnerships with schools, community service organizations and local businesses, all of which can open doors for Club membership recruitment, fundraising and resource development. Publicity generated by mentoring success stories clearly defines the Club's mission in shaping the lives of young people, and depicts the Club as an organization concerned with the overall development of young people.

	
	

	Resource 
Development
	Although no special funding is needed for a Club to conduct a successful mentoring program, take advantage of opportunities to enhance its quality and expand the reach. Mentoring is a major interest of many foundations and corporations for funding and employee engagement.

	
	

	Enhance Existing Programs
	Adding a mentoring component to existing programs such as CareerLaunch®, Money Matters™ or Triple Play can increase their effectiveness many times over. A mentoring program provides value and opportunities to any young person, especially those who face several barriers to success. Mentors can reinforce the lessons learned and discuss how those lessons can be applied to real-life situations with their mentee.

	
	

	Course Lesson Titles
	Lessons in this course include:

· Creating Your Mentoring Program Model; and

· Six Steps to Implementing Your Mentoring Program. 


	LESSON ONE:  CREATING YOUR PROGRAM PLANNING MODEL

	
	

	Lesson Objective
	At the end of this lesson you will be able to assess your readiness to conduct a needs assessment, ensure proper staffing, establish goals and objectives, establish partnerships, establishing practices and procedures, and determining how to integrate mentoring at your Club with BGCA national programs. 

	
	

	Lesson Introduction
	Any group planning to launch a new mentoring program must have a basic organizational structure in place to effectively manage the task of running a program.  As mentoring has grown in popularity in recent years, the number of new mentoring programs being created has increased considerably.   

Six actions essential to planning an effective club-based mentoring program are:

1. conducting a needs assessment
2. ensuring proper staffing
3. establishing goals and objectives
4. establishing partnerships 
5. establishing practices and procedures 
6. integrating BGCA programs.

	
	

	Conduct Needs Assessment
	Results from your Club’s traditional needs assessment will provide much needed information pertaining to your existing Club membership.  While a mentoring program in your Club is certainly positive for the youth, it is important that you also understand your program’s place in the community.  The first step to understanding where and how your new mentoring program might have an impact in the community is to conduct a community needs assessment. 

	
	

	
	Although you may have already elected to offer a mentoring program to the youth within your Club, a community needs assessment can help identify potential partners and clarify the specific roles your program might play in conjunction with the other educational and development opportunities already available to target youth in your community.  
Although you may have already decided to implement a mentoring program, a community needs assessment can help indentify potential partners and clarity the specific roles your program might play in conjunction with the other educational and development opportunities already available to targeted youth in your community. 

	Conducting Your Assessment
	Factors to consider when conducting your assessment include:

· school test scores

· juvenile crime statistics

· dropout rates

· teen pregnancy rates

· substance abuse estimates

· gang activity

	
	

	
	Pay extra attention to the existing mentoring programs already operating in your area. 

· What outcomes do they focus on? 

· Are specific groups of youth already being served? 

· Who are these programs’ current partners? 

Answering questions like these will help you determine whether the type of programming you are considering already exists.  

Results from your Club’s needs assessment and from your community needs assessment should provide a framework critical to designing a program that can be integrated into the services for youth in your community. 

	
	

	Creating Your Plan
	As you create a plan your program, make sure that it reflects: 

· the information learned about your Club and youth
· the information learned about your community and youth
· identified gaps in services currently being offered to youth 

· how information gathered in the needs assessment will be incorporated into your program planning, goals, objectives, practices and procedures

	
	

	RESOURCES found on http://www.bgca.net/Departments/Mentoring/Default.aspx to support your efforts to conduct a needs assessment include: 

Forms

· Mentoring Needs Assessment

· Sample Mentoring Needs Assessment Form

	
	

	Proper Staffing
	The next action is to ensure proper staffing.  An effective plan must include securing staff to support your mentoring program.  Staff aligned to your program will provide oversight and be expected to report performance measures.  They must be responsive to the goal of narrowing the mentoring gap by recruiting, training and supporting mentors, with an emphasis on recruiting male mentors from minority populations.

	Project 

Coordinator
	A project coordinator is necessary to lead the coordination of all related elements.  This position involves recruiting, training and screening volunteers and matching them with youth. Additional responsibilities include interviewing and screening the youth, providing follow-up support once each match is made, planning training events, planning and implementing community-based activities, and evaluation and reporting the results of the program.

	
	

	Examples of 
Duties


	· Form a strong collaboration with partner organizations, including obtaining written agreements, signed by the appropriate officials representing each of them
· Act as liaison between organizations supplying the mentors and the mentees
· Ensure references and background checks are conducted
· Provide guidance to mentors and youth to ensure that both have enriching mentoring experiences
· Organize orientation sessions for parents and youth that outline goals, procedures and current mentoring events
· Oversee and/or assist with participant screening, training, matching, support, supervision, recognition and closing activities for mentors and youth
· Secure parent consent forms and mentee applications
· Plan and promote the kickoff event and ensure that everyone is aware of event particulars
· Maintain records of attendance and outcomes for mentors and mentees. Notify mentors when mentees will not be present during sessions or vice versa
· Organize initial and ongoing support and training sessions for mentors and mentees
· Communicate with supervisor on a weekly basis concerning site or individual issues or new projects
· Prepare and provide training materials

· Distribute all activity packets and fliers for program events to mentors

· Contribute to program evaluation efforts 

	
	

	Establish Goals and Objectives
	Another essential action to planning your mentoring program is establishing your goals and objectives.  Be prepared to answer such questions as: 
· What is the purpose of the mentoring program? 
What objective(s) do you want to meet as a result of successful implementation?                                                                           

	Establish Partnerships
	Establishing strong partnerships, both formal and informal, in order to collaborate to maximize the impact of services is also an important part of your plan. The development of partnerships will help you design the best possible program for the type of mentoring you want to offer and the youth you expect to serve.
Those of you participating in the “Boys & Girls Clubs National Youth Mentoring Programs” are expected to collaborate with other agencies.  
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	For partnerships to be effective, it is essential that everyone involved clearly understands the goals, objectives, policies and activities of your mentoring program. It’s also helpful if your partners have a voice in your program’s design to increase their sense of ownership and commitment. This process takes time and energy, but, by developing this shared understanding and commitment up front, you will avoid potential problems and build more successful partnerships.

	
	

	Key Strategies
	Key strategies for developing and maintaining partnerships include:

· Establishing mutual expectations
· Identifying a primary contact person
· Including on advisory committee 

· Meeting annually

	
	

	Establishing mutual expectations 


	All expectations between the Club and each community partner should be clearly described in formal written memorandums of understanding signed by all parties. These expectations may include referral of youth to the program; the sharing of confidential information, such as attendance records or test scores; or the collection of data for evaluation purposes.

	
	

	Identifying a primary

contact person
	At each partner organization, there should be one person who is aware of the expectations for the partnership. This person will be able to respond to day-to-day issues as they come up, rather than letting them accumulate and become barriers to program success. Orientation for key partner contacts should occur whenever there is staff turnover for an involved position.

	
	

	Participate on 

advisory committee 


	Representatives from partner organizations might also be considered for inclusion on your advisory committee.  This can help maintain inter-agency communication and facilitate your partners’ on-going input on programmatic issues.                       

	
	

	
	In the absence of such representation, your program should meet regularly with its partners to discuss how the collaborations are going and to inform them of the progress made toward the goals of the program.

	
	

	Meeting 

annually
	A best practice would be to meet individually with each partner on an annual basis to review partnership agreements.  This provides an opportunity to discuss how the partnership is working, iron out problems, clarify expectations, thank them for their support, and make any changes that are needed.  

	
	

	
	Support from the community can provide more hands-on assistance.  As you develop your community partnerships, start with a core group of supporters and add new members as momentum for the programs grows.  Successful partnerships have been formed throughout the Boys & Girls Club Movement with entities listed below. 

	
	

	Civic Groups


	Local Government Services/ private industry
	Non-profit service organizations and/or faith-based organizations
	Secondary education providers
	Post-secondary education providers or vocational training providers

	
	
	
	
	

	· Lions Clubs

· Rotary clubs

· Kiwanis chapters

· 100              Black Men organizations

· 100 Black Women organizations
	· Fire departments

· Sheriff’s departments

· Police departments
	· Local churches and faith-based organizations

· Girl Scouts

· Big Brothers Big Sisters chapters 

· Victim assistance organizations

· Planned Parenthood

· Boy Scouts 

· United Neighborhood Centers

· Child Welfare League

· Police Athletic League

· Parent Teacher Associations

· 4-H collaborations

· Red Cross 

· YMCA/YWCA 

· Junior Achievement 

· Parks & Recreation 
	· High schools (especially those with service learning initiatives)

· Communities In Schools partnerships
	· Local universities, community colleges

· Historically Black and Hispanic Association colleges and universities

· School personnel/boards

· Other youth service providers
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OJP Performance 
Measures

	· Monitor and report the number of mentoring programs with active partners.

· Monitor and report the number of active mentoring partners representing each of the following groups: non-profit service organization and/or faith-based organization, private industry, secondary education provider, and post-secondary education provider or vocational training provider.

	
	

	RESOURCES found on http://www.bgca.net/Departments/Mentoring/Default.aspxto support your efforts to establish partnerships include:

Form

· Sample Partnership/Collaboration Tracking Form

DL Course

· Partnership Development:  Forming, Maintaining and Evaluating Partnerships in Boys & Girls Clubs

Workshop

· Community Connection: A Collaboration Workshop

	
	

	Establish Practices and Procedures


	Your program should develop and implement written, standardized mentor and mentee practices and procedures, detailing the step-by-step process that takes an individual from applicant to participant.  Although your materials and approach will be quite different for mentors and mentees, many of the key elements of your start-up process will be similar for both.  

	
	

	Creating Tracking Forms 
	Activities should include creating tracking forms for mentors and mentees, entering data into your program’s database for tracking, evaluating and reporting purposes, and following up with potential volunteers and youth who are not selected for participation.

	
	

	
	Trackable activities will allow you to easily tell where individuals are on the road to becoming a mentor or mentee. Such activities will also ensure that you gather all of the information you will need for evaluation and reporting purposes.  
Without established procedures, potential volunteers may fall through the cracks as your staff loses track of individuals at various points in the process. Similarly, the youth most in need of mentoring may lose interest in your services if the process of becoming a mentee is too lengthy or unclear.  Solid procedures also ensure a level of consistency that is crucial for risk management.

	
	

	
	A program that conducts intake and matching in a random, case-by-case manner is vulnerable to breakdowns or omissions in the screening process and can compromise the safety of youth – with potentially disastrous consequences.

	
	

	RESOURCES found on http://www.bgca.net/Departments/Mentoring/Default.aspx to support your efforts to establish practices and procedures include:  

Forms

· Boys & Girls Club Mentorship Process Plan Form * 
· Mentor/Mentee Meeting Tracking Form 

· Sample Mentor Tracking Form

· Sample Mentee Tracking Form

· Mentee Weekly Activity Tracking Report *   
· Sample Mentoring Program Coordinator Summary Weekly Activity Tracking Report

	(*Required for use by those participating in the “BGC National Youth Mentoring Program”) 



	Integrating Club Programs 
	Before you officially start to recruit potential mentors, make sure you’ve considered how to align your Club’s mentoring experience with existing BGCA programs and activities.   Boys & Girls Clubs of America has an extensive menu of programs with mentoring elements from which you can choose.  

	
	

	BGCA’s Evidence-Based Programs
	Included among these are three evidence-based programs from which those of you participating in the federally funded project, “Boys & Girls Clubs National Youth Mentoring Programs,” can choose.  BGCA’s three evidence-based programs are Project Learn, SMART Leaders and Gang Prevention through Targeted Outreach.

	
	

	Project 
Learn
	Incorporate small group mentoring by having a volunteer come to help members with homework and to set academic goals on a weekly basis for the school year. Structure high-yield learning activities around a particular subject area that the volunteer is comfortable with, such as science. Invite an engineer from the community to come to the Club and work with a small group of Club members on a weekly basis to do robotics and discuss science-related homework with the youth.

	
	

	SMART 
Leaders
	This is a two-year peer leader/booster program designed to prepare teens to become leaders in their Club and community.

	
	Through a mentor relationship with Club staff or SMART Moves volunteer facilitators, participants engage in educational discussions about alcohol, tobacco and illicit drugs. 
The goal of this mentor relationship is to meet the developmental needs of older teens and to keep teens involved in prevention activities. This small-group program teaches teens how to be role models and serve as mentors themselves.  They are also encouraged to recruit other youth for the program.

	
	

	Gang Prevention 
through Targeted Outreach
	Mentoring in Targeted Outreach In all five of our Targeted Outreach (TO) initiatives, the staff person or persons working with the youth are not only there to listen to the youth but also to develop a relationship. Mentors are actively involved in the young person’s life by working with them to achieve in school; to prepare for, find and keep a job; to help with family relationships; and to meet other needs as they arise. These relationships are stable and long-term, lasting for a year or more. Listed below are the five TO programs:

	
	

	
	· Delinquency Prevention Initiative (DPI) – Research shows that a significant buffer for the risk of delinquent behavior is a relationship with a caring adult. Support teams made up of a family participant, a school participant, a community participant and a Club staff person are at the heart of the DPI approach. In addition, a positive peer is included who acts as a mentor for the youth. This team helps the mentee put together a plan and gives them support during the decision-making process while developing a caring relationship with the youth. An intake form and monthly tracking form are used to assist the team and the Club staff person with planning for the youth.

	
	

	
	· Delinquency Intervention Initiative (DII) – When working with a youth who has already committed a delinquent act, there needs to be a positive influence added to their lives. In DII, this influence is generated by a Club case manager who develops a trusting relationship with the individual so that the youth can come to recognize this person as someone who they can depend on to be there for them and to offer guidance with the decisions that they make. This Club staff person meets with the youth on a regular basis to discuss school, family, job, activities and whatever else is of importance to the individual.                                                                         

	
	In addition to the intake form filled out on each youth, the case manager also fills out a monthly tracking form that is used in the case management process.

	
	

	
	· Targeted Re-Entry (TR) – Because of the high rate of recidivism in the justice system, it is important to build a relationship with these individuals as early as possible. Clubs are set up inside correctional facilities in order to allow a Club staff person to work with and develop a relationship while the individual is still incarcerated. That relationship continues through a transition back into their community and then continues on in the community. The Club staff person continues to meet with the individual and helps them to find ways to meet needs and assists the individual in making decisions that will lead to positive outcomes.

	
	

	
	· Gang Prevention through Targeted Outreach (GPTTO) – Youth make decisions to join a gang for a number of reasons. In GPTTO, Club staff help these at-risk youth make positive decisions that lead them to participating in pro-social activities and away from gang involvement. A GPTTO coordinator reviews the intake of each youth by assessing the needs, strengths and interests of each. Using this information, the coordinator will team them up with a Club staff person who works in an area of the youth’s interest. That Club staff person uses that interest to develop a relationship with the mentee that will enable the staff person to offer guidance to the youth.

	
	

	
	· Gang Intervention through Targeted Outreach (GITTO) – Youth who join gangs need help to realize that there are other alternatives to gang involvement. With GITTO, a Club case manager begins working with a young person to develop a trusting relationship to help guide the youth away from gang activities. The case manager assesses the youth’s needs, interests and strengths. They then use that information to help the young person develop a plan to meet those needs and develop those strengths. They continue to meet with the individual to offer support and guidance as they strengthen their relationship. The staff person also continues to use a monthly tracking form to assist with this process.

	
	

	
	

	Other BGCA Programs
	Integrate mentoring into other BGCA Programs.

	
	

	Education and Career Development


	· Power Hour

· Be GREAT:  Graduate

· CareerLaunch® 
· Junior Staff

· Money MattersTM

	
	

	Power Hour
	In either adult/member mentoring or older member/younger member mentoring, volunteers work with members to do one-on-one or small-group tutoring. Each member works with the volunteers to develop individual academic skill-building and goal-setting plans. Mentors should also host beyond the tutoring time for the volunteer and member to talk, such as weekly dinners at the Club.

	
	

	BE GREAT: 

Graduate 
	Using intensive case management, Club staff and volunteer mentors are trained to use strength-based strategies and problem-solving techniques through strong relationships to support young people at risk for future school failure. BE GREAT: Graduate provides consistent support from caring and trusted adults in developing the academic, emotional and social skills necessary to achieve academic success. The program uses early warning signals – attendance, behavior and course failure – to identify youth at risk of dropping out. 

	
	

	CareerLaunch® 
	This career preparation program has a mentoring component for teens ages 13-18. Club members are matched with adult professionals with similar career interests to assist with job-skills practice, real-world work experience, post-secondary planning and career preparation. Volunteers serve as mentors to guide teens toward an understanding of the skills and motivation required to earn a fulfilling career. They also work to strengthen teens’ academic and job-readiness skills. The program promotes both short-term mentoring opportunities, such as career fairs, job shadowing days, Camp Old Navy and similar events; as well as long-term planning activities for career exploration, roles as board leaders and program volunteers. Mentors will be selected by Club staff; the host Club will provide mentor training/orientation; activities will be scheduled and volunteers will use the CareerLaunch Staff Resource Guide as a reference. The mentoring initiative will be culminated by recognition events to highlight teen and volunteer accomplishments and to encourage additional volunteer service.

	Junior Staff 
	Club professionals serve as mentors to introduce teen members ages 13-18 to multiple roles in the Club as apprentices. An objective of the Junior Staff program is to cultivate teen interest in future careers in Boys & Girls Clubs or other youth development professions. An apprenticeship component is built into the program which is designed to give members a year of practical experience in Club roles assisting and learning from professional staff. It incorporates one-on-one guidance from Club leaders. The personal skills related to employment, such as leadership responsibilities, how to conduct oneself at work and the importance of proper work ethic are all essential elements of this on-the-job experience. Junior Staff job descriptions are used to set clear expectations with youth; a system is used to keep track of the hours they work; regular debriefings are scheduled with participants to review member achievements. Parents, teachers, youth development professionals and business leaders in the community all play a role in this career development opportunity for youth. 

	
	

	Money MattersTM 
	At the outset of each session, volunteers can be matched up with up to three teens each. Each teen will have a "portfolio" that includes a personal budget, a savings plan and ideas for entrepreneurial goals. Each one-on-one mentoring session should last 20 minutes to discuss the short-term goals that the teen/mentor discussed in the previous week. In addition to meeting with teens face-to-face on a regular basis, teens and mentors could also check in by phone/e-mail. This mentorship could last a year or as long as the program lasts. At the end of the mentoring program, teens/mentors could celebrate by either going out with teen to purchase item they may have been saving for or working with teens to present a culmination project to the Money Matters group or the entire Club. Clubs could also have a ceremony that involves mentors/teens. Mentors could also give teens tips on how to mentor a younger Club member; this will help promote leadership, mentoring and recruitment of program. Mentors could also coach teens on how to apply for college. 

	
	

	Character and Citizenship
	· Torch Clubs

· Keystone Clubs

	
	

	
	

	
	

	
	

	Torch Clubs
	These small-group character- and leadership-building clubs (for youth ages 11-13) provide an opportunity for meaningful mentoring experiences. Examples of possible Torch Club mentoring projects include:
· Service to Club and Community – Voter registration drives, visits to hospitals, recycling (a mentor helps youth start a program at the Club), neighborhood clean-up campaigns, academic and reading projects (a mentor teaches youth how to conduct a tutorial program correctly)
· Education – Behind-the-scenes visits to businesses, visits to colleges, publishing a Club newsletter (a mentor teaches youth the complete process of creating a newsletter), quiz bowls and debates, other activities that promote academic success

· Health and Fitness – Organizing fitness and nutrition clinics (including dental and vision exams), blood pressure screening, walking, bowling, roller skating, bicycle trips, athletic tournaments
· Social Recreation – Trips to amusement parks, chess tournaments, scavenger hunts, Club sleepovers, holiday parties, film festivals, inter-Club gamesroom tournaments

	
	

	Keystone Clubs 
	These character- and leadership-building clubs for youth ages 14-18 provide several different opportunities for incorporating a mentorship component. Adult mentors can work with small groups of Keystoners throughout the year to accomplish their Keystone projects in the areas of academic success, career preparation and community service, as well as the group marketing plan and national service project; or they can serve as the group advisor. Keystone teens can also serve as mentors with Torch Club members or younger Club youth in a variety of ways, such as teaching them to run a snack bar, helping with homework and encouragement to do well in school, or guiding them through a program.

	
	

	Health and Life Skills


	· Passport to Manhood
· SMART Girls
· SMART Moves

	
	

	Passport to 

Manhood 

	As part of their participation and completion requirements, teen boys who participate in the program are required to mentor a younger Club member. They are assigned to meet once per week to verify one positive accomplishment of their mentee. At the conclusion of the process, both the mentor and the mentee are given some form of recognition as well. Additionally, the structure, philosophy and goals of the program lend themselves to a variety of mentoring formats. This program covers topics such as education, career development, risky behaviors, community service and healthy lifestyles that also easily lend themselves to group mentoring and enables Clubs to explore collaborations with groups (fraternities, service groups) who increasingly want to get involved with their community’s youth. 

	
	

	SMART Girls
	BGCA thinks it is important for young women to establish healthy interpersonal relationships. A direct result of the mentoring component is positive character development that contributes to the maturation process and overall well-being of girls. Therefore, adult mentoring is integrated throughout this curriculum to help foster self-confidence and enhance communication skills. In every community, families are the most important social unit and a vital mechanism through which children are socialized to society’s dominant values. SMART Girls features a Mentoring Activity that involves mothers or other female role models and reinforces the skills learned in individual sessions. These activities may occur on or off the Club site; some off-site activities may occur at a retreat or sleepover, restaurant, local parks or in a home setting. When mentoring is missing at home, the girls’ positive relationships with female Club staff serve to reinforce and sometimes replace this important “family” function. 

	
	

	SMART Moves
	A direct result of the mentoring component of this program is increased exposure to protective factors that promote positive behaviors and healthy lifestyles. The mentoring component involves the facilitation of information and interactive activities by a consistent staff person/volunteer from a community organization who reinforces the skills learned in individual sessions. These activities may occur on or off the Club site on a monthly basis.

	
	

	The Arts and Technology


	· ImageMakers National Photography Programs

· Club Tech: Digital Arts Suite

· Club Tech: Game Tech

· Club Tech: Robot Tech

· Club Tech: Skill Tech and Skill Tech II

	
	

	
	

	ImageMakers National Photography Program
	This program gives youth the opportunity to express themselves creatively, build confidence and learn new skills. Volunteer mentors from the National Press Photographers Association conduct photography skill building sessions on a weekly basis with Club members, ImageMakers will continue to impact Club members long after participation. This small group Club will consist of no more than 8-10 Club members in order to provide specialized instruction.

	
	

	Club Tech: 

Digital Arts Suite 
	This year-round program encourages Club members ages 6-18 to learn and practice black-and-white, color, digital and alternative process photography. Clubs can partner with local firms, such as Web design firms, music studios, independent filmmakers or graphic designers, to add extra depth to the programs. Local firms can continue to foster personal and career oriented ties with the members after the program is complete. For example, youth may continue to have a mentoring relationship with a local filmmaker, who not only continues to mentor them as youth, but gives them opportunities to help shoot a film or edit footage. 

	
	

	Club Tech: 

Game Tech 
	Through the Game Tech program, Clubs can invite skilled professionals to instruct youth in the basics of video game development and principles of game design, animation mechanics and software. Members learn to animate a character, digitally and non-digitally, and begin the process to design their own simple video game. Mentors can help guide youth interested in careers in this field by helping them research colleges and companies that specialize in game design and animation. 

	
	

	Club Tech: 

Robo Tech 
	Members participating in the robotics program can receive extra support from local science teachers or engineering professionals. After completing the program, mentors can continue to support the members, potentially even encouraging them to participate in First Lego League competitions or to explore career possibilities in robotics and science.

	
	

	Club Tech: 

Skill Tech and 

Skill Tech II
	Members can team up with parents, adult family members, seniors or other positive role models to teach the adults basic technology skills covered in our technology programs. After the initial classes are complete adults can continue to stay in touch to support the members developmentally, while the youth can take pride in having helped their mentors learn basic technology skills. Clubs can also partner with a local IT/computer hardware provider who can then continue to have an ongoing mentor relationship with the members of the small group program. Local businesses may even provide training and internships to students who went through the program.

	
	

	Sports, Fitness and Recreation
	· Triple Play Healthy Habits

· Triple Play Sports Clubs

	
	

	Triple Play 

Healthy Habits 
	Staff or outside volunteers can act as mentors by sitting down each week with a member (or group of members) to draft a weekly healthy-eating menu. The mentor can check in with the member/group each week to see if they are following the menu. Mentors can set the example by committing to eat the same menu also. This will encourage the mentee and it will allow the mentor to lead by example.   

	
	

	Triple Play 

Sports Clubs 
	Members can serve as great mentors to younger Boys & Girls Club members. As Club “ambassadors” for health and wellness, teen youth teach the importance of service, adopting a healthy lifestyle, maintaining a positive attitude and leadership. With the guidance of a Sports Club advisor, Sports Club members are paired with younger Club members for the entire year. Though out this process, Sports Club mentors help develop invaluable skills

	
	

	Specialized Initiatives
	· Latino Outreach Initiative

	
	

	Latino 
Outreach 
Initiative 
	BGCA has partnered with the Hispanic Scholarship Fund to provide our bright Latino youth across the nation with a tailored program that includes entrepreneurship and leadership programs, intensive year-round advising, college entrance exam preparations and mentoring opportunities. Students who are mentored take the “My Future, My Choice, My Education” curriculum for 12 weeks and are followed throughout their academic career as they continue on the path to college.
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OJP Performance 
Measures

	· Implement at least three mentoring programs, one of which must be a component of an evidence-based program.  

· Monitor and report the number of youth served when an evidence-based mentoring program or practice was used. 
· Monitor and report the number of youth who offend or reoffend.
· Monitor and report the number of youth who are victimized.
· Monitor and report the number of mentoring program youth exhibiting desired change in targeted behaviors.

	RESOURCES found on http://www.bgca.net/Departments/Mentoring/Default.aspx to support your efforts to align your Club’s mentoring experiences with existing BGCA programs and activities include:

Form
· Sample Boys & Girls Club Program and Activity Tracking Form 

Distance Learning Courses

· Academic Success:  Every Member, Every Year

· Academic Success: Power Hour

Workshops

· Project Learn

· Power Hour

· SMART Moves

· SMART Girls

· Gang Prevention through Targeted Outreach

	
	

	Lesson Summary
	Once you have fully designed the model for your mentoring program, it’s time to get down to the details.  With proper staffing, program goals and objectives based on the results of a needs assessment, targeted community partners, established practices and procedures, and a plan to integrate your mentoring program with Boys & Girls Clubs of America programs, you are now ready to proceed to implementation. 


	LESSON TWO:  SIX STEPS TO IMPLEMENTING YOUR MENTORING PROGRAM

	
	

	Lesson Objective
	At the end of this lesson you will be able to assess your readiness to administer the six steps to implementing your Club’s mentoring program and generate a plan to respond to areas in which you need to improve. 

	
	

	Lesson Content
	This lesson covers tools and strategies for developing and implementing your youth mentoring program. The steps that will make up the structure of your day-to-day operations include:  
Step One:     Recruitment
Step Two:     Screening and selection
Step Three:  Orientation and training
Step Four:    Matching
Step Five:     Monitor and support 

Step Six:       Evaluation and reporting

	
	

	Step One:  Recruitment
	The first step in creating high-quality mentoring relationships is finding suitable adults who are interested in volunteering with your program.  Recruiting enthusiastic and appropriate mentors is an important component of a successful mentoring program.  Tasks to creating an effective recruitment plan include:
1. Devote adequate staff to your recruitment efforts

2. Identify target populations and environments

3. Customize your recruitment message 
4. Develop your recruitment strategies

	
	

	Adequately Staff Your Recruitment Efforts
	Designate staff members who are responsible for developing and implementing your volunteer recruitment efforts. Recruitment can be a labor-intensive task, so be sure that your staff has sufficient time available to give recruitment the attention it deserves. 

	
	

	Identify 

Target Populations 

and Environments
	Your recruitment plan starts with identifying the types of individuals you want to recruit and the volunteer-rich environments where you might find them. The specific populations your program chooses to target will vary depending on your program’s mission, goals and youth. The key is to identify the groups in your community that might supply the types of mentors that would work well for your program. Your community needs assessment should provide a good understanding of the demographic make-up of your community and potential volunteer sources on which you can focus.

	Recruiting Mentors from Minority Communities 
	Experience has shown that recruiting people, especially men, from minority ethnic or racial communities requires extra effort. Strategies that may help you recruit mentors from these communities include:
· developing connections to ethnic, religious, social and professional organizations
· talking with local leaders and organizations to learn what has worked to recruit volunteers from the community
· creating an advisory committee(include leaders who have respect and influence in the community from which you are trying to recruit mentors)
· creating a mentoring program reflective of the traditions, values, and beliefs of the cultures of the mentees and mentors
· collaborating with existing programs to gain entrée into the community
· acknowledging the racial and socioeconomic pressures that have created a shortage of minority mentors

· using the media outlets that appeal to the particular group you are trying to attract. These may include ethnic or community newspapers and smaller radio stations playing music or broadcasting in the native language of the group from which you are trying to recruit

	
	

	Volunteer Rich Environment
	Your initial list of target groups will likely include broad categories. You may also target specific demographic groups, such as specific ethnic groups, genders or age ranges. Be sure to include important personal characteristics that mentors should possess. Common volunteer-rich environments from which to recruit volunteers include:
· local colleges and universities (or specific campus groups such as fraternities and sororities)
· retirement communities
· social, civic, and fraternal organizations;

· local businesses
· local/regional government agencies
· faith-based organizations

· professional associations

	
	

	
	Developing contacts with these organizations may eventually result in formal partnerships that support your recruitment efforts. Keep a written list of groups to target and specific volunteer-rich environments where you focus your recruitment efforts. Periodically update, expand and refine this list so that your recruitment efforts are flexible and can expand in the future.

	
	

	Customize Your Recruitment 

Message


	Once you have identified the groups your program would like to target, you should begin the process of tailoring your message to appeal to those groups, recognizing that mentoring will appeal to different groups for different reasons. Each group will likely respond to a unique motivational appeal that should be considered as you design your various recruitment messages.  For example, college students might be motivated by opportunities to develop new skills for working effectively with adolescents, whereas members of a church group might be attracted primarily by the opportunity to give back to their community.

	
	

	
	You may want to test your messages with focus groups to make sure that they appeal to their intended audience.  As you craft these different messages, be sure to communicate with integrity your program’s mission and goals, and clearly describe volunteer responsibilities and other service details. 

	
	

	Develop Your 

Recruitment 

Strategies
	Once you know whom you are targeting, where you might find them and what you want to say to them, it’s time to develop some methods of delivery for your recruitment message. 

	
	

	
	Tailor your strategies for delivering your message to the characteristics of the people you want to recruit. Think about where and how to reach them. 

· What do they read? 

· Where do they shop, work and spend leisure time? 

· What community organizations do they join?

· And who in the community might be able to influence their decision? 

If you want to attract male mentors, use images of men in your publicity materials, at presentations and in testimonials. Similarly, when you recruit mentors of a specific race or ethnicity, use members of that group as the face of your recruitment efforts.

	
	

	
	

	
	

	
	

	
	There are many vehicles for getting your recruitment message out to your targeted groups. Some of the most common are:

· word-of-mouth

· marketing materials (program brochures and flyers)

· local leaders

· community organizations

· local  media (news coverage and/or advertising)

· information tables with presentations and displays

· direct mail/ email

	
	

	
	By taking the time to present your program as something special, something worth being involved in, and by being engaged with the targeted groups you are recruiting, you lay the foundation for creating successful matches down the road.
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OJP Performance 
Measures

	· Monitor and report the number of minority male program mentors present.
· Monitor and report the increase in number of program mentors recruited.

· Monitor and report the increase in the number of minority male mentors recruited (ready for training).

	
	

	RESOURCES found on http://www.bgca.net/Departments/Mentoring/Default.aspx to support your efforts to recruit include:
Forms
· Referral Request for a Mentor

· Youth Application for Mentoring Program*
· Parent/Guardian Consent Form*
· Mentee Checklist

· Boys & Girls Club Mentor Application*
· Mentor Checklist

· Mentor Agreement

Workshop

· Working with Program Volunteers Workshop

Website

· www.urbanyouth.org/.../AfricanAmericanMalePerspectivesOnMentoring_08.pdf

	(*Required for use by those participating in the “BGC National Youth Mentoring Program”) 



	Step Two:  Screening and Selection
	Once a prospective mentor is recruited, the formal application process begins. Prior to acceptance in the program, it is critical that applicants be properly screened. You have two major goals during the screening process: ensuring the safety of the youth and determining the suitability of mentors.  
Adequately screening mentor applicants to ensure they are both safe and suitable for the young people in your program is perhaps your greatest responsibility. Even a single incident of abuse or mistreatment of a young person in your program would be tragic, and it might destroy everything you have worked to achieve. 

Screening is an absolutely essential part of risk management for your program. Don’t view screening as simply a liability and risk management tool. Use it as a crucial method of ensuring that your mentors are appropriate for your program and that they possess the right level of commitment and the necessary traits to be effective. 

	
	

	Application/Screening Process
	Steps in the application/screening process are:
1. Applicants complete an application
2. Applicants sign a letter of agreement
3. Applicants are invited for a personal interview with the mentoring program staff
4. Mentoring program staff person checks all employment and personal references
5. Criminal background checks by the local or state police or private companies should be performed on all prospective mentors 

6. Prior to beginning the screening process, establish clear criteria for accepting or rejecting applicants. Notify applicants if they are not accepted
7. Applicants who pass all the screening processes are notified, congratulated and invited to become mentors in the program

	
	

	
	You will need to decide what the appropriate level of screening is for your type of program. The written application, a face-to-face interview, reference checks, and a comprehensive criminal background check are employed almost universally by youth mentoring programs. These four screening tools represent the baseline, the minimum screening procedure, for running a safe program. 
Following these steps not only ensure that the volunteer is safe and trustworthy, but also allows you to learn a great deal about the personal traits and interests of the volunteer, which can be useful for making an appropriate match with a youth.

	
	

	Identifying Youth Mentees
	The youth selection process is a sensitive one and should be developed carefully, based on the goals and objectives established for your program. Parents or guardians will need to sign a letter of consent that requires the youth to abide by the rules and regulations of the program, outlines parental responsibility and fully discharges the Club from liability. 

	
	

	
	You may be matching mentors to Club members who participate in a specific program, or you may know several youth in your Club who could benefit from having a mentor. The target youth may be having difficulties with: 
· family

· school authorities

· substance or drug abuse in the home

· lack of support in the home

· poor self-esteem

· poor attitudes about school

· trouble with the law

· history of alcohol or drug abuse

· history of incarceration
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OJP Performance 
Measures

	· Monitor and report the number of minority male program mentors present.

· Monitor and report the increase in the number of new youth mentored.

· Monitor and report the number increase in youth enrolled in mentoring programs since the beginning of the program cycle.

	
	

	RESOURCES found on http://www.bgca.net/Departments/Mentoring/Default.aspx to support your efforts to screen and select participants include: 

Forms
· Mentor Screening: Personal Interview Questions 

· Mentor Reference Check Form

· Fitness Determination Form*

	
	

	(*Required for use by those participating in the “BGC National Youth Mentoring Program”) 

	
	

	Step Three:  Orientation and Training
	All mentors need thorough training if they are to develop the skills, attitudes, and activity ideas necessary to effectively mentor a young person. Mentor training must provide realistic expectations about the difficulties mentors may face, as well as guidance for addressing these difficulties. 

	
	Training can help mentors avoid being judgmental of mentee life choices, such as personal appearance, language, past behavior or sexual relationships, and to use their position as a role model to help mentees make better choices in the future. Training mentors to approach the mentoring process from a nonjudgmental standpoint can help them avoid creating the type of antagonistic, stressful relationship that often contributes to mentors leaving the program.

	
	

	Preparing Mentors for Mentoring


	Training might include such topics as:

· Program policies

· Listening and communication skills

· Resources available to help

· Mentors’ introduction to Club staff
· Working with youth 

· Tour of the Club 

· Substance abuse education 

· How to read to and with youth

· Cultural and racial sensitivity

· Strategies for sessions that work 

· Dealing with peer pressure 

· How to instill self esteem

· Signs of progress 

· Setting goals

· General safety issues 

· Time and location of meetings 

· Physical contact

· Resolving conflicts

· Bullying

· Involvement of the families

· Gang prevention

· Language, customs and traditions in this community

· Group activities

	
	

	Mentors Want/ Need to Know
	In order to respond to what mentor want and/or need to know, prepare to answer such questions as:

	
	

	Logistics


	· How is a match made?

· What things are considered?

· How much time/how often do I spend with my mentee?

· Will there be training so I know what activities I can do with them?

· What if the match doesn’t seem to go well?

	
	

	Information about the Mentee


	· What are the mentees like?

· What challenges do they face?

· What are their backgrounds?

· Why are they in this program?

	
	

	Information about the Relationship


	· What roles will I play – parent, teacher, friend?

· Am I doing or saying the right things?

· Why am I not feeling satisfied with my work with this mentee?

· What do I do if I’m going on vacation?

· Can I give my mentee money or a gift?

· How do I answer questions about sensitive issues (e.g., sexuality, drug use, etc.)?

· What should we talk about?

· Why doesn’t my mentee open up to me?

	
	

	Information about the Family


	· How do the parents feel about their child getting a mentor?

· How might the family respond to me?

· Do I contact the mentee’s parent(s)?

· How can I know I’m helping my mentee when I feel his or her parents are telling him or her the opposite of what I am trying to communicate?

	
	

	Mentees Want/ Need to Know
	Mentees want and need to know important information pertaining to orienting, training and how ongoing support will be provided.

	
	

	Orientation

	Young people need to be made fully aware of all program guidelines and the roles and responsibilities of each participant. They need to understand the purpose of the program, its benefits for them and the level of commitment they are expected to make as mentees. 

	
	

	Training

	As with mentors, once a young person has decided to be involved in the program, he/she is ready for training. Conduct a session for mentees and mentoring program staff who are part of the matching process. A representative from the mentoring program should also speak to the young people about who the volunteers are and why they want to be mentors.

	
	

	Ongoing Training 

and Support 


	Mentees need ongoing training and support sessions from program staff, for the same reasons mentors do. These sessions should be scheduled regularly, and program staff should explain to potential mentees that the sessions will be part of the program before the young people decide whether to participate. This aspect of mentoring program planning is frequently omitted. But it is critical, because young people need ongoing support, opportunities to give feedback and coaching in techniques to maximize their mentoring experiences.

	
	

	Parents Want/ Need to Know
	Parents want and or need to know information pertaining to orienting them to the program, including what they can expect from their child’s participation in the program, how they should support the process and information related to the relationship between them and their child’s mentor.  

	
	

	Parent/Guardian Orientation


	It’s important for parents/guardians to be given the same general information that is provided at mentor and mentee orientations. Parents/guardians could be included in the mentee orientation, or a separate meeting could be held for parents only. Separate sessions give youth and parents/guardians opportunities to ask questions they may not want to ask in front of one another. 

	
	

	Parent/Guardian 

Consent and Support


	Parents/guardians must give written consent for their child to participate. The information they are given must identify the responsible adult program coordinator(s) and how to reach them. For special events or trips, additional consent forms are recommended.

	
	

	Relationships between Parents/Guardians and their Child’s Mentor


	The better that parent/guardians understand the mentor’s role in their child’s life and the value of the mentoring experience, the more supportive they will likely be. Parent/guardians must agree ahead of time to the dates and times of meetings between the mentor and mentee.

	
	

	
	Parents should be given an opportunity to meet their child’s mentor and chances to ask questions as they arise, but the mentor’s primary relationship is with the child, not the child’s parent. Parents often form a closer relationship with the program coordinator(s), who should be able to answer all questions regarding program expectations.

	
	

	Evaluation of the Training
	Evaluate all training sessions. Collect feedback from the participants and measure their knowledge, skills and attitudes associated with the training content. This way, you will know whether mentors and youth have received the information they feel they need and whether they are engaged in the training process. Evaluating your trainings will allow you to improve your program over time and refine the pre-match information that you provide participants in training.

	
	

	
	Effective and realistic training is critical to successful mentor pairing and retention. The better prepared mentors are to handle the complex relationships they may enter into, the more likely they are to stay with the program when challenges arise.
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OJP Performance 
Measures

	· Monitor and report the number of trained minority male mentors.

· Monitor and report the number of program mentors who successfully complete training.

· Monitor and report the number of minority male mentors who successfully complete training during the reporting period.

· Monitor and report the number of trained program mentors with increased knowledge of the program area.

· Monitor and report the number of minority male mentors demonstrating increased knowledge of program areas.

	
	

	RESOURCES found on http://www.bgca.net/Departments/Mentoring/Default.aspx to support your efforts to orient and train volunteers and youth include: 

Forms
· Sample Mentor Training Agenda

· Sample Mentor Training Roster and Tracking Form

· Sample Mentor Pre/Post Survey of Knowledge of Mentoring Program Areas 

	
	

	Step Four:  Matching
	Successful mentoring requires a good fit between a youth (the mentee) and a mentor. The right match can help build a positive and productive relationship.  
Matching youth with an appropriate mentor is crucial, not only to the success of the individual match, but to the overall success of your program. Successful mentoring requires a good fit between a youth (the mentee) and a mentor. The right match can help build a positive and productive relationship. As with your recruitment, screening and training efforts, your procedure for making matches should be a reflection of your program’s goals and objectives.

	
	

	Matching Recommendations
	There are a number of factors that should be considered when beginning the matching process:
· gender (should be the same for mentor and mentee)

· similarity of racial/ethnic/cultural/language background between mentor and mentee

· shared interests between the mentor and youth

· the mentor’s personality and temperament

· the youth’s personality and temperament

· special needs of the youth that may be met by a particular mentor

· geographic proximity between the mentor and youth

· compatibility of the  times that the mentor and mentee are available for meetings

	
	

	Matching Determination
	When your recruitment, intake, orientation and pre-match training procedures are well designed, you should gather a great deal of relevant matching information about your mentors and mentees from their applications, interviews, reference checks, training sessions and other interactions. The guiding principle in making solid matches is to consider the needs and circumstances of the youth first, then try and find a mentor with suitable skills and qualities for that youth.

	
	

	Designing a Matching Procedure


	Once you have developed written criteria for making the matches, determine your program’s step-by-step procedure. You will need to decide which staff members will actually do the matching, what the role of the parents or guardians will be, and how the mentors and mentees will be informed of the match and formally introduced.

	
	

	Parent/Guardian Role
	Most programs give parent/guardians a voice in the matching process. This may involve a meeting with the mentor prior to the match or during their first meeting. It may be something as simple as a “match approval” form that parent/guardians sign.  Involving parents or guardians in the matching process can ease some of the tensions and misunderstandings that can form when a mentor becomes a presence in the youth’s life. Develop a process that defines the parent’s or guardian’s role. At the very least, written parent/ guardian permission for the youth to participate must be obtained and kept on file.

	
	

	Mentoring Sessions
	The goals of the mentoring program will determine the content of the sessions. Mentors can interact with youth to help them solve life issues; assist with their academic performance; explore career goals; or deepen the impact of a BGCA program. 

	
	

	Ways to Sustain  Mentoring Relationships
	Below are a number of ways that mentors can sustain effective mentoring relationships:
· Maintain a steady presence in the mentee’s life. That means showing up for scheduled meetings or, when that is not possible, telling the mentee in advance in order to avoid any disappointment. A phone call or e-mail can help when a face-to-face meeting isn’t possible.

· Focus on the mentee’s needs – not the mentor’s own wants and needs. Mentors should look to improve the mentee’s prospects while respecting the young person’s life circumstances and perspective. This includes not trying to transform the mentee or impose the mentor’s own values on the mentee.

· Pay attention to the mentee’s need for fun.

· Get to know the mentee’s family situation without getting over-involved. Mentors need to understand that they are not substitutes for parents.

· Seek out and use the help and support of mentoring program staff.

	
	

	The First Meeting
	Your program should develop a structured first meeting between the mentor and mentee. Many programs have a staff member facilitate an initial meeting that takes place at the program site, rather than simply having the mentor and mentee meet off-site for the first time. This first meeting should have some clear goals and activities that will help the match get off to a good start. Give the mentor and mentee information and insight about each other.

	
	

	Monitoring Matches
	Monitoring and supervising matches is another essential aspect of running a successful mentoring program. Putting time and energy into monitoring and supporting your matches can help ensure that the relationships develop positively, making them more likely to last.

	
	

	
	Monitoring your matches is also one of your primary risk-management tools. Your staff must be informed about what is going on in those mentoring relationships– not just to ensure that they are going well, but also to assess whether there are serious problems with the behavior of the mentor or mentee. It is extremely important that you implement a systematic procedure for monitoring matches. This provides support for the match and assists in the early identification and resolution of potential difficulties in the mentor/mentee relationship.

	
	

	
	A high-quality match between a mentor and a mentee can produce better outcomes for the mentee and make the mentoring experience easier and more rewarding for the mentor, thus promoting mentor retention.
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Measures
	· Monitor and report the increase in the number of youth served by new minority male mentors (those who have successfully completed screening, clearance and training requirements as a result of the new Grant Program).

	
	

	Step Five:  Monitor and Support
	Monitoring is not limited to monitoring your matches.  Monitoring and ongoing support are vital to the success of your mentoring program.   While the exact system for monitoring relationships can vary among different types of programs, it is important that you have a procedure in place and that it is rigorously followed by the staff members in charge of matches. As your staff follows the procedure, they should keep detailed written records about the progress and problems of each match. Keeping written records ensures that, in the event of staff turnover, new staff can learn the history and characteristics of an individual match.

	
	

	Developing a Monitoring Procedure


	Many programs have created monitoring procedures such as these:

· Contact the mentor, youth and parent/guardian within the first two weeks of the match

· Check in monthly with the mentor and youth for the rest of the first year, then quarterly after that, if the match is doing well

· Check in with the parent/guardian periodically  

	
	

	
	Once you have established a schedule for checking in on your matches, determine what information you will collect and what questions you will ask.  

	
	

	
	As you gather feedback from parent, mentor and mentee, listen for any underlying themes or unspoken issues that may indicate that the match is in trouble.  Indicators may be too many missed appointments, ongoing poor communication, apathy or ambivalence about the match, lack of trust, parental concerns, or signs of general incompatibility. Also be sure to listen for highlights and accomplishments.

	
	

	
	

	Termination of Matches
	It is inevitable that some of your program’s matches will end. In an ideal situation, the formal matches your program creates would end naturally after a lengthy period of time. In less-than-ideal circumstances, some matches may terminate due to a variety of factors, such as:
· an obvious incompatibility or “bad match” 

· problems within a match (such as disinterest by the youth or communication problems)

· youth or mentor moving out of the area

· a change in the amount of time a mentor is able to devote to the program

· violation of your rules of conduct

	
	

	
	The end of the relationship, regardless the reason, can be difficult for both the mentor and mentee.  Provide support services for both to help them make the transition out of the relationship and, when appropriate, prepare them for a possible new mentoring relationship. Because matches end for a variety of reasons, your program should have written procedures and policies for handling each type of closure.

	
	

	Closure for 

the Youth
	Chances are that some of the youth participating in your program have already been let down by adults in their life. In many ways, the inherent value of your program is that it provides them with something they have been lacking: a stable, caring adult presence.

For this reason, programs must take great care to offer support and provide context for youth whose matches are ending. Strategies for helping mentees through this process include:

· giving the mentee ample warning of the closure of the match (if possible)

· having the mentor discuss the end of the match with the youth (preferably in person)

· having program staff explain to the youth why the match is ending

· encouraging the match to do something special together on their last meeting or exchange a small gift (if allowed by your program)

· encouraging the youth to express his or her feelings about the end of the match, either to the mentor or with program staff

· providing access and referral to counseling or other support services

· providing guidance on continuing with the program or, in the case of a youth who is moving,  finding an appropriate mentoring opportunity in their new location.

	
	

	Closure for 

the Mentor


	Your mentors should also be provided opportunities to gain closure with their mentees and to meet with your program staff regarding their future. How you handle closure with mentors will depend on why the relationship ended. Mentors may wish to be matched with another youth. If not, they may need assistance in finding other volunteer opportunities that are more suitable for them. If they are moving, they may want to find a similar volunteer opportunity elsewhere.  Many programs incorporate information about match closure into their ongoing mentor training so that all participants are better prepared for the process when it does happen. Others prefer to handle the situations in a one-to-one setting at the time of closure so that the process can be customized to the particular match. 

No matter how your program handles closure with mentors, keep in mind that volunteer mentors are a rare and precious commodity. If the termination of their relationship is handled with care, they will be much more likely to want to continue making a difference in someone’s life as a mentor.

	
	

	Closure for Parents

 or Guardians


	Be sure to include parents or guardians in the closure process. Parent/guardians may be angry about the match failing, or feel that the program has let them down. They may need assistance to find other services for the youth to make the transition easier. They will certainly have questions and concerns about the end of the match and what happens next. Take time to meet with them, answer any questions they may have, refer them to other sources of assistance that they may need.  Keep the written results and outcomes of your exit interviews and other closure procedures in your case files for future reference.

	
	

	
	Most programs use exit interviews for the mentor, mentee and parent/guardians as the basic framework around which to build a closure process.  Even if you have just one overarching closure procedure, be sure that it has the flexibility to handle the many circumstances that lead to matches dissolving. Do not assume, for example, that the process that works in closing down a match where the youth is moving away will work for dissolving a match where there were serious problems with the mentor’s level of commitment.

	
	

	
	

	
	


	Ongoing Support
	All mentors require proper supervision and support in order to:

· make certain that both the youth and mentor are fulfilling their obligations to the process

· provide the best possible experience for the youth

· ensure that the youth remains safe

· create a positive experience for the mentors that will reinforce their commitment 

	
	

	
	Volunteers are the most important assets mentoring programs have, so it is imperative that programs offer a support system for volunteers that can guide them through the mentoring journey.  When volunteers do not feel supported by their program, are not given the resources and skills to be successful, and are not recognized for their contributions, they are more likely to stop participating. Retain your mentors by providing ongoing training, recognition and thanks for their efforts.

	
	

	On-going Training


	As mentoring relationships evolve over time, your mentors are likely to need training that goes beyond the basics covered during pre-match training. Providing additional training on a regular basis gives mentors frequent opportunities to learn new skills, ask questions and share effective approaches with each other. Some ideas for ongoing training include:

· diversity and cultural awareness

· goal setting for mentees

· handling conflict or problems with parent/guardians

· child abuse and neglect

· helping youth build self-esteem

· career planning

· effective tutoring

· high-risk behaviors, such as sexuality, drug use or gang activity

· handling crisis situations that arise during the relationship

	
	

	Rewards and 
Recognition 
	When checking in with mentors and mentees, your staff should take the time to thank volunteers for their commitment, make the youth feel good about having a mentor, and offer helpful tips and activity suggestions as needed.

	
	

	
	Rewards and recognition help maintain morale and retain mentors. They are most beneficial when given genuinely and sparingly. The following are some ways to recognize mentors’ efforts:

· Recognize their efforts publicly. Highlight their work on a program’s website or at presentations or public events.

· Recognize their efforts within the program. Start a specific “mentor of the month” program or highlight the skills and experiences of specific mentors in trainings and meetings.

· Thank mentors personally and in writing.

· Solicit their feedback on the program and encourage them to participate in planning.

· Participate in National Mentoring Month in January.

· Enlist them in recruitment and public outreach. 

	
	

	
	Mentors who feel truly appreciated and valued will be more likely to stay motivated and involved, will have more fun participating in your program, and will be more likely to recommend volunteering with your program to others.

	
	

	RESOURCES found on http://www.bgca.net/Departments/Mentoring/Default.aspx to support your efforts to monitor matches and recognize volunteers include: 

Forms

· Sample Mentee Feedback Questionnaire

· Sample Mentor Feedback Form 

· Quarterly Follow-Up Meeting With Mentors 

· Quarterly Follow-Up With Mentees 

· Closure Form (Mentors and Mentees)

	
	


	Step Six:  Evaluation and Reports
	In order for your program to be successful, you must evaluate your services and report the impact they have on participants.  A program evaluation provides the information you need to improve services and ensure that you are meeting your program’s goals and objectives. This section is not intended to give a comprehensive guide to setting up an evaluation.  Instead, we will focus on seven areas of an evaluation and reporting process:

1. determine what to measure

2. identify the kinds of information, or data, you will need to collect

3. determine who will conduct the evaluation

4. adopt, adapt or develop your data collection instruments

5. decide when you will collect the data 

6. analyze your data
7. report results

	
	

	
	

	Determine what you want to measure
	There are two main areas to focus on when determining what your evaluation will measure: process and outcome indicators.

	
	Process indicators measure how effective your program policies, procedures and activities are in the delivery of services. You might want to determine whether your volunteer recruitment methods are effective or whether your mentors are being adequately trained before being matched. Or you may want to evaluate whether your match supervision system is effective in keeping matches healthy and happy. Perhaps you want to gauge the satisfaction of mentees’ parents with your services. No matter what areas you decide to evaluate, actively use the information you gather to improve, streamline and enhance the services you provide your volunteers and youth.

	
	

	
	Outcome indicators measure the impact your services have on youth, volunteers and the community. Review your goals and objectives when determining outcomes to measure. For example, if the goal of your program is to increase school attendance, then it doesn’t make much sense to measure changes in incidents of school violence.
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	In addition to evaluating the effectiveness of your mentoring program, those of you participating in the federally funded project, “Boys & Girls Clubs National Youth Mentoring Programs,” are expected to report results of very specific performance measures via BGCA online program reporting site located at: http://bgca.onlinereporting.org/.  

	
	

	Identify the kinds of information, or data, you will need to collect
	Once you know what you want to measure, determine the specific sources of data that you can gather to show whether your desired outcomes are being achieved.  A full list of performance measures related to those participating in the federally funded project, “Boys & Girls Clubs National Youth Mentoring Programs,” can be found on the BGCA Federal Grants website at:  http://www.bgca.net/Departments/FederalGrants/OJP_TYM_2010.aspx.

	
	

	Determine who will conduct the evaluation
	Program staff generally can design and conduct evaluations internally or work with an outside evaluator. Most of you will be conducting your evaluations internally. 

	
	

	
	Although the evaluation and reporting process varies in complexity depending on a program’s needs, most local programs have found that by using existing evaluation resources and materials, the staff can adequately design and conduct an appropriate and useful evaluation. The familiarity your staff has with the youth and volunteers is an asset that an outside evaluator may not bring to the table. Please review the list of resources at the end of this lesson for tools to support your evaluation and reporting efforts.

	
	

	Adopt, adapt or develop your data collection instruments
	Your program will need to identify data collection instruments to gather and organize the data you want. Programs generally use a combination of questionnaires, surveys and interviews, in conjunction with statistics from outside sources (such as school test scores or arrest rates). There are many survey tools currently available that can be adopted or adapted for evaluating a mentoring program.  The resource list at the end of this lesson contains tools for gathering and organizing data. 

	
	These tools and instruments need not be complicated to be effective. They must simply collect the information you seek. 

	
	

	Decide when you will collect the data
	Ideally, you should start collecting evaluation data when youth first enroll in your program, providing a baseline against which to measure progress. This baseline creates a clean division of pre- and post-participation status in the mentoring program. If your program is already well established, with many ongoing matches, you may want to include mentors and mentees who have been in the program for a while. For these groups, the baseline for measuring progress becomes the first set of data you collect from them during the initial evaluation.

	
	

	
	Research indicates that the mentor’s impact and influence on a mentee are not usually evident until almost a year into the relationship. For this reason, most programs choose to conduct their follow-up measures after six months and then again at the one-year mark.  The key is to establish a clear timeline and pick data collection points that work for your program.

	
	

	Analyze your data
	The next task in your evaluation is data analysis.  You must decide whether your program staff are have the resources to analyze the data you collect or you should use an outside evaluator to interpret your results. It is important to interpret the data correctly. All of your efforts to collect accurate data will be for naught if the wrong conclusions are reached about your program’s operations and outcomes. Although results often are presented in the form of impersonal numbers, graphs and charts, this analysis of evaluation data is essential to accurately telling the very human story of your program’s impact.        Keep your program goals and mission in mind when determining exactly what your results “say” about your work.

	
	

	Report results
	In addition to determining what you are going to measure, you need to also determine how and to whom the results will be shared.  As indicated, those of you participating in the federally funded project, “Boys & Girls Clubs National Youth Mentoring Programs,” are expected to report results of very specific performance measures via BGCA online program reporting site located at: http://bgca.onlinereporting.org/.  

	
	

	Celebrate your success!


	There is no greater reward for the hard work of your program staff, volunteers, mentors and youth than to see that their efforts are making a difference. Building recognition events around positive youth outcomes will go a long way toward motivating and energizing all the individuals involved in your program.
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OJP Performance 
Measures

	· Monitor and report the number of program youth served.

· Monitor and report the increase in the number of youth served by new minority male mentors during grant program.

· Monitor and report the increase in youth enrolled since the beginning of the grant program.

· Monitor and report the number of youth who successfully complete mentoring program requirements.

· Monitor and report the number of mentors retained.

· Monitor and report the total number of minority male mentors in the program during the reporting period.

· Monitor and report the number of minority male mentors who have left the program during the reporting period.

· Monitor and report the average tenure of professional staff and volunteer minority male mentors.

	
	

	RESOURCES found on http://www.bgca.net/Departments/Mentoring/Default.aspx to support your efforts to evaluate your Club’s mentoring program include: 

Form

· Sample Program Coordinator, Mentor And Mentee Program Evaluations 

Handout

· Certificate of Completion (Mentor)

	
	

	
	

	
	

	
	

	
	

	Lesson Summary
	Recruiting and training mentors takes time and effort. By carefully selecting mentors, matching them with appropriate youth and providing them with training, support, supervision and recognition, your program can increase its ability to attract and retain mentors.

	
	

	Course Conclusion
	Supportive relationships can powerfully influence the course and quality of the lives of youth.  Although Club-based mentoring programs are not a substitute for a caring family or community support, we must ensure that our mentoring programs are implemented and evaluated effectively to broaden our efforts to impact the lives of youth. 

Considering the many ways in which you may influence the experiences of mentors, youth, and parents in your mentoring programs, the attention you devote to the steps aligned to the day-to-day operations of your program will lead to the retention of well-qualified and highly competent mentors in the Boys & Girls Club Movement.
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  To Do List


	Take a moment to record your plan to ensure your Club’s readiness to implement a mentoring program in your Club.  

	
	

	
	Create Your Club’s Program Model

	
	

	
	· Proper Staff: 

	
	

	
	· Conducting Needs Assessment:

	
	

	
	· Establishing Goals and Objectives:

	
	

	
	· Establishing Partnerships:

	
	

	
	· Establishing Practices and Procedures:

	
	

	
	· Integrating BGCA Programs:

	
	

	
	Administer the 6 Steps to Implement Your Mentoring Program

	
	

	
	· Recruit:

	
	

	
	· Screen and Select:

	
	

	
	· Orient and Train:

	
	

	
	· Match:

	
	

	
	· Monitor and Support: 

	
	

	
	· Evaluate and Report:

	
	

	
	

	
	Schedule a time to meet with your supervisor:

Date:

Time:



	
	Record questions to ask your supervisor

1.  

2.

3.
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