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MENTORSHIP PROGRAM 

Adding a mentoring component to your JAG program can help specialists gain the 
confidence, resources, and skills they need to reach their highest potential. Mentoring 
works best when measures are taken to ensure quality and effectiveness that thrive and 
endure. The guidelines are based on solid research and experience through the National 
Mentoring Partnership.  

DESIGN THE PARAMETERS  

The first step in instituting a mentoring component is designing its parameters. Obviously, 
there is a need for a statement of purpose, but it should be enhanced by defining the 
parameters, which include:  

• Goals and Objectives   
• Length of Relationship   
• Frequency of Mentoring Sessions   
• Nature of Relationship   
• Voluntary Versus Mandatory   
• Scope of Mentoring Services   

GOALS AND OBJECTIVES  

It is critical that a clear determination be made on the target of new and seasoned JAG 
KY specialists to be served, which helps in establishing the appropriate goals and 
objectives. For example, the emphasis might be on ENDMS documentation techniques. 
For the senior, the focus may be on advanced PBL practices or new Career Association 
activities that might be offered.  

Whatever the type of mentoring needed, the goals and objectives may not be 
immediately measured; if not short-term, it might take some time to reach, therefore 
objectives may need to answer the question, “what will change, by how much, and by 
what time?” Usually objectives work best when they are written for the next few months. It 
is difficult to know what will change beyond that time-frame, so setting realistic 
objectives several years out can be somewhat challenging. 

LENGTH OF THE RELATIONSHIP  

The length of the relationship will require a commitment of six months to one year and 
can extend over multiple years.  
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FREQUENCY OF MENTORING SESSIONS  

The frequency of mentoring sessions is expected to be on a bi-monthly basis, though 
may be more. Though this may seem minimal, this is the minimum recommended to have 
any impact on the mentor relationship.  In an effective relationship, the mentee should 
feel comfortable in reaching out to their mentor whenever questions arise. 
Communication can be via: 

• Phone Call. 
• Zoom Conference Call. 
• Email. 
• Text Message. 
• Social Media. 

VOLUNTARY VERSUS MANDATORY  

Successful mentoring program communications are generally voluntary. While 
mandatory participation may mean that JAG specialist mentors are certain to reach out 
to their mentee, you can also run the risk of making some feel resentful and even 
threatened. Mentors should maintain an open and welcoming avenue of 
communication at all times. 

SCOPE OF THE MENTORING SERVICES  

The scope of the mentoring effort will hinge on the amount of resources available to the 
Mentor/Mentee. To understand what resources can be devoted, three areas must be 
considered:  

• Specialist Availability, Knowledge and Expertise   
• JAG KY and Site Administrative Support   
• Resources and Funding   

PROGRAM MANAGEMENT  

A prominent hurdle in planning a program is establishing policies and procedures, yet 
these cannot be written without developing an operating structure and plan.  

DEVELOPING THE OPERATIONAL STRUCTURE  

An operating structure should begin with assigning management tasks. To be effective, 
the program must identify:  

1. A LEAD MENTORSHIP COORDINATOR to oversee all tasks and be a source of 
advice and counsel for secondary mentors and mentees in each region.  

2. Knowledgeable and experienced MENTORS to pair with new and inexperienced 
MENTEES. 

It is recommended that there be a planning committee that primarily functions as an 
advisory board and policymaker. Committee members can offer guidance in the 
oversight of certain program aspects. This requires committee members to be actively 
involved, possible chairing a working team responsible for developing and implementing 
a specific part of the program. JAG KY will defer to their board of directors to lead this 
effort.  

One of the program planning committee’s most important roles is to agree upon and 
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clearly spell out, in writing, the mission of this component. This written document should 
explain how the mentoring effort relates to the mission of JAG KY and give the ongoing 
program duties and responsibilities of the coordinator and/or planning committee.  

DEVELOP BUDGET AND FINANCIAL PROCEDURES  

The most important budget and financial procedure is to document the cost of 
everything. The documentation should include:  

• Mentor Stipends 
• Recruiting and Training Materials     
• Special Events   
• Items Needed By Mentor/Mentees   
• Screening Mentors   

DEVELOP MENTOR/MENTEE STRUCTURE   

Operation plans for the Mentor Program should include:   

• Mentor and Mentee recruitment   

• Mentor and Mentee Selection & Matching  

• Mentor Orientation and Training   

• Mentee Orientation and Training   

• Support, Recognition, and Retention Plans  

 

MENTOR RECRUITMENT  
Recruiting mentors begins the operations plan. First, draw up a profile of the type of 
mentor being sought, as well as strategies for recruitment.  

Recruit Mentors That:  

• Share common experiences or background  
• Have special interests or skills  
• Are in close geographic proximity  

Once the profile for the type of volunteers being sought is made, decide specifically 
what is expected of them.  

Not everyone is suited to be a mentor so an assessment of communication skills and 
knowledge level in the JAG KY program is needed.  

MENTORING STAFF  
Mentors will be the employees and statewide representatives of JAG Kentucky. Major 
responsibilities of mentoring staff include:  

• Establishing and maintaining positive rapport and working relationships with all 
specialists.   

• Recruiting potential program participants. 
• Clarifying eligibility using state and JAG guidelines.   
• Providing guidance, support, referral and tutorial services to JAG KY specialists.   
• Providing a comprehensive program of work-based learning designed to help 

students statewide achieve JAG competencies.   
• Guide specialists to implement a participant-led organization to motivate 

students, using pride of membership,  involvement and recognition to encourage 
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participation in chapter activities.  
• Advise and assist chapter advisors/specialists on conducting Career Association 

activities.   
• Coordinate learning, Career Association and program activities, and assume an 

 accountability role in JAG KY performance outcomes.   
• Assist specialists in implementing a business marketing and job development plan.  
• Provide guidance on appropriate follow-up contact documentation on a 

systematic basis as prescribed by JAG.   
• Mentor specialists in effectively completing all forms and documents required by 

JAG, JAG KY, the program site and the Office of Vocational Rehabilitation and 
any other outside services in a timely manner.  

• Mentor specialists in maintaining the JAG Electronic National Data Management 
System.   

• Participate in staff development workshops and bi-monthly Zoom meetings. 
• Utilize email correspondence to effectively communicate specialist/student 

needs.  
• Participate in trainings as needed throughout the school year.  

ROLES OF MENTORS  
Five roles are generally identified as to what a mentor should be and how they should 
behave. Those roles are:  

• Friend. As a successful mentoring relationship develops, mentor and mentee become 
friendly, sharing joys, personal and professional hardships, problems, and successes. They 
become companions as they share activities, interests, and valuable and fruitful time 
together. Research has shown that a meaningful relationship with at least one 
understanding, knowledgeable and productive adult rarely fails in achieving academic 
and goal-driven pursuits.  

• Advocate. Advocates are individuals who work for the mentees success and speak on 
their behalf. As an advocate, the mentor guides and protects mentee interests, and is 
therefore likely to provide crucial information for program success. Mentors meeting 
formally or informally with employers, school personnel, or even other colleagues have 
an opportunity to enhance the mentee’s image.  

To effectively function as an advocate, the mentor must discuss the mentees abilities 
and accomplishments favorably. Negative dialogue and unwarranted complaining is 
detrimental to program and mentee success. This is not to suggest a mentor must 
dishonestly present a positive image, but does mean mentors need to stress the positive 
and not over-state the negative.  At no time should mentor take part in complaining or 
negativity about leadership or program implementation. 

• Coach. The visual image that usually comes to mind when you think of the term 
“coach” may well be the football or basketball coach pacing the sidelines instructing 
and encouraging players. While the sideline coach is what we often see, the bulk of the 
coaching occurs during practice where coaches work one-on-one to motivate, 
challenge, strengthen, and encourage team members to execute their roles to the best 
of their abilities.  

The main function of a coach is to encourage and enable others to become more 
competent while empowering them to desire continuous improvement. Coaching is a 
relationship between two people where the mentor finds ways to enable the specialist 
mentee to perform at increasingly higher levels. It is a special kind of relationship in which 
learners permit the coach to influence their performance. Their role is to model 
appropriate skills, motivate, and encourage mentees to strive for their fullest potential.  

• Role Model. Throughout the mentoring experience the mentee will have the 
opportunity to observe the mentor as they interact with others. Through these interactions 
the mentee will develop a perception of appropriate behaviors.  It is imperative you 
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present a positive model for your audience.  These perceptions will serve as a guide for 
the mentee.  

Assuring mentees have appropriate role models begins with the selection of individuals 
that have already demonstrated positive behaviors in the workplace in order to earn the 
respect of JAG KY specialists, board members, students, staff and others. A successful 
mentor must accept the responsibility of continuing appropriate modeling consistently 
throughout the mentoring experience. A “do as I say, not as I do” attitude will not be 
effective.  

Examples of some of the positive roles mentor will need to model include demonstrating:  

• Quality, pride and dedication to their profession. 
• Appropriate behaviors such as attendance, punctuality and timely recording of 

all documentation. 
• Respect, courtesy, and loyalty to family, friends, and colleagues. 

• Counselor. Informal counseling can exist between mentor and mentee. Though many 
people also seek a formal counseling relationship, this format does not have to become 
as such.  Formal or informal counseling permits participants to work toward an 
acceptable goal and encourages understanding, enrichment, and behavior 
modification to occur so that positive change can take place.  

Whatever the topics, counseling is normally associated with helping people solve 
problems, which is the goal of the JAG KY mentor/mentee relationship. As individuals are 
assisted with issues, they become more fully functioning and productive. The goal of any 
counseling relationship is to assist individuals in solving their own problems. Assisting 
mentees to explore options and encourage them to make their own choices enhances  

Although confidentiality is a factor of the mentee and mentor relationship, it is your job 
as the mentor to assist them in effective program implementation and intercede if 
needed.  Intercession will include reaching out to the primary mentor who will then 
advise on viable solutions.  It will be the primary mentor’s job to reach out to other 
sources for effective resolution 

 

ORIENTATION AND TRAINING OF MENTORS  
The most consistent theme that runs through virtually all of the literature on mentoring is 
the critical nature of mentor training. Regardless of the setting, properly prepared 
mentors are the foundation of a successful mentoring relationship.  

Orientation to mentoring clarifies roles, responsibilities and expectations of mentors, 
mentees, the mentoring program as a whole, and the JAG KY program. The orientation is 
a way of describing the program including the commitments and terms of participation.  

The orientation should include:  

1. Program Goals and Objectives  

2. Mentor Roles and Responsibilities    

3. Mentor and Mentee Expectations   

4. Setting Ground Rules with Mentees   

5. Do’s and Don’ts   

6. Problem Solving   

7. Mentor/Mentee Contact Schedule 

8. Organizational Chart 

 

Expectations of Mentor and Mentee. It is a necessity to provide a description of what is 
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expected of the mentor and mentee, including the minimum number of meetings 
weekly and monthly and how to solve problems.   

Setting Ground Rules. One of the first necessities for the mentor and mentee relationship 
is setting ground rules. This should include how often to meet, time, method and location 
of meeting, what to do if one is unable to make a meeting, and dealing with problems.  

Do’s and Don’ts. Do’s and Don’ts can be best used for describing boundaries of the 
relationship. In general, notable do’s for the mentor are: listen carefully, ask good 
questions, share thoughts and feelings, be punctual and interested, show that the 
mentee’s value is recognized. Notable don’ts include: attempting to change the world 
overnight, jumping to conclusions, being judgmental, offering advice if unsure of the best 
method for problem resolution, and trying to inflict personal beliefs or values on a 
mentee.  

Problem Solving. The problem solving process consists of six steps: defining the problem, 
defining success in solving the problem, generating alternatives, evaluating alternatives, 
agreeing on action and scheduling a follow-up. A step where the mentor can be of most 
help is generating an alternative, such that it would be showing the mentee more than 
one or two potential solutions to a problem. Moreover, the mentor can show the mentee 
how to look at the problem from a different perspective for a more expeditious 
resolution. When discussing the alternatives, it is very important that you help the mentee 
assess what would happen if each alternative were implemented.   If you are unsure 
about the best solution, defer to the Head Mentor or JAG KY President for guidance. 

Examples of problems the mentee may encounter and need counseling outside the 
mentoring realm may include:  

• Negative experience or relationship with others.  
• Balancing school, work, and family responsibilities with advanced data input 

requirements.   
• Relationships with friends, other site teachers/staff members, administration, 

parents or students.   
• Funding issues related to transportation, clothes, tools, classroom resources.  
• Methods for counseling students in social, emotional or physical need.  
• Negative experiences with parents.   

The mentor’s role as a counselor does not require super-human traits. Mentors just need 
to listen, understand, and avoid being judgmental while providing them with a positive 
sounding board and simple guidance.  

• Advisor. The role of advisor is difficult to distinguish from the role of counselor. The most 
notable difference is in the area of training and function. An advisor has expertise in a 
particular area and provides information to individuals who lack the knowledge and 
expertise necessary to make informed decisions related to effective program 
implementation.  

Some areas of advising will require a collaborative effort with other mentors, the primary 
mentor or JAG KY president. As an effective mentor, do NOT be afraid to defer to the 
experience of other leaders if the issue is outside your realm of expertise. 

• Teacher/Facilitator. Mentoring is a process of learning, relating, and adapting to the 
world. It is a two-way street, where both mentee and mentor experience growth from the 
relationship. The mentor brings knowledge, advise and solutions, while the mentee bring 
forth a fresh perspective and willingness to learn. The phrase “learning partnership” is 
congruent with the mentoring paradigm. A mentor is less an authority figure and more 
facilitator.  

If the mentee is not ready to assume that degree of responsibility, the mentor nurtures 
and develops the mentee's capacity for self-direction. The ultimate goal is to facilitate 
the mentees' learning experiences to where they become independent learners. The 
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mentoring experience can add substantial “working world” perspective to what is 
learned in the JAG KY classroom. The combination of the Mentor and the mentee 
working in concert can result in the best learning opportunities for JAG KY youth.  

MENTOR/MENTEE CONTACT SCHEDULE 

Mentor/Mentee partnership requires regular contacts established through scheduling 
and teamwork.  Create a bi-monthly phone or zoom meeting and then exchange 
information for an effective flow of communication. 

ORGANIZATIONAL CHART 

Mentees and Mentors should adhere to the following order of referral: 

1. Mentee—Address questions and concerns to Mentor. 
2. Mentor—Address questions and concerns to Head Mentor. 
3. Head Mentor—Address questions and concerns to appropriate leadership team 

member.  If unknown, refer to Executive Assistant or JAG KY State Director. 
4. JAG KY Executive Assistant 
5. JAG KY State Director 

BENEFITS OF MENTORING  

The benefits of mentoring are endless, impacting such areas as:  

• Education   

• Health and Safety   

• Social Development   

• Emotional Development   

• Better Student Attendance   

• Higher JAG KY Programmatic Success  

• Better Attitudes and Modeling  

• Successful Program Performance 

• Successful Data Input    

• Higher Rates of Student Success 

• Higher Rates of Specialist Success 

• Better Graduate Follow-Up Documentation 

• Effective Marketing Plans 

• Effective Career Association Implementation 

• Specialist Confidence and Success 

 

CHARACTERISTICS OF SUCCESSFUL MENTORING RELATIONSHIP  

There are four characteristics of successful mentoring relationships.  

• The longer the mentoring relationship, the better the outcome becomes.  

• Youth participants are more likely to benefit if mentors maintain frequent contact 
with mentees. 

• Mentees who perceive high-quality relationships with their mentors experience 
the best results.  

• Inexperienced specialists benefit most from having a skilled and knowledgeable 
guide.   
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PROGRAM PRACTICES THAT ENHANCE QUALITY MENTORING.   

Mentoring programs need structure and planning to facilitate high levels of interaction 
between mentors and mentees.  

HOW CAN MENTORING PROGRAMS FAIL?  Mentoring relationships may not be 
successful for reasons that may range from a lack of program structure, to a lack training 
and supervision for mentors, to a lack of commitment. However, sustained, positive 
relationships with regular interaction, flexibility, and a focus on the interests and needs of 
the mentee have proven quite successful.  

CONSIDERATIONS FOR IMPLEMENTATION  
1. Insure that the supply of mentors matches the potential demand for mentors.  
2. Successful mentoring goes beyond recruiting mentors and matching them with a 

mentee. 
3. Maintaining enthusiasm for and interest in these relationships is equally vital to 

successful mentoring. 
4. Careful and ongoing program implementation. 
5. Building skills of specialists and other program staff.  

This, in turn, makes it possible to provide screening of potential mentors, effective training 
for mentors, and follow-up to ensure that mentors and mentees meet regularly. Proactive 
monitoring of mentoring relationships is necessary so program staff can help solve 
problems before they lead to the dissolution.  

AREAS IN WHICH MENTEES MAY REQUIRE MOST ASSISTANCE: 
• PARTICIPANT SELECTION 
• CHOOSING AN ADVISORY COUNCIL 
• CLASSROOM CURRICULUM AND INSTRUCTION 
• CAREER ASSOCIATION 
• OFFICER ELECTIONS 
• OFFICER INITIATION & INSTALLATION CEREMONY 
• GRADUATE FOLLOW UP 
• ENDMS 
• TRAINING MATERIALS/RESOURCES 
• FIELD TRIPS/GUEST SPEAKERS 
• POSITIVE PERFORMANCE OUTCOME MONITORING  
• PROJECT-BASED LEARNING 
• COMMUNITY SERVICE PROJECTS 
• FUNDRAISING 
• CLASSROOM BUDGET MONITORING 
• USING SOCIAL MEDIA IN THE CLASSROOM 
• SOCIAL MEDIA BEHAVIORS 
• CONFLICT RESOLUTION 
• COUNSELING/BEHAVIORAL REFERRALS 
• NEPRIS PARTICIPATION 
• CAREER DEVELOPMENT COMPETITION 
• NATIONAL LEADERSHIP ACADEMY 
• WORK-BASED LEARNING/JOB SHADOWING 
• COMMUNICATIONS 

MENTORING FITS WITH THE JAG MODEL  
Clearly, there are a number of JAG Model components that can support, supplement, 
and benefit from a successful mentoring relationship. Mentoring has proven to be an 
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important support to JAG programs in meeting the positive outcome goals.   

 

MENTOR SUPPORT, RECOGNITION AND RETENTION   

An important component of the mentoring process is designing in advance ways to 
support, recognize and retain the mentors and mentees. This could include:   

• A Formal Team Kick-Off   
• Process for Grievance Management   
• Re-Matching   
• Interpersonal Problem Solving   
• Handling A Crisis   
• Ongoing Team Support  
• Ongoing Training and Development   
• Social Gatherings   
• Ongoing Recognition and Appreciation   
• Newsletters or other forms of Communication to Mentees, Mentors, Funders, JAG 

KY Board, Jobs for America’s Graduates, Media Distribution 

 
SUPPORT  
Most mentors will derive enough pleasure from their mentoring experience to keep them 
going, though may occasionally reach an impasse that makes them begin to doubt their 
willingness to continue, which is why the mentor coordinator or JAG KY president needs 
to provide ongoing support and recognition of mentor and mentee efforts.  

Support recognition may include:  

• Designation of individuals to serve as sounding boards for mentors and mentees 
who have questions, concerns or issues they need to address.   

• Schedule regular communication with each mentor and mentee, while providing 
opportunities for one-on-one conversations through phone calls, Zoom calls, 
text messages, email or meetings.   

• Monitor feedback sessions. Hold regular feedback sessions for mentors to meet 
and discuss common problems and ways to address them and share feedback 
with mentors.   

• You may discover areas of concern not covered in your regular training program. 
You can then devise a training component to address those specific issues.   

•  Planning a major recognition event may be time-consuming, but it is worthwhile. 
Such events allow dedicated mentors to be recognized not only by their peers 
in the mentoring group, but also by the JAG KY community as a whole. Hold 
such events at least once a year and invite the local media to cover the event.  

• Recognize mentee goal attainment, job performance, new site implementations 
and program success.  

• Spotlighting mentor contributions by posting articles about them on the JAG KY 
website, JAG National website or on social media and other electronic and 
print news outlets.   

• Encouraging mentors to tell their story of involvement, both through JAG and 
JAG KY sponsored programs and through their own initiative.   

• Developing special recognition programs to honor mentors. Never under- 
estimate the power of a pat on the back for keeping people motivated.   

• Nominate mentors for local, state, or national recognition awards.  

• Ask JAG KY leaders to recognize and congratulate mentors and reiterate their 
personal commitment to mentoring and focus on the mission of the 
organization.  
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EVALUATION  
A plan needs to be developed to measure success of the mentoring process. In order to 
measure expected outcomes you will need to define outcomes, determine data to 
collect, how to collect, and the sources of data. You will want to develop a process to 
reflect on the findings and to revise operating procedures as needed.  

For example, the Mentorship Coordinator can use e-NDMS to track site success, as well 
as private surveys and evaluations to determine effectiveness of relationship. 

SUMMARY  
A JAG KY mentoring component can help the specialists and the youth they serve gain 
the confidence, resources and skills needed to reach their highest potential.  
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MENTOR / MENTEE INFORMATION FORM 
 

MENTOR NAME            
 
JAG KY SITE            
 
EMAIL             
SCHOOL PHONE NUMBER          
CELL PHONE NUMBER          
 
TEACHING YEARS OF EXPERIENCE        
JAG KY YEARS OF EXPERIENCE         
 
BACKGROUND INFORMATION  
HOMETOWN            
HIGH SCHOOL ATTENDED          
COLLEGE ATTENDED           
MAJOR             
MINOR             
 
CLUBS/ORGANIZATIONS/SPORTS/ACTIVITIES     
            
            
             
 
FAVORITES (Music, movies, song, hobby, sports teams, etc.) 
            
            
             
 
SITE JAG KY FACEBOOK PAGE NAME        
SITE JAG KY TWITTER ACCOUNT NAME       
SITE JAG KY INSTAGRAM NAME         


