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Starting A mentoring Program: 
The lop Twelve Ouestions 

l hroughouc the country there is an impressive level of interest inmentofing among the early childhood community. One of the first questions we hear at gatherings is, "How do we go about starting a mentoring program ourselves?" Developing an effective mentoring program depends on the actions and support of many individuals and organizations. Here we'll address the "top dozen questions" that any group needs to answer as it gets underway. 

· offering learning opportunitiesfor skilled teachers and providers, particularly in the areas of peer coaching, reflection, leadership, adult development, and anti-bias education; · offering learning opportunitiesfor novice caregivers (proteges) who are committed to furthering their professional development; and · improving the overall quality of child care programs in the community. 

l h e s p a r � t h at i g n it e s a p r o g r a m d e s i g n oft e n c o m e s
from visionaru activists in a communitu. 

J. What are the goals of the

mentoring program? Though they vary in structure, often because of state and local regulations, training models, and sources of funds, most programs are committed to four common goals: · retaining experienced and skilledteachers and providers in early childhood classrooms and homes, by providing them with financial incentives and recognition; 

2. How is a mentoring program

designed? The impetus to develop a program can come from several sources, such as a group of teachers, providers, directors and/or training coordinators, or one or more institutions of higher education, or other professional organizations. In some cases, private foundations or public sources have funded innovative training models. Some mentor 
continued on page 2 

legislative Update 

f ederal funds from the Child Cace and Developmenr Block Grant (CCDBG) have been a critical source of support for early childhood mentoring programs in a number of states - but as of press time in early November, the continuation of the CCDBG remains in doubt. While the Senate welfare reform bill passed in September preserves the CCDBG (as Senate Bill 850, carried by Senator Nancy Kassebaum of Kansas), the House version does not. A joint conference committee will now negotiate a bill that must be passed by both the House and the Senate and signed into law by the President. In the Senate bill, the CCDBG still includes a 15-percent set-aside of funds for program quality improvements, which many states have used to boost child care training and compensation, including mentoring, tuition assistance, quality grants and loan assumption programs. The bill, however, only requiresstates to include resource and referral services in their quality improvement plans; all other efforts, including training and compensation, are optional. But unless federal child care funds explicitly include some kind of quality set-aside provision, the continuation of mentoring programs in many states could be in serious jeopardy. 
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lop Twelve �uestions 
continued from page 1 

training programs are designed to 

complement qualification requirements 

or to promote new qualifications on a 
career ladder. The spark that ignites the 

design process often comes from vision

ary activists in a community. 
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3. W1,o are the key players? It is
crucial to collaborate with others who 

are representative of the community and 
the child care profession, including: cur

rently employed teachers and providers, 

program directors, resource and referral 
agency staff, faculty from local colleges 

or universities, and representatives from 

child care advocacy groups and other 

professional associations. 

4. How do we assure diverse

representation? The commitment to 
diversity should be built into all poli

cies and components of the program, 

and careful consideration must be given 

to equitable and affirmative outreach ac

tivities. From the original inception to 

the selection process for participants and 

sites, the group of mentors, proteges, 

trainers and evaluators involved in the 

program should be racially, culturally 

and economically diverse. 

5. W11at will our planning pro

cess and timeline be? Collaborators 
will need to agree on how often to meet, 
the location and length of meetings, and 

the desired start-up dates for the pro
gram. The meeting schedule should be 

realistic, allowing enough lead-time to 

attend to unexpected opportunities and 
challenges. Setting forth a work plan 

with goals and assigned tasks will help 

to move the process along. Some groups 

have pooled funds or secured planning 

grants to support these first-stage efforts. 

6. W11at can we learn from other
exemplary programs and from the lit
erature on mentoring, and where can 

we find this informationf The Early 
Childhood Mentoring Alliance has been 

formed for just this purpose, and we will 

be happy not only to share resources but 

to point you toward colleagues in the 

mentoring field who can offer technical 

assistance. Also this fall, NCECW is 

preparing a compendium of mentoring 

programs across the country, the result 

of an extensive survey and interview pro

cess conducted during the past year. (See 

elsewhere in this newsletter for details.) 

7. W11at funding sources will we 

need and how do we explore obtain
ing them? Generally, program develop

ers begin their work by having possible 

funders in mind. Many programs have 

secured state funding (CCDBG or other 

training/education funds), while others 

have sought local matches and/or con

tributions from participating programs. 

By all means, contact private founda

tions at the national, state and/or local 

levels as well. (Note: Mentor programs 

generally agree that the training should 

be offered at no or very low cost to teach

ers and providers.) 

8. W1,at should a true cost bud
get contain? A draft budget should be 
drawn up early in the planning process. 

First look at the broad categories of 
spending: salaries for training staff and 

stipends for mentors, substitute cover

age to offer release time to mentors and 

proteges, administration, benefits, pur

chased services (e.g. consultants), college 
credit fees, supplies and materials (e.g. 
textbooks and related documents), over

head and other miscellaneous line items. 

(Note: Some mentoring programs have 

made it an eligibility requirement that 
child care programs guarantee salary in

creases to mentors and/or proteges once 

their training is completed.) 

9. W1,at are the roles and respon
sibilities of the participants in a 

mentoring programf This will depend 

largely on the various collaborators' 
time, resources and availability. If pos

sible, a paid coordinator or staff person 

could serve as a facilitator and leader, 

instead of overburdening a volunteer 

with these duties. Actual job descrip

tions and expectations for mentors and 
proteges should also be in writing and 

disseminated widely from the onset. All 

parties should know in advance what 

they are "getting into"! 

continued on page 5 
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Building Support at t�e State 
level for mentoring Programs 

IIll hacever bappens ac the federal
leyel, 'it's clear that the funds chat 
affc-cc men coring programs will 

be part of large block grants sent to the 
states. As a result, it will be more im
portant than ever to build strong alli
ances and sources of support at the state 
and local levels. A session at the 
Mentoring Alliance charter meeting in 
June 1995 profiled three particularly 
successful examples of organizing and 
coalition-building. Panelists were Cecilia 
Alvarado Kuster, Department of Early 
Childhood Education, Santa Barbara 
City College, Santa Barbara, CA; Nancy 
Johnson, Greater Minneapolis Day Care 
Association, Minneapolis, MN; and Kay 

, Hendon, Division of Community Ser
: vices, Wisconsin Department of Health 
I , and Social Services, Madison, Wl. 
' 

' California 
Since 1992, the California Early 

1 Childhood Mentor Teacher Program 
(CECMTP) has received federal funds 
through the quality enhancement pro
visions of the Child Care and Develop
ment Block Grant. These funds have 
been allocated at the state level through 
the Child Development Division of the 
California Department of Education. In 
1994, however, continuation of this 
funding was not guaranteed, as the 
Child Development Division (CDD) 
convened forums on how to use its qual
ity set-aside funds for 1995. 

Mentor teachers who had partici
pated in the CECMTP organized to save 
the program. First, they held several 
training sessions on the advocacy pro
cess and on the various legislative pro
posals that were currently pending. To 
gather support, mentors then testified 
widely at city council meetings and other 

community and statewide forums, and 
wrote articles and letters to editors. 

Because of all these efforts, 80% of 
the testimony and comments offered at 
CD D's public forums were related to the 
Mentor Teacher Program, and contin
ued funding was approved. 

minnesota 
Advocates involved in creating a 

mentoring program for Minnesota had 
a strong interest in developing a cultur
ally and racially diverse group of men
tors, and in building a project that would 

program apprentices spoke from the leg
islators' chairs while the legislators sat 
in the audience. 

Wisconsin 
The Child Care Quality Grants 

Program was begun by the state Depart
ment of Health and Social Services as a 
quality enhancement initiative under the 
federal Child Care and Development 
Block Grant. Grants have been awarded 
to centers and family child care homes 
to boost compensation, reduce turnover 
and improve training. 

, It will be more important than ever in the coming gear to 
build strong alliances and sources of support for 
mentoring programs at the state and local levels. 

provide enough time and resources to 
build meaningful relationships among 
participants. 

Before starting the program, the 
developers spoke to many potential par
ticipants about their needs, and in re
sponse, set up a program which provided 
substitute time, reimbursement for 
transportation costs, child care for 
evening classes, food at meetings, and 
extra course time on particular issues, 
including four hours on advocacy. 

It became clear that new alliances 
and sources of support would need to 
be developed to raise sufficient funds for 
the program. Developers looked to such 
new sources as job training funds 
through Minnesota welfare reform, the 
Honeywell Corporation's apprenticeship 
program, and the state Department of 
Labor and Industry. They also built ties 
with child care resource and referral 
agencies and community colleges. 

Two events were particularly suc
cessful: a picnic at which community 
leaders were able to meet mentors and 
learn about the benefits of the program, 
and a reception at the state capitol where 

To gather as much support as pos
sible, administrators have sought from 
the beginning to define the program's 
goals in ways that would connect with 
the shared goals of a broader audience. 
The connection has been constantly 
drawn between increased child care staff 
training and compensation and the need 
to make a greater public investment in 
quality child care, as well as the central 
role of good child care in enabling par
ents to work. 

The program now has over 300 
grantees, trainers and others who are 
available to speak on its behalf. It has 
been critical to have advocates who can 
respond to calls for support as quickly 
as possible. It has also been very helpful 
to consolidate mentoring within the 
state's broader child care quality im
provement effort, linking it with other 
training and professional development 
programs as a protection against being 
singled out for elimination or cuts. 
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mentors �ffer f eedhac� on needs from Rlliance 

[i] t the Mentoring Alliance charter

meeting in June 1995, mentors 

held a discussion both on their 

overall professional needs and on what 

they would like to see developed within 

the Alliance. Overall professional needs 

included: 

· better compensation;

· professional support;

· a place to come together;

· training in advocacy;

· professional development;

· symposia for building skills and

gaining confidence;

· a mentoring journal; and

· a voice in program development.

Participants especially noted that 

enlisting mentors' help in program de

velopment is an important way of vali

dating their experience. Some programs, 

they added, seem top-heavy with train

ers who are not mentor teachers or pro

viders, and this can lead to situations in 

which mentors feel talked down to. 

Mentors then discussed what they 

would like from the Alliance, including: 

· an opportunity to build relation

ships;

· models for mentor training pro

grams;

· a list of resource people, includ

ing fellow mentors, which would

describe each person's area(s) of

expertise;

· an Alliance logo which could be

used for building recognition and

connections (e.g., on stationery

and business cards);

· articles and information in the

Mentoring News. Suggestions in

cluded pieces on: how various

programs have been able to in

crease compensation; sharing pro

gram models; promoting our

selves as mentors; transitions in

mentor/protege relationships;

working with proteges with vary-

ing levels of competency and ex

perience; and a "questions col

umn" answered by other mentors. 

Other ideas, related to many men

tors' membership in the National Asso

ciation for the Education ofYoung Chil

dren (NAEYC), included: a mentoring 

page in NAEYC's journal, Young Chil

dren; ribbons for mentors to wear at 

NAEYC events; and mentor meetings 

attached to local/regional AEYC affili

ate group meetings. 

Thanks to all the mentor teachers 

and providers who joined this discussion 

- we'll do our best in this newsletter to

reflect mentors' own voices and ideas.

Please contact us at NCECW if you're in

terested in contributing a short article to 

the Mentoring News, or ifyou have a ques

tion for the mentors' question/answer col

umn.' 

•--------------------------------------------- mentoriq news 4 
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lop Twelve �uestions 
continued ftom page 2 

1 O. What are the criteria and 
procedures for selecting mentors and 
proteges, and for matc hing them 

upf These will vary depending on state 
regulatory requirements, whether you 
will be conducting the training for col
lege credit, and the program's principles 
and priorities (e.g. assuring racial, cul
tural, economic and linguistic diversity). 
Generally, mentors are expected to have 
a certain level of experience and educa
tion; written references are required (in
cluding one from a director and/or co
worker); interviews, and often home or 
classroom observations, are conducted; 
and the collaborative group or selection 
committee makes the final decisions. 
Then, a designated person or team, paid 
by the program, conducts outreach and 
facilitates matches of mentors and 
proteges as well as selections of sites. Fi
nal decisions about matches should be 
by voluntary mutual agreement between 
the mentor and protege. 

11. What will the training com
ponent contain, and will we offer it 

for college credit? Core curricula, we 
believe, should contain information and 
activities on adult development, reflec
tive practice, leadership, the process of 
change, culturally sensitive anti-bias 
education, and child care advocacy. The 
decision whether or not to offer college 
credit will be affected by program goals, 
funding, and participation of local col
leges or universities in the process. Col
lege credit is generally favored by those 
who seek the training, and it also helps 
to define and promote the distinct role 
of mentor teacher/provider on the pro
fessional career ladder. 

12. How will the program be 
evaluated? Evaluation should be built 
into the program model. Some programs 
have included outside evaluators. Inter
nal evaluations vary; sample models are 
available from NCECW, and we are also 
developing a consistent tool for docu
mentation and evaluation to be dissemi
nated through the Mentoring Alliance. 

r----------------------------
� 

' mentoring Pu�lications from ncf CW 
farly Childhood mentoring Curriculum 

Due out by summer 1996, the Early 

Childhood Mentoring Curriculum, now 
being developed by NCECW, will pro
vide the field with a comprehensive, flex-

or provider; building relationships be
tween mentors and proteges; skills for 
effective mentoring; planning and 
implementing a learning session for 
adults; and mentors as leaders and ad-
vocates.ible teaching tool for child care teachers 

and family child care providers that can 
be adapted for use in communities Survey of farly Childhood mentoring Programs 
throughout the country. In early 1996, NCECW will also 

The Curriculum will include three release a detailed compendium/ report 
parts: a Curriculum Guide for the train- from its Survey of Early Childhood 

ing of mentor teachers/providers; a Mentoring Programs conducted during 
Handbook for mentors to use with their the past year. The report offers detailed 
proteges; and a Trainer's Guide. Areas information on 19 programs through
covered include: the goals of mentoring out the country, covering such issues as 
programs; adult development; peer program design, obstacles and achieve
coaching and reflective practice; respect- ments, eligibility, outreach, selection and 
ing diversity; the process of change; training of mentors and proteges, com- 1 

moving toward excellence as a teacher pensation, funding, and evaluation. 
1 I 

I 

�----------------------------------------J 
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While designing and implementing a 

mentoring program requires a great deal 

of time, consideration and commitment, 

perhaps the key ingredient to success is the 

will to make it happen. We welcome your 

input for future newsletters on how you 

have answered the above questions or any 

others-and the successes and challenges 

your program has met in getting started. 

-Patty Hnatiuk, Director, Child Care

Training Programs, Wheelock College,
Boston, l\1A
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Beginning in January 1996, we are simplifying the NCECW membership structure. As a member, you will be assured of 
receiving information on the Worthy Wage Campaign and the Early Childhood Mentoring Alliance, and the latest 
analysis on policies affecting the early childhood work force. Membership will be based on the calendar year, January 1 
through December 31. To join, please fill in the information below. Current members will be receiving renewal informa
tion in December. Please call NCECW if you have any questions. Membership dues and donations are tax deductible. 

Regular membership $30 ($15 for teachers and providers) ....................................................................... $ ___ _ 
I would like to receive the new biannual NCECW newsletter (which will combine information 
previously contained in the Wirthy Wage News, the Mentoring News and the Compensation Inititatives

Bulletin) plus a discount on selected NCECW publications and products. 
ComprehensiYe membership $50 ($25 for teachers and providers)··········"··"············································$ ___ _ 

In addition to the benefits of regular membership, I would like to receive the special mailings 
(including action alerts, resource materials and minutes of meetings) from: 
0 The Worthy Wage Campaign O The Early Childhood Mentoring Alliance O both 

Publication Fee $50 for members, or $75 for non-members .................................................................... $ ___ _ 
Please send me all new NCECW publications (policy reports, research reports, etc.) issued dur-
ing the year. 

Donation I would like to make an additional donation to NCECW to support its services for the 
early childhood work force O $25 0 $50 0 $100 0 other $ ___ .............................. $ ___ _ 

Total ................................................................................................................................ $ __ _ 

: 

name 
---------------------

Organization 

H�hs 

lit1e 
--- - - - - - - -----

--------------------------------------

Citu�tatelip ______________________________ _ 

Telep�one - - - - - - - - -- faH 
- ----------

[-mail H��ress 

I am currently working as a: 0 Child care center teacher O Family child care provider O Center director 
0 Child care advocate O Program developer O Other ___________ _ 
0 Enclosed is a check in the amount of $ ___ _ 
0 Please charge my MasterCard or Visa (circle one) in the amount of$ ____ _ 

Credit Card Number __________________ Exp. date ___ __ 

•-------- - - --- - ---------------------------- ----- - - -- -- ----------• 
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