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1 The role of individualized support program
managers

Managers of individualized support programs plan, organize and run the programs in the
school. They inform parents and involve them in current projects. They identify the
students who should participate in the programs. They may also be responsible for
recruiting resource teachers and making sure that the support program ties in with other
school and community programs. These duties may be taken on by the school principal or
vice-principal or, possibly, by a school board professional.

2 Organizational practices in educational
support programs

There is little documentation about organizational practices in educational support
programs. On the one hand, students are selected with a focus on prevention, and on the
other hand, the school often selects resource teachers according to employment priority
and collective agreements. However, some authors suggest that program managers
should make sure that the students are paired with teachers who can listen, manage small
groups and involve the students in problem-solving processes. These measures can
involve adopting different criteria for eligibility and involvement in the program, defining
content for initial training or monitoring resource teachers who provide support.

2.1 Mobilize and inform

According to one study, program managers ask too much of resource teachers, and
this is a problem. Teachers who take on this duty for the first time must understand
from the very start why they are being asked to provide educational support, and
they must recognize the needs this practice is striving to meet. It is essential that
they be informed of the time they will be expected to devote to this task, the amount
of work involved and the training they must take. They must be able to recognize the
benefits of this experience for the students and for themselves.

2.2 Define the needs

The implementation of an educational support program generates needs that must
be managed properly. The following questions can shed some light on these needs:

- How should student and teacher schedules be organized?
- How much time should be allotted to training and to support?
- What conditions will be put in place to ensure consistency?

- What kind of training and follow-up will this program involve?



2.3

2.4

2.5

Set guidelines for intervention from the beginning

Researchers suggest that program managers should agree with resource teachers on
whether or not they will work with the parents. Literature in the field of educational
support programs does not clearly specify that this is the resource teacher's role.
However, if the resource teacher is to work with the parents, some questions must be
addressed:

- How will the resource teacher be informed of the student's academic progress?
- Will he or she be the main contact person for the parents?
- When and how will the parents be able to reach the resource teacher?

- How often and by what means should the resource teacher contact the
parents?

- What should be communicated?

- Can the discussions with the parents be used during intervention with the
student?

Harmonize the programs

Educational support programs are more effective when they are harmonized with
other school and community programs. It is important to make sure the whole
school community (departments, parents' groups, school teams) knows about the
program in order to show that it complements existing programs or structures and in
order to convince the members of the school community that this kind of program
can support students as they develop the knowledge and competencies set out in
their courses.

Support teachers during the program

Some researchers believe that initial training for resource teachers is not enough to
ensure the programs are successful. Teachers need to be supported in their
decisions throughout the process. They also need guidance on how to begin the
relationship, deal with conflict, support the students and set certain limits. Thus it is
important that training or follow-up be available while the teachers are providing
support.



Organizational practices in mentoring

A mentoring relationship is a one-on-one relationship in which a volunteer provides
support to a student with the aim of responding to the student's developmental needs. The
mentor can be a teacher, an older student or a volunteer from the school or the
community. In mentoring programs, organizational practices involve recruiting students
and mentors, pairing mentors and mentees, managing relations with parents, and
harmonizing the mentoring program with other programs.

3.1 Recruiting students

v

Whether or not to define criteria for eligibility

Managers of mentoring programs must be careful to identify at-risk students who
could most benefit from mentoring. Some mentoring programs specify their
eligibility criteria: the student must come from a disadvantaged area or from a
single-parent or unstable family; in addition, teachers or other school staff must have
noticed that the student is having academic or social difficulties. Other programs do
not specify any criteria for eligibility. They subscribe to a universal prevention
philosophy that lets families decide whether the student needs a mentor.

Recruitment

The Mentor Foundation is an American organization that supports the
development of school and community mentoring programs. According to the
Foundation, recruitment should be in harmony with the services of the
individualized support program. It recognizes the need to help families and
students to understand what mentoring is and what they can expect from it. With
many programs, families are given a clear idea of how often mentors and students
are expected to meet. This practice brings positive results and improves the
quality of the mentorship.

Understanding which students will most benefit from mentoring

A number of studies have been carried out to find the effects of mentoring on
students with different characteristics. Thus, students who receive insufficient
support from those around them would benefit the most from school mentoring.
They would develop their social behaviour, make more of an effort in class, feel more
competent in their studies and perform better in school than students who are not
mentored.

Mentoring programs do not seem to benefit the truly vulnerable students, those who
have an unstable home life or who have difficult relationships with their peers or
teachers. Nor will mentoring programs benefit students who already receive a good
deal of support from those around them.



3.2

3.3

Recruiting mentors

The means used to recruit and select mentors can have an impact on the scope of
the mentoring. A number of winning factors must be taken into consideration.

Experience

Studies show that mentors with professional experience in the fields of counselling,
mentoring or tutoring feel more effective during interventions and establish more
positive relationships with their students.

Human qualities

The mentor's age and gender should not be determining factors. However, in
practice, managers of exceptional mentoring programs make sure that volunteers
are prepared to commit to a personalized relationship, have time to devote to the
young people and have certain personal qualities: they are sensitive, good listeners
and flexible.

Commitment

Some program managers have volunteers fill out a service offer and sign a contract
in which they commit to meeting once a week for at least a year. They will also
interview candidates, check their personal and professional integrity, and look at
their judicial record. Others inform volunteers of the benefits, practices and
challenges of mentoring.

Matching mentors with students

The way in which students and mentors are matched up can affect the quality of the
support provided. Ideally, the first individualized support session should be closely
monitored by an instructor. Matching should also respect the aims of the mentoring
program.

Should students choose their mentors?

The mentor's objective is to create a positive natural alliance with the student, but it
can be difficult to reach when the student feels the school has imposed a mentor on
him or her. On the other hand, allowing a student to choose a mentor involves
complex logistics and human resources, and is simply not possible in all schools.
Because of this, it is important to try to match students with mentors based on
natural selection processes.

Should matching be based on shared interests?

Matching students and mentors based on shared personal, academic or professional
interests contributes to the quality of the relationship they will develop. Matching
based on gender and ethnic group can be useful when the mentorship pursues
clearly cultural objectives.



v Should matching occur more than once during the school year?

Some school mentoring programs will match students and mentors more than once
during the school year. There are many reasons for this:

- Avrelationship ends unexpectedly, owing to conflicts between the mentor and
the student.

- The school does not have enough resources to allow a particular teacher to
devote time to the relationship for an entire school year.

- A volunteer or a teacher becomes unmotivated or is no longer available.

One study has clearly shown the negative consequences of such a practice. Students
who have not had the same mentor throughout the school year or who have had one
for only part of the year receive none of the benefits of mentoring in their school
performance and their presence in class compared with those who have had the
same mentor for at least 24 weeks. However, poorer academic results were recorded
for those who were matched with a second mentor during the school year, after their
relationship with the previous mentor ended. These findings show that managers of
support programs would do well to be careful when selecting mentors, to invest in
quality initial training, to match mentors and mentees wisely and to supervise them,
in order to avoid making multiple matches for at-risk students.

The Mentor Foundation and certain researchers recommend different promising
practices in order to prevent students from experiencing the negative effects of a
terminated relationship:

» close supervision of the relationship

» aninterview at the start of the relationship in order to evaluate the
student's situation

» the chance for some students to continue their relationship after the
school year has ended

» special activities to mark transitions and successes the student
experiences

» the use of relational contracts and a written policy to specify the terms of
the relationship and the end of the commitment

3.4 Managing relationships with parents

The way in which relationships with students' parents are managed can have an impact on
the quality of the mentoring. Mentoring programs that involve the parents have more
noticeable effects on the development of at-risk students. They encourage a number of
practices to involve parents in the mentoring process. Some involve parents before the
matching and others, during the mentoring.




v

3.5

Provide information first
Before matching a student with a mentor, parents must be informed of the following:
- the goals of the program

- the mentor's role (how this role is different from and complementary to that of
the parents)

- the reasons why the school has suggested their child participate in
the program

- the mentor’s profile

- program rules and policies

- support and safety measures set out in the program
- the typical phases of a mentoring relationship

- the parents' role and responsibilities

Keep in touch

Personalized follow-up is recommended to keep in touch with parents. It can be by
telephone, through information sheets or using program guides.

Encourage involvement
In order to keep the parents involved during the mentoring process, the following
practices are recommended:

- ask the parents what they think about their child's participation in the matching
process

- communicate with them often and in different ways (e-mail, Web site)
- provide services when they show that they require them
- organize social activities with the families and program personnel

- recognize the parents' involvement often through thank-you notes
and letters

- invite the parents to become involved as volunteers

Harmonizing the programs with other services

Research shows that managing a mentoring program involves making connections
with the other services available to the student. If the program manager clearly
defines mentoring as a complementary service in addition to other services (tutoring
in a school subject, counselling, psychological consultation), and if, in fact, the
students see it that way, it will have a greater impact on them. Some studies show
that students who have had access to a combination of services, such as mentoring
and tutoring, get more out of the experience than those who were only mentored.



4 Conclusion

According to the research, program managers should give careful consideration to certain
aspects of individualized support practices. These include: the selection of students, the
eligibility criteria that will help them recruit personnel and the degree of involvement
expected of the latter, the content of the initial training and follow-up while support is
being provided. The research also highlights the importance of managing relations with
the parents and the impact of the quality of that relationship. Lastly, it is important to
effectively harmonize educational support with other programs and to distribute
information about the support programs to the whole school community.

In the case of mentoring programs, managers should clarify the mentor’s role, the needs
mentoring seeks to fulfill and how mentoring will complement the other support measures
available in the school and the community.
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