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Foreword

Initiatives to improve the prospects of America’s young people generally
come in two forms: broad statements of policy intentions intended to apply to
large numbers (if not all) youth, and concrete programs that, in fact, help a
few youth. The two approaches are not necessarily inconsistent, and should
be complementary: to be effective, statements of principle need vehicles of
implementation, and action should be founded on well-articulated policy. But
over the past several decades, we have seen a widening gap between inten-
tions and action; the increasing number of youth with poor prospects for a
good life is a result.

Occasionally, an idea comes along that seems to offer a better prospect of clos-
ing the gap. It simultaneously captures the imagination of policy thinkers and
implementers, and the broader public that wants wide-scale action under an ap-
pealing banner--now.

Mentoring is such an idea. It has literally burst over the policy, popular and
program worlds in the past decade as a way to assist large numbers of youth,
especially those least likely to achieve success. As this report documents,
many prominent Americans have publicly stated that mentoring is the gap-
filler all Americans have been seeking, and that all Americans can bring about.

Public/Private Ventures’ usual approach to its mission of assisting youth with
poor prospects is to test the viability and effectiveness of a concrete, operat-
ing program that reflects a broader policy or theory. 'This focus on the actual
is meant to inform wider, ongoing debates over social policy or direction--to
help tie them to reality. We are pursuving this approach with mentoring
through the following projects: a study of the effectiveness and content of the
Big Brothers/Big Sisters program as it operates in 16 cities; a study of the use-
fulness of college students as mentors for middle-school students at risk of
failure, a project of the Campus Partners in Learning program sponsored by
Campus Compact; assessments of the "I Have A Dream" tuition-guarantee and
mentoring programs in Washington, D.C., and the Scholarship-in-Escrow pro-
gram sponsored by business and philanthropy in Cleveland; an evaluation of
the use of older citizens as mentors for at-risk youth, through Tempie Univer-
sity’s national Linking Lifetimes program; and mentoring demonstrations in
Georgia and Missouri, operated by those states’ juvenile justice systems. Our
hope is that these studies and demonstrations will inform consideration of
mentoring as an idea, a policy and a course of action.



Mentoring’s wide and intense appeal as an idea and a practice also seemed to
call for an overall lock, one that could place it in social and historical context;
map the basic forms and structures it was taking in its early, high growth
years; and explore the roots of its appeal, and the potential and limitations
those roots offered. Our intent here was in part to provide context for the
more specific studies P/PV will complete over the next few years. We also
feared that mentoring’s explesive growth might doom it to the fate of many
cures for social ills that capture the social imagination: a comet-like appear-
ance and disappearance, with careful studies coming too late to shape the ac-
tual and more realistic usefulness of the idea. Our experience has led us to
believe that mentoring is useful, though we cannot yet gauge with accuracy its
limits or forms.

Marc Freedman'’s study, The Kindness of Strangers, is our attempt to take a
look at the roots, current shapes, and social and operational implications of
mentoring. It is speculative, in the sense that it is not based on the program-
based realities and effects we typically examine. The study’s speculations do
illuminate mentoring’s possibilities and limitations, and in doing so, remind
us that commitment, realism, resources, imagination and thoughtfulness are
all required for real progress in assisting larger numbers of youth toward suc-
cessful lives, and that those qualities--even under a popular banner like
mentoring--are not easily brought together. The study concludes that under
popular banners like mentoring lie important truths, with important possibili-
ties if only we will take the time and effort to dig them out and carry them out.

Michael A. Bailin Gary Walker
President Executive Vice President



"The chief need of the poor today is not
almsgiving, but the moral support of true
friendship."’

—Rev. S. Humphrey Gurteen,

leader of the Friendly Visiting
campaigns, 1882.!

"What the boys want is friends, not charity."

— Ernest Coulter, founder, Big Brothers,
Good Housekeeping, 1909.2

"Millions of kids across the country are starving,
but they’re not hungry for a balanced meal.
They’re starved for adult attention."

— One PLUS One, Newsletter, 1990.3






criodically, Americans rediscover

the poor and set out to help them.

In the 1960s, our concern found ex-
pression in thc War on Poverty; 30
years earlier, it was manifest in the
New Deal and its programs on behalf of
the disenfranchised.

As this country entered the 1990s, many
were envisioning another wave in
America’s cyclical response to poverty.
Historian and former Kennedy advisor
Arthur Schlesinger noted the existence
ol "a lot of pent-up idealism" and pre-
dicted: "That will increase, and in the
19905, we’ll enter a phase that will be
much like the 1930s and 1960s." Emi-
nent analysts all along the political spec
trum echoed Schlesinger’s forecast.

Yet the new decade shows few signs of
another campaign againsl poverly: pros-
pects for a second New Deal or War on
Poverty seem remote. When President
Bush convened his Domestic Policy
Council in 1991 (o consider a sef of
sweeping unti-poverty meuasures, iL was
decided, in the words of one member,
"to keep playing with the same toys,"
only "paint them a little shinier.” As
this parlicipant cxplained, "We didn’t
have any cash.”

While eschewing anti-poverty crusades
and the expenditure of significant gov-
ernment dollars to crudicate poverly,
the Reagan and Bush administrations
have propounded the virtues of volun-
tarism. Ronald Reagan complained:
"We've lel government take away many
things we once considered were really
ours to do voluntarily out of the good-
ness of our hearts."® The Bush admin-
istration coined its signature domestic
policy phrase: "a thousand points of
light."

After taking otfice, President Bush set
up a White House office to promote vol-
untarism and supported creation of the
Points of Light Foundation, a private
foundation dedicated to advancing



voluntary efforts to selve social prob-
lems. Arguing that "millions of essen-
tially good people are enduring a
waking nightmare of want and isola-
tion," the Foundation states that what
these "Americans need most 1s not an-
other government program, but a set of
meaningful relationships that results in
the conviction that their future is not
limited by their present circumstanc-
cs."7 In 1991, the Foundation helped to
promulgate a hit country song built
around the refrain, "All it takes is a
point of ]ight."8

Reiterating the exclusivity of volunta-
rism and government programs, the
President argued in May 1991 that what
America needs today is "the good soci-
ety,” one based on private acts of chari-
ty. He contrasted this vision with that
of the Great Society, which he said dis-
couraged good deeds and individual
responsibility. Indeed, President Bush
elected to make this speech at the Uni-
versity of Michigan, where Lyndon
Johnson had announced 27 years earlier
that: "We have the opportunity to move
not only toward the rich society and the
powerful society, but upward to the
Great Society,” and to eradicate poverty
"in our time."”

The points of light notion carries with it
an intuitive appeal that transcends tradi-
tional political categories. But the call
for private action in the context of gov-
ernment inaction and the advancement
of dramatic claims for voluntarism as

an instrument for ameliorating the "wak-
ing nightmare of want and isolation"
have also given rise to sharp negative re-
action.

One critic derides the "thousand point-
less lights,” while another refers to the
"1,000 points of lite." An editorial
scoffs: "The President seems to think
that legions of volunteers, acting in
government’s stead, will swarm over
the ghettos and mop up urban ills"; an-
other asserts that voluntarism, as

espoused by the Reagan and Bush ad-
ministrations,"asks the private sector to
fill gaps created by American capital-
ism and vacated by a retreating federal
government”--a strategy the author
equates with leaving "the war on pov-
erty in the hands of vigilantes."

In short, the debate over voluntarism’s
proper role appears stuck in rhetorical
wrangling. On the one side, voluntary
action is treated as a panacea for com-
plex and long-standing social problems.
In reaction, voluntarism is summarily
dismissed and lampooned.

This essay attempts to clarify the real
potential and implications of the new in-
terest in voluntarism by looking at one
of its most compelling expressions: the
current movement to mentor young peo-
ple in poverty. Mentoring is one of the
favored initiatives of the Points of
Light Foundation. Indeed, that Foun-
dation’s co-chairman has established a
separate One to One Foundation, fo-
cused solely on mentoring. Examining
mentoring offers an opportunity to
illuminate both the promise and pitfalls
inherent in the "points of light” ap-
proach.

The current wave of mentoring is a par-
ticular form of voluntarism, one focus-
ing on the poor, primarily involving the
middle-class volunteers and promoting
personal relationships as an instrument
for helping the disadvantaged. This
combination is one of the most enduring
variations within our broader experi-
ence of urban reform activity.

In examining mentoring’s rise as a
movement, this paper will pay particu-
lar attention to a set of basic questions:
What lies behind the sudden interest in
mentoring? What can we realistically
expect from programs that focus on one-
to-one relationships? What are the
mentoring movement’s broader impli-
cations for public policy? What does
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this phenomenon say about who we are
as a society?

The picture that emerges is of a com-
plex strategy that is neither a panacea
nor vigilantism, a strategy with poten-
tial to contribute directly to the cause of
helping young people out of poverty, as
well as one that raises timely and impor-
tant issues for education and social pol-
icy, At the same time, it is a strategy
whose potential contributions may well
be squandered under the weight of mis-
guided expectations.

The story presented here results from
four years on the mentoring "beat": vis-
iting programs, talking to mentors and
youth, following policy debate, and re-
viewing literature. It rests on accumu-
lated observations, opinions and per-
sonal reflections emerging from hun-
dreds of interviews conducted around
the country. (See the Afterword.)

While the central concern of this story
is the fate of young people growing up
in poverty, its major protagonists are
middle-class adults--the individuals
who have initiated mentoring programs,
who are promoting them, and who have
come forward to "do good” under often
challenging circumstances.

The mentoring movement is built on the
kindness of these strangers. It deserves
to be taken seriously--for what it might
realistically accomplish, and where it
might potentially lead.






he 1983 annual report of the Com-

monwcalth Fund, a New York phi-

lanthropy, begins with an essay by
the foundation’s president, Margarct
Mahoney.

Titled "Mentors,” this cssay argues that
young people have lost "natural proxim-
ity to caring, mature adults,” leaving
their "basic need for construclive guid-
ance” unfulfilled. This problem, con-
tends Mahoney, is particularly acute for
children in poverty, who, "living in
scarred, deprived neighborhoods... con-
front too many negative influences, too
many bad models." Arguing that onc-to-
one relationships "can reassure each
child of his innate worth, instill values,
guide curiosity, and encourage  pur-
poseful life,” Mahoncy concludes by
calling on adults in America to come
forward and devote "a small but signif-
icant part” of their lives to mentoring.

The Commonwealth Fund began fund-
ing mentoring projecis in the early
1980s, including one called Career
Explorations in New York, which fo-
cused on disadvantaged youth and
matched them with mentors from the
Coalition of 100 Black Women. This
initiative evolved into a national demon-
stration project called Career Be-
ginnings, which wus soon operating,
with mentloring as one component, in
two dozen cities,

By the late 1980s, Margaret Mahoney's
call for mentors was amplified by a
growing number of prominent citizens,
politicians and commissions, A particu-
larly compelling voice within this cho-
rus was that of Washington Post col-
umnist Dorothy Gilliam, whose 1989
"SOS" to her readers implored them to
"roll up their slecves” and serve as their
"brother’s keeper” for "thousands of
children reaching a crossroads.”

According to Gilliam, "Several church-
es and organizations have startcd men-
toring programs with an aim toward



having men and women develop a regu-
lar, hands-on, one-on-one relationship
with...at-risk boys and girls." However,
Gilliam stressed that it was not enough
to pay "lip service" to these efforts;
rather they "must be doubled, even
quadrupled.” The solution, she wrote,
lies with each adult taking responsibil-
ity for mentoring one child.

Later in 1989, the William T. Grant
Commission on Work, Family and Citi-
zenship recommended "that many more
mentoring programs be developed, eval-
uated, and refined, especially those that
involve young people in ongoing rela-
tionships based on shared purpose and
mutual interest.”> At approximately the
same time, President Bush taped a tele-
vision commercial endorsing mentor-
ing, and New York’s First Lady, Ma-
thilda Cuomo, declared 1989 "The Year
of the Mentor."*

By 1990, a raft of highly influential or-
ganizations and corporations, including
Chrysler, Proctor and Gamble, Goldman
Sachs, IBM, Xerox, the United Way of
America, the National Urban League,
PBS, and the National Education Asso-
ciation, had thrown their support behind
mentoring.

In March 1990, the first National
Mentoring Conference was held, spon-
sored by the Commonwealth Fund, the
Chrysler Corporation, and the U.S. De-
partment of Labor. Elizabeth Dole,
then Secretary of Labor, offered the key-
note address. Later that year, the new
One to One Foundation and the United
Way of America sponsored another na-
tional conference on mentoring, with a
message from the President and speech-
es by Jack Kemp, David Kearns and
other notables from government and the
private sector.

The media also took notice of mentor-
ng. The Philadelphia Inquirer pro-
claimed in a 1989 editorial that
mentoring had become "downright

trendy,” declaring that "as the Helmsley-
Boesky era ends, the fresh interest in
youth is a reason for hope."5 The New
York Times described "an enormous
surge” in mentoring programs, observ-
ing that "in recent years, the idea of di-
rectly contributing to a youngster’s
chances of success has found great ap-
peal among educators, business leaders
and others."® And The Baltimore Sun
pronounced: "Mentoring--in which
someone who has made it helps along
somecne who hasn’t--suddenly has be-
come hot among educators and others
trying to solve high drop-out rates
among inner-city youth."7

By the end of 1990, mentoring had ar-
rived, replete not only with a wide
range of supporters and a full-fledged
field of activity, but with a euphoric set
of expectations as well. However, this
was far from the first appearance of sim-
ilar ideas on the American stage. As al-
ready suggested, mentoring’s principal
elements--middle-class volunteers, a
focus on the poor, and reliance on per-
sonal relationships--constitute a recur-
ring reform impulse, one that aroused
similar fervor in the past. These earlier
episodes help illuminate the dynamics
of the current movement.

Friendly Visiting

hile Big Brothers/Big Sisters is

the most familiar antecedent of

the current mentoring wave, a
still earlier manifestation of this particu-
lar reform impulse can be found in the
closing decades of the 19th century, in
a now obscure set of campaigns known
as "friendly visiting.”

As America entered the final quarter of
the 19th century, social relations were
badly strained. The great railroad strike
of 1878 was the most violent and wide
ranging labor conflict in the country’s
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history. Hordes of unemployed men
roamed the country in search of employ-
ment. Squalid urban slums were swell-
ing with immigrants, in whose homes
one commentator saw "an immorality as
deep as [their] poverty... a moral atmo-
sphere as pestilential as the physical."9
The country was increasingly split be-
tween the classes of capital and labor.
To many, it seemed to be ripping apart
at the seams.

In response to what one reformer called
a terrible chasm between the rich and
poor, "a chasm which is becoming
wider and wider as the years roli by,"
urban civic leaders launched a new
movement of moral and social reform
based on the principles of "scientific
charity."10

In cities around the country, charitable
societies sprang up, armed with volun-
teer "Friendly Visitors" who were sup-
ported by a few paid agents. The male
paid agents managed the operation, but
the female Friendly Visitors were the
main vessels for carrying oul the pro-
gram.

The Friendly Visiting campaigns were
unveiled with extreme optimism and an
evangelical fervor. In 1885, cone leader,
Charles Kellogg, wrote of a battalion of
100,000 visitors sweeping "like a tidal
wave" over urban America and "flood-
ing every part... [with] sweetness and
order and light.” !

The immediate objective was moral up-
lift, “to raise the character and elevate
the moral nature of the poor." The
immediate enemy was relief, almsgiv-
ing that engendered "habits of de-
pendence, destroying manliness and
self-respect” while making "pauperism
a permanent institution, a positive pro-
fession.” Almsgiving left the poor
person’s "heart untouched."’

The broader goal was a return to an ¢ar-
lier, organic society in which class

tensions were mitigated by bonds of
sympathy. According to historian Roy
Lubove, whose volume The Profes-
sional Altruist offers the fullest treat-
ment of the movement, Friendly
Visiting sought to "substitute for the
spontaneous neighborliness of the small
town."” "

In particular, the Friendly Visitor--like
the "mentor” and the "big brother" to
follow--was to be a role model for chil-
dren of the poor. As Mary Richmond
explains in her book, Friendly Visiting
Among the Poor, "We should not de-
spair of the children, so long as we can
attach them to us, and give them a new
and better outlook upon life."1#

The vehicle for achieving these goals
was an instrumental form of personal re
lationship, one designed to produce
practical results. The Visitors were ex-
pected "to think of the poor as hus-
bands, wives, sons, and daughters,” and
to exhibit "all possible sympathy, tact,
patience, cheer, and wise advice.""® As
Lubove points out, the tools of the
Friendly Visitor were actually a mix of
personality and class affiliation: the vis-
itor was "dispatched not as an expert in
investigation or the handling of relief,
but as the representative of a middle
class."!®

Despite such hopeful beginnings,
Friendly Visiting coellapsed by the turn
of the century. The movement was
beset by a profound shortage of volun-
teers, of citizens who had enough time
to devote to this enterprise. Despite
calls Tor 100,000 Visitors, the actual
numbers were far smaller and trailed off
quickly. Increasingly, the functions of
the Visitors were taken over by the paid
agents.

In addition, Friendly Visitors found it
difficult to help the poor. The genteel
and sometimes patronizing outsiders dis-
covered a population more inclined to
turn to their friends and neighbors for



solace than to the representatives of
middle-class fife. While a few Visitors
managed to establish strong personal
relationships and be of some help, they
were the exception.

Finally, Friendly Visiting was over-
whelmed by economic realities. A se-
ries of depressions in the late 19th
century underscored the material basis
of poverty and put the power of middle-
¢lass friendship in perspective.

Badly battered, Friendly Visiting came
to occupy another chapter in what histo-
rian Paul Boyer describes as a familiar
cycle in urban seocial referm, one pro-
ceeding rapidly from "initial enthu-
siasm to baffled discouragement."17 By
the first years of the 20th century, even
the major elements of Friendly Visiting,
middle-class participation in the fight
against poverty and an approach based
on relationship, had given way to the
newly emergent social work protession.

First, the early social workers replaced
the approach of personal relationship
with technical expertise in the form of
casework. Next, middle-class volun-
teers were relegated to ceremonial and
ancillary functions in the new social
agency bureaucracies, where the real
work of dealing with the poor was
consolidated in the hands of paid profes-
sionals. According to Lubove, what re-
mained was "neither alms nor a friend,
but a professional service," %

Big Brothers/
Big Sisters

Ithough Lubove’s phrase accu-

rately characterizes human service

delivery following the demise of
Friendly Visiting--and arguably remains
true today--the beginning of the new
century saw another movement based
on middle-class voluntarism and

instrumental relationships quietly take
form in the shadow of the new
bureaucracies.'® This new movement
was founded by Ernest K. Coulter, a
New York newspaperman who left jour-
nalism to work in the first Children’s
Court in the city. Coulter was appalled
at the misery and neglect he witnessed
among the youngsters brought before
the Court, and was concerned that the
"justice” the court delivered took little
account of their needs and personal
problems. He felt this lack was respon-
sible for the high rate of recidivism.

In an address to the Men’s Club of the
Central Presbyterian Church of New
York on December 3, 1904, Coulter
shared his perspective with the audi-
ence of middle-class businessmen,
professionals and civic leaders. He il-
lustrated his theory with the story of a
young boy recently charged with a
crime that would likely send him, upon
conviction, to a reformatory. Coulter
believed the harsh reformatory held lit-
tle hope for rehabilitation:

There is only one possible way fo
save that youngster, and that is to
have some earnest, true man vol-
unteer to be his big brother, to
look after him, help him to do
right, make the little chap feel
that there is at least one human
being in this great city who takes
a personal interest in him, who
cares whether he lives or dies.

In closing, Coulier issued an appeal: "1
call for a volunteer.” The 39 volunteers
who signed up that night became the
first Big Brothers.

Their experience was far from easy.
Trying to make a home visit, one pio-
neer Big Brother was greeted by the lit-
tle brother’s mother, wielding a large
pistol. Another was menaced with a
pan of sudsy dishwater. Coulter him-
self spent eight years trying (o rescue a
member of the notorious Fagins street



Recurring Fervor 9

gang. Despite exhaustive efforts, in-
cluding assistance from other "Bigs"
who provided homes, jobs and support,
the boy refused all reformation, eventu-
ally disappearing for good.

Despite these initial frustrations, the
Big Brothers/Big Sisters movement
caught on, soon generating its own fer-
vent supporters. The early euphoria
was epitomized by a rally for the new
movement held at the Casino Theatre in
New York in April 1916. The Casino
rally--attended by 2,000 men and wo-
men, black and white, from all denomi-
nations--reflected the strong religious
cast of Big Brothers/Big Sisters in its
beginning years.

The audience was addressed by a series
of clergymen who whipped the crowd,
according to one historian of the move-
ment, into a "revival-like fervor." The
first speaker, a Catholic priest, declared
that each adult "must come forward
and, man for man and woman for wo-
man, get into this work for the chil-
dren.” The next guest, Rabbi J. L. Mag-
nes, compared wayward youth to "ten-
der plants,” declaring: "In this day of
cold efficiency--efficiency in business,
efficiency in charity--it is a miserable
small justice our great organized chari-
ties do....The personal touch is absent.
1t can’t be put into a scientific sys-
tem....It is human."

The final orator, Episcopal Bishop
David H. Greer, likened New York to a
great storage battery of kindness: "Thou-
sands are ready to do good if they have
the opportunity, and this greai, happy,
growing movement gives them the op-
portunity.” Greer echoed Magnes’ con-
cern about the impersonality of existing
social bureaucracies, warning: "Not by
social machinery are bad boys to be
made good boys, but by the warm, per-
sonal touch in life."

Alongside concerns about impersonal,
arid social welfare bureaucracies and
their inability to reach delinquent
youth, deeper fears of impending social
breakdown propelled the new move-
ment. Big Brothers/Big Sisters grew
up as a middle-class movement, part of
the broader push of Progressivism. Its
founders were distressed by the same ex-
tremes of wealth and poverty in the
United States that had propelled the
founders of Friendly Visiting. They
saw children and youth growing up in
povertly as potential sources of social
breakdown, in need of socialization,
firm guidance and human connection
with mainstream adults.

However, unlike Friendly Visiting,
which was replaced by professional ser-
vices in the wake of its inability to live
up to unrealistic claims, Big Broth-
ers/Big Sisters managed during the peri-
od between the world wars to evolve a
balance between fervor and operational
consistency, by a gradual process of
professionalizing. In 1921, the first Big
Brother/Big Sister Federation was
formed, seiting standards for programs
and one-to-one relationships that as-
pired to the Federation’s imprimateur.
At first these standards were quite flexi-
ble, aiming to cultivate wide accep-
tance; over time they became firmer
and more clearly specified. Eventually
the Federation evolved into Big Broth-
ers/Big Sisters of America, the body
that continues to govern this movement
today.

The implications of Big Brothers/Big
Sisters” and Friendly Visiting’s contrast-
ing histories will be taken up again in
later sections, which analyze the experi-
ence of the contemporary mentoring
movement.






1

ust as the earlier interest in volunta-

rism and relationships was chan-

neled through particular roles--that
of the "visitor” or the "big brother” and
"big sister”--the current fervor too has
ils own vessel, that of the "mentor."
The mentor is distinguished from the
carlier forms in its status as one of the
mosl enduring and celebrated relation-
ships in cur culture. Indeed, mentoring
brings with it an cntirc mythology.

The word "mentor” derives [rom a
Grecek tale and, etymologically, from a
number of Greek roots meaning "think,”
"counsel,” "remember” and "endure.”
One contemporary article describes a
mesntor as a "protector, benefactor, spon-
sor, champion, advocate, supporter or
counsclor.” Another writer refers to pa-
trons, guides and peer pals, while a
third adds host, tcacher and exemplar.
The phrase "role model" is frequently
invoked.’

While these descriptors undcrscore the
complexity of the notion, they only go
part of the way toward capturing its
essential features. Professor Uri
Bronfenbrenner of Cornell University
developed a more useful definition fol-
lowing consultation with Japanese schol-
ars aboul similar relationships in their
culture.

According to Bronfenbrenner, mentor-
ing is a one-to-one relationship between
a pair of unrelated individuals, usually
of different ages, and is developmental
in nature: "A mentor is an older, more
experienced person who seeks to further
the development of character and com-
petence in a younger person....” Guid-
ance may take many forms., including
demonstration, instruction, challenge
and encouragemenl "on a more or less
regular basis over an extended period of
time." Furthermore, this relationship is
distinguished by "a special bond of mu-
tual commitment” and "an emotional
character of respect, loyalty, and identi-
fication.”
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The Classical
Conception Of
Mentoring

ronfenbrenner’s definition distills
B what might be called the classical

conception of mentoring: a robust
and highly idealized relationship that
has attained mythic proportions in our
culture. Stories from several different
gras capture its spirit.

Homer’s "Mentor"

The word "mentor” first appears as a
character’s name in Homer’s Odyssey
some 700 years before the birth of
Christ.’ According to the Odyssey,
"Mentor was an old friend of Odysseus,
to whom the king had entrusted his
whole houschold when he sailed.” In
particular, the king entrusted to this
"wise and faithful friend” the safekeep-
ing and development of his enly son,
Telemachus.

Mentor attends to this task. But it is
only when the goddess Athena--the god-
dess associated with fortunate adven-
tures--takes on the goise of Mentor, that
the elevated gualities of the role are re-
vealed. Mentor/Athena tells the young
warrior, who is about to embark on the
search for his father: "Today has
proved you, Telemachus, neither a cow-
ard nor a fool....No fear, then, that this
journey of yours will end in farce or
failure....you have every reason to feel
that you will make a success of this
undertaking.”

Not content to impart wisdom and en-
couragement, Mentor/Athena prepares
the way for the boy’s important voyage:
"You will soon be off on this journey
you have set your heart on. For am [
not your father’s friend, and ready lo
find you a fast ship and sail with you
myself?” After making the promised

provisions, the mentor/goddess beckons
Telemachus to begin the journey by tak-
ing the seat beside him.

LR

Grimms’ "Iron John"

From the 1820s, the Grimm Brothers’
story of "Iron John," recently revived
by the poet Robert Bly, offers another
version of the mentoring my‘[h.4 [ron
John is a wild man, covered with rust-
colored hair. After being captured by
the king’s hunters, Iron John is caged
and displayed in the castle courtyard.

The king’s young son allows his golden
ball to roll into the wild man’s cage,
and the prisoner offers to return it if the
boy will set him free. The youngster re-
trieves the key, unlocks the gate, and
earns [ron John's gratitude. Promising
to teach the essentials of life to the boy,
Iron John carries the boy off on his
shoulders.

At this juncture, Iron John the wild man
becomes Iron John the mentor. Assum-
ing the mantle of initiator is a step that
Bly compares to the moment in ancient
Greek life when a priest of Dionysus ac-
cepted a young man as a student, or
"the moment in Eskimo life today when
the shaman, sometimes covered entirely
with the fur of wild animals...appears in
the village and takes a boy away for
spirit instruction.”

After imparting the promised life les-
sons, Iron John compels the boy to
leave the forest. Discerning "no evil”
in his protege’s heart, he determines to
give the boy a gift: "Whenever you are
in trouble, come to the edge of the for-
est and shout, "Iron John!” I'll come Lo
the edge of the forest and help you. My
power is great, greater than you believe,
and I have gold and silver in abun-
dance."

Over time, the boy returns on several oc-
casions for Iron John's help. With his
mentor’s guidance, the boy earns great
acclaim as a knight and marries a
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princess in a neighboring kingdom. At
the wedding, the boy is reunited with
his parents, as well as with a surprise
guest, Iron John. Released from a spell
by the boy’s achievements, Iron John
himself has been transformed back into
a king.

Raines’ "A Mentor’s Presence”

A third story, this one from our own
time, reveals the continuing vitality of
the classical conception of mentoring.
In an opfed piece in The New York
Times Magazine, Washington bureau
chief Howell Raines reflects on the
influence of his college English profes-
sor, Richebourg Gaillard McWilliams.®
His story, "A Mentor’s Presence," re-
flects many of the same themes we find
in earlier tales.

Raines sought and eventually won his
professor’s affection "to the extent that
I came to see myself as something like
an honorary son.” This relationship
was not always easy. McWilliams
wanted to harden his students "for the
solitary toil of a literary apprentice-
ship," and he was fond of telling them
that "most, if not all, would fail.”

Indeed, McWilliams predicted that the
students who did succeed would not nec-
essarily be the most gifted stylists, but
rather those who refused to quit. Then,
Raines recalls, the older man would
strike "a line across his desk with a
thick shiny fingernail,” proclaiming,
"You must always plow on to the end of
the row."”

Raines adds that the row "stretched for
12 years" between the initial draft and
publication of his first novel, which he
dedicated to McWilliams. He con-
cludes that the professor "influenced me
more than any man 1 have known other
than my own father.” According to
Raines, that influence included his
choice of careers, standards of profes-
sional performance and his sense of
personal honor: "In short, he was my

mentor, and since his death in February,
I have been reflecting on the union of
spirit that exists between a mentor and
protege.”

Raines defines it thus:

A young man cannot will a rela-
tionship with a mentor. It must
emerge from the flow of two lives,
and it must have the reciprocity
of a good romance. The adula-
tion of the younger man must be
received with a sheltering affec-
tion that, in time, ripens into ma-
ture respect hetween equals.
Carried to full term, it is a bond
less profound but more complex
and subtle than that between fa-
ther and son, a kinship cemented
by choice rather than biology.

For Raines, "There will be no one else
like Richebourg McWilliams in my life,
nor would I want there to be."

The Common Elements

As Raines’ words attest, the myth of
mentoring is enormously sympathetic,
and the mentors portrayed in the three
stories are heroic figures. All three are
endowed with great wisdom. There is
even the suggestion of the supernatural
in two of these tales--Mentor is a god-
dess in disguise; Iron John’s powers are
great, "greater than you believe.” The
magic of mentors, like their wisdom, is
applied particularly to aid the proteges’
"journey."

As they glorify mentors and the mentor-
ing relationship, these tales reveal a trio
of elements at the very heart of the
classical conception of mentoring:
achievement, nurturance and
generativity.

Achievement. Mentors foster their
proteges’ achievement. Homer’s Men-
tor prepares the way for Telemachus’
journey, providing the necessary
equipment, encouraging him, even vol-
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unteering to accompany him on his
search. Iron John promises to provide
his young prince with help along the
way in his life’s journey. Professor
McWilliams teaches Howell Raines
how to be competent at his chosen voca-
tion; he warns him about being exces-
sively "mawkish." instructs him to work
hard, and remains a sympathetic critic
long after Raines graduates from col-
lege.

With their mentors’ help, all three prote-
ges succeed in their journeys, which in
each case prove to be trying ones:
Telemachus finds his father, the young
prince becomes a successful knight, and
Raines develops into a published novel-
ist and established writer. Befitting the
genre, all the stories progress to happy
endings.

Nurturance. Equally important, the
mentors contribute to another journey,
the transition of their proteges to adult-
hood. As psychologist Daniel Levinson
points out, the mentor functions as a
"transitional figure who invites and wel-
comes g young man into the adult
world."™

Part of this transition is accomplished
through the provision of "life lessons,”
as Iron John promises the young prince.
They are lessons in character. To wit,
Raines atiributes not only his choice of
career and professional standards to Mc-
Williams, but his sense of "personal
honor."”

These lessons take place within the con-
text of a nurturing relationship. Robert
Bly describes mentors as "male moth-
ers” interested in "nurturing souls.”’
Howell Raines describes a relationship
characterized by "sheltering affection,”
one with the "reciprocity of a good ro-
mance.”

Generativity. Finally, mentoring rela-
tionships are intergenerational,
characterized by the voluntary

assumption of responsibility for mem-
bers of the next generation. They are
an expression of what Erik Erikson
calls generativity, the impulse to pass
on values, culture and lifeblood to the
next generation. In Erikson’s view,
generativity constitutes the hallmark of
successful midlife development, and the
mentors in these tales all demonstrate
this impulse.8 In the process, they gain
themselves: at one end, Iron John is
freed from his hex; on the other, McW-
illiams reaps the satisfaction of having
shaped a good writer and contributing
to the ongoing vitality of letters.

Traditional mentoring stories, based on
the classical conception, concern them-
selves almost exclusively with men and
boys. In fact, it is difficult to locate
mentoring stories involving women and
girls. To this day, the classical concep-
tion of mentoring continues to enjoy
broad currency in the sphere of male
adult development, as evidenced by
such works as Levinson’s Seasons of a
Man’s Life and Bly’s Iron John.

Over the past decade, however, mentor-
ing has started to become more closely
associated with women in at least one
sphere: career development, particu-
larly in the corporate world.

Moving Up: Mentor-
ing Goes Corporate

hile the classical conception of

mentoring continues to be prom-

inent, a second incarnation
gained force in the 1970s. This varia-
tion of the original concept emphasizes
mentoring’s instrumental aspects, those
fostering achievement, over its more
nurturing and generative dimensions.
One early 1980s reviewer, Sharon
Merriam, commented on the fervor this
form of mentoring had engendered: The
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subject of talk shows, business semi-
nars, journal and magazine articles, the
interest in mentoring has reached...
"mania” proportions. The listener or
reader is told that mentoring is the key
to career and academic success.

She concludes: "Women in particular
are being advised to find one and be
one to another woman."

As the previous section suggests,
achievement and mentoring have long
been associated. Indeed, as Merriam
states, "History is replete with examples
of such relationships: Socrates and
Plato, Freud and Jung, Lorenze de Me-
dici and Michelangelo, Haydn and Bee-
thoven, Boas and Mead, Sartre and de
Beauvoir, and so on."9

Retrospective research studies, too,

have often focused on such a connec-
tion, ranging from a 1926 study, "The
Early Mental Traits of Three Hundred
Geniuses,” which portrays mentoring as
important in the lives of many of its sub-
jects, to a more recent review of Nobel
Laureates in the sciences, which finds a
similar tie.'®

However, nowhere has this reduction of
the broader notion of mentoring to a
highly instrumental one been more thor-
ough than in the corporate world. One
reviewer comments that in opposition
"to the classical notion of a young per-
son being guided in all aspects of life
by an older, wiser person... the business
world sees it as a onc-dimensional phe-
nomenon in which the protege’s career
is guiﬂed by a senior organization per-

s0n.

In fact, researchers and observers have
recently focused on the critical role of
mentoring as a cornerstone of the "old
boy network.” A 1978 Harvard Busi-
ness Review article described and glori-
fied the role in profiling three male
executives. Its title’s message, "Every-
one Who Makes It Has a Mf:ntor,"12 has

been echoed in scores of other stories in
the business press.

It is no accident that these articles
began appearing at the time when more
and more women were enltering manage-
ment ranks, confronting the "glass ceil-
ing," and discovering the power of the
old boy network. Many of these women
were casting about for ways to ascend
the ladder of mobility; for some, the
search led to mentoring.

However, women’s search for mentors
has often proved difficult. In Men and
Waomen of the Corporation, Rosabeth
Kanter concluded that "the number of
mentoring relationships available to
women does not appear to be keeping
pace with the increasing number of
women needing mentors.”

Kanter found that most mentors in the
corporations she studied were male:
most managers were male and preferred
1o mentor aspirants like themselves. Ar-
guing that mentors make a difference in
the prospects of their proteges--by
going to battle for them, providing help
in circumventing bureaucratic road-
blocks, and casting reflected power--
Kanter advocated "artificial sponsorship
programs” for women and minorities
who inevitably found upward mobility
blocked. In a later study of another
corporation, Kanter argued that women
who didn’t make it failed due to the ab-
sence of mentors, among other sup-
poms.l

Many subsequent volumes echoed
Kanter’s perspective. In The Corporate
Connection: Why Executive Women
Need Mentors to Reach the Top, Agnes
Missirian reported the results of a sur-
vey of 100 top businesswomen, and ar-
gued that mentoring was an imgortant
element in their achievement.'* In The
Managerial Woman, Hennig and Jardim
studied 25 women executives and found
that every one had a mentor. This dis-
covery led them to advocate that
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women in corporations "look for a
coach, a godfather or a godmother, a
mentor, an advocate, someone in a more
senior position who can teach...sup-
port...advise...critique."15

Not surprisingly, women’s quest for
mentors moved quickly from research
to action, spawning an entire industry
of how-to books and seminars. A good
example is the 1982 book, Menrors and
Proteges: How to Establish, Strengthen
and Ger the Most from a Mentor/Pro-
tege Reiatz'onship.16 Corporate seminar
companies like Career Track began of-
fering sessions specifically designed to
teach these skills.

In its translation from a classical notion
to the corporate world, mentoring be-
came increasingly defined not enly as
instrumental, a strategy for success, but
as intentional, something that could be
engineered. With the seminars, "how-
to” manuals, and other self-help tools
came a wave of mentoring programs for
women and minorities, both tradition-
ally cut off from paths to success in
large commercial institutions. Along
the way, these programs spread to other
areas of endeavor, most noiably educa-
fiom.
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n the summer of 1990, an observer

quoted in The New York Times char-

acterized the rapid multiplication in
mentoring programs for young people
growing up in poverty: "There were
twice as many programs last year and
twice as many programs the year before
and the year before. It’s been a phenom-
enon mosily of the late "80s."1 A de-
cade after mentoring had gone corpo-
rale, it was going public, portrayed in-
creasingly as a tool for helping young
people overcome poverty and make it
inlo mainstream society.

Il the classical conception of mentoring
can be seen as the first wave of the no-
tion and the corporale incarnation as the
sccond, then the laie 1980s began wit-
nessing what amounts to the third. Like
its immediate predeccssor, this new
wave is characterized by instrumental
and intentional tendencies, and by the
use of volunteers drawn [rom the profes-
sional class. The significant difference
is the group targeted: disadvantaged
children and youth.

This section will chart the mentoring
landscape that has appeared in recent
years, beginning with its relationship Lo
a movement whose origins have already
been discussed, Big Brothers/Big Sis-
ters of America. We will then look at a
range of current mentoring programs
and al organizations founded to support
their activities.

Big Brothers/
Big Sisters

n independent movement, Big

Brothers/Big Sisters is also part of

the mentoring ficld, Lo the extent
that mentoring is very broadly about
one-to-one matches between adult vol-
unteers and youth. Howcever, its dis-
tinct identily remains intact, both at the
movement and program levels.
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As a movement, Big Brothers/Big Sis-
ters has been around for 85 years, evolv-
ing through professionalization, a
merger and substantial growth. At pres-
ent, Big Brothers/Big Sisters of Amer-
ica (BB/BSA) consists of 483 local
affiliates in 49 states, matching 60,000
youth with adult "Bigs." In addition,
the movement counts 40,000 youth on a
waiting list largely composed of minor-
ity boys and girls. BB/BSA is at pres-
ent a large, stable and mature move-
ment, so established that it even copy-
righted the phrase "One-to-One." In
1990, the first major evalueation of the
program was initiated by Public/Private
Ventures (P/PV) with support {rom
Lilly Endowment, the Commonwealth
Fund and The Pew Charitable Trusts.

The organization is centralized through
a national office in Philadelphia that is
responsible for monitoring the establish-
ment of new programs, assuring compli-
ance with standards by local affiliates,
overseeing development of special pro-
jects, conducting an annual convention,
and performing public relations, fund
raising, lobbying and other support func-
tions. Local affiliates pay dues to the
national office, based on a percentage
of their annual budgets.

BB/BSA’s national standards help as-
sure that affiliated programs share a set
of common features, particularly around
the matching and supervision process,
which is highly structured. When a vol-
unteer comes forward to serve as a Big
Brother or Big Sister, the individual is
carefully screened through an applica-
tion, a face to face interview, a home
visit, psychological tests, a police check
and an examination of references. It is
not unusual for the application process
to take months; in some places, the can-
didate pays a processing fee.

Once a match 1s made, a team i1s formed
including the "Big," the "Little,” the

Little’s parent(s), and an agency case-
worker. The team meets for the first
time in the youth’s home, a session that
frequently ends with all four going out
for a meal together. The team contin-
ues to meet periodically over the course
of the match.

Volunteers are asked to make an exten-
sive time commitment to the one-to-one
relationship, agreeing "to spend three to
five hours a week with the Little
Brother or Little Sister, providing the
caseworker with periodic updates of the
progress of the match.”” Matches are ex-
pected to last at least a year, and most
agencies report an average length of

two years.

BB/BSA affiliates employ professional
case workers to supervise one-to-one
matches, Each professional is assigned
a caseload of 60 matches, though in
some cases, affiliates can petition the
national organization for a variation in
this ratio. The supervision is usually
conducted by phone, with more in-
depth assessments occurring approxi-
mately every six months.

Several additional items are worth not-
ing in the context of mentoring. Big
Brothers/Big Sisters prefers to initiate
matches before the age of 10 and usu-
ally accepts youth only through their
early teens. In addition, these efforts
are usually father-substitute programs,
and an absent parent is generally prereq-
uisite for a youth’s participation,

It is important to note that the mentor-
ing movement has grown up partly in re-
sponse to perceived limitations of Big
Brothers/Big Sisters: its inability to
serve larger numbers of disadvantaged
youth and a recruitment process that
some observers believe is too rigid,
thereby discouraging many potential
adult volunteers,
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Mentoring Programs

entoring programs range in size
Mfrom ambitious national initia-

tives to local efforts with diverse
sponsors, few of which have numbers
approaching those of local BB/BSA af-
filiates. Individual programs typically
maintain from a handful to several hun-
dred matches each year.

National Programs

Several national organizations have
mounted demonstration projects in mul-
tiple sites around the country, usually
accompanied by evaluation research to
explore mentoring’s potential and limi-
tations.

Career Beginnings, the first and larg-
est of the demonstration projects, was
initiated by the Commonwealth Fund in
1985. The program targets "tenacious
youth": high school juniors and seniors
who come from low-income families,
have average attendance and grades,
and have "demoenstrated their motiva-
tion and commitment beyond school ac-
tivities," but who are not certain to
make it on to college or good jobs.3

Career Beginnings enrolls students in
their junior year and continues through
their first year after high school gradua-
tion. Sponsored by a local college or
university, it also operates in the
students’ high schools and involves the
business community, where mentors are
recruited for each student.

By 1990, the project had worked with
7,000 students and 7,000 mentors--
2,000 in 1990 alone. Its support comes
from several foundations in addition to
Commonwealth, including the John D.
and Catherine T. MacArthur Founda-
tion. Career Beginnings is operated by
the Center for Human Resources at
Brandeis University and is the subject

of two research projects funded by Com-
monwealth.

Campus Partners in Learning (CPIL)
is administered by the Campus Com-
pact, an offshoot of the Education Com-
mission of the States (ECS). CPIL is
designed to create opportunities for col-
lege students to serve as mentors for at-
risk youth in grades four through nine.
It aims simultaneously to develop a ser-
vice ethic among college students and
to help middle-school students academi-
cally.

Funded by the Carnegie Corporation of
New York, the John D. and Catherine
T. MacArthur Foundation and the
Honeywell Foundation, CPIL began
with 10 schools during the 198%-1990
academic year and increased that num-
ber by two schools in the following aca-
demic year, with a goal of 20 matches
per site. Among the participating
schools are Boston University, Connect-
icut College, Michigan State, Xavier
University (Louisiana) and the Univer-
sity of California at Santa Cruz. The
chair of the project is former Minnesota
Governor Rudy Perpich, also the chair
of ECS. P/PV’s research on CPIL is
funded by Carnegie, MacArthur and
The Pew Charitable Trusts.

Linking Lifetimes draws on mentors at
the other end of the age spectrum, at-
tempting to match older adults with at-
risk youth, potential dropouts, juvenile
offenders and teen mothers in 11 sites
around the country, pursuing a mini-
mum of 10 and a maximum of 30
matches per site. In most of the pro-
grams, mentors are paid a stipend. In
two instances, Linking Lifetimes sites
are operating in conjunction with the
local Foster Grandparent Program. The
project is operated by Temple Univer-
sity’s Center for Intergenerational
Learning and funded by a coalition of
private foundations, including the
Charles Stewart Mott, Burden, Ittleson
and Edna McConnell Clark Foundations.
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P/PV is assessing four of the programs,
with funding from Carnegie, Pew and
The Pinkerton Foundation.

Each One, Reach One is operated by
the National Black Child Development
Institute (NBCDI), with funding from
the W. K. Kellogg Foundation. NBCDI
relies on volunteers recruited through
local chapters to serve 260 children in
Detroit, Michigan and 380 in Greens-
boro, North Carolina. The project aims
to advance the organization’s belief that

"each child has a right to a role model,"™

Founded in 1970, NBCDI is an open-
membership organization of 3,000, with
chapters in 33 cities. In addition to run-
ning programs like Each One, Reach
One, NBCDI 1obbies on behalf of black
children.

Local Mentoring Programs

Alongside high-profile national pro-
grams like Big Brothers/Big Sisters and
Career Beginnings, a fleet of much
more numerous local programs is mov-
ing forward with small efforts spon-
sored by the black and corporate
communities, as well as larger programs
initiated by individual entrepreneurs.

Projects of the Black Community

A rich source of local activity, the
black community has given rise to
mentoring programs that generally at-
tempt to link successful black men and
women, many of whom have moved out
of the inner city, with young people
growing up in impoverished urban
neighborhoods. Programs have tended
to be small, diverse, and plentiful. The
following are just a few examples.

The WDCU program in Washington,
D.C., was started by Ernest White, the
radio station’s public affairs director.
This initiative pairs 32 black men,
mostly professionals living in the sub-
urbs, with 40 youngsters, ages 8 through

13, who attend the Malcolm X Elemen-
tary School in Southeast Washington.
The school’s administration chooses the
students for the program, focusing on
youth who are struggling academically,
having attendance problems, or getting
into a lot of fights. The mentors begin
working with vouth during the summer
prior to the fourth grade; mostly, they
get together with the boys on Saturdays
for tutoring and one-to-one conversa-
tions.

Also in Washington, D.C., the Black
Male Youth Health Enhancement Pro-
gram operates out of the 6,000-member
Shiloh Baptist Church, which recruits
mentors from not only the church, but
the larger community. The program
brings together mentors and 9- to 13-
year-old boys living in inner-city Wash-
ington. Mentoring takes place in-
formally on Wednesday nights at the
church as part of a much larger mix of
parental involvement, peer interaction
and staff support. Participants also take
part in workshops on pregnancy preven-
tion, substance abuse, and life skills is-
sues,

A third example, the Education Initia-
tive Program in Providence, Rhode Is-
land, targets borderline students from
five Providence schools and provides
them with mentors from the black com-
munity. Sponsored by the Urban
League, the program asks mentors to
spend a year with students, serving as a
role model and helping them "to recog-
nize the importance of education,
broaden their life experiences, and de-
velop goals." The program takes both
boys and girls. In addition to mentor-
ing, the Urban League supplies an after-
school tutorial program that engages
local college students as tutors, a train-
ing program for mentors, and some staff
support. A total of 100 students have re-
ceived mentors over three years.5
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The black community has given rise to
a myriad of other innovative programs.
In Oakland, California, for example, the
Frick Mentoring Program matches black
women professionals and black girls,

In Philadelphia, the Omega Psi Phi fra-
ternity, one of the oldest and largest
black organizations in America, is pro-
viding 30 mentors as part of a scholar-
ship program sponsored by Ruth Hayre,
a retired Philadelphia school administra-
tor. In Pittsburgh, Milwaukee, and
many other cities, local chapters of One
Hundred Black Men are matching black
men and young black males in one-to-
one relationships. And in Seattle, pro-
fessional baseball player Harold
Reynolds has started a group called
Role Models Unlimited, matching black
businessmen with inner-city youth.

Corporate Projects

The corporate world has been another
important source of local mentoring pro-
grams. Amidst the upsurge of business
interest in education over the past de-
cade, many corporations have gone
from adopting schools to encouraging
their employees to "adopt” individual
students,

In Cincinnati, Proctor and Gamble’s
work with Woodward High School has
resulted in Project ASPIRE, a program
that matches 100 students from Wood-
ward, a school with 85 percent minority
enrollment, one-to-one with Proctor and
Gamble employees. The project’s mis-
sion is to develop in youth the "atti-
tudes necessary to succeed in an aca-
demic program and to provide routes to
personal development and success."®
ASPIRE asks mentors to stay with stu-
dents for five years, from ninth grade
through the year following high school
graduation.

Fannie Mae in Washington, D.C.,
began a program with Woodson High
School, open to any student who earns
all As and Bs in & particular semester.

By 1990, 135 students were participat-
ing. Fannie Mue provides each student
with a mentor from the corporation and
$500 in scholarship money for each
honor roll semester. The mentors focus
on career counseling, bring the students
to the workplace, and are expected to
function as "role models.” Woodson is
located in one of the most economically
disadvantaged neighborhoods in Wash-
ington.

In Austin, Texas, IBM has initiated
Project Mentor with the "simple prem-
ise [that] giving young people consis-
tent, one-to-one support and atten-
tion--that is, serving as a friend and role
model--boosts self-esteem, increases
work quality, and, most of all, improves
school attendance." Since 1987, the
program has made 900 matches for stu-
dents in the Austin public schools iden-
tified by counselors as potential
dropouts. The mentors come not only
from [BM, but many other local corpora-
tions. Many students and mentors in
this effort are Hispanic, and the pro-
gram endeavors to create matches
where both partners speak Spanish.7

Alongside mentoring programs spon-
sored by individual corporations are a
set of initiatives that involve business
consortia. Some, such as Milwauokee’s
One on One effort, are the creations of
corporate umbrella organizations.
Launched by the Greater Milwaukee
Committee and the Greater Milwaukee
Association of Commerce, One on One
grew out of business concern over a
dropout rate of 50 percent in the local
public schools and widening class differ-
ences in the Midwestern city.

One on One targets minority youth from
low-income neighborhoods--students
who are deemed by teachers in 11 par-
ticipating middle schools as "at risk."”
Approximately 200 students are
matched with mentors from Blue
Cross/Blue Shield, Wisconsin Electric
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and Power Company, civic organiza-
tions like the Rotary club and the
Kiwanis, and city government,

Employees are given release time to
serve as mentors and are asked to con-
tact students weekly for at least a year.
Activities include tutoring students, tak-
ing them to special events, exposing
them to the workplace, and talking to
them about "interests, concerns, prob-
lems, goals, f.‘,XpBC[ﬂ'[iOI'lS."S

Projects of Saocial Entrepreneurs

Another set of programs, constituting
an important part of the local mentoring
landscape, is the product of a set of so-
cial entrepreneurs, individuals who
have created new organizations to de-
liver mentoring. They draw on mentors
from the black, corporate, and other
communities, but their driving force is a
single person. Three in particular are
worthy of mention.

Mentors, Inc., in Washington, D.C.,
was created by Shayne Schneider, a for-
mer teacher and current parent of sev-
eral D.C. public school students.
Schneider decided to start @ new pro-
gram for the Washington schools after
walching a television program on
mentoring. She launched Mentors, Inc.
in 1987, and within a year had forged
an alliance with the Board of Trade, the
chamber of commerce for large corpora-
tions in the area. By 1991, Mentors,
Inc. was matching 500 public school stu-
dents with mentors,

The program is concentrated in seven
D.C. high schools and focuses on low-
income students, particularly those who
have demonstrated the potential to com-
plete high school and go on to further
education. Most receive grades of B or
C. Mentors are asked to commit four
hours a month and begin to meet with
students during their sophomore year.
Mentors, Inc. deputizes school counsel-
ors to oversee the matches in their build-
ing at no additional pay.

Philadelphia Futures was started by
Marcienne Mattleman, a former teacher,
education professor and head of that
city’s Mayor’s Commission on Literacy.

The program aspires to engage Philadel-
phians, particularly graduates of the
city’s public high schools, in the con-
cerns of disadvantaged current students.
The effort targets the same B and C stu-
dents as Mentors, Inc., but works with
youngsters from elementary through
high school. The program draws men-
tors from businesses, civic groups, and
the general community, and made
approximately 200 matches if 1990, its
first year in full operation. Like Men-
tors, Inc., Philadelphia Futures operates
with a small central staff and relies on
counselors and teachers to supervise
matches in individual schools.

Project RAISE in Baltimore is the cre-
ation of Abell Foundation President
Robert Embry. This program began in
1988 with a group of seven sponsoring
organizations, inclading two churches,
two banks, two colleges, and a black fra-
ternal organization. Each organization
adopted a class of sixth-graders, promis-
ing them mentors through high school
graduation.

RAISE’s mentors commit to at least one
year of weekly contacts with youth, in-
cluding face-to-face meetings twice a
month. RAISE’s field staff, called proj-
ect coordinators, set up shop right in
the schools and function as "mentors to
the mentors,” making home visits, pro-
viding academic support, and advocat-
ing on behalf of their charges.

The project’s specific goal is to reduce
the dropout rate among participating stu-
dents by 50 percent. In fact, concern
that the sixth grade may be too late to
intervene has led the project to begin a
new inttiative, RAISE I1, which adopts
students in the second grade and offers
them mentors through the start of high
school. Together, the two RAISE
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programs have about 450 active
matches,

Other Local Programs

The programs described here represent
central clusters of mentoring programs,
but by no means describe the bound-
aries of mentoring activity. A recent
survey of college campuses found 1,700
mentoring and tutoring programs, over
half of which have staried since 1980.
In addition, many social programs have
added a mentoring component as the no-
tion has gained in popularity. And
while many programs focus on school
children, others are targeting youth out-
side the schools, particularly teenage
mothers, young offenders and 18-year-
olds leaving the foster care system.

Support Organizations

In addition to mentoring programs, orga-
nizations and activities designed to stim-
ulate and publicize mentoring activity
have emerged at the national, state and
local levels. While these support ser-
vices do not deliver mentoring services
themselves, they have a prominent

place in the mentoring landscape.

National Efforts

In 1989, philanthropist Ray Chambers
created One to One in "direct response
to President Bush’s call for increased
volunteerism.” Chambers heads not
only One to One, but the Points of
Light Foundation as well.”

The original mission of One to One was
"to connect every at-risk person with a
mentor and, through that mentor, to a
caring society.” Within this mission,
One to One hopes "to recruit one mil-
lion new mentors over a 12-month pe-
riod" and to "stimulate a national
mentoring movement." Over time, the
group’s goals have broadened to in-
clude increasing the number of people
who volunteer to mentor, strengthening
existing mentoring programs,

stimulating development of new pro-
grams, and making "mentoring a high
priority in every American community,"

The purpose of these activities is to
counteract the widening "divisions
within our nation,” and the "disconnec-
tion of low-income minority youth." To
combat these maladies, One to One has
two main strategies. The first, the Na-
tional One to One Mentoring Partner-
ship, is working (o assemble leadership
groups in some 2( sectors, including
business, labor, education, and philan-
thropy, and getting these groups to rally
around the cause of mentoring. The sec-
ond strategy, a set of Local Leadership
Councils, is designed to stimulate
mentoring in local communities, includ-
ing Philadelphia, Boston, Atlanta, Char-
lotte, Los Angeles and New York. One
to One has also formed partnerships
with both the United Way of America--
an aHiance called "A Success Strategy
for Youth"--and the investment bank
Goldman Sachs, which has loaned an
employee to serve as president of One
to One.

Another national initiative is One
PLUS One, a joint venture of the Pub-
lic Broadcasting System, through its
National Media OQutreach Center in
Pittsburgh, and Capital Cities/ABC.
One PLUS One is an outgrowth of ongo-
ing collaboration between these two
groups around the subject of literacy.

Since its inception, One PLUS One has
organized the first National Mentoring
Conference, produced and aired a na-
tionally televised documentary on men-
toring, and issued voluminous print and
video materials on the potential and
practice of mentoring. In addition, One
PLUS One has been creating a National
Mentor Network, with support from the
U.S. Department of Labor. The effort
promotes local collaboration among
mentoring organizations, helps with
technical assistance, and produces a di-
rectory of national and local programs.
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State Efforts

The most prominent state initiative fo-
cused on mentoring is Rhode Island’s
Children’s Crusade. This extraordinar-
ily ambitious drive aims to help kids
stay in school, specifically to "reduce
the dropout rate to an unacceptable-but-
improved 25 percent from a horrendous
50 percent” for disadvantaged minority
children.

Rhode Island plans to begin with 3,000
low-income third-graders in the state
and to get as many eight-year-olds and
their parents as possible to sign con-
tracts. 1f the children agree to stay off
drugs, remain in school and send the
Crusade their report cards each term,
every one of them will be provided with
mentors for 10 years. On graduating
from high school, they will be awarded
a scholarship to college.

The Crusade plans to recruit "Rhode
Island’s senior citizens, adult profes-
sionals, and coliege and high school age
students" as mentors, as well as seeking
mentors from a variety of voluntary and
ethnic organizations. Mentors can
serve in one of three ways: by calling a
student six to eight times a year;
through group mentoring, in which six
mentors meet together monthly with 12
to 18 students; or through one-to-one
matches with twice-monthly meetings.

To date, most of the activity of the
Children’s Crusade has involved plan-
ning and supporting mentoring that is
carried out locally. The project, run out
of the Commissioner of Higher Edu-
cation’s office, is starting a Mentorship
Academy at a local college that will
train parents, guardians and volunteer
mentors.

Other states have also been active in the
suppori of mentoring. New York has a
mentoring committee under the

direction of Mathilda Cuomo. New
Mexico’s Scholars Program is getting
businesses and support agencies like
Big Brothers and Big Sisters involved
in a mentoring program to help coax stu-
dents along so they can (llualify for
academic scholarships.l Kansas
funded a Youth Education Service pro-
gram in which college students serve as
mentors for children at risk of dropping
out of school.!? Minnesota has a
governor’s committee to stimulaie
mentoring, and California is setting up,
at its governor’s instigation, a depart-
ment dedicated to encourage mentoring.

Local Activities

Several local initiatives stand out. In
Qakland, California, the Urban Strate-
gies Council has created the Qakland
Mentoring Center, focused on provid-
ing "a cost-effective way for resource-
short programs to get access to exper-
tise on mentoring theory and practice.”
The Center, funded by city government
and local foundations, will work specif-
ically to help new programs get started,
provide regular training sessions for pro-
gram staff and mentors, conduct in-ser-
vice seminars for programs, explore
new resource development for mentor-
ing programs and provide a collection
of clearinghouse functions.

On the other side of the country, the
Baltimore Mentoring Institute in-
cludes a mentoring clearinghouse,
serves a local network of practitioners,
brings in speakers on topics related to
mentoring, and helps raise local aware-
ness about mentoring as a strategy for
helping poor kids. New York Mentor-
ing provides similar services in New
York City. In Wichita, Kansas, Big
Brothers/Big Sisters of Sedgwick
County received funding from the
Knight Foundation to help coordinate
mentoring activities and improve
mentoring practices in that city.
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Overall Contours

ning in 1988 and developing over

approximately two years, a full-
fledged mentoring field has emerged,
one that includes both program and sup-
port activities. The size of the field re-
mains ever-changing and thus difficult
to estimate; however, based on an infor-
mal tally, this new push has resulted in
matches that probably equal the 60,000
currently sponsored by Big Broth-
ers/Big Sisters.

There can be no guestion that, begin-

In this complex mentoring field, several
aspects of the topography stand out.
Unlike the Big Brothers/Big Sisters
movement, the current mentoring field
is highly decentralized and extraordi-
narily diverse. Programs are mostly of
the local variety, and program models
vary enormously. Seme programs can
be seen as singularly focused efforts
where, in essence, the match is the pro-
gram. Others are more complex, build-
ing a set of support activities around the
mentoring relationship. Still others are
add-ons, where mentoring is grafted
onto existing youth programs. The
sources for these efforts are also quite
varied.

The mentoring field, again in contrast
to the stable and mature Big Broth-
ers/Big Sisters movement, is in a stari-
up phase. Programs are short-staffed,
relying on the dedication of their found-
ers. Enthusiasm outstrips knowledge,
and funding is rickety and uneven.
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he mentoring movement’s sudden

popularity as a strategy for helping

disadvantaged youth calls for
explanation. Why has this movement
arisen, and why now? As the move-
ment’s diversity and decentralized char-
acter suggest, ils emergence can be
traced to a number of causes: among
them. the circumstances of disadvan-
taged youth, the [rustration and needs
of middle class adults, and mentoring’s
inherent appeal, so evident in its long
history.

Youth Adrift

n explaining their own motives, the

movemenl’s proponents cile the

growing isolation of young people
from caring adult contact. One PLUS
One, the Public Broadcasling System’s
project to stimulate mentoring, articu-
lates this perspective, stressing men-
toring’s urgency because "millions of
kids are starving for adult attention."!
This ahsence of atlention is portraved
as stunting youth academically, voca-
tionally and developmentally. How-
ever, many of mentoring’s supporters
further argue that the isolation of youth,
particularly young people growing up in
poverty, is a problem for society as
well, a society that must be concerned
about the quality of its future work
force. Emphasizing this perspective,
One to One contends that the isolation
of youth will contribute to the "growing
scarcity of new workers with adequate
busic skills,” a shortage that "threatens
our economic vitality."”

This prospect is accompanied by a third
concern, the possibility of social break-
down. One to One voices worry about
the "quality of life" in our communities,
and about young people "disconnected
from the mainstrcam ol socicly,” who
will "further exacerbate the divisions
within our nation.” Along with other
proponents of mentoring, they raise the
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specter of a generation of antisocial
youth with little stake in society,

The isolation of youth that One PLUS
One and the others decry has been iden-
tified by most observers of children and
adolescents in our society as a very real
problem. Widespread family break-
down, the erosion of many neighbor-
hood ties, and the time demands of
work--for adults and for many youth--
have driven a wedge between the gener-
ations. As psychologist Laurence
Steinberg of Temple University asserts,
"Few young people in America today
have even one significant, close rela-
tionship with a non-familial adult be-
fore reaching adulthood themselves."

An accumulation of evidence suggests
that children in poverty are suffering
from a second, even more severe isola-
tion--one of social class. Sociologist
William Julius Wilson and others re-
searching inner-city neighborhoods
have warned that impoverished youth
growing up in these communities no
longer have access to the range of mid-
dle and working class adults who served
as role models to the preceding genera-
tion. According to Wilson, these role
models "helped keep alive the percep-
tion that education is meaningful, that
steady employment is a viable alterna-
tive to welfare, and that family stability
is the norm, not the exception.”

This isolation not only results in incom-
plete socialization and foreclosed oppor-
tunities for young people in poverty,

but leaves them to face an unprece-
dented level of misery, to confronting
daily violence, deprivation and destruc-
tive temptation. Their immediate qual-
ity of life is often deplorable.

Making A Difference

espite the terrible realities of

youth isolation, it would be a mis-

take to attribute the rise of mentor-
ing entirely to unmet needs. Needs
alone do not make a social movement.
Equally important to mentoring’s emer-
gence are cultural and social currents
circulating through the lives of middle-
class adults.

Even growing awareness about the isola-
tion of poor kids can be traced as much
to circumstances of mainstream adults
as to those of poor youth. In recent
years, we have seen a universalization
of the conditions of poverty, as middle-
class parents are increasingly forced to
raise children while working. They,
too, must cope with stress and the loss
of adequate social support. The diffi-
culty these families are encountering in
spending time with their own children
makes more believable the isolation of
poor children and more compelling the
warnings about its deleterious effects.

Even more significant for mentoring’s
rise is a growing impulse to help among
a segment of the middle class. This im-
pulse may be the pent-up idealism that
Arthur Schlesinger identifies as part of
Americans’ cyclical response to pov-
erty. In rare agreement with the liberal
Schlesinger, William F. Buckley too de-
tects a population eager to express a
"civic sense of obligz:l‘[i(m."5 Support-
ing both Schlesinger and Buckley are a
number of recent polls, including a Gal-
lup survey commissioned by the non-
profit group Independent Sector, which
found growing interest in voluntarism
and charitable giving, particularly
among adults of the "baby boom"
generation.
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It is also possible to see this rise as a
generational phenomenon, since the
"boomers” behind this altruistic impulse
came of age in the socially concerned
1960s. As the director of the Indepen-
dent Sector study suggests, "These influ-
ences add up to more charitable giving
and more volunteering for community
service.”

However, the current revival of re-
sponsibility among some middle-class
adults--an impulse often described by
mentors as the desire "to make a differ-
ence”--may also be a reaction to the
1980s: the vast gulfs that opened up be-
tween rich and poor (and between rich
and middle class) and the visible conse-
quences of cutbacks in government
spending on social services. These soci-
etal changes have all helped generate a
reaction not dissimilar to that which ani-
mated Friendly Visiting and the Big
Brothers/Big Sisters movement.

In fact, a select group of millionaires,
assuming responsibility for classes of
poor children around the country, be-
came an important catalyst in the forma-
tion of the mentoring movement.
Eugene Lang, first and most influential,
widely dramatized the practice and
promise of taking responsibility for
poor children, helping to create a sense
of hope at a time when hope was in
short supply, through his [ Have a
Dream project. Lang, a self-made mil-
lionaire, returned to his East Harlem ele-
mentary school, half-a-century after he
had left, to deliver the commencement
address, He ended up issuing a sponta-
neous promise to the graduating class of
sixth-graders: to pay for their college
education if they completed high school
and gained admission to college.

Lang’s initiative has not only been cov-
ered extensively in the media, it has
served as the impetus for hundreds of
millionaires around the country to repro-
duce this project and variations on it.
Financier Ray Chambers, founder of
One to One and co-chair of the Points

of Light Foundation, is among people
who attribute their current activism to
Lang.

It is not surprising that in the midst of
the 1980s--a decade that glorified
wealth and the wealthy--a set of million-
aires should be cast in the role of social
action heroes. However, Lang used the
limelight not only to encourage the as-
sumption of personal responsibility, but
also to emphasize that the key ingredi-
ent of his success was getting person-
ally involved in a mentor-like role with
young people.

Despite their popularity, programs like
Lang’s generate tough questions: How
many millionaires are ready to do what
Lang has done? What about the kids
not lucky enough to have a millionaire
benefactor? What might the average
person do to help? Many organizations,
corporations and cities have responded
to these questions by "democratizing
the Dream,” by creating mentoring pro-
grams where individuals interested in
helping--but without the means to adopt
an entire class of students--could take
responsibility for a single youth. In-
deed many of the most prominent
mentering efforts around the country,
such as Milwaukee’s One on One,
began as attempts to reproduce the 1
Have a Dream project. Assessment of
the Lang model has only just begun,
with P/PV’s evaluation of three classes
of "Dreamers” in Washington, D.C.,
funded by the MacArthur Foundation,
the Commonwealth Fund and an anony-
mous donor,



Mentors Speak

Getting Involved

I've done a lor of volunteer work and work with nonprofits, such as sitting on boards. But { wasn't
getting the kind of satisfaction that | wanfed out of it. | wanted to try a one-on-one situation. But
another part of it is--it is my way of giving back for all the people who helped me. [ was the first
one in my family to go to college, and it took a lot of people helping me along the way, in terms
of support and encouragement and guidance, particularly when | was in high school. | didn't
have the least idea about how fo make choices or career plans or any of those things. For the
people whe did help me, this is sort of my casual way of putting back what they gave to me.
(Cleveland)

I'm a '60s radical who got stuck in a time warp. | feel very strongly that if | can contribute
something, if | can take what I've been able to do in my life and use those skills and thaf time o
benefit somebody else, especially children who don't have the kind of breaks | had, | feel better
about myself, about the community.

! have volumteered in the past for a variely of social causes--trying fo address the plague of the
homeless, protesting the war in Vietnam, civil rights--global kind of stuff. But with a one-to-one
relationship with an individual over an appreciable period of time, the results can be much more
tangible--although they can also be painfufly slow in coming. (Milwaukee)

Shayne {the program director] and | used to tatk about what was wrong with the world, and we
always used to say that if somebody could just hold these kids' hands sometimes--not drag them
along, but just walk along with thermn--maybe a lot of them would find their way. When she called
me, it was like a call fo my conviction; do you really believe what you're saying?
{Washington, D.C.}

| see it as a way of reaching back to the neighborhood. If I can help one guy make something
out of himself, that's one less guy I think has potential of NOT making something out of himself.
if 1 didn't do it and I had the opporntunity fo do it, | would feef bad. (Philadelphia)

f used Io lead a professional fife where | felt | was serving the public. | was in VISTA, in legal
services, then in the government for a long time. I've been in private law practice for about
three-and-a-half years and it's a fittle hard io befieve you're doing much for society. So | wanted
to continue doing things that | thought were worthwhile.

What's going on is a lot of people seeking types of service opportunities that would get them
involved in some sense of community--whether it's working with the homeless, working on AIDS
issues or doing some sort of mentaring. (Washington, D.C.)
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Making A Connection

he desire to make a difference, de-

scribed by so many mentors and by

those initiating mentoring pro-
grams, is only one of the impulses
behind this movement. Alongside this
desire is a parallel one, to make a
connection, to reach out in a personal,
direct and immediate way.

In the mid-19th century, Alexis de
Tocqueville commented that American
life tends to isolate citizens "within the
solitude” of their own hearts.” In inter-
views with contemporary middle-class
adults, individuals in many respects sim-
ilar to the group that has come forward
to mentor, sociologist Robert Bellah
and a group of colleagues have located
a middle-c¢lass population locked in
similar solitude, and experiencing a
deeply felt yearning for connection.

In Habits of the Heart, the researchers
found that: "Few of those with whom
we talked have found a life devoted to
personal ambition and consumerism’
satisfactory, and most are seeking in
one way or another to transcend the lim-
itations of a self-centered life." In par-
ticular, they conclude, "There is in the
desire for intense relationships with oth-
ers an attempt to move beyond the iso-
lated self."

A range of investigators have supported
Bellah and his colleagues in identifying
this yearning for connection. Psycholo-
gists interested in adult development
have found a welling need for generativ-
ity, the need to transfer knowledge and
culture that Erik Erikson identified
among adults in mid-life.” In an ap-
plied context, focus groups among
"baby boomers" have located a strong
preference for voluntarism involving di-
rect contact and personal relation-
ships.10 Mentoring appears to draw on
and reflect this desire to help in an im-
mediate and very personal way.

An Appealing Vessel

entoring has emerged as an ap-
Mpealing vehicle to address both

the isolation of youth from adult
contact and the incompleteness that
many middle-class adults find in their
own lives. In the words of one practi-
tioner, it offers a way to tap "a very,
very live spirit in association with a rec-
ognized need."

And mentoring comes amid a shortage
of such vehicles for matching spirit and
need. Indeed, as Nicholas Lemann re-
marks, despite growing sentiment in
favor of "reestablishing the social
linkages” between the poor and the rest
of society, there are few avenues to
make the connection.!'

Mentoring offers a set of timely and at-
tractive properties that help explain its
emergence as a means to achieve social
linkage.

First, mentoring appears simple. The
"one to one"” concept takes an over-
whelming set of social problems, such
as poverty, and makes them comprehen-
sible by focusing on the needs of a sin-
gle youngster. One group states:
“Maybe you can’t change the world, but
you can make a difference in the future
of at least one young person."12 In this
way, mentoring personalizes responsi-
bility and allows the individual to act.
As another mentoring program tells pro-
spective volunteers: "There is at least
one teenager in this city who may not
make it to college.. without you,”

Second, mentoring is direct. Mentor-

ing simultaneously satisfies a sense of
urgency and a desire to cut through red
tape to help youth directly. Mentoring
stands in apparent opposition to public
institutions and policies for youth, par-
ticularly schools and social programs,

whose popularity and reputation for



34

solving social problems have been in
eclipse for some time.

While these institutions might seem to
offer adult contact to young people,
they are widely perceived, often accu-
rately, to be what one educator calls
“impersonal teaching factories,” places
where individuals are, in the words of
another educator, "melting into ci-
phers."14 Education reform efforts em-
phasizing testing and standards, have
done little to dispel this perception and
have likely exacerbated this reality.

Mentoring’s third appeal emanates in
part from the perception that, in a time
of federal funding constraints and local
budget cutbacks, mentoring is cheap, a
low-cost alternative to public services.
Mentoring plays to the temptation to by-
pass public institutions entirely and go
straight to the individual, to reform
youth rather than tangling with the econ-
omy and entrenched institutions.

Fourth, mentoring is a highly sympa-
thetic notion, Being dubbed a "mentor”
is neither neutral nor objective, like
"tutor” or "volunteer." It is an honor
that flatters the volunteer, since mentor-
ing taps into a venerable mythology in
our culture that is invariably portrayed
in a positive light.

The positive perception of mentors has
been further boosted by a renaissance
that the mentoring notion has enjoyed
in popular culture. In recent years, Burt
Reynolds, Robert Duvall, Marlen
Brando and Paul Newman have all
played mentors in Hollywood films, In
1990, the Ttalian film Cinema Paradiso
won an Academy Award for its endear-
ing depiction of the mentoring relation-
ship between a gruff, childless film
projectionist and a young boy whose fa-
ther was killed in World War I1. At the
same time, Robert Bly’s message that
modern men need more mentors has
made fron John into a best-seller and
has led to a round of backwoods

retreats that have drawn an estimated
50,000 men nationwide.

Fifth, mentoring is seen as legitimate,
It is a sanctioned role for unrelated
adults to play in the lives of youth, as
reflected by the many stories that help
maintain its honored place in our cul-
ture. Big Brothers/Big Sisters helped
give it additional legitimacy as a role
that could be engineered through social
programs. This group maintains one of
the highest levels of name recognition
of any organization in America and can
boast a list of honorary chairs that in-
cludes not only the current President
and First Lady, but presidents and digni-
taries stretching back to Theodore
Roosevelt.

Without Big Brothers/Big Sisters’ work
in bringing together unrelated adults

and children in private, personal, one-to-
one relationships, it is hard to imagine
that a mentoring movement could ever
have been launched. Concerns about in-
fringing on parents’ prerogatives and
about potential abuse would simply

have been too formidable.

And finally, mentoring is flexible, ac-
commodating whatever attributes peo-
ple want to give it. Nearly everyone
can find something to like in mentoring.
At one level, mentoring speaks to the
American traditions of individual
achievement, progress and optimism. It
is connected to an improved work force
and economic competitiveness, what
one observer terms "kids as capital .”

At the same time, mentoring has anoth-
er, more subtle allure. This aspect
speaks to yearning for community lost,
to a time of greater civility and responsi-
bility for strangers.

All these factors combine to explain
why mentoring has drawn such a di-
verse group of proponents, encompass-
ing liberals and conservatives, blacks
and whites, Republicans and Demo-
crats, and why it has produced a level
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of good will that partially protects
mentoring from the broader coatroversy
surrgunding voluntarism., These factors
further account not only for mentor-
ing’s meteoric rise, but for the euphoric

set of expectations that have attended it.
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iven mentoring’s appeal, it is not
Gsurprising that the current mentor-

ing movement has spawned not
only a flurry of activity, but enormous
expectations for its effectiveness in
helping disadvantaged youth"in other
words, great fervor. Laying out the
stukes, the One to One Foundation tells
us: "QOur nation today faces some ol the
most serious human and social prob-
lems in its history.” Tn response, the
Foundation offers menloring as "the
best hope."l

Keynoting the first National Mentoring
Conference, Secretary of Labor Eliza-
bheth Dole supplied historical import, re-
minding her audience that the individ-
vals who founded this country "did so
dt a risk to their very lives.” In turn,
she asserled, we are required "by his-
tory to give ourselves...to the call of
mentoring.” According to Dole, this
call is in order because mentoring "can
keep kids in school, turn young lives
around, impact on the social problems
of our time, improve the quality of our
work force, and ensure America’s con-
tinued competitiveness.” Calling
mentoring a "greal {orce,” Dole con-
cludedqthat it was "not a bad day’s
work."”

Such a highly charged challenge is pres-
cnt as well in Commonweulth Fund
President Margaret Mahoney's ques-
tion, "Is there any greater challenge for
the individual adult in America today
[than] serving as a mentor‘?"‘j’ One
PLUS One weighs in with a book, The
Power of Mentoring, tilled with inspira-
tional anecdotes of lives transformed.”

With such lanflare--best hope, power,
great force and renaissance--mentoring
gets impressive billing. Indeed, the fer-
vor surrounding mentoring for youth is
not unlike the enthusiasm that attended
mentoring’s appearance in the corporate
world a decade ago, or the predictions
that surrounded Friendly Visiting a cen-
tury earlier.
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Recalling the "tidal wave" of 100,000
Visitors envisioned by civic leaders in
the 1870s and 1880s, mentoring’s propo-
nents have promised numbers befitting
a great force. The magic number for
the current movement is one million.
One foundation executive argues that
President Bush’s speech writer Peggy
Noonan "had the right idea, but the
wrong mathematics,” and has upped the
call to "several million ‘points of
light.”">

Another leader of the mentoring move-
ment explains the urgency of realizing
such a goal. From a review of research,
he finds that mentoring is one of five
strategies that "works....over and over
and over again, essentially for every
child.” With this perspective, he identi-
fies the number of mentors needed:

"We looked at the research information
and came up with the figure: a million.
A million every year. A million men-
tors a year, because a million kids come
along every year who need mentors."®

In this same numerical vein, the Depart-
ment of Labor has initiated a project
chalienging 5,000 businesses to ante up
10 percent of their employees as men-
tors.” The One to One group not only
wants a million mentors nationally, but
100,000 in Philadelphia alone.®

Turning Lives Around

hile portrayed as a mass move-

ment, mentoring is also seen as a

powerful force in the case of in-
dividual lives. An article in The Wash-
ington Post, "Turning Young Lives
Around," illustrates this perspective
with the story of 17-year-old Sean Var-
ner and his mentor, Washington, D.C.
physician John Hogan:

Sean Varner’s family lived in a
shelter for the homeless. The
teenager owned few clothes, was

failing in school and considering
dropping out. Then John Hogan
entered his life.

"I needed someone to ralk to”
said Varner, now 17 and a senior
at McKinley High School in
Northeast. "I couldn’t talk to my
mother and I've only seen my fa-
ther once. It was the lowest point
I ever reached.”

Hogan, a doctor who works in the
emergency rooms of Howard Uni-
versity and D.C. General Hospi-
tals, became Varner's mentor.
They were matched 18 months
ago....

With Hogan's encouragement and
support, Varner turned his life
around.

This year, Varner earned the
highest score at McKinley on the
Preliminary Scholastic Aptitude
Test. A host of colleges are
courting him. His conversations
are peppered with talk about his
future, about college and a ca-
reer as an engineer.

What happened to Sean Varner il-
lustrates how concerned adults
are touching the lives of troubled
youth around the country through
menforing programs. It's the
perfect answer for a generation
of people who have time to volun-
teer and a desire to help solve
some of the problems plaguing
young people in inner cities.

This heroic portrait of mentoring is far
from unique. One PLUS One circulates
the story of Robert, a middle-class
white mentor, and Malcolm, a disadvan-
taged black student. Reflecting on their
time together, Robert comments that:
"Malcolm is easy to know. Talking
with him, being with him, listening to
him is not a chore.” In fact, he says:
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"The year we spent together went well.
Malcolm is grateful to me, but he isn’t
aware that it was I who gained the
most." Robert learned: "I do have time
for the Malcolms of the world. My ca-
reer and life didn’t come apart because
of the time we spent together... I
learned that sometimes the most impor-
tant qualification of being a mentor is
simply being there when needed.”'?

In their manual for mentoring, Partner-
ships for Success, the United Way of
America and the Enterprise Foundation
supply another archetypal mentoring
story, that of Evelyn and Paige: "Not
long ago, Evelyn could not read or
write. She was the third generation of
her family to become dependent on wel-
fare. Her children seemed likely to re-
peat the pattern.”

However, Evelyn says that her life
began to change the day a friend re-
ferred her to Literacy Volunteers, a
United Way agency that connected her
to Paige, a mentor from the other side
of the tracks. Evelyn states: "I needed a
person out there to help me because 1
did not know all the people who could
help me stay off welfare."

Soon things began to turn around:
"Over the months, Evelyn’s skills and
confidence began to grow. She learned
how to get help, as well as to solve her
own problems. Progress wasn’t easy.
Some of Evelyn’s 'friends’ on welfare
questioned her actions, put her down,
even threatened her. But with the sup-
port of Paige, and her sympathetic wel-
fare caseworker Louise, Evelyn moved
ahead."

Eventually, Evelyn became assistant
manager of a corporate cafeteria. Ac-
cording to Partnerships for Success, the
story of Evelyn and Paige "summarizes
what can happen when one caring indi-
vidual volunteers to mentor another."!!

The New Mythology

he fervor that surrounds mentoring

takes its strength from these sto-

ries, then builds through sweeping
claims about the scale on which it can
work. Both the larger vision and the
individual success stories contribute to
an overarching mythology about what
mentoring programs will accomplish. It
is worth stepping back from these
claims and stories to distill the key ele-
ments that constitute the new myth-

ology.

Mentoring is easy: As the published re-
flections of John, Robert and Paige
show, it is easy to overlook the frustra-
tions and difficulties that mentors may
experience. Also, programs downplay
negatives in recruiting mentors. One
program tells mentors it is "easy to
make a difference in one kid’s life."!*
Another adds, "The time you spend is
just four hours per month. The students
are willing participants. Their parents
are supportive. Success is practically
guaranteed.”

Mentoring is cheap: To draw on Ron-
ald Reagan’s description of volunta-
rism, this strategy is something to be
accomplished "out of the goodness of
our hearts.” While proponents freely
project the number of volunteers who
will serve, they are far less inclined to
discuss mentoring’s costs. One official
warns about "program developers [who]
insist that a whole series of related ser-
vices be tagged onto" mentoring pro-
grams, services that will "eventually
price themselves out of the market.”
He cautions particularly about the use
of staff.!

Mentoring is a mass movement:
Mentoring is to be done by a million
mentors a year, a mentor for every at-
risk youth in America annually. Cor-
recting Peggy Noonan’s arithmetic will
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amount to an exponential increase of
current one-to-one efforts.

Mentoring is for the truly disadvan-
taged: This strategy is for kids who are
in desperate straits, like Sean Varner:
homeless, impoverished youth, about to
drop out, facing every imaginable obsta-
cle. Thus, mentoring is about improv-
ing the life chances of the truly disad-
vantaged. According to One to One’s
Philadelphia action plan, mentoring
combats "the emergence of a permanent
underclass.”!>

Mentoring is a success strategy:
Mentoring will impart self-esteem, im-
prove SAT scores, break the cycle of
welfare dependency, and generally reaf-
firm the principle that "everybody who
makes it has a mentor.” Particularly, it
will prevent many youth from dropping
out of school.

Mentoring is a powerhouse: Cheap,
easy, widespread, focused on those
most at risk, and capable of transform-
ing lives, mentoring is a strategy equal
to such considerable challenges as
maintaining American competitiveness
in the 21st century--and it is a bargain
at that.

These claims are conspicuous not only
for their scope and force, but for their
timing; they arrived just when enthu-
siasm in the arena of social policy and
education focused on the disadvantaged
had reached a low point. Even time-
honored and research-supported efforts,
such as Head Start, have difficulty gen-
erating as much enthusiasm as mentor-
ing.
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entoring’s ability to mobilize a
Mdiverse group of supporters and

their dramatic claims for this
strategy’s transforming powers bring
into focus the primary question that
spurred this paper: What are a group of
middle-class volunteers likcly to accom-
plish by forming relationships with chil-
dren and youth mired in poverty?
While conclusive answers to this ques-
tion will have to await completion of
longer-term rescarch, observation of
programs, interviews with participants
and staff, and a review of existing re-
search converge to offer a sobering per-
spective on the expeclalions that have
been raised for mentoring.

In examining the promise and prospecis
of mentoring, this chapter also draws on
a group of particularly insightful com-
mentators: the mentors themselves.
These individuals constitute the heart of
this movement, and their words offer a
window on mentoring that illuminates
the broader discussion.

Heartening
Indications

he experience of mentoring pro-

grams is in many respects encour-

aging. They address the very real
need among vouth for adult caring and
atlention, create a framework for forg-
ing significant bonds within the context
of programs, and offer the prospect of
aiding individual youngsters in the pro-
cess.

Their record Lo date suggests that adulrs
and youth who do connect lorm bonds
that fall into one of two broad catego-
ries: primary relationships and second-
ary relationships. Primary rclationships
are like kinship ties, distinguished by
the presence of unconditional commit-
ment and great intimacy; sccondary
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relationships are "friendly” in nature,
but limited in openness and intensity.

Participants and observers alike de-
scribe a range of benefits accruing to
youth in significant relationships.

Their comments recall Uri Bronfen-
brenner’s definition of mentoring as a
relationship focused on the develop-
ment of character and competence in
young peopie.2 Mentors also reveal an-
other important element in their role:
the provision of support that improves
the immediate quality of life for young
people whose days are often very bleak.

Developing Character

Mentors work to develop character in
youth by helping them navigate the path
to adultheood. Often, this objective
plays out in discussions of life skills,
particularly in terms of relationships
with boyfriends and girlfriends. Men-
tors ralk about sex, pregnancy, responsi-
bility, values. They challenge youth to
develop life goals and work toward
their realization. Youth in secondary re-
lationships tend to experience this as-
pect of mentoring in more limited and
sporadic ways than those in primary re-
lationships--relationships approximat-
ing the classical conception of
mentoring.

Fostering Competence

Mentors also stress the development of
competence in a variety of ways, most
commonly through exposure to a range
of new experiences. Mentors take
youth to their workplaces, introduce
them to their colleagues, and give them
an inside glimpse of the world of work.
Those working with older youth help
them explore and define specific voca-
tional and postsecondary educational
interests. Mentors involved with youn-
ger kids try to get them to see the
connection hetween doing well in
school and improving future prospects.

The exposure that mentors provide is as
much cultural as vocational, and many
of the adults essentially provide a tour
of middle-class life and institutions.
They take youth to restaurants, orient
them to the suburbs, show them how to
set a dinner table and teach them how to
dress for work,

Beyond exposing youth to options,
many mentors actively try to help youth
take advantage of opportunities. They
tutor the youngsters, coach them on job
interviews, investigate scholarships,
take them to visit college campuses, get
them internships. They advocate for
them in a variety of situations, such as
making sure they get the kind of treat-
ment in school that middle-class kids
have come to expect.

Providing Support

Mentors support youth emotionally by
giving them someone they can talk to
and spend time with. Mentors play bas-
ketball with the youth, take them to the
zoo, invite them home for a barbecue,
and engage in a range of activities, sim-
My designed to be fun.

Mentors talk with the youngsters about
mundane matters, but can also be there
when things get rough--as one com-
ments, when mentees are feeling "des-
perate and sorry and pitiful.” Some-
times these feelings are a response to
the vicissitudes of adolescent romance;
at other times, they follow far more seri-
ous dislocation, such as violence, preg-
nancy and homelessness. In these
situations and others, mentors spend a
lot of time encouraging youth, counsel-
ing them, caring for them and express-
ing belief in them.

The Master Key

Ronald Ferguson of the Kennedy
School at Harvard argues, based on ob-
servation of community-based mentor-
ing programs around the country, that
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mentoring relationships, especially pri-
mary relationships, can provide "the
master key" in reaching disadvantaged
youth: "When youths know that adults
really care and are not simply “in it for
the money’ (a recurring phrase) they
usually lower their defenses, pay atten-
tion, and accept help.”

Ferguson believes that adulis who
achieve this level of closeness and trust
are in a position "to expand children’s
knowledge of options, to inform them
about the strategies necessary for ex-
ploiting these options, to teach them the
skills necessary for implementing the
strategies, and to lead them toward the
values that favor the most develop-
mentally healthy choices.™

In other words, a primary relationship
may go beyond discrete help, immedi-
ate quality of life, and other short- and
intermediate-term assistance to provide
a foundation for a young person’s de-
velopment, attitudes and behaviors with
potentially longer-term implications.

Sobering Realities

s heartening as it is to affirm that

mentoring programs can result in

relationships that make a differ-
ence for some youth--that mentoring is
"for real”--the experience of these pro-
grams nevertheless provides eloquent
testimony to the difficulty of doing ei-
ther. Quite simply, mentoring is hard,
a reality rarely conveyed amid all the
fervor surrounding this movement.

It’s Hard to Connect

In the first place, the struggle is often
simply to forge a connection. After call-
ing a random selection of mentors a
year into the program, A.C. Hubbard,
board chair of Project RAISE in Balti-
more, was shocked at how few were

still involved: "I found a lot of frustra-
tion or inability to get through to kids,
or that their time was such that they
couldn’t meet what we thought was a
minimum.... A lot of them felt guilty.”
Al Abromovitz, Director of Cleveland’s
Career Beginnings site, said that he
now shoots for a 50 percent connection
rate, but admits that "if we have 180
matches and 70 are working, I'm hap-
py." He used to lament these numbers
until somebody pointed out that they
compared favorably with the divorce
rate.

An informal survey of other program op-
erators suggests that the connection

rate, the proportion of matches that turn
into significant relationships, varies by
program, but probably hovers some-
where around one-third overall. One
program operator described a high inci-
dence of "phantom mentors.”

Researchers echo these observations,
Stephen Hamilton and Mary Agnes
Hamilton of Cornell University began
their study of the mentoring program
Linking Up "to understand and trace the
formation of mentoring relationships."
However, after surveying the program’s
actual experience, they shifted their
focus: "We sought instead to under-
stand why so many ‘Pairs did not seem
to be working out.”

Ronald Ferguson, too, found volunteer
mentoring to be a struggle in most com-
munity programs. While "most pro-
grams hoped to use volunteer mentors
to supplement the love and attention
that their paid staffs provide to chil-
dren,” they were plagued by recruitment
and attrition problems. Ferguson adds,
"Those that have tried have experienced
only limited success at finding mentors
and keeping them active.”

The experience of programs points o
two problems that make it difficult for
mentors and youth to connect: limited
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Making Connections

Robert and | seem to communicate well. We talk about things, we go to movies. His
grandparents feel good about the relationship, which is very important. His grandmother was
glad to see that another individual, another man, was willing to spend time with her grandson
because his father is not around. The values were excellent fits. | think that's the key.

We started out talking about surface issues like basketball, sports, the general world. And as
time went on, we got into speaking about girls, what to do about girls, life in general, how to go
about getiing a job. At some points, we talk about really decent things; other imes, we talk about
guy stuff--that's what a mentor's for. There were a couple of turning points, like when he said to
me "Let’s not go to the movies, why don't we go by the museum.” If | had introduced thal, it
would seem kind of a drag.

His first question was: What do I have to da in this deal? He put the cards on the table. | said
to him: What I'm looking to be is not your brother, and not your father--but to be an individual
that when you grow up and you fook back from where you are 10 years from now, you'll think of |"
some of tha things we did, some of the things ! may have helped you with, some of the things
we kind of agreed to do together, and say: that helped me get to where [ am .

{Philadelphia)

Mostly we go to my home--my daughter and husband are involved--and we do things tegether.
My husband piays basketball with him, or they wash the car...we've gone to the zoo...he goes
grocery shopping with me, helps set the table, just things he's not used fo.

He's a nice boy, very easy to tak to, we gef along fine. He is cutgoing...opinionated...intelli-
gent...fun...and his grades aren't bad either. His career goals are fo be either a rapper or a
basketball pfayer. |say, you kriow you're short, | don't think there’s much hope for a basketball
career, and I'm really not sure there’s really a career in rapping, so let’s think of something else |,
that we can work foward, just in case these two don't turn out. (Baltimore)

o* * a* *

She is a very talented athlete as well as very bright and personable. Her track coach and [ work
together pretty closely. If's like, lets get her out of here fo college, far away to college. We had
her send applications fo fop colleges. The University of Arizona was very interested in her, so
f got the company to pop for the ticket there. They offered her a scholarship, and she has signed
a letter of intent with them.

When | was taking her to the airport, she was kind of bewildered about how this was happening
and she said, well, why would somebody do this for me? And ! said, because they want to help
you succeed, because you have a fot of potential and we want to make sure you have the
opportunities. And she says, but they don't even know me. She was shaking her head about
this and she said, | hope someday [l be able to do something like this for somebody. (Cleveland}




You have to assume there's some cause/effect because his absentee rate from school has
dropped dramatically over the year and his grade point average has gone up. Infact, for the first
time in his six or seven years of school, he was on the honor rofe. | dor’t know if that's me, but
we spend most of our Hme working on his homework. If he’s got homework, he’s just dying to
do his homework. If he doesn't have homework, he seems to enjoy being read to and | love
reading aloud. (Milwaukee)

When she decided that she was not going back to school, that’s when her mother called me. All
of us tried to encourage her, but she continued fo stick with it. | said some preity tough things |
to her. But | also said 'm here for you whichever way you decide. If she was going to slam the
door, that would have been the time. But she stayed in there with me.

If I've made a difference in her iife, it's been around babies and boyfriends. We got info a pretty
intense conversation about that one: she said she decided she wasn't going to have any children
untif she was 19. | had to catch myself because | realized that everybody on her streef except
her is pregnant or has been pregnant and is working on the second child. Nineteen is a long
time away for their frame of reference. Ifinally said that sounds good, but ! don't hear you saying
anything about being married, having a husband to father this baby.

These kids, they really do need somebody o taik to. Not so much somebody to hug and hold
them necessarily. But somebody to bounce their thoughts off of, and to know they're not the
only ones feeling desperate and sorry and pitiful today, thaf this boyfriend that broke their heart
is not the absolute end to their lives. They can't get that kind of feedback from other 15-year-olds.
(Washington, D.C.)

She's a nice girl- very polite, very bright, articulate. | feel very attached, and forfunately we hit it
off. But sometimes [ feel like she’s blowing smoke in my face. She likes me so much that she
doesn’t want to disappoint me, so she says things that she knows | want to hear, but she doesn't
fallow through. She dropped out of school just befare the 10th grade this year and went fo live
with her boyiriend and his family. | finally got her to go back in January, but she dropped out
again. So the program suggested | take another student who's in school. But you can’t desert
her now; she needs mentoring more than ever. (Philadelphia)

* * * *

Steven got suspended. Three or four kids were throwing kefchup in the lunch room. Not a
life-threatening event, but he got suspended. His mother did not know the rules. Like most
people, she thought that if you're suspended, you're automatically out of school for three days.
in reality, a mother can just call the principal; if the event is not serious, the student is reinstated
immediately. | found out about the suspension the second day, and got Staven’s mother to cail.
He was let back into school right away, and only missed a day. (Baltimore)
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time and social distance. First, mentor-
ing is bound up in a paradox concerning
time. Much of mentoring’s currency
emanates from the growing concern that
adults in our society are too busy to
spend time with kids. However, in the
words of Hamilton and Hamilton, ef-
forts to "fill the gap run directly into
the problems that created i."® The
adults who volunteer as mentors don’t
have time to spend with the young peo-
ple with whom they are matched.

This problem is particularly acute be-
cause the adults targeted by mentoring
programs are often the same individuals
whose work soaks up all their time.
These are lawyers, managers, phy-
sicians and other professionals who are
putting in 60, 70 or even 80 hours a
week on the job and often do not have
time to spend with their own kids.

Given the competing commitments and
countervailing forces pulling at these
mentors, it is no surprise that the most
committed and exceptional mentors find
it challenging to sustain their involve-
ment. 1n general, mentors are much bet-
ter at signing up than showing up.

However, the failure to connect comes
not just from mentors, but from students
too. Forging a relationship takes two
people, and programs have experienced
just as much difficulty getting young
people to show up and stick with it.

First, many youth are wary of adults--
having been let down by them in the
past, and living in environments where
violence and other forms of abuse are
common. Furthermore, mentoring is
often an unfamiliar notion to these
youth. Taken together, it is not sur-
prising that many young people are
slow to embrace these relationships,
and that the initiative often rests with
the mentors.

However, it is often difficult to contact
youth living in poverty. Many do not

have a telephone, much less an answer-
ing machine. And teenagers are notori-
ously bad about returning phone calls,
even when they get the message and
have access to a phone.

The difficulty in getting middle-class
mentors and disadvantaged youth to
spend sufficient time together is all the
more problematic because of the great
gulfs that exist between their worlds.
Mentors and youth must bridge this gulf
before they can forge a connection. As
one adult observes, "We mentors repre-
sent such a foreign life to them...1 know
she hears what I say, she remembers
things, and she attempts to ask ques-
tions...but the connection is limited."

This comment cuts to the issue of social
distance, present in varying degrees in
most orchestirated mentoring relation-
ships that bring together mainstream
adults and youth in poverty. This dis-
tance begins with a generation gap. It
is often accentuated by lifestyle differ-
ences, and in many cases, by ethnic
background as well. But the most pro-
found distance, which is shared by men-
tors of varying ages and ethnic back-
grounds, is that of class.

The successful "role models” targeted
as mentors often have little in common
with the youth. Unfamiliar worlds col-
lide; different languages are spoken.
The partners react in ways that are per-
plexing to each other. Often neither has
known anyone like the other before.
Not surprisingly, the potential for mis-
understanding is considerable.

In reviewing the literature on mentor-
ing, Ascher, Flaxman and Harrington of
Columbia University’s Institute on
Urban and Minority Education comment
that in settings where social distance is
great, the mentors’ world can easily
seem "irrelevant or even nonsensical”
to the youngsters, "and their goals for
the mentees naive."
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It’s Hard to Make a Difference

While some youth clearly benefit from
mentoring, often in rather dramatic
ways, the research record is mixed.

A survey of Career Beginnings partici-
pants found that many adults and youth
felt good about the experience and
identified important benefits.® A study
of the Adopt-A-Student program in At-
lanta found that students with mentors
were more likely than a comparison
groug to enroll in postsecondary educa-
tion.” A Public/Private Ventures study
of programs that enrolled older adults
as mentors found that the young people
with whom they worked showed a wide
array of benefits, includin% a new sense
of their own competence.1

However, these study results must be
qualified. Another study of Career Be-
ginnings by the Manpower Demonstra-
tion Research Corporporation showed
that participating youth went on to col-
lege at only slightly higher rates than
controls.  An evaluation of Atlanta’s
Adopt-A-Student effort found that par-
ticipants were no more likely to gradu-
ate from high school or be employed
than students without mentors. And the
P/PV study of intergenerational mentor-
ing warns of the small size of the pro-
grams examined and the bias of self-
selection, particularly among mentors.

Studies of Baltimore’s Project RAISE
and Milwaukee’s One on One program
have also produced mixed results. In
the latter study, a local research firm
concluded that "most students in the pro-
gram did not show an improvement in
grades during the program year, al-
though this was one of the program’s
primary objectives.”12 In the former
case, Johns Hopkins researchers found
that most RAISE students remained far
below average for Baltimore County
schools in academic performance and
were at risk of dropping out. These re-
sults led the program’s managers to ree-
valuate their goals in light of "too many

deficits to be overcome... [and] too few
wl?
resources.

Echoing these evaluations, participants
and program operators suggest that it is
often just as difficult "to make a dif-

ference" as it is "to make a connection.”

First, the formidable realities of poverty
exercise considerable influence on the
prospects of young people growing up
in low-income, inner-city neighbor-
hoods. Although the testimony of men-
tors and others underscores the point
that mentoring addresses real and pro-
found needs, these needs are often so
profound that mentoring can seem, in
the words of one mentor, like a "drop in
the bucket."

A businessman and mentor in Mil-
waukee’s One on One program con-
siders his own experience and that of
fellow Rotary Club members who have
come forward to volunteer:

None of us understood the kind of
kids that we'd he working with and
the challenges that would be
brought forth. We had these expec-
tations, you know. We're all pretty
macho. We'd walk in there and we
figured, at least [ did, that if I just
lend this young person a little bit of
the wonderfulness that I have in my
brain, that they're automatically
going to respond and be terrific.
And the reality is that it is abso-
lutely not true.

This mentor concludes that mentoring
will not make a great impact on a great
number of students. He feels this way
because "we’re talking about survival
of these kids, trying to bring them
from...utter failure and utter chaos, to a
place where they have some self-esteem
and self-image and hopefulness.”

One Philadelphia mentor grew up in the
same inner-city neighborhood as the stu-
dent he is mentoring. He recalls how
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Struggling Through

It was kind of a shell-shock for me: I'd never really ridden into the city. Not that | come from an
affluent neighbarhood; I'm from a working-class family, but | never really wanted for anything.
To see what some of these children have to go through to get a decent pair of shoes or a pair |
of glasses! These aren’t frivolous things that they want, these are basic needs, and they don't
have them. How some of these young people live and survive surprises me.

It's highly recommended that | don’t meet him at home (in the projects) so I meet him at school
or pick him up at a place that’s prefty populated. His mother was out of the picture for awhile.
She was in jail af one fime and that's when the father got custody. { met him at one of the social
events and iried to speak to him. [ didn't get anything out of him, and the coardinator advised
me to leave him alone...he’s violent. I'm a little scared of him, having a little cne myseif
(Baltimore)

He lives about eight blocks from where I grew up. The neighborhood was bad 15 years ago,
but you'd have to call that fun compared to today’s standards. It's much harder now and much
more darngerous.

At times, this seems like a fremendous burden. At the firm, we've had some bad experiences
in the sense that the child didn’t want to be in the program, or their parents didn't want them to
be in the program, or it just didn't work out on the personality mix. We now have only six strong
relationships. Six is better than none, but it's not as great as 15 or 20--that's what we started
out with. (Philadeiphia)

She has a lot of things going for her and a lot of things to overcome--her whole family situation.
The week before the SATs, her mother moved out of their apartment and farmed her out to her
grandmother. Sa the SATs didn't come out to what they shouid be. Her mother's boyfriend
maved in the day after her father was killed, and the murder was unsolved. She and her brother
think the boyfriend had something to do with it. So she doesn’t feel she can own her feelings
about the loss of her father to her mother.

It's stili hard for us to bridge socioeconomic gaps, even afier two years. There’s probably a lot
I will never be able to understand about her life, but there's also a lot that she still wants to keep
from me. Partly ! think it's her sense of sparing me, partly it's embarrassment, and partly it's her
own blocking process.

A mentoring program may end up really being worse than having no mentors at all, because if
people aren't prepared, they drop out. And Karen has told me about her friends at school in the
program. One has a mentor that she's never met, who just calls her on the phone. What dogs
that tell the student? That she’s not good encugh or important enough that this person didn't
even take the trouble to meet her? Then there's another one. Her mentor just dropped out in
the middie, no closure, nothing. That’s worse than no menior ai all, because what you did was
you raised expectations, then dashed them again. For these children, it's betrayal of trust over
and over again. {Cleveland)




One of the tendencies you have when you get into a program like this is fo expect to walk in,
change the face of this human being's prospects immediately--to be a hero, a role model, o do
all kinds of wonderful things, and in short order. If | had gone in with that expectation, | would
be extremely disappointed, because it hasn't happened.

This young man is ulterly lacking in social graces. Not a word of thanks is uttered. When he
got on the honor rofl, | was planning to do something very special for him. The day of the futaring
sessian, {told him how proud | was of him and his achievement. Just before he left, he said he
wanted a reward. | was so disappointed; | had planned to do something, until it became a
demand. | take it very personally. (Milwaukee)

* *

Brenda and | have struggled. The first issue was trust. | had to do almost all the caliing for
about six to eight months into the program. Now, she'll call here and there. It's hard to get her
to talk--we are two personalities that fend nof to talk--so if took a little while and we still don't
interact the way | envisioned it going. (Washington, D.C.}

* * * *

The other thing that has been more overwheiming to me is how difficult it is to fake somebody
on at this late stage and iry to bring a focus into their lives. | stanted with Kevin when he had
just finished the 10th grade, and | have come to the conclusion that's just too late; you just can't
turn things around at that point. It's just very sad how littie these kids learn, how little they know,
how low the expectations are for them.

Part of the problem with dealing with some of these kids is the inconsistency between what their
expectations are and what their performance is. | don’t know whether he is going to get his act
together. His grades are just as bad, he really doesn’t understand what he has to do to end up
where he wants. So what am [ in this for? If | can't be successiul--meaning developing his
discipling, getting hirn on the right frack--maybe it's too late. And ifit's too late, it doesn't make
sense for me to be spending my time at it.

I've been surprised by the extent to which | feel I've been all alone in this. I've not beer in any
kind of support network. They're so overwhelmed, the people at the school. There’s no very
good mechanism for getting any focus on one kid and what his problems may be.
(Washington, D.C.}

Based on what | see today, as opposed to the situation 10 years ago when | was a Big Sister,
I'm very pessimistic. I've seen public housing for many years, and it's much worse. |'ve seen
the social and intellectual environment in which these children are growing up, and it's much
worse. I'm appalled by the state of education. |am appalied by the sccial family setting in which
most of these children are being raised. {Baltimore)

*+ * *

You have to be the lype of person that's not going fo be discouraged. You want to throw in the
towel so often, especially when you feel like you're not getting through. A lot of times, you fesl
like you're in this thing by yourself. The kids are so used to people not sticking around that they
figure, well, this is just another one. (Philadelphia)
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tough it was 15 years ago, but adds,
"you'd have to call that fun compared
to today’s standards.”" Another mentor
describes the challenges she’s confront-
ing in trying to help her student in 1990
Baltimore, comparing it with 1980
Houston, where she was a Big Sister to
a girl living in public housing. The de-
terioration of conditions in public hous-
ing and the "social and intellectual en-
vironment in which these children are
growing up" leaves her far less optimis-
tic than she felt 10 years earlier.

Most of these mentors are forced to ac-
cept that, given present circumstances,
the prospects of dramatic change, of
recreating the Sean Varner/fohn Hogan
saga of success, are limited. In this
spirit, Ascher, Flaxman and Harrington
warn that while youth may be isolated,
they do not reside in a vacuum. These
researchers caution that mentoring will
not "pluck adolescents out of poor
homes, inadequate schools, or disrup-
tive communities....Thus the power of
other influences in the lives of youth
must be recognized in any attempt to
reasonably measure the potential accom-
plishments of mentoring.” They con-
clude that this strategy is best seen as a
"modest intervention.”

Susan Phillips, director of the Greater
Milwaukee Education Trust, which over-
sees the One on One mentoring pro-
gram, concurs: "If you’ve got a child
who’s been failed since kindergarten...
your chances of turning that child
around in less than a year are nearly im-
possible." Even mentors in strong rela-
tionships discover that they are only
one influence among many; these young
lives are not easily transformed.

The Risks of Failure for Youth
and Adults

A June 12, 1990 article in The Wall
Street Journal begins: "As any pupil
who has brought the teacher an apple
can testify,” the mentoring process can

be "fitfully complex" and filled with po-
tential frictions. The article continues,
"When these relationships work, they’re
fabulous. But when they don’t work,
they can be terribly destructive.”

This is a rare observation: the pitfalls
of mentoring are usually ignored.
Sharan Merriam notes that in the corpo-
rate world, "only successful mentoring
relationships have been reported."16

Reluctance to address the down sides
and risks of mentoring characterizes the
current wave of youth mentoring as
well. For the most part, mentoring is
portrayed, in the words of one U/SA
Toa’azy1 ?ead]ine, as a "win-win proposi-
tion."

Yet, in reality, both sides in mentoring
programs risk losses. When acknowl-
edged, the risks are usually posed as re-
lated to abuse, particularly sexual
abuse. The most prevalent risks of
mentoring, however, are less tangible.

On one side, the young people partici-
pating in mentoring programs are accus-
tomed to being let down by adults, but
are being asked to trust yet again.

When the youth do let their guard
down, they are all too often disap-
pointed by mentors who keep them at
arm’s length, who don’t show up, who
don’t follow through.

On the adult side, disappointment is
also destructive, even if it is Iess will-
ingly admitted or discussed. Art Mur-
chison, a youthworker in the One on
One program in Milwaukee, is blunt in
asking: "What are mentors going to do
when one of these kids--and I’ve had it
happen to me--turns around and calls
them a dirty ME?"

Shayne Schneider, founder of Mentors,
Inc. in Washington, D.C., answers:
"Their feelings get hurt. They say that
they don’t, but I believe they do.”
Schneider tries to warn people in
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advance about the distinct possibility
that youth will be resistant, indifferent
or even hostile: "I tell them all the rea-
sons why teenagers don’t return phone
calls, but they still think it’s that their
kid doesn’t like them." This is true for
some of the most prominent mentors:
"They come in like executives and they
never let you know or never want to let
you know how easily hurt they are. But
many of the mentors who withdraw
from the programs do so because their
feelings have been hurt."”

Almost all the programs contacted for
this paper had stories of busy mentors
who repeatedly took off from work to
meet with their students, only to be
stood up. And while Schneider admits
that having your feelings hurt is "not a
disaster like a nuclear war,"” she says
that hurt can lead to anger and to the re-
inforcement of prejudice. Mentors
often harbor dual feelings toward the
youth, feelings of sympathy matched by
those of antipathy. Unattended, hurt
can fortify negative feelings while un-
dermining the positive.

Missing Infrastructure

The barriers and risks of mentoring do
not obviate its real usefulness as a strat-
egy for aiding individual children.
Identifying them, however, puts men-
toring’s broad-scale potential in per-
spective, correcting for the tendency to
acknowledge only its more uplifting as-
pects.

In most instances, mentoring is, in fact,
falling short of its potential. Built-in
obstacles are compounded by a consider-
able lack of infrastructure in the field.
Programs are struggling to implement
publicized models, and actual practice

is uneven.

Most sorely missing is follow-up.
While marketing and recruitment have
proceeded apace, program support is
often neglected. Mentors find them-
selves matched, then abandoned;

oversight is commonly delegated to
over- burdened school counselors; all
too often, the entire enterprise is held to-
gether by sheer force of will on the part
of dedicated founders.

One of the great ironies of mentoring is
that this strategy, so often sold as a cor-
rective to the isolation of youth, is so
often conducted in isolation. One men-
tor explains his surprise about "the de-
gree to which I've been all alone in
this.” An observer of mentoring pro-
grams notes that "few programs have
the resources to serve mentors as well
as mentees.”

While the absence of resources is per-
haps most conspicuous, also commonly
missing are operational experience,
knowledge regarding effective practice,
and an appreciation--more by those out-
side than inside programs--of how hard
it is to put mentoring into action. The
absence of program infrastructure,
made much worse by pressures to grow
quickly and produce miraculous results,
comproniises mentoring’s real potential
to help.

In sum, while recent years have seen a
significant increase in mentoring activ-
ity, and while some youth are undoubt-
edly being helped in some ways by
mentors, a set of sobering cautions are
in order. Mentoring is nowhere near
the mass movement of millions that is
often envisioned, and it is unlikely ever
to be such a movement--the enterprise
is simply too difficult and demanding.
In addition, many relationships--per-
haps two-thirds, perhaps even more--
simply do not take hold. Furthermore,
even in the cases where relationships be-
tween adults and youth do form, these
bonds are just one influence amid many
on the lives of the youngsters. In prac-
tice, few lives are transformed. And fi-
nally, it is imperative to recognize the
risks inherent in engineering relation-
ships, particularly when trying to do so
across a great social divide.
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rhetoric and its modest results is

not surprising, given the develop-
mental stage of the mentoring field.
The movement is in its infancy, and
such start-up periods, as the experience
of Big Brothers/Big Sisters and
Friendly Visiting well allest, arc re-
nowned for overheated marketing. The
primary ohjective is getting people’s at-
tention, and mentoring has undoubiedly
succeeded on this score.

The mismatch between mentoring’s

The disparity between rhetoric and real-
ity is further to be expected, given the
history of the menloring concepl in our
culture. Mentoring inspires hyperbole,
as the fervor thar attended the corporate
wave confirms.

Fervor Without
Infrastructure

s predictable as the gulf between
Arhetoric and reality might be and

as justifiable over the short term,
the overselling of mentoring is quickly
becoming a liability. 1l contributes to
an approach that one observer calls "fer-
vor without infrastructure,”! Fervor
without infrastruclure amounts to social
policy as a kind of media event, the out-
laok that problems will go away in re-
sponse Lo cnough inspirational stories,
no matter how much they are the excep-
tion, and of heroic acts on the part of
well-intentioned individuals.

Fervor without infrastructure is danger-
ous. It is dangerous at the program
level because it leads to disappointed
mentors and youth. Tt is dangerous at
the policy level because il plays into the
unfortunate tendency to lunge at new
and glossy strategies, glorify them over
the short term. and discard them as they
tarnish.
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More disturbing is the way fervor with-
out infrastructure plays into the current
appetite for voluntarist panaceas, ideal-
ized in isolation from institutions, pro-
posed as quick, cheap and easy. As
such, mentoring becomes a tool that dis-
tracts attention from deep-seated prob-
lems that cannot be marketed away.

Fervor without infrastructure is a set-up
for failure and will inevitably lead
mentoring to become just another good
idea that did not work out. This pattern
recalls the demise of Friendly Visiting,
which rapidly ran the familiar cycle
from initial enthusiasm to bewildered
disappeintment. It is worth remem-
bering that Friendly Visiting was under-
mined by enormous expectations in
combination with a dearth of volun-
teers, difficulties in forging relation-
ships across great social distance, and
worsening economic circumstances.

The big losers in this cycle of disap-
pointment will, of course, be disad-
vantaged youth, robbed yet again of a
potential source of support. Indeed, in
a number of locations, there are already
indications that just such a cycle may
be playing out.

In Cleveland, Career Beginnings has
been dropped by several corporations
whose unrealistic expectations have not
heen fulfilled. Program director Al
Abromowitz says that in these in-
stances, "if we had 10 mentors, there’d
be a couple of magics and two or three
others who were connecting.” The rest
were running into frustration. As a re-
sult, the corporations just pulled out.
Abromowitz reflects, "If we don’t meet
the dream, they’1l go on to something
else."

In Milwaukee, after an early evaluation
of the One on One program found the ef-
fort performing weakly against dra-
matic goals, the Milwaukee Journal ran
the headline, "New project gets s0-50
grades: Mentor program fails to raise

most pupils’ performance.” In response
to this disappointment, the Milwaukee
business community withdrew funding
for the program’s field staff pa::nsitions.2

In Washington, a few days after Eliza-
beth Dole and others rose to the podium
at the National Mentoring Conference
to praise mentoring, Dorothy Gilliam is-
sued another column in The Washington
Post, one year after her original "SOS."
This piece, titled "Mentoring Has its
Limitations,” states: "There is, in my
view, a dangerous trend 1o look at
mentoring as the be-all and end-all, as
the solution to a social ill, as THE an-
swer to so-called "at-risk’ youth."

Gilliam’s perspective came not only
from the claims she heard at the confer-
ence, but from her own experience with
the SOS program, which had taught her
the limitations of mentoring. To
Gilliam, "Circumstances in some
teenagers’ lives made it difficult for
them to accept our outreach....some of
us expected too much. Some matches
were instant successes, but others took
time and patience just to develop trust.”

A year earlier, she had written about
thousands of youth at a crossroads.

Now she described mentoring itself as
"at a crossroads.” Warning that mentor-
ing is being oversold, the columnist con-
cludes: "It can either blossom into a
useful social tool or, like a comet that
cross;:s the social scene, plummet and
die.™

Making The Most Of
Mentoring

entoring represents a unique
Mopportunity because of its gift

for grabbing people’s attention--
including adults beyond those tradition-

ally interested in the circumstances of
disadvantaged children and youth--and
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directing it toward the provision of a
potentially useful service for such
youngsters. It may be just as much a
"master key" for reaching adults as
youth.

The principal challenge facing the incip-
ient mentoring movement, one essential
for its development and survival, lies in
finding an alternative route, one that
might be called fervor wirh infrastruc-
ture. Taking this route will require a
balancing act that modulates fervor
while bolstering infrastructure to strike
the healthy equilibrium between market-
ing and programming so lacking at pres-
ent, and so essential tor mentoring to
flourish.

Modulating Fervor

Achieving this balance will require both
less and a different kind of fervor. We
need to shed the heroic view of mentor-
ing, one built on the presumption that
good-hearted adults can waltz in and
quickly change the lives of at-risk
youth. Instead of envisioning a cadre
of supermentors, Kalman Hettleman,
head of the Baltimore Mentoring Insti-
tute, advises planning for average peo-
ple, and accepting that mentoring with
real people will not produce automatic
results. It will require care, time,
resources and a tolerance for ambiguity
and failure.

Echoing Hettleman’s realism, a group
of mentoring practitioners states:
"Mentoring--which is a popular idea at
the moment--must not be seen as a
"cheap fix’ or a “substitute for funding
of social services’ nor as a ’primary
tool” for repairing society’s ills."*

The marketers of mentoring need to re-
flect this new perspective, advertising
mentoring’s ability to help some youth
in some ways, and the profound commit-
ment that mentoring requires. Mentor-
ing might well be looking for "a few

good men and women," especially at
this stage of the game.

It is particularly necessary to jettison
the goal of dramatic numbers that has
been so dominant in the mentoring
field. The push for a million mentors, a
mentor for every youth, is counter-
productive in the extreme. First, it is
unrealistic to believe that such a large
number of people prepared to mentor se-
riously are going to appear; second, ac-
tually achieving this goal would be
even more distressing. No structure ex-
ists to match, supervise and support
these mentors. Most likely, they would
be thrown at kids in an approach that
one practitioner has likened to "blind
dating as social policy.”

In place of the numbers game, the goal
must be shifted to one of quality and
balance. The mentoring movement is
best served by careful and responsible
growth, given the scarcity of funding
and the difficulty of the enterprise,

Bolstering Infrastructure

To close the gap between mentoring
rhetoric and reality, the group of
mentoring practitioners quoted earlier
urges not only more sober expectations,
but more responsible programming.
They call for developing what one calls
"the art of mentoring” for taking seri-
ously the delivery of services. This crit-
ical and growing interest in quality
mentoring is being encouraged through
a proliferation of manuals, conferences
and practitioner networks, a set of sup-
ports that comes none too soon.>

Sturdy knowledge about how and why
mentoring works is still at teast a few
years away, but some common-sense
wisdom about best practices is slowly
beginning to emerge: the following
eight are drawn from observations of
program trial and error, the few shards
of in-depth research, and the distillation
of insights presented in the new
manuals.
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1.

Recognizing the Needs of At-Risk
Youth The experiences of mentor-
ing programs strongly suggest that
it is much more difficult to serve
youth on the edge than good stu-
dents in need of enrichment, and
that programs must be designed
with the difference in mind. If
mentoring programs want to serve
the truly disadvantaged, they must
be both intensive and extensive,
start early and plan to stick around
for a long time. They must also be
prepared for inevitable failures and
be ready to intervene when prob-
lems arise and relationships do not
take hold.

For this reason, a great many pro-
grams have opted not to serve the
most at-risk students. However, it
is worth noting that programs serv-
ing B and C students have found
that even youth perceived as at less
risk often confront far more obsta-
cles than anticipated, and are in
many cases in danger of dropping
out,

. Preparing Youth While mentor-

ing is & familiar concept in the
world of middle-class adults, it is
often a foreign concept to disadvan-
taged adolescents. When told that
they are being assigned a mentor,
many youth are resistant or bewil-
dered. Some undoubtedly wonder,
suggests social support scholar Ben-
jamin Gottlieb, "what does this say
about me--that I need help? That 1
am deficient?”

Programs have experienced success
orienting students to the mentoring
concept prior to the matchmaking
process--working to avoid miscon-
ceptions and training young people
to make the most of the experience.
Some programs go even further, en-
gaging the adolescents being

mentored as mentors themselves,
pairing them up with local elemen-
tary school students.

These so-called "tripartite” pro-
grams, exemplified by the Young
Leaders program of Mentors, Inc.
in Washington, D.C., have numer-
ous advantages. Not only do they
support the elementary school chil-
dren, they also provide participat-
ing adolescents with the experience
of being mentors themselves. Fur-
thermore, since many of these pro-
grams match adolescents and
elementary school children grow-
ing up in the same neighborhoods,
they can also be seen as commu-
nity-development strategies.

. Screening Out, Not Screening In

Programs should be careful about
the mentors they enlist. As Al
Abromowitz explains, he "fell in
love with the myth of mentoring”
in the first year that he ran the
Cleveland Career Beginnings site
and pushed for big numbers. Peo-
ple would come to the program "ex-
pecting that they’re going to save
the world...and we fed them on
that...reinforced it."

However, as the program struggled
through the first years and many of
these individuals dropped out,
Abromowitz and his statf shifted
away from screening people in, to
screening them out, letting them
know about the harder realities of
mentoring from the start so that
only those individuals really com-
mitted would become involved. Ac-
cording to Abromowitz, "We lost
some people--the total number of
mentors we could claim in the pro-
gram went down--but the percent-
age actually performing went up."
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4. Considering Race, Class and
Love Common ethnic and racial
ties appear to be an advantage in
forging connections as those ties
mitigate barriers to trust and pro-
vide youth with role models that
look like them. However, common
ethnic or racial background is no
guarantee of success,

In fact, common class backgrounds
between mentors and students may
be even more important. Several
studies of mentoring programs
have concluded that the most suc-

cessful mentors are commonly indi-

viduals who have weathered "hard
lives," growing up in the same way

as the youth, often coming from the

same neighborhoods, and able to
talk to them in their own lan-
guage.6 The life experiences of

these mentors can provide more ac-

cessible and realistic models for
the youth.

However, despite the importance of

race and class commonality, there
is virtual consensus among pro-
gram operators that "love matters
most." It is the adults who become

involved because they enjoy spend-

ing time with young people, rather

than because they feel compelled to
save youth from poverty, who seem

to make the greatest strides.

5. Scheduling Enough Time To-
gether There is no substitute for
mentors and students logging
consistent time together. As Ron-
ald Fergusoen finds, "Even though a
child may settle for what he can
get, a minimum of one interaction
per week of at least a few hours in
duration seems to be the standard
for programs where adults play
major supplemental parenting
roles.”’ If the goal of the mentor-
ing program is simply exposure to

middle-class roles and role models,
the occasional contact may suffice.
Hewever, if the objective is a signi-
ficant relationship between an adult
and a youth, then Ferguson’s para-
meters are best seen as irreducible.

. Setting Up Tasks as Scaffolding

One practitioner states: "It would
be wonderful if we could just put
these two people together and tell
them to relate, but it’s not real-
istic."® In her experience, when
mentors and mentees have some-
thing to do or work on (ogether, it
gives them more direction. Tasks
can absorb initial nervous energy,
provide a basis for conversation be-
tween partners and diffuse the stig-
ma of receiving help.

The key is finding the right task--
one that interests both parties.
Hamilton and Hamilton argue that
the workplace is ideal, but admit
that finding the right tasks for early
adolescents can be more elusive.’
While tutoring is often the medium
selected, this arrangement can be
stultifying, since the parties must
stop tutoring in order to converse.
In contrast, community service pro-
jects, (such as the Boston Univer-
sity/ Roxbury Middle School
collaboration, a Campus Partners in
Learning site) in which mentors
and students are working side by
side, can provide an environment
conducive to interchange,

. Supporting Mentors Although

there are differing views among
practitioners about the value of up-
front training of mentors, most
agree that some kind of orientation
to adolescence and urban poverty is
a good idea. But program opera-
tors are unequivocal about the im-
portance of supporting mentors and
the consequences of failing to do
s0.
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In order to combat the isolation in
which much mentoring is con-
ducted, some initiatives have begun
organizing self-help groups for
mentors to provide each other with
emotional support, share experi-
ences and develop solutions to com-
mon difficulties. Mentoring teams,
where several adults share the diffi-
cult job of mentoring several
youth, have also helped reduce iso-
lation in some programs. The team
structure is used, for example, by
the Washington, D.C. law firm of
Latham and Watkins in its mentor-
ing program with Hine Junior High
School. As an added advantage,
the teams help provide consistency
for youth. When one of the adults
cannot make it to a scheduled ses-
sion, the youth can still expect to
see one or two of the other mentors
on the team.

. Staffing Carefully The most

important source of support for
mentors is also the most important
single ingredient in successful
mentoring programs: field staff.
These individuals are in contact
with the kids, the mentors, school
staff and families. Not surpris-
ingly, in programs where such staff
are a full-time presence, the whole
mentoring process tends to revolve
around them; they are the "glue” in
the mentoring process.

Field staff assume many critical
functions, from helping make sure
that people show up, to brokering
and interpreting for adults and
youth, to serving as "mentors to the
mentors.” In part, these youth
workers support youth, often with
the advantages of social and physi-
cal proximity to the young people.

Many come from socioeconomic
backgrounds similar to the youth
and set up shop right in the schools
that the young people attend,

While some programs try to subsist
on volunteer coordination, usually
by already overworked school coun-
selors, experience suggests that em-
ploying full-time youth workers in
this role is a far more effective
path.

Toward a More Solid
Movement

The eight guidelines suggested here are
neither definitive nor comprehensive,
but point to ways that the mentoring pro-
cess can be made more responsible and
less risky. We have a long way to go
before we can lay claim to "the art of
mentoring.” Fortunately, there appears
to be some growing awareness that it is
important to move in this direction
quickly. A new generation of research
studies, intended to assess the viability
of various program strategies, is wel-
come evidence of that awareness.

Although the mentoring movement
emerged partly as a reaction to the
imposing standards of the Big Broth-
ers/Big Sisters movement, there is much
that mentoring might learn from this pi-
oneer of one-to-one programs. Ensur-
ing the quality delivery of service,
building a track record for reliability,
and developing ongoing sources of fund-
ing are among the priorities that mentor-
ing programs would do well to consider.

Perhaps the most basic lesson is simply
that there is no substitute for infrastruc-
tore. Without it, all that remains is fer-
vor. And fervor alone is not only eva-
nescent and insufficient, but potentially
treacherous.
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he basic question about mentoring

is whether its inherent appeal will

be squandered in rhetorical excess
or harnessed in responsible program-
ming--in short, whether this movement
can move to its next stage of opera-
tional and organizational development.

However, the issue of mentoring
prompts a further question, onc that is
more abstract in nature. Volunteer
movements are 4s important for what
they express--the issues they raise--ay
for what they address in direct pro-
gramming., What does mentoring ex-
press? The movement is particularly
compelling in this regard.

As previous chapters have underscored,
mentoring is about two ideas: the poten-
tial of relationships, instrumentally de-
ployed to help poor kids: and the
potential of voluntarism practiced by
middle-class adulls, 1o engage the
disadvantaged. These two elements are
familiar partners in past movements
aimed at urban reform. However, they
strike a particularly timely chord in the
current social and educational environ-
ment.

Schools and social programs for the dis-
advantaged are all too often impersonal
and bureaucratic at a juncture when
youth are getting little nurturance from
informal sources. These institutions are
bereft of much outside support and ad-
vocacy as the middle class continues its
retreat from the urban centers.

Mentoring draws our attention to im-
portant issues for social policy: how to
provide young people with the relation-
ships with adults they so badly need,
and how to engage the middle class in
addressing poverty problems. By rais-
ing these issues, mentoring challenges
us to go further, beyond what this form
of voluntarism can realistically attain as
a discrete strategy by itself.
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Extending
Relationships

infrastructure will help mentering

programs better address disad-
vantaged youth’s need for adult contact
and strengthen the support available to
adults who provide thai contact. How-
ever, it would be a mistake either to un-
derestimate the extent of these needs or
to overestimate the power of voluntary
efforts to meet them. As one program
operator warns, "You’re not going to
have enough mentors. It's not going to
work for a lot of kids. There will be a
huge hole."

Closing the gap between fervor and

This hole will continue to exist, even if
those pushing for responsible volunteer
mentoring prevail, because the isolation
of youth is a structural problem result-
ing from a set of fundamental changes.
There are neighborhoods that supply
few adult models and supports for
youth, and schools and other institu-
tions, like social programs, do not seem
to be compensating for this. As these
institutions are ever more squeezed for
resources, their inadequacies particu-
larly affect disadvantaged children and
youth. Proposing to solve a structural
problem of this magnitude through the
good will and kindness of volunteers,
particularly middle-class professionals
already overburdened by their own
work and family commitments, is not re-
alistic.

Rather than thinking of volunteer
mentoring as a sufficient solution to the
preblem of youth isolation, we would

do well to think of the mentoring move-
ment as a potentially important step in
the right direction, one that highlights
an unmet need, goes part of the way to-
ward redressing it, and calls out for rein-
forcements.

It is important to be clear about the
unmet need. Most young people grow-
ing up in poverty are not "little manag-
ers,” simply requiring some strategic
advice, a role model, a few networking
opportunities. While opportunities and
ties are to be encouraged, and may be
of particular value to those disadvan-
taged students who are doing well al-
ready, a great many disadvantaged
youth are in need of support that is
developmental, nurturing, protective
and extensive in nature--in other words,
something resembling supplemental par-
enting.

They need this caring not only to make
the basic transition to adulthood, but to
survive under conditions of great stress.

The role of their parents in this struggle
is obviously primary, and we need to
strengthen support for these adults in
their parenting duties. However, as so-
ciologist Joyce Ladner remarks, given
the stressful circumstances so many
inner-city youth face, most could use
three or four parents.

The rise of mentoring reminds us that
there is a role for unrelated adults in
this process and challenges us to deploy
volunteer mentors in a manner that will
complement and enhance the family.
However, mentoring’s rise challenges

us as well to think of the role other unre-
lated adults--beyvond middle-class volun-
teers--can play in the enterprise of
supporting disadvantaged children.

Staff as Mentors

Mentoring programs themselves pro-
vide essential clues about where we
might look beyond volunteers. These
clues come from their field staff, many
of whom form powerful mentoring
relationships with participating youth.
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Erik Butler, who helped design and di-
rect Career Beginnings, points out that
"in a lot of Career Beginnings pro-
grams, the primary relationships are be-
tween the case managers and the kids,
and only secondarily and maybe
supportively between the mentors and
the kids."

Butler’s position is echoed by Ronald
Ferguson, who came away from examin-
ing community-based programs for
young black males with a similar im-
pression. According to Ferguson, the
mentors in the programs he studied are
"sometimes volunteers, but more often
they are paid staff members who teach,
broker resources, and provide supple-
mental parenting in what they character-
ize frequently as ‘love’ and ‘extended-
family’ relationships."1

[n this way, volunteer mentoring pro-
grams often function as back doors to
traditional youth work: the need to
administer the program serves as justifi-
cation for hiring adult staff who them-
selves come to provide the most critical
mentoring delivered by the program.
Back door or not, the role many staff
come to play underscores the basic in-
sight that mentoring, while cast as vol-
untary relationship, is by no means the
exclusive province of volunteers. In
fact, mentoring points us inexorably to
the realm of staff and institutions, to the
settings where disadvantaged young

people already spend much of their time,

Mentor-Rich Environments

Volunteer mentoring, then, can be seen
as one example of an approach to help-
ing youth, an approach that extends be-
yond the volunteer sphere.

As opposed to the numbers game of vol-
unteer mentoring--the call for millions
of velunteer mentors--the mentoring ap-
proach can best be advanced by creat-
ing more opportunities in schools and
social programs for young people to in-
teract with an array of caring adults. In

creating mentor-rich f:nvimnments,2 we
will need to fill them not only with vol-
unteer mentors, who constitute one link
in what one observer calls the continu-
ous chain of caring, but also with teach-
ers, coaches, supervisors, youthworkers,
counselors, social workers and other
adults who have the time and inclina-
tion to establish close ties with young
people.

Creating mentor-rich schools, social pro-
grams and youth organizations is one
way of moving beyond the chimera of
"supermentoring,” in which a single
charismatic adult is called on to be a he-
roic influence, providing for all the
young person’s needs in one relation-
ship.

Furthermore, young people exposed to
mentor-rich settings might well be in a
position to avoid many of the vicissi-
tudes of formal, matched, volunteer
mentoring. Rather than being assigned
an adult and instructed to form a one-to-
one bond with this elder, young people
in mentor-rich environments would find
ample opportunities for natural mentor-
ing to occur. In such settings, young
people are in a position to select the
right mentor at the right time, pick men-
tors for different reasons and experi-
ence aspects of mentoring from a
variety of sources. In the process,
youth might encounter a mix of primary
and secondary relationships, with some
providing the "master key" and others
affording discrete types of help. The vi-
sion presented here is of young people
exposed to a varied "portfolio” of car-
ing adult relationships over time.

It stands to reason that harder-to-reach
youth might particularly benefit from
these settings, where there would be
many more opportunities to establish
trust naturally on a daily basis.

The Caring Context

Through numerous pragmatic sugges-
tions for increasing access to adult
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contact, policymakers, researchers and
practitioners have recognized the need
to create a context in which youth can
connect with adults. These recommen-
dations have ranged from drastically
cutting student/teacher and student/
counselor ratios to creating a direct-ser-
vice, youth worker corps, based in
urban settings and drawing a cadre of
adults who would resemble the field
staff in mentoring programs.3

These proposals also include more
sweeping visions of reform, a com-
pelling example among them being the
Carnegie Council on Adolescent
Development’s plan for transforming
the country’s middle schools, Turning
Points. The Council’s study advocates
the creation of "communities of learn-
ing" in these middle schools, based on a
three-tiered plan: cutting schools down
into smaller units; engaging youth and
adults in teams; and instituting one to
one "advisor” systems. Carnegie Corpo-
ration President David Hamburg states:
"The transformed middle school would
provide time and a structure for teach-
ers and other professional staff to be-
come mentors and advocates for
students."

Like mentoring, the plan that the Carne-
gie Council endorses evokes warm-
hearted sentiments. However, there
appears to be more here than sentimen-
tal appeal. Not only are such ap-
proaches supported by theories of
adolescent development, but by a grow-
ing body of research emerging from ef-
fective schools and social programs.

This research suggests that it is pre-
cisely the institutions that are able to
foster bonds between adults and youth--
that are able to create an environment
that encourages relationships, personal
attention and caring--that have the best
track records in helping youth. In other
words, the principles of mentoring may
well be among the most important

commeoen denominators across effective
programs for disadvantaged vouth. In
the words of Erwin Flaxman, mentoring
may amount to the "DNA" in successful
youth programming.

As Professor Elizabeth Useem summa-
rizes: "Over and over again, what we
hear from those who work directly with
troubled youth," is that programs must
emphasize "individualized caring"
functioning, "in short, very much like
family environments,"® Indeed, these
family-like environments seem to be the
active ingredient in a wide array of ef-
fective schools and social programs,
numbering among them Deborah
Meier’s Central Park East schools and
James Comer’s schools in New Haven
and elsewhere. These are all initiatives
where, in the words of the Hispanic Pol-
icy Development Project, "caring had
been institutionalized as a value in the
school and not solely an accidental
relationship between a teacher and a
lucky student.”’

Another Crossroads

The widening interest in personalizing
the settings where youth spend their
time constitutes good news. But these
signs only point out the road ahead.

Getting any distance down that road
will be a formidable challenge. The
first requirement will be new thinking
about how best to foster nurturing rela-
tionships for youth--thinking that must
surmount the impulse to segregate car-
ing functions exclusively in specialized
positions like the school counselor or
that of volunteers. However the most
formidable challenge wiil be not in the
realm of thinking, but that of finding
hard cash.

One of the best illustrations of this chal-
lenge is offered by advisor systems, like
those advocated by the Carnegie Coun-
cil. As school principal Thomas
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Edwards peints out, structural measures
like advisors cost money: "If...public
school teachers are already overbur-
dened with teaching loads and insti-
tutional requirements, where can they
find the time to take on new responsi-
bilities?" The answer is, they can’t;
and this is the biggest reason the vast
majority of advisory systems are lo-
cated in wealthy school districts. In
order to advise a student, Edwards con-
tinues, "more teachers would have to be
hired to teach the sections left uncov-
ered as staff members devote time to
advising.... Thus, economics hinders the
spread of advising systems in public
schools.”

As awareness grows about the impor-
tance of adult relationships for youth in
the institutions increasingly entrusted
with their education, nurturance and de-
velopment, we continue to undercut
their ability to provide such support. If
anything, we are moving in the opposite
direction: cutting staff, clearing away
all but the most essential roles, burden-
ing the remaining adults with so many
formal responsibilities that forming rela-
tionships with struggling young people,
or bringing in volunteers to do so, be-
comes a virtual impossibility.

A compelling irony of the new mentor-
ing movement is that this strategy, pur-
sued by many as a cheap fix, not only
costs money to do responsibly, but
leads logically to a set of reforms that
are among the most costly imaginable.
Valuing human resources is expensive;
any doubt about that connection is
quickly dispelled by calculating the
cost of reducing student/teacher ratios.
These costs are currently beyond our po-
litical will to pay.9

So vouth policymakers have a choice.
We can continue to pursue purely volun-
tarist strategies to provide the personal
attention so badly needed by our young,
particularly those growing up in

poverty. Or we can view voluntary
mentoring as a starting point, one step
in a necessary set of humanizing re-
forms that will make our schools and so-
cial programs better places for youth.

Should we choose to cling to volunta-
rism as our principal strategy, we must
at least be willing to acknowledge that
we are not likely to lessen the profound
isolation of our young people in any-
thing but a modest and glancing fash-
ion. This admission will have the
advantage not only of honesty, but of
freeing mentoring from the burden of
expectations that, realistically, it can
never fulfill.

Setting The Stage

hile meeting the needs of youth
Wfor caring adult contact will re-

quire moving beyond the sphere
of voluntarism, it is essential that volun-
teer mentoring itself--and the wider no-
tion of middle-class engagement in the
problems of disadvantaged youth--not
be lost in the quest to enact a broader
set of humanizing reforms. Volunteer
mentors constitute not only a link in the
caring chain, but a force to help mobi-
lize our social will.

At present, the middle-class public has
little contact with and little immediate
stake in young people in poverty or in
the institutions set up to serve them. As
Nicholas Lemann points out, ever since
"the riots of the 1960s, a quite elaborate
social reorganization of American met-
ropolitan life has taken place, based on
the principie of everybody getting as far
away from the underclass as possible."1

Out of sight, the concerns of these
young people have for the most part
been out of mind. Indeed, nowhere is
the problem of middle-class disengage-
ment more evident than in the urban



public schools, which are reeling in the
wake of a middle-class exodus. Against
this backdrop, mentoring offers one of
the few oppeortunities in our society for
bringing adults from the social and eco-
nomic mainstream into direct contact
with disadvantaged vouth.

In this capacity, mentoring can function
as a program for adults: adults who are
in many respects just as isolated and dis-
connected as the youth targeted by
mentoring programs. Many adults are
cut off from school children in a society
sharply segregated by age, separated
from public life and civic duty in a na-
tion where active citizenship has eroded
badly, and protected from poverty in a
country ever more sharply divided by
class. These mainstream adults are as
removed from the reality of poverty as
poor children are from the experience
of middle-class life.

As a program for adults, mentoring is
built around the power of direct experi-
ence. Decent and caring people, good-
hearted adults nevertheless inured to
the realities of poverty, are brought face
to face with the unfair manner in which
poverty afflicts innocent children.

Some are moved to wonder how they or
their children would respond under sim-
ilar circumstances. These empathic re-
sponses, fueled by an offended sense of
fairness, present an opportunity to build
both stake and advocacy.

The route from direct contact to empa-
thy to stake, described by mentors in
every program, raises historian Christo-
pher Lasch’s point that Americans do
not maintain abstract affinity well: "The
capacity for loyalty is stretched too thin
when it tries to attach itself to the hypo-
thetical solidarity of the whole human

race. It needs to attach itself to specific
people and places....We love particular
men a]n]d women, not humanity in gen-
eral.”

The experience of mentoring suggests a
variant on Lasch’s point. Our capacity
to take responsibility for strangers and
the future, perhaps nowhere better em-
bodied than in disadvantaged youth, is
so badly atrophied that it can only be re-
constructed by moving from the general
to the specific, and back to the general.
As anthropologist Mary Catherine Bate-
son states: "Every adult needs a rela-
tionship with a flesh and blood child, so
that we can imagine what it will be like
as that child’s life unfolds into the fu-
ture." For Bateson, we need to return to
"the elementary school of caring."l2

Mentoring provides a specific context
in which to initiate the process of recon-
structing the empathy that is essential
for building not only better policies and
institutions for poor youth, but also a
good and civil society. It amounts to an
elementary school of caring for other
people’s children, the children of the
poor.

As part of such a process, mentoring be-
comes an opportunity for reform. Dean
Patricia Albjerg Graham of the Harvard
Graduate School of Education argues
that, historically, volunteer movements
like mentoring, while unable to provide
fundamental reform in and of them-
selves, have often "set the stage so that
fundamental reform becomes more
likely." Graham believes these move-
ments are valuable because they build a
sense of stake among the enfranchised
who come to provide poor children with
"new and powerful advocates for the
schooling they need."* Indeed, this ob-
jective has been an important stimulus
to the creation of mentoring programs,
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The Challenge Of
Reengagement

that a central part of their mission

is alerting middle-class adults to
the circumstances of poor children and
reengaging them. This having been
said, some obvious caveats are in order.

Privately, program sponsors admit

First, mentoring is risky. Direct contact
is a double-edged sword. This section
has highlighted its constructive poten-
tial; but as earlier sections contend, di-
rect contact can backfire, reinforcing
stereotypes and prompting disengage-
ment.

Second, the barriers of poverty are for-
midable, and individual outrage at these
conditions on the part of mentors can as
easily lead to hopelessness as to advo-
cacy. Some mentors find themselves
feeling, as already mentioned, "like a
drop in the bucket."

Third, large numbers of mentor/advo-
cates are unlikely. The prospect of a
mass outcry for change emanating from
transformed mentors seems fairly re-
mote.

Nevertheless, there is much promise in
mentoring as a vehicle for reengaging
some adults, and of suggesting ways for
getting the attention of others. The first
step toward meeting the challenge is to
meet an earlier one: conducting respon-
sible mentoring. Mentors are much
more likely to become reengaged if
they are carefully screened, supported
and supervised, and if there is quick in-
tervention on the part of staff when
things go wrong.

The second step is for mentoring pro-
grams to be less reticent about function-
ing as "social programs” for adults.

While these efforts need not advertise
themselves as adult initiatives, they
could be far more proactive, taking a
few lessons from the field of organiz-
ing. To start, programs could bring
mentors together to share experiences
and determine ways of acting in concert
around issues of strong mutual concern.
In particular, these sessions could focus
on the often expressed desire of men-
tors to be part of a broader support net-
work for the young people. Around this
desire, mentors could be encouraged to
press for the kinds of changes outlined
in the preceding section.

The third step in this challenge actually
moves past mentors to a wider circle of
potentially engaged adults. While it is
ill-advised to inflate the number of men-
tors unnaturally, mentoring might profit-
ably be used to stimulate other avenues
of direct engagement. The Philadelphia
Futures program provides an example

of how this potential might be tapped.
While Philadelphia Futures uses mentor-
ing to stimulate interest ("as the hook"),
the program provides a menu of differ-
ent ways for adults to become directly
involved with youth, including tutoring,
role-modeling, and other options. The
program helps interested adults select
the particular role that is most compati-
ble with their personality, interests and
level of commitment.

In other words, in this approach, mentor-
ing is just one way for caring adults to
become involved. Without making
every interested adult into a mentor, it
may well be possible to increase the
number who have contact with poor
kids, come to understand their needs,
have the opportunity to help, and feel

an enhanced stake in their fate.

The final challenge of reengagement is
to understand the appeal mentoring
holds more broadly, for understanding
this appeal might provide important
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clues for social policies and programs
that are both saleable and sustainable.

At root, the appeal of mentoring is re-
flected in its essential principles of con-
nection and responsibility, of relation-
ship and participation. It is reflected as
well in the words of mentors who speak
of "recreating the extended family," of
"restoring ...the individual and collec-
tive responsibility we used to owe to
each other,” of finding the missing
"glue" of social cohesion.

These themes and principles add up to
the notion of civil society, an attractive
concept at a time when many have
come to fear that we are living in an in-
creasingly uncivil society, one threaten-
ing to deteriorate into something re-
sembling the state of natore--what West
Germans call "the elbow society."14 It
is possible to see the elements of civil
society not only in mentoring but in a
range of other extremely popular pro-
grams on the policy landscape: youth
service, family support, and inter-
generational and cooperative education
efforts, to name a few.

These elements touch a welling senti-
ment in contemporary America, one con-
cerned with resurrecting and preserving
a set of social relationships perceived to
be vanishing: ties between the gener-
ations, responsibility to strangers, a
sense of community and the bonds of
family.

As the broad appeal of mentoring and
related efforts suggests, the notion of a
civil society sells. Tt is a pitch that
might well be used more aggressively,
alongside prevailing arguments concern-
ing the social costs of neglect. Taken
together, these approaches could pro-
duce a case capable of transcending
customary political divisiens, and help-
ing to rally the public will so essential
to genuine reform. "

A Window Of Hope

This essay set out to provide a context
for understanding the current interest in
voluntarism as an approach to relieving
social problems through examining one
of the most prominent examples of this
phenomenon: the new and much cele-
brated mentoring movement,

In the end, one of the principal lessons
emerging from this examination is that
mentoring, like the broader interest in
voluntarism, constitutes an empty ves-
sel, one whose social significance will
depend ultimately on how we elect to
fill it.

At present, this significance remains un-
certain. One possible outcome is trou-
bling. It is built around the counter-
position of voluntary action and public
institutions--of the "good"” and the
“great" societies--proposing the former
as a cheap and easy substitute for the
latter. This inclination, exemplified by
the fervor without infrastructure school
of mentoring, is reminiscent of Friendly
Visiting’s slogan, "Not Alms, But a
Friend,” with its anachronistic faith in
the sufficiency of well-meaning volun-
reers.

As this essay has argued, there are alter-
natives to the overselling--and the con-
sequential undermining--of volun-
tarism. Through responsible practice,
sufficient resources, and realistic expec-
tations, movements like mentoring can
be sustained and constructive additions
to the landscape, joining a tradition car-
ried on by sturdy efforts like those of
Big Brothers/Big Sisters. Within limits
already suggested, mentoring can en-
gage a new cadre of adults on behalf of
our nation’s most vulnerable youth,
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This essay further contends that, at their
best, volunteer movements not only aug-
ment direct assistance to the disadvan-
taged, but serve as catalysts for more
encompassing reform. As mentoring
illustrates, they can point to needed
institutional changes and can even help
build a constituency for these public im-
provements. In other words, the "good"
and "great” societies need not be coun-
terposed, but can be organized to com-
plement and reinforce one another.

For all these reasons, the mentoring
movement, like the new voluntarism,
contains the potential to be, in the
words of one mentor, "a window of
hope" at a time when few such windows
are open. The movement offers a
glimpse not only of our better selves,
but of a potentially better society, one
built not only on individual acts of kind-
ness, but on a broader set of programs,
policies and institutions that themselves
reflect a higher civility.
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Afterword

This paper is an essay about the mentor-
ing movement anchored by more than
300 semistructured, face-to-face inter-
views with mentors, youth, staff, pro-
gram operators, foundation officials,
scholars and policymakers, which were
conducted around the country beginning
in Fall 1989,

Unless footnoted, all quotes in this
essay derive from these interviews.
The quotations have been edited and
condensed in some places, but always
with the objective of preserving spirit
and meaning. In the case of mentors
and youth, all names have been
changed, unless the data comes from
public materials.

Although a dozen initiatives were vis-
ited, the majority of the interviews with
mentors, youth and staff were conduct-
ed at five programs, located in Balti-
more, Washington, D.C., Philadelphia,
Milwaukee and Cleveland. These ini-
tiatives were selected because they
were fairly large (recruiting more than
100 mentors each), drawing an ethni-
cally diverse group of mentors, focus-
ing on at-risk youth, maintaining a
reputation for innovation and excel-
lence, and affording a look at a variety
of institutional affiliations. Each of the
five programs, Project RAISE, Mentors,
Inc., Philadelphia Futures, One on One
and Career Beginnings, is described in
greater detail in Section V.

In gathering information for this essay--
a case study of the entire mentoring
movement rather than of specific men-
toring programs--considerable time was
spent interviewing proponents of and
commentators on mentoring beyond the
program sphere, following the mar-
keting of the movement and its cover-
age in the media, and functioning as a
participant/observer at conferences and
meetings focused on mentoring.

Finaily, an extensive literature review
was conducted, examining mentoring in
the realm of social programs and pol-
icy, as well as the disciplines of litera-
ture, popular culture, psychology and
carcer development.

In weaving these sources together, this
essay was written to serve a wide audi-
ence, ranging from academics and poli-
cymakers to program staff and partici-
pants. It further attempts to cover a
broad swath of issues related to mentor-
ing, at one level proposing ways to
think about the new mentoring move-
ment while simultaneously examining
programmatic suggestions related to
day-to-day operations.

Finally, in putting together an argument
about mentoring, the author did not as-
pire to be "scientific” in the sense of
providing evaluation research, but
rather--through trying to listen closely
to the people directly involved in the
mentoring process--to "convey a sense
of the field" and where it might be head-
ing.
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